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Abstract 

DOWNSIZING AND THE MANAGEMENT OF 
REDUNDANCY: A STUDY OF SURVIVOR REACTIONS 

by Fiona K Campbell 

Organisations in and around Britain continue to restructure and downsize their workforce. Redundancy 
as a method of downsizing and reorganisation of staff remains a popular vessel of internal 
organisational change. However, the effects of redundancy on those who remain in an organisation, the 
survivors, are still little understood (Armstrongstassen, 1993a). This thesis attempts to rectify this 
situation by reviewing theories principally developed in North America concerning downsizing and 
layoffs within a British context. In particular, the research identifies how organisational justice theories 
(e. g., Bies et al, 1988; Greenberg, 1990; McFarlin & Sweeney, 1992) are a means to understand the 
potential effects of the redundancy process on survivors' emotional, attitudinal and behavioural 
responses. 

The thesis is based on research conducted in a number of downsizing British organisations who have 
experienced large scale change involving redundancies. The research aims were to explore the range of 
reactions; emotional, attitudinal and behavioural experienced by survivors of redundancy and to explore 
what influences survivors' reactions and to investigate the impact of survivor reactions on the 
organisation in terms of organisational commitment, job satisfaction, job insecurity, job related stress 
and turnover intention. Data was collected using a variety of methods, including expert interviews, 
focus groups, in-depth semi-structured interviews and company wide surveys within British 
organisations. First, the results provide both a managerial and a non managerial view of the impact of 
redundancy on survivors. Second, the results enabled the development of a conceptual framework 
which both supports and extends previous understanding of the effects of redundancy on survivors. 
The conceptual framework draws together the current findings with previous research in this field 
formulating an overview of the factors which influence survivor reactions. Understanding survivor 
reactions helps to further the knowledge of the potentially damaging effects of redundancy on the future 
of an organisation. 

The results indicate that organisational justice theories indeed promote the understanding of the effects 
of redundancy. In previous studies the emphasis has been laid on distributive and procedural justice 
(e. g., Daly & Geyer, 1994; Brockner & Greenberg, 1990), however, the current study highlights the 
importance of interactional justice. In particular, the results suggest that survivors' reactions are 
particularly dependent on the interpersonal treatment they receive from both the management team and 
their immediate line manager or supervisor. Further analysis shows that the communication and 
amount of interaction a survivor receives from their line manager influences their level of 
organisational commitment, job insecurity, job satisfaction and turnover intention. Survivors who 
perceived they had a 'good' relationship with their line manager were less likely to react negatively to 
redundancy as were those with a strong work ethic. The current study distinguishes between managerial 
and non managerial perceptions of redundancy and as predicted significant differences were found 
between managerial and non managerial survivors' reactions. Interestingly, the research also indicates 
that survivors were influenced by their immediate work environment and their work colleagues. The 
analysis suggests that when survivors' perceived their work colleagues to react negatively to 
redundancy, they were more likely to react negatively themselves. 

In practical terms, the research highlights a number of organisational policy concerns. For example, 
management should be aware of the potentially damaging effects of redundancy for not only those who leave, but also for the survivors. The research indicates that the 'line manager' holds an important role in maintaining the morale and motivation of remaining staff. The ability to maintain good 
communication and support to employees may help organisations achieve more effective downsizing. 
Finally, the conceptual framework developed in this thesis creates a platform for future research in this 
area. 
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CHAPTER I 

Introduction 

1.0 Introduction 

The aim of Chapter One is twofold, first, it will introduce the research and its origins 

and explain how the thesis is structured. Second, it will `set the scene' by explaining 

the background of downsizing and redundancy. A brief background of the subject area 

is constructed through the general theory of downsizing and a definition of redundancy 

is given. This is set into context by an overview of redundancy in Britain and finally, 

the originality of the study will be highlighted as a new area of research. 

1.0.1 Nature of the research and its origins 

The current research stems from a collaborative partnership between British Coal 

Enterprise and Cheltenham and Gloucester College of Higher Education. The partners 

inherent interest in redundancy and its effects on the organisation formed the basis of 

this research and thesis. The outplacement group of British Coal Enterprise (now called 

Grosvenor Career Services). The partnership established the opportunity for further 

research in this field and encouraged the current study to be conducted. 

This thesis describes a study on the nature of redundancy and its affects on the 

individual in today's business environment. Due to the origins of the study, the results 

will be subject to examination from both academia and practitioners in the field of 

outplacement and redundancy management. For this reason, the thesis is written in a 

way, so that it is accessible, not only within the academic environment but within the 

reach of practitioners from the business world. In effect, the research has been 

conducted to fill a gap in previous research (discussed further in the literature review see 
Chapter 2), to further academic study in this field and develop a clearer understanding 

of the issues surrounding downsizing and redundancy. The audience of this thesis is 

therefore fairly broad and may include those deciding upon redundancy as a downsizing 

strategy, those implementing redundancy, those coping with the effects of redundancy 
in their own organisation and academics studying the phenomena. The next section 

gives a brief overview of the thesis structure and the areas covered in each chapter. 
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1.1 Thesis Structure 

The structure of this thesis has been designed to lead the reader through the evaluation 

of the subject area, the development of the research focus, and the research process 

undertaken. In so doing, the thesis covers, the background theory, the focal theory, the 

research strategy and methodology, subsequent data collection, the analysis and 

discussion, and finally, the study's original contribution to the field. The structure 

follows the chronological order by which the data was collected and subsequently 

analysed. The research process has been developmental in that each stage has allowed 

the research to progress to a deeper level of understanding. Each chapter is now 

outlined in order to facilitate an understanding of the structure and aims of each chapter. 

Chapter Two reviews the literature. This chapter is broken down into five consecutive 

parts each taking a slightly different perspective. Part One addresses survivors from an 

environment perspective, by considering the changing nature of work. Part Two 

considers the redundancy process through organisational justice literature. Part Three 

explores the individual perspective and discusses individual characteristics likely to 

influence survivors' reactions to redundancy. Part Four outlines previous studies which 

have attempted to understand ̀ survivor sickness'. And finally, Part Five outlines the 

conceptual framework through which the research is undertaken. 

Chapter Three outlines the research strategy and philosophy. This chapter discusses the 

context of business research and the use of an interpretivist approach to research. The 

hybrid research strategy is described alongside the benefits of triangulation. 

Chapter Four describes the research methodology. The data collection is divided into 

three stages, each stage utilising a different approach. Both qualitative and quantitative 

methods are used, each methods advantages support the others disadvantages. Validity, 

reliability and methods of analysis are all outlined in depth. 
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Chapter Five summarises the results from the first stage of the research involving expert 

interviews and focus groups. Emergent themes are discussed in relation to the two 

research questions. This first set of results offer insight from both a `top down' 

managerial perspective and a `bottom up' employee perspective. It becomes clear at 

this stage that redundancy is a mismanaged process in the UK. 

Chapter Six discusses the results from the first stage in the light of previous research. 

The results offer a limited insight into the generalisability of earlier US studies into a 

UK context. However, the results do highlight some areas which need to be 

investigated in greater depth in the next stage. 

Chapter Seven summarises the results from the second stage of the research, the in- 

depth interviews in the two main case study organisations. 

Chapter Eight discusses the results from stage 2 of the research in comparison to 

previous studies. The results enable the further development of the original framework 

and the design of a refined framework which encapsulates the findings from both stage 

1 and 2 of the research. 

Chapter Nine draws together the survey results from stage 3 of the research. The 

chapter is broken down into three main parts. Part One outlines univariate and bivariate 

statistical tests which help to explore the findings from the Finance Company. Part Two 

outlines similar tests for the Power Company results. The results illustrate that the 

Power Company suffered significantly more negative reactions from the redundancies 

than the Finance Company. Part Three of the chapter takes the analysis one step further 

using multivariate statistics in the form of multiple regression analysis. This section 
illustrates which aspects of the conceptual framework have the most impact on 

survivors' reactions. 

Chapter Ten discusses the findings from Stage 3 of the research and draws support 
from the first two stages of the research. Significant support is found for earlier 

research. However, the findings have also highlighted some new elements which need 

16 



Survivors of Redundancy 

to be considered in future research. The final aspect of this discussion draws together 

the three stages of research into a new and refined conceptual framework. 

Chapter Eleven forms the conclusions of the research. The theoretical contributions to 

research are outlined alongside the practical implications of the study. The final 

sections offers reflections on the research process and proposals for future research. 

The following section will introduce the background to the study, through the 

explanation of the downsizing phenomena which has characterised employment and 

business management over the last two decades in both the United States and the U. K. 

1.2 'Downsizing': The Phenomena 

The current research attempts to look at the affect of redundancies on individuals 

remaining within an organisation. This section will consider the phenomena of 

downsizing, its definitions and attentions it has received over the last two decades in 

academia and in industry. Since the commencement of this research the literature and 

awareness of `downsizing' as a phenomena has increased significantly. The literature 

has emerged from a number of disciplines and has forged numerous definitions 

establishing a multi-faceted phenomena (Kozlowski et al, 1993; Thornhill and Saunders, 

1998). This section will draw together some of the disciplinary constructs and 

theoretical underpinnings in an attempt to understand downsizing and how it relates to 

the redundancy process. 

Change and uncertainty characterises today's employment environment and has done 

for the last ten or so years. Since the early 1980s and well into the 1990s Britain has 

been affected by the longest and deepest recession since the 1930s (Lewis, 1993). 

Organisations have been faced with an increase in international competition and fast 

moving technological change. Confronted with these pressures, organisations appeared 

to have had little choice but to slim down in order to remain competitive. In other 

words, organisations have been forced to cut costs. These costs can be cut in numerous 

ways, although often the largest organisational overhead has been the employee salaries 

and hence is usually the first to be targeted. Throughout the nineties numerous new 

17 



Survivors of Redundancy 

management trends have been spawned and become part of industry as we know it 

today. Caulkin (1996a), illustrates a selective history of recent business fashion to 

include; Total Quality Management (TQM), culture change, downsizing, re-engineering, 

empowerment and Investors in People. Each of these business ventures are aimed at 

making business more efficient and successful, they simply come with different names 

and guises. 

The phenomena of the eighties and nineties has been the massive increase in 

organisational `downsizing'. It was an American economist, Stephen Roach who 

pioneered the fashion for `downsizing' (Wheen, 1996). But, it didn't take long for 

downsizing to become a phenomenon in Britain. In its widest sense, the term 

`downsizing' can be used to describe a complete strategic transformation effort to 

change the values and attitudes of the company's corporate culture (Kets de Vries & 

Balazs, 1997). Yet, in plain English `downsizing' is often simply a corporate 

euphemism for mass sackings or redundancies (Vollmann and Brazas, 1993). The 

process of redundancy itself has become disguised in the business world through 

popular lexicons such as ̀ downsizing', `right-sizing', `de-layering', `de-massing', `de- 

organisation', `re-engineering' among many others (Cameron, 1994b; Kozlowski et al, 

1993). This change in the nature of business has signalled a fundamental change in 

organisational theory. There has been a significant shift from a preoccupation with 

organisational growth, towards models that incorporate decline, restructuring, and 

downsizing as integral aspects of organisational life cycles (Whetton, 1980). 

Downsizing or simply redundancies are often implemented in an attempt to become 

more efficient, flexible and successful in the new global environment. However, there 

is a notion that this is not always what happens, downsizers often get caught in a spiral 

of decline. By concentrating on internal structures and processes, they take their eye off 

the customer leaving no alternative but to cut costs again. By the second or third time, 

they have destroyed their ability to grow. Downsizing, like growth, feeds on itself 

(Caulkin, 1996b). 
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Over the last decade, a substantial body of literature has accumulated on downsizing. 

However, this literature has a number of limitations. The literature comes from two 

different perspectives, practitioner and academic. The practitioner literature is largely 

descriptive or prescriptive in nature and often in the absence of a sound research 
foundation (Kozlowski et al, 1993). Thornhill and Saunders (1998: 273) suggest that 

this is expected where practitioners are set out to `distil generalisable learning points 
from particular examples which they have witnessed at close hand'. Kozlowski et al 

(1993) suggest that downsizing theory and research has tended to compartmentalise the 

phenomenon and is fragmented by different levels of conceptualisation, time-frames and 

content areas. It is clear however, that in order to understand downsizing and its 

complexity, a holistic perspective incorporating economic, social psychological, 

psychological and sociological disciplines is needed (Brockner, 1988; Kozlowski et al, 
1993; Thornhill and Saunders, 1998). 

For the purpose of this research ̀ downsizing' will be defined from an organisational 

perspective as "a deliberate organisational decision to reduce the workforce that is 

intended to improve organisational performance" (Kozlowski et al., 1993: 267) The 

literature suggests that downsizing is a deliberate and intentional managerial action to 

adapt to changes in an organisation's operating environment (Cameron 1994b). 

Downsizing is expected to improve productivity, effectiveness, efficiency and 

competitiveness and thus organisational performance (Kets de Vries and Balzs, 1997; 

Shaw and Barrett-Power, 1997). This is reflected in much of literature on downsizing 

which takes a strategic organisational perspective (i. e., Cameron, 1994b; Freeman, 

1994; Kozlowski et al, 1993) rather than an individual perspective as proposed in the 

current study. There are a number of ways in which performance improvement through 
downsizing and a reduction in the workforce can be achieved, these include attrition, job 

sharing, re-deployment, early retirement and redundancy, to name but a few (Fowler, 

1993; Greenhalgh et al, 1988; Lewis, 1993). Yet, it is suggested in the literature that the 

most frequent outcome of downsizing is redundancy (Freeman and Cameron, 1993; 
Turnball and Wass, 1997). In order to maintain the focus of the current study, the 

research concentrates on redundancy as its only method of downsizing. Freeman and 
Cameron (1993) offer a further distinction for downsizing and redundancy by 
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suggesting that downsizing is at the organisational level and therefore strategic, whereas 

redundancy is approached at the individual level and is an operational issue. This 

distinction is important, as the current study intends to investigate the effects of 

redundancy on the individual by examining the redundancy process. However, the 

concept of redundancy (or `layoffs' as described in the North American literature) as a 

downsizing method appears ambiguous and complex. For this reason, the following 

section defines redundancy and its many forms represented in current academic and 

practitioner literature. 

1.3 What is Redundancy? 

In order to fully understand the effects of redundancy, one must first understand what 

redundancy is. As suggested earlier redundancy is a method of organisational 

downsizing which attempts to improve organisational performance (Kets de Vries and 

Balazs, 1997; Shaw and Barrett-Power, 1997). It can become an organisational strategy 

for a number of reasons, including mergers, acquisitions, take-overs, changing market 

conditions and technological change. Whatever the reason for its selection redundancy 

is not only a human resource phenomenon but also a legal concept (Lewis, 1993). An 

organisation has both moral and legal obligations to carry out redundancy within certain 

guidelines. The legal definition of redundancy is given in the Employment Protection 

(Consolidation) Act 1978. An employee must have been dismissed from employment 

attributable for either of the following situations: 

9 The employer has ceased (or intends to cease) carrying on the business in which the 

employee was employed; or ceases (or intends to cease) carrying out business at the 

place where the employee was employed, 

" The requirements for employees to carry out work of the particular kind in which the 

person concerned was empIoyed have ceased or diminished (or are expected to cease 
or diminish), either in the business as a whole or in the place where the person was 
employed. (Fowler, 1993) 

In Britain there are a number of legal processes in place which help to protect the 
individual from wrongful and unfair dismissal and which attempt to maintain the fair 
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treatment of individuals throughout the process of redundancy (i. e., Redundancy 

Payments Act, 1965). However, Turnbull (1988) suggests that the legislative provisions 

that govern redundancy situations were not designed to cope with the scale of job loss 

and redundancy now prevalent in the British economy. 

With respect to the current research, redundancy will be defined as "permanent job loss 

through a change in the employment requirements of an organisation". The legal aspect 

of redundancies is acknowledged as part of the research in the form of perceived 

fairness of the process. In an ideal situation organisations would manage human 

resources so that the need for redundancy never arises. However, in reality no 

organisation can be wholly certain that circumstances will not occur where the number 

of employees exceeds its need or ability to employ them (Fowler, 1993). In the long 

term, planning and forecasting can aid in the avoidance of redundancy and in the short 

term numerous strategies can be implemented to increase flexibility within 

organisations. For example, recruitment restrictions, retraining and redeployment, 

overtime bans, job share and early retirement packages. 

However, if the decision to use redundancy has been made, the organisation will explore 

how they going to decide on who leaves and who stays. There are two implications in 

this process, first, how the decision is made, by whom and who is consulted and 

secondly the rationale for choosing a particular method. Previous research indicates that 

there are two main forms of redundancy and that these are not dichotomous but rest at 

opposite ends of a continuum. Compulsory redundancy lies at one end of the continuum 

with a high level of managerial control (i. e., strict selection criteria) and a low level of 

employee influence or control (Greenhalgh et al., 1988). Voluntary redundancy lies at 

the other end of the continuum and is characterised by a high level of employee 
influence through their increased control over the decision to leave and a relatively low 

level of managerial control. 

1.3.1 Compulsory Redundancy 

Compulsory redundancy involves a organisationally defined selection criteria (Turnbull, 
1988). This is often used where voluntary redundancy has not produced enough or 
suitable volunteers. The defined selection criteria is usually decided in consultation 
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with employee representatives or with a trade union. There are issues with legislation 

that the selection criteria should be objective and should be used consistently (ACAS, 

1996). There are a number of criteria for the selection of employees, the most common 
is 'last in, first out' or LIFO. This is easy to administer, but has its disadvantages as 

there are potential dangers in losing workers with new or key skills. Other criteria to be 

used are length of service, age, skills and qualifications, standard of work performance, 

attendance or disciplinary records. In many instances, employers use several factors 

when selecting for redundancy and this approach has been given support by the 

tribunals and courts (Fowler, 1993). For management this aids flexibility and avoids the 

unfortunate aspect of a single criteria which sometimes produces candidates whom the 

organisation wish to retain. For an employee, this approach provides the possibility of 

one adverse criteria being outweighed by other more favourable aspects. Whatever 

criteria is chosen, an employer needs to ensure that the criteria neither directly nor 
indirectly discriminates on the grounds of race or sex. Tyson & Doherty (1991) hold a 

more cynical view surrounding redundancy selection, suggesting that, in some cases, 

people have been selected for redundancy for reasons other than those stated on paper, 
for example, due to trouble-making and revenge, organisational fit, personality clashes 

and incompetence. 

1.3.2 Voluntary Redundancy 

Voluntary redundancies have been a principle vehicle for effecting major de-manning or 

rationalisation programmes. In effect, voluntary programmes and early retirement 

packages normally constitute the first stages of any employment reductions by 

organisations in a downsizing situation (Turnbull, 1988). Voluntary redundancy is 

typified by employees being given the opportunity to choose to leave the organisation 

and for the employer to select from a list of volunteers those employees who are to be 

dismissed. This avoids the need for compulsion and implies a less demoralising and 
disruptive effect on the workforce (ACAS, 1996). 

Turnbull (1988) suggests that when calling for volunteers for redundancy, the approach 
has been to identify at an early stage those whose skills, qualifications would be 
ineligible for consideration, because they had key skills which the company needed to 

retain. In effect, many voluntary redundancy programmes were designed to attract 
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certain categories of worker to select him or herself for redundancy. This is coupled 

with management maintaining the right to refuse applications for redundancy. This can 

be considered a filter criteria which enables them to have some control over who 

actually leaves the organisation. As suggested by Turnbull (1988) there are often 

elements of the selection which make them less than wholly voluntary. This gives rise 

to a notion of `forced voluntary redundancy'. Voluntary redundancy is usually more 

expensive as longer serving employees tend to volunteer thus attracting higher 

redundancy payments. 

1.3.3 The Redundancy Process 

Redundancy can be seen as a series of events from the perspective of the employee. The 

current study suggests that there are five main events which lead to the dismissal of 

individuals from the organisation. Some of these events are continuous and flow from 

the beginning to the end of the process and others are procedures which simply need to 

be followed. These five areas are; i) the official announcement that there is going to be 

redundancies, ii) the explanations and reasoning behind the redundancy process itself 

(i. e., selection criteria, justification), iii) the employee announcement day, iv) the 

implementation, and v) the after care of employees. 

In simple terms, the redundancy process begins with an announcement that there are 

going to be redundancies. - This is assuming all avoidance strategies have been used and 

this is the final option. In certain circumstances, organisations have a legal obligation to 

give employees a certain period of notice as to when and how many redundancies are 

going to be made. How the original announcement is made may have a particular 
influence on those involved. 

Once the redundancies have been formally announced, some time may elapse before the 

actual redundancies take place. This time can range from a few hours to a few months. 
The implementation of the redundancy process can also take time, depending on the 

number of people who are leaving, by what means (voluntary/compulsory) and levels of 

security. Employees who leave through voluntary means may have to finish at the end 

of the month or contract, whereas with those made compulsory redundant are often 
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asked to leave the same day. Security is often an important issue for organisations in a 

redundancy situation as unexpected redundancies can cause anger and hostility. 

Communication throughout the redundancy process is of extreme importance in 

understanding how the process was interpreted by those involved and those affected by 

the decision. The type, frequency, volume, and detail of communication can all 

potentially influence the interpretation of those affected by the redundancies. 

The actual notification of redundancies to individuals and the communication of bad 

news is the penultimate event in the redundancy process. How the employees are 

notified and by whom may have significant influences on the reactions of those left 

behind as well as those leaving. As each aspect of the redundancy process allows 

employees to evaluate the organisation and adapt their responses, whether attitudinal 

and behavioural. 

The implementation of the redundancy process refers to the time which elapses between 

the individuals being notified of their situation to the time which they actually leave the 

organisation. The continuity of work may become strained and difficult for those 

involved if individuals are expected to finish their work contracts. The amount of time 

allowed for finding alternative work and other job seeking activities may influence the 

attitudes of those affected by the redundancy decisions. 

The final aspect of a redundancy process is concerned with the after care of employees. 
Practitioner oriented literature often produced by professional bodies such as the 

Institute of Personnel and Development (IPD) make recommendations on the justifiable 

use of redundancy and offer guidelines for the humane management of employees 
(Doherty, 1998). Part of the redundancy `good practice' emphasises the use of 

outplacement as a support provision for those being made redundant. Although 

originally developed in the USA, outplacement is now widely being used in the UK 

(Doherty, 1998). Approximately 75% of organisations were found to include 

outplacement provision in their job loss policy (Doherty et al, 1993). 
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`Outplacement aims to facilitate the individual through the redundancy transition 
and help them re-orientate to the job market. This is achieved by providing 
practical and psychological support. The type of help given includes advice on 
preparing job search strategies, practical assistance with secretarial support, 
skills training, and career and personal counselling. ' (Doherty, 1998: 345) 

Doherty (1998) suggests that the use of outplacement is often two fold, as well as 

offering help to those who leave, it can be seen as good PR for the organisation and 

reduces the fear in those remaining in the organisation. For this reason the inclusion or 

exclusion of the use of outplacement is important to help understand its influence on 

those remaining in the organisation. In summary, each aspect of the redundancy 

process is important in understanding how these series of events affect those remaining 

in the organisation. 

In order to contextualise the current research, the next section will investigate how 

redundancy has been used and implemented in Britain over the last decade. 

1.4 Redundancy in Britain 

In order to contextualise the current research, it is important to establish the extent of 

downsizing and redundancies in Britain. This remaining section of Chapter One will 

outline the recent history of downsizing and redundancy within industry in Britain. 

Since the late 1980s, nearly all of the American Fortune 1000 firms have engaged in 

downsizing (Kets de Vries & Balazs, 1997). Like America, the number of organisations 

and jobs affected by redundancy in Britain is staggering. As mentioned above, the 

majority of empirical work in this field is derived from the United States or Canada (i. e., 

Armstrongstassen, 1989; Brockner, 1988; 1990; 1992; Davy, Kinicki & Scheck, 1991). 

A question arises as to the compatibility and generalisability of these studies to 

organisations within Britain. Specifically as there are different legislative procedures in 

the United States than in the UK regarding the implementation and provisions for 

redundancy. For example, Casey (1992) suggests that federal legislation regulating 

redundancy in the USA is weak in comparison with similar European laws. Therefore, 

this section attempts to familiarise the reader with the current economic and 

employment situation in the UK in order to contextualise the study. 
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Since the beginning of the study in 1995, unemployment in the Britain has been 

dropping slowly. In fact, the statistics produced by the Labour Force Survey suggest 

that the rate of claimant unemployment is at its lowest level since 1980. Table I 

illustrates the percentage changes in employment rates in the UK since 1995. 

Table 1: Changes in Employment (°/, ) 

1995 1996 1997 1998 1999 
(projcctcd ) 

% change in number 1.2 1.1 1.7 01.5 0.0 

employed 
%, change in number 8.6 8.0 6.9 6.8 7.2 

unemployed & 
claiming benefit* 
*As a hcrccntagc of labour force. 
Source: OECD Economic Outlook, no. 63, June 1998, p 66. 

lt is important to note that the reduction in unemployment is broadly based, with 

decreases in all age groups and in the proportion of long term unemployed. The results 

suggest that most estimates, including those of OECD Secretariat, of unemployment are 

now below or close to the structural rate and signs of labour market tightness are 

increasingly evident. These include a high vacancy to unemployment rate, reported skill 

unemployment rate, reported skill shortages and recruitment difficulties and upward 

pressure on wages (OECD, 1998). However, the current study suggests that although 

unemployment is falling, the amount of redundancies is still significant in the British 

labour market. 

As suggested by Lewis (1993) redundancy is a response to market change. The 

economic recession at the start of the 1990s had a significant adverse effect on 

employment levels throughout the economy (IRS, 1995). Table 2 illustrates the number 

of redundancies by regions throughout the UK. The results show the overall number of 

redundancies having dropped, yet there are certain regions that have seen increasing 

reclundancics in the last year, the West and East Midlands, Yorkshire and Humberside 

and London. Therefore for certain regions, redundancy has become more prevalent and 

a greater threat to job security. This is important to the current study to understand the 

perceived threat of job loss which may be affecting the region in which the respondents 

are located. 
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Table 2: Redundancies by Goveniment Office Region, Spring 1995 - 1998 
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* Less than 10,000 in a cell: estimate not shown 
Source: compiled from Labour Market Trends, August, 1996 - 8, Office for National Statistics. 

Not only has redundancy affected every region in the UK but has affected practically 

every industry in Britain, from newly privatised public services and heavy 

manufacturing to financial services to high technology communication industries (see 

breakdown in Table 3). The figures shown are for the first quarter of every year in each 

instance. As you can see from the results, the manufacturing industry remains the worst 

affected and continues to experience the majority of redundancies. With the amount of 

redundancies increasing by 9% in Spring 1998 compared to Spring 1997. However, in 

comparison the banking, finance and insurance sector illustrates a 25% increase in the 

amount of redundancies. This appears a significant increase but the actual amount of 

redundancies is less than half of those occurring in the manufacturing sector. 

Table 3: Redundancies by industry, Springy 1995 - 1998 
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1995 55 20 55 17 31 22 14 

prlnp 
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1997+ 84 23 45 16 24 20 

pr n 
1998 70 14 44 18 30 13 13 

Less titan I0,000 in cell: estimate not shown. 
f-In Spring 1997 a small number of respondents were excluded. 
Source: compiled from Labour Market Trends, August 1996-8, Office for National Statistics. 

On the other hand, redundancies are on the decrease in the construction industry (39%) 

and the public administration, education and health sector (35%) respectively. These 

results are significant in the current study as it enables the research to be put into the 

context of the environmental influences in each of the industries. 
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This section has already shown that improved economic growth has led to a fall in 

unemployment rates and a drop in the number of people being made redundant. Yet, 

developments in management indicate that downsizing and redundancy as a downsizing 

method is here to stay (Cameron, 1994b). Kets de Vries & Balazs (1997) suggest that a 

major contributing factor is the increasing popularity of global benchmarking. In that, 

one's overheads costs are being compared not only to domestic but also international 

competitors making a convincing argument to take large numbers of employees off the 

payroll. A second contributing factor is the ever constant changes in technology and 

communications technology. Finally, but by no means least, redundancy is sometimes 

the price paid for strategic errors made by top management, for example the erroneous 

interpretation of market trends (Kets de Vries & Balazs, 1997). 

When the research began in 1995, eight out of ten UK companies had made employees 

redundant and just over 50% expected to make redundancies in the future (IRS, 1995). 

However, it should be taken into consideration that the survey was sent only to 500 IRS 

Employment Review subscribers and received only 50 replies (response rate of 10%). 

However, the results are still an indication as to the extent of redundancies over the last 

few years. 

A further breakdown of the statistics provided by the Labour Force Survey enables the 

investigation of gender differences in the amount of redundancies occurring in Britain. 

Table 4 gives an overall account of the amount of men and women made redundant over 

the last decade in the Spring quarter of each year. 

Table 4: Redundancies in Britain, Spring 1999 to Spring 1999. 

(, (11)(º) 1989 1990 
. 

1991 1992 1993 1994 1995 t996 1997 1998 
Men ')-I i Is 268 217 101) 141 I. Q I4. 142 1.; 
Women 48 63 121 105 93 63 82 64 67 75 

All 142 181 388 322 262 205 220 207 208 208 
Nourcr: I. ompow trom labour Market I rends, August, 1990,1992, I99 - I99ts, Utttcc for National Statistics. 

The results shown in Table 4 illustrate that redundancies were at their highest during the 
height of' the economic recession between 1991 and 1992. Since that time, the amount 

of redundancies has not risen to a similar level and has remained fairly constant over the 

past flour or five years. However, it can also be seen that since 1996 the amount of 
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women being made redundant has been on the increase. Interestingly, it is suggested 

that following redundancy, women tend to get their next job more quickly - in three 

months compared to five. Further, that women recover more quickly, retrain faster and 

are more likely to work part time, freelance or on a temporary or casual basis 

(MacErlean, 1996). However, in the context of the current research, the aim will be 

investigate survivors of redundancy as a whole, rather than in terms of a gender 

differences. 

The affects of redundancy in Britain may be further explained by the following set of 

results which investigate the occupational split of the redundancies. Table 5 highlights 

the rate of redundancy broken down over recent years by occupation. The results show 

that the increases in redundancy have occurred in two main occupations, craft related 

and plant and machine operatives. These results are in line with the finding that 

redundancies remain at a high level in manufacturing in Britain. Interestingly, clerical 

and secretarial remain at a fairly high level, which may reflect the increase in 

redundancies in the finance sector shown in Table 3. 

Table 5: Redundancy rates' by occupation_(Z000's) Spring 

1994 1995 1996 1997 
Professional 10 12 15 
Managers and administrators 31 33 27 22 
Associate protessional and 
technical 

11 16 10 12 

Ocrieal and secretarial 28 38 33 32 
Personal and protective services 14 15 16 14 
Sales 18 23 20 15 
Craft and related 42 35 30 43 
Plant and machine operatives 34 28 30 36 
Other Decorations 17 19 23 19 
* Les, than I0,000) in cell: estimate not shown. This table assumes that people do not change occupation 
when starting employment alter having been made redundant. 
Source: Labour Force Survey, Office for National Statistics 

These results suggest that redundancy is a phenomenon which is still frequently being 

used in Britain today across all industries and at all occupational levels, and affects both 

men and women. This supports Cameron's (1994b) assumption that redundancy is here 

' At Spring each year. Redundancies in previous three months. Figures for 1998 not available. 
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to stay and purports that the current study will be of value to numerous industrial sectors 

across Britain. 

From a slightly different perspective of the supporting legislature Turnbull and Wass 

(1995) also support the views of Cameron (1994b). Since the introduction of the 

Redundancy Payments Act in 1965 around 10 million workers have received statutory 

severance pay (Turnbull & Wass, 1995). Turnbull & Wass (1995) offer the view that 

many organisations are now understaffed and to them redundancy has become an 

obsession, like anorexia. Further information provided by the Labour Force Survey can 

help to illustrate the level of insecurity which individuals in employment are 

experiencing. One way of investigating the level of job insecurity is by identifying how 

many of those individuals in employment are seeking a job outside of their current 

employer due to fear of job loss through redundancy. Table 6 below suggests that 

although 47.5% of employees are seeking employment elsewhere to find better working 

conditions, 13.8% of employees are seeking work elsewhere due to fear of job loss. 

'labte 6: People having a job and seeking another by broad age groups and reasons' 1996 

15 - 24 years 25 + years Total 

1000's (%) '000's (%) '000's (%) 
Risk of loss of 
present job 

51 (11) 217 (14.7) 208 (13.8) 

Present job 
transitional 

62 (13.2) 90 (6.1) 152 (7.8) 

Seeking better 
conditions 

220 (47.1) 702 (47.7) 922 (47.5) 

Other reasons/not 
stated 

134 (28.6) 464 (31.5) 597 (30.8) 

Total 467 (100) 1473 (100) 1940 (100) 
NI ource: Iý; urostat: l. uhour Force Survey (1996: 257). 

Redundancy is a real fear among people although rates have fallen in recent years. 

People are more concerned about trade unions acting to protect jobs than to get pay rises 

(see Table 7). These results further illustrate the increase in employees fear over their 

job security. Redundancy continues to pay a significant part in industrial stoppages in 

the UK, in 1998 13% of industrial stoppages were due to redundancy. These stoppages 

involved 22,700 workers and resulted in 29,000 working days lost including the 12 

months prior to June 1998 (Labour Market Trends, Sept. 1998). 
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Table 7: Employees' view of what trade unions should try to do (1989 and 1996) 

Expected Role of Trade Union 1989 1996 

Protect existing jobs 28 ? 

Improve pay 28 21 

Improve working conditions 21 22 

Have more say over management's long term plans 0 7 

Reduce pay differences at the workplace 6 4 

Have more say over how work is done day to day 3 2 

Work for equal opportunities for women 3 2 

Source: British Social Attitudes Survey, Social and Community Planning Research. Social Trends 28 (1998), p86. 
Office for National Statistics. 

The continued involvement of unions in redundancy process suggests that the legislation 

or rather the implementation in British organisations is still causing problems. This also 

suggests that research is needed to investigate the implementation process of 

redundancies so that it is perceived to be fair by those effected. This may in turn reduce 

the amount of working days lost through the industrial disputes and stoppages. The 

following section pinpoints how the current research is derived and how it intends to 

further understanding of the redundancy and downsizing phenomena. 

1.5 A New Area of Research 

Despite the prevalence of redundancy and its perceived importance to the success of 

organisations in Britain, it remains one of the most understudied phenomenons in the 

business world (Cameron, 1994a). Hence, the current research attempts to redress the 

balance, by adding to the knowledge which aims to understand the affects of 

redundancy on those individuals who remain within an organisation after downsizing. 

Given the potentially damaging affects of redundancy and downsizing, an increasing 

number of management scholars have become interested in the phenomenon. The 

majority of literature concentrates on the technical or procedural issues associated with 
downsizing strategies. Although, this orientation has its uses, such an approach pays 

insufficient attention to the cognitive and emotional affects of downsizing on the 

Includes both men and women within Britain in 1996. 

31 



Survivors of Redundancy 

individual (Kets de Vries & Balazs, 1997). Therefore, the question of how redundancy 

affects the various stakeholders has not been adequately explored. The stakeholders can 

be both internal and external to the organisation. For example, those who leave (the 

leavers), those who make and implement the decisions, those who are remain in the 

organisation (the survivors), the local community and even suppliers and customers 

connected to the organisation. The current research will concentrate on the survivors. 

The objective of this research is to take up the challenge - that is, to examine the affects 

of redundancy on the survivors and to do so from an individual perspective. 

1.6 Summary 

The preceding chapter has highlighted the increasingly common phenomena of 

downsizing in today's global environment. Downsizing has been defined as `a 

deliberate organisational decision to reduce the workforce with the intention of 

improving organisational performance' (Kozlowski et al., 1993). It has been pointed 

out that research in this field needs to adhere to a holistic perspective in order to further 

the current understanding (Brockner, 1988; Kozlowski, et al., 1993; Thornhill and 

Saunders, 1998). In particular, the current study will focus on the most widely used 

method of downsizing in the UK over the last ten years, redundancy. 

Redundancy is seen as an operational aspect of downsizing which operates at the 

individual level rather than the strategic organisational level. Redundancy is defined as 

permanent job loss through a change in the employment requirements of an 

organisation. The types of redundancy programmes can vary from voluntary 

redundancy with high employee influence and low managerial control to opposing 

method using compulsory selection criteria. The choice of redundancy programme 

influences to some extent the redundancy process itself. However, in the current study 

the process is defined as a series of events and processes which involve the decision 

making, communication and implementation of the redundancy process. The process 
itself is suggested to include five main areas; an announcement, notification, decision 

making, implementation, and aftercare. The aim of the current study is to explore the 

' Employees with a recognised Trade Union or Staff Association at the workplace were given a list of 
things Trade Unions do and were asked: `what, if any, is the most important thing they should try to do 
at your workplace? ' 

32 



Survivors of Redundancy 

significance and consequences of each aspect of the redundancy process on the 

remaining individuals. 

The final aspect of the chapter illustrated the extent of redundancy implementation in 

Britain and how it has affected specific regions, industries and occupations. It was also 

suggested that the fear of future job loss is increasing and supports the need for the 

current research, especially from an individual coping perspective. On the other hand, 

from an organisational perspective, the management of redundancy can still be 

improved to reduce the potentially damaging affects of industrial action and working 
days lost through trade union interventions. There is a clear need for further research in 

the field of redundancy from both a practitioner and academic perspective. The next 

three chapters will continue to explore the extent of previous research and its validity 

and reliability in a British context. The literature review will provide further 

understanding of the implications and affects of implementing a redundancy programme 

and any perceived gaps in the current and previous literature on downsizing. 
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CHAPTER 2 

Survivors of Redundancy: A Literature Review 

2.0 Introduction to Literature Review 

As suggested in the previous chapter the study of `survivors', those individuals who 

remain in an organisation after redundancies, had until recently received little attention. 
The fundamental aim of the current research is to develop an understanding of survivors 
in downsizing organisations following a redundancy programme. The following 

literature search and review formed the preliminary stage of the research. 

At the preliminary stage of the research the focus was relatively unclear, the literature 

review set about to answer one main research question. The research question was as 
follows; 

What are the main issues surrounding the process of redundancy and its 

affect on survivors, within UK organisations? 

There were three main aims of the literature review. First, the review was devised to 

draw together all of the previous work on survivors of downsizing and redundancy. 
Second, the review aimed to critically analyse previous work in the context of the 

research question. Third, the analysis and review were designed to refine the research 
question and establish a clear and more defined framework for the current research 
project. 

The literature review demonstrates areas of controversies, omission and methodological 
limitations in supporting the need for the current research to be performed. It combines 
both empirical academic studies and experience based practitioner work in an attempt to 
further understand the phenomenon of survivor reactions to the redundancy process. 

In Britain, at the time of commencing this research project the majority of work 
conducted on the redundancy process had concentrated on the management of the 

process and how best to make people redundant. Practitioner oriented literature (i. e., 
Lewis, 1993; Fowler, 1993) takes a managerial perspective and offers 'best practice' 
solutions to the redundancy process and the legal aspects of the process. Those studies 
which have taken an individual perspective have concentrated on those people who 
have been made redundant, the leavers. Again, practitioner oriented literature has dealt 

with outplacement (Eggert, 1991; Pickard, 1993; Crofts, 1992; Doherty et al 1993) and 

34 



Survivors of Redundancy 

psychological redundancy coping strategies (Arroba, 1979; Arroba & Payne, 1980; 

Leana & Feldman, 1995). Outplacement is the term used to describe the assistance 

given to individuals who lose their jobs. 

As suggested above, very little work with an empirical basis has been conducted in 

Britain. The literature review therefore turns to numerous American studies which have 

been conducted over since the mid 1980's (i. e., Brockner, Davy and Carter, 1985; 

Brockner, 1986; Brockner, 1990, etc. ). It should be pointed out that although these 

studies are useful in understanding survivor issues, they have been conducted either as 
laboratory studies or within American organisations. It is questionable as to the validity 

and reliability of using this research in the context of British organisations. American 

organisations may differ significantly in their redundancy handling procedures and its 

implications on individuals and the organisation as a whole. As redundancy is also a 
legal process, legislation and entitlements may differ significantly between countries 

and hence the affects on the individual survivors may differ. Previous research is 

examined with these issues in mind. This contextual difference highlights the need for 

continued research in a British organisational context. 

2.0.1 Structure of the Literature Review 

As the study of survivors is also a fairly recent phenomenon, the work so far is 

grounded in other areas of research. Theories have been drawn from organisational and 

managerial theories, social-psychology and psychology theories. The aim here will 
therefore be to evaluate the value of these theories with respect to the research question 

and the context of the research. In other words, the review considers survivors and the 

extent to which each of these theories helps our understanding of survivor reactions in 

an organisational context. 

To understand how a survivor reacts in a redundancy situation and what influences that 

reaction, the review considers several different perspectives. Although the research 
question indicates an individual employee perspective, in order to understand what 
influences the individual survivor, their environment becomes particularly important. 
The review therefore reflects the `real world situation' by taking into consideration an 
organisational viewpoint and an environmental viewpoint. 

The literature review is. organised into five main sections. Part One considers the 
environmental viewpoint. This viewpoint fosters understanding of the context of the 
redundancy situation by investigating current employment situation, such as 
individuals' technological change, economic need to work and the changing 
psychological contract (Rousseau, 1995). In particular, the rapidly changing 
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psychological contract characterises the unstable environment in which survivors are 
faced with during and following redundancy. The relevant situational employment 
literature helps to clarify the issues surrounding a redundancy situation and the factors 

which may influence a survivor's reaction to redundancy. 

Part Two takes a closer look at survivors from an organisational viewpoint. This 

perspective considers the redundancy situation through the organisational processes and 

procedures associated with its implementation. From this perspective equity theory and 
organisational justice theory form the basis for understanding the potential affects of 

redundancy on the survivor. Organisational justice theory offers a framework through 

which redundancy can be considered a series of processes and outcomes. The use of 
distributive, procedural and interactional justice extend this understanding by 

establishing aspects of the organisational redundancy process which have the potential 
to influence the reactions of survivors. 

Part Three presents literature on survivors from an individual viewpoint. The work 

analysed in this perspective discusses characteristics innate to the individual and 
pertinent to their situation which help to understand their reactions to redundancy. 
Innate characteristics such as an individual's work ethic and level of self esteem are 
suggested to have the potential to influence survivors' reactions (Brockner, Davy and 
Carter, 1985; Brockner et al., 1986). In relation to a survivor's work environment, co- 
worker relationships and levels of commitment are suggested to affect survivor 
reactions (Brockner, Tyler, and Cooper-Schneider, 1992; Brockner, et al., 1987). The 

relationships between individual and situational characteristics are vague and support 
the need for further investigation. 

Part Four discusses the breadth of survivor reactions described in previous studies. This 

section outlines the different types of reactions, emotional, attitudinal and behavioural. 
Finally, Part Five draws together each of the precursor sections in support of the 

conceptual framework. The conceptual framework illustrates the refinement of the 
original research question and sets the context of the rest of the research. The 
framework then forms the basis for the data collection and theoretical framework upon 
which its analysis stands. 

Although each of the relevant theories and literature appear independently, it will 
become clear in the review that they are not mutually exclusive and that they interact 

with each other in an redundancy situation to form a basis for survivor theory. By 

taking a holistic perspective, from the work environment, the organisation and the 
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individual, the current research is set in the context of previous research and sets the 

scene to move forward and further the understanding of survivors of redundancy. In 

drawing together previous studies and research, the review enables the conceptualisation 

and focus of the current study. The conceptual framework is developed to refine the 

original research question and to form the basis for the continuation of the current study. 
The next chapter begins the literature review and investigates redundancy from a wider 

environmental perspective. 
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Part One: The Environment Viewpoint 

The first aspect of the literature review is related to the environment perspective. In 

particular, this explores the literature concerning redundancy within the wider context of 
the changing employment environment. Due to continual downsizing and restructuring 

of businesses across Britain over the last decade (see section 1.4), it is important to 

consider how the employment relationship between employee and employer is 

changing. Individuals going out to work have changed expectations of what 

organisations can offer and organisations are placing changing demands on employees. 
For this reason, the environment viewpoint will investigate the literature on the 

changing organisational structure, the labour skills market and most importantly the 

changing psychological employment contract. 

2.1.1 Introduction 

Redundancy is defined as permanent job loss through a change in the employment 

requirements of an organisation. The loss of ones job or the threat of losing ones job is 

a potentially traumatic experience for the individuals involved. The increase in the 
frequency of this eventuality through the growth in downsizing in Britain has led to a 

changing psychological employment contract. In understanding what an individual 

expects from the employment relationship, one can begin to understand how an 
individual might react when those expectation are not fulfilled. Primarily, this section 
will briefly describe how the organisational structure has been changing which 
influences what employees can and cannot expect from their organisation. Flatter 

organisations affect the ability for hierarchical career progression and project the 

management of careers back to the individual. Second, this chapter will suggest that an 
individual's ability to transfer their skills to alternative organisations may affect their 

reactions to the redundancy phenomena. 

Finally, this section discusses the psychological contract and how redundancy can affect 
the employment relationship and be considered a violation of the psychological 
contract. The violation of the psychological contract can then be seen as a basis for 

understanding the responses of individuals to change and redundancy. This helps to 

answer the research question by understanding how the employment relationship might 
influence survivor reactions to a redundancy programme. 
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2.1.2 The Changing Organisational Structure 

The continuance of redundancy has affected numerous aspects of organisations in 

Britain. Organisations have had to become more efficient, flexible and adaptive to their 

global environment. However, perhaps the most obvious effect of redundancy itself has 

been to the structure of organisational hierarchies. In recent years, there has been a 

trend towards restructuring and reducing the amounts of hierarchical levels in 

organisations across industries. Research suggests that those most affected by this 

considerable structural change has been middle management (Kets de Vries & Balazs, 

1997). 

Dopson and Stewart (1990) suggest that over the past two decades, research has been 

instigating the notion that the numbers of middle management is declining due to the 

increase in information and communication technology. This increase in information 

and communication technology has reduced the need for the `go-between' role of 

middle management in the downsized organisational structures. The role of middle 

management has traditionally been preoccupied with collecting, analysing and 

transmitting information up and down the organisational hierarchy (Schlesinger and 

Oshry, 1984; Kets de Vries & Balazs, 1997). Hence, making their role in the new 

organisational structure redundant. However, in terms of the current study, not only 

does the structural changes need to consider the loss of middle management, but the 

effect this has had on other individuals in the organisational hierarchy. The current 

study will therefore take into account individuals' experience of the changing 

organisational structure and its affect on organisational expectations and demands. 

In contrast, in their study of British middle managers, Dopson and Stewart (1990) find 

that rather than becoming redundant, the middle management role is simply changing. 

Their study found that middle managers were taking on a more pivotal and important 

role, as the main implementers of organisational change. This raises the question as to 

whether middle management is prepared for this change or whether they have the right 

training or skills to cope with this role. However, it is not only the loss of the traditional 

middle management role but many individuals are increasingly faced with increased 

responsibility and broader job roles in order to cope with a downsized workforce. One 

39 



Survivors of Redundancy 

example is the employees of Rank Hovis, who instead of accepting the closure of their 

mill, came up with a plan to save it. After making everyone redundant, everyone was 

invited to apply for one of the reduced number of posts. Although, their workforce was 

reduced by half, nearly all remaining employees became multi-skilled and capable of 

performing two or more job roles. 

Another study conducted by UMIST and the Institute of Management over a period of 

five years highlights that the managerial role is changing and that the impact and extent 

of change experienced by managers in the UK is increasing year on year (Worrall, 

Cooper & Campbell, 1999a). In the context of the current study, it is important to 

recognise that the flatter and slimmer organisations of the 1990s place increasingly 

diverse roles on its employees by subjecting them to fast and frequent changes. 

Individuals entering employment today are expected to adapt and cope with 

organisational change in order to keep up both information and communication 

technology as well as international and global competition. The question is raised 

whether individuals are equipped with the right skills or strengths in order to cope with 

this type of environment and the affects it has on their ability to cope. In relation to the 

current study, it is important to recognise, the extent to which individuals have been 

subjected to change and how their role may have changed due to structural 

organisational changes. This in turn affects their ability to remain in employment and to 

transfer these skills to different organisations in the advent of redundancy. The 

transferability of skills is discussed in the following section. 

2.1.3 Unemployment and Skill Transferability 

It is suggested that there are two main issues related to the labour market and its 

associated skill levels, first that the current level of unemployment and the availability 

of skilled workers is likely to affect the downsizing strategy and type of redundancy 

programme chosen by organisations (Greenhalgh, Lawrence and Sutton, 1988). 

Greenhalgh, Lawrence and Sutton (1988) suggest that managerial choice of redundancy 

strategy is influenced by the skill level of their work force. They propose that if 

employees are unskilled or possess mainly generic skills, or if the external supply of 

skills is large, decision makers are more likely to choose redundancy as a method of 
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downsizing. This is supported by Turnbull and Wass (1995) who suggest that those 

who are least likely to find new jobs are more likely to be declared redundant. This 

might suggest that those individuals with generic skills are more likely to be made 

redundant. If individuals are aware of their potential `disposability', this has the 

potential to affect their reaction to the onset of redundancy. It is proposed in the current 

study that the current skill levels in the external labour market may influence survivors' 

reactions to the advent of redundancies. Individuals perceived level of skill 

transferability and job mobility has the potential to influence the way they react to 

organisational downsizing. On the other hand, from an organisational perspective, 

redundancy and downsizing is preventing many organisations from investing in re- 

training and enhancing the skills of their workforce (Turnbull and Wass, 1995). This 

can be explained by a fear of their newly trained employees taking their skills 

elsewhere. 

Secondly, in general a high level of unemployment is likely to create stronger reactions 

to redundancy, as there is a greater fear associated with the lack of available or suitable 

work in the job market for those whose jobs are at risk. The current study will therefore 

take into consideration the current level of unemployment and comparative skill 

shortage (or abundance) in the research location. 

Hence, in the current study it is proposed that individuals' reactions to redundancy are 
influenced by their ability to find work elsewhere. It is suggested that those individuals 

who perceive themselves to be able to move easily to an alternative organisation, and 
`away' from redundancies are less likely to feel insecure or threatened by the onset of 

redundancies. Furthermore, they are more likely to leave the downsizing organisation. 
Reilly, Brett and Stroh (1993) suggest that in a redundancy situation, individuals 

become more loyal to their own personal development and career than to the 

organisation. Their study (Reilly, Brett and Stroh, 1993: 177) found that managers who 
had survived a turbulent corporate environment expressed more career loyalty (as 

opposed to organisational loyalty) than those in a more stable organisation. This 

suggests that individuals are redefining and relocating their loyalty (to themselves), they 

are building portfolios of portable skills and marketable experience (Business Week, 
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1991). As suggested in section 1.4 (see Table 6) a percentage of individuals already in 

the workforce are searching for alternative work due to their lack of satisfaction with 

their current job security. In the future organisations may have problems retaining a 

skilled workforce due to their inability to plan their manpower requirements and their 

continuing use of redundancy. This situation suggests that indeed the employment 

contract is changing for employees today. The following section, discusses at length the 

changing psychological contract and how redundancy can be seen as a violation of the 

both the new and the old psychological contract. 

2.1.4 The Psychological Contract 

Until recently, the term psychological contract has been a rather ill defined concept. 
The term was first used in the work of Argyris in the early 1960s. The term is generally 
used to refer to the implicit relationship which exists between an organisation and its 

employees. The psychological contract described by Robbins (1992) is an unwritten 
agreement that exists between employees and their employer which sets out their mutual 
expectations. Rousseau (1995) extends the definition of the psychological contract of 
employment to include the commitments, written or unwritten, made between the 

employee and their organisation. 

For the purpose of the current study, the psychological contract will be defined as an 
unwritten agreement which exists between employer and employee concerning their 
mutual expectations and obligations and the assumptions they make about each other 
(Hiltrop, 1996; Robinson and Rousseau, 1994). 

For some people, job security has never been part of their employment relationship or 
expectations. For example, traditionally there has been very little job security in 
industries such as tourism, construction, the fashion industry and entertainment. Such 
businesses are recorded as having high labour turnover, often due to the nature of the 
work and the seasonal changes in demand (Hendry & Jenkins, 1997). Individuals 
entering this type of work often have low expectations of job security or of remaining 
with the organisation for a long period of time. However, from a historical perspective, 
large stable bureaucracies took advantage of specialisation in skilled and unskilled 
work, and changing markets made investment in a rigid framework of jobs feasible. 
This enabled organisations to offer career progression and security in return for 
individual employee loyalty, creating a `contract' between the parties. The notable 
change in Britain in the 1980s and 1990s is with larger organisations who no longer 
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have the ability to (continue to) offer job security to its full time workers (Horsted, 
1995; IRS, 1995). 

Recent practitioner oriented literature and newspapers have noted this change world- 
wide, with even countries such as Japan, well known for their job security philosophy, 
have encountered changes in their ability to fulfil employment expectations of 

employees. Mills (1996), a professor at Harvard Business School, discusses the changes 
to the changing social (psychological) contract in business America. He suggests that 
the old bond between employer and employee has largely disappeared and an arms- 
length contract is replacing it (Mills, 1996). Mills (1996) feels that American 

companies have taken the transition towards a new contract faster than their European 

counterparts have and that Europe might learn lessons from American business. 
However, there appeared to be some exceptions to the rule, as IBM, Kodak and Xerox 

each considered themselves ̀ no-layoff f rms. These firms attempted to maintain the 

old contract by providing guaranteed employment to all regular employees (similar to 
the Japanese life-time employment system). Yet, one by one the companies restricted, 
then abandoned their no-layoff plans. IBM was the last to follow give way, doing so in 
1993 (Mills, 1996). It is becoming clear that workers can no longer rely on a'job for 
life' and the 'normal' retirement age of 65 (Hendry & Jenkins, 1997). As Hirsh and 
Jackson (1996) comment: 

`Embarking on an organisational career used to be a bit like getting on a train 
with a ticket for a known destination. If you were lucky you would get a first- 
class ticket and recline happily in your plush seat, knowing you were going 
somewhere special. If you were less fortunate, the carriage was not so pleasant, 
but at least you knew you were going somewhere' 

As suggested earlier (see section 3.3), the emphasis is changing from the organisation to 
the individual, as employees shift their loyalty from the organisation to their own career. 
Hence, the psychological contract is recognisably a powerful determinant of individual 
behaviour in organisations. Equity theory (Adams, 1965) forms the basis for the theory 
of psychological contracts. It predicts that when one party in a relationship changes 
inputs or outputs, the other party will also adjust inputs to outputs to maintain equity. 
Redundancy is a situation whereby the organisation potentially changes what it offers an 
individual employee. A downsizing situation often puts an employee's job at risk and 
therefore the organisation may no longer be able to offer employment or job security. 

It is important to recognise from the growing literature on the psychological contract 
that the employment relationship is often highly subjective. Rousseau and Parks (1993) 
suggest that individuals may not necessarily have agreed or even been aware that such a 
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`contract' existed, although it may be considered implicit. Second, that the nature of 

these contracts is dynamic, frequently re-negotiated and individualistic (Martin, Staines 

& Pate, 1997). 

Robinson and Rousseau (1994) have defined two different types of psychological 

contract which can be seen as separate ends of a continuum. At one end, `relational 

contracts' described as long term relationships and at the other end, `transactional 

contracts' characterised by mutual self interest and are relatively short term. Their 

research suggests that employer violations of the psychological contract subjectively 

perceived by an individual shifted them along the continuum from `relational' to 

`transactional'. Further research is needed to explore whether individuals are aware of 
the change in psychological contract and the redefinition by organisation. It is unclear 

whether employees are ever consulted or involved in the redefining of their contract. A 

recent study by Herriott and Pemberton (1997) suggests that management can be 

unaware of the changes in employee expectations and there is a need to re-negotiate a 

new deal explicitly. 

Stroh, Brett and Reilly (1994) suggest that the turbulent economic climate has led 

managers and organisations to adjust their psychological contracts which in turn have 

led to a realignment of loyalty and commitment. Their research indicates that 

individual managers were becoming more loyal to their profession than to their actual 

workplace. Their study (Stroh, Brett and Reilly, 1994) consisted of a survey of mobile 

managers comparing individuals from 1978 and 1989. However, this study should be 

interpreted with caution as it used retrospective data to establish the changes in loyalty. 

Secondly, the data collected in this study is nearly ten years old and might not reflect the 

recent changes in the economic and social environment. Yet, the study does indicate 

that individuals are likely to respond in a way which might not be favourable to the 

organisation during turbulent times. 

In support of Stroh, Brett and Reilly's (1994) findings, Robinson and Rousseau's 
(1994) research proposes that employer violations of psychological contracts increases 

the probability of employee turnover whilst decreasing the satisfaction of those who 
remain. Second, such violations caused employees to reduce their sense of obligation to 

employers, and at the same time, increased their feelings of what they felt they were 
owed by their employers. As a redundancy programme can be seen as a violation of the 

psychological contract, Robinson and Rousseau's (1994) research suggests that 
redundancy has the potential to increase employee turnover, reduce job satisfaction and 
lessen organisational commitment. 
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These negative repercussions are explained by earlier work conducted by Kolb et al 

(1991) who suggest troubles will arise if individuals feel 'cheated' by the organisation 

when their expectations are not fulfilled. With respect to the current research, 

organisations who had to downsize and implement redundancy programmes may be left 

with employees who felt 'cheated' and uncertain about their own employment futures. 

As a response, recent research suggests that a new psychological contract is emerging 
(Herriot & Pemberton, 1996; Hawtin et al., 1997; Robinson and Rousseau, 1994). 

Whether this new psychological contract is as Robinson & Rousseau (1994) describe, 

transactional and more flexible, remains to be seen. 

Robinson & Rousseau's (1994) typology of relational-transactional contracts, offers a 

clear framework for the psychological framework it has not been subject to much 

quantitative analysis (Martin, Staines and Pate, 1997). The research of Guest, Conway, 

Briner and Dickman's (1996) provides an insight into their findings through their model 

of the causes, content and consequences of the psychological contract (see Figure 1). 

Figure 1: The Causes, Content and Consequences of the Psychological Contract 

CAUSES CONTENT CONSEQUENCES 

Organisational Fairness Organisational 
Culture citizenship 

Human resource 
practices Organisational 

commitment 
t: xpectations of 
job security Trust Motivation 

Experience of 
redundancy Satisfaction and 

well-being 
Chances of Delivery of the 
alternative deal 
employment 

Source: (tuest, D., Conway, N., ßriner, R. and Dickman, M. (1996) The state 
contract. Issues in People Management, No. 16. IPD, Wimbledon. 

The model above (Figure 1), although developed through a single cross sectional 
survey, does suggest sonic of the potential causes and consequences of a changing 
psychological contract. For the current study, it is important to note that an individuals 
`experience of redundancy' and their `expectations of job security' have the potential to 

affect the psychological contract. The conclusions from their study show that the state 
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of the psychological contracts were best explained by the quality of human resource 

management in their firms, particularly the nature of job design, avoidance of 

compulsory redundancy, internal promotion and communications on company 

performance. 

Hiltrop (1995; 1996) recently conducted research in an attempt to define the differences 

between the old psychological contract and the new psychological contract. The work 

suggests that the focus has changed from long term security and stability to a short term 

more flexible arrangement. The emphasis has clearly changed from organisational 
dependency to self-reliance, where the individual has to take charge of his or her own 

career and employability. This supports the work of Hendry and Jenkins (1997) who 

advocate that a new psychological contract would need an open transactional process 
involving more equal power relationships and re-negotiation. Problems may occur with 
the change towards the new psychological contract especially when the changes are not 

negotiated or mutually redefined. Herriot and Pemberton (1995) comment that it is not 
just the content of the new psychological contract which is causing unrest but the 

process of change itself. The process of change relates to how old deals are broken and 
how new ones are imposed. 

The literature which addresses the changing psychological contract is fraught with 
tension and contradictions. Much of management literature view the `new deal' 

negatively, with the changed organisational environment having a particularly bad effect 
on middle managers (Dopson and Stewart, 1990). However, there is limited empirical 
support for the contentions made in management literature, specifically within UK 

organisations. Especially, there appears to be little research which considers 
redundancy directly and poses the question of survivors' views of a new psychological 
contract. However, there are a number of researchers (Herriot, Pemberton and Hawtin, 
1996; Thomas, Dunkerley and Morris, 1997; Stiles et al, 1997) have recently begun to 

address this gap in the literature, by conducting research which specifically looks at the 

affect of downsizing on employee career expectations, which can be seen as a 
fundamental part of the psychological contract. 

2.1.4.1 Career Expectations 

Recent research conducted by Herriot, Pemberton and Hawtin (1996) looked at the 
career attitudes of over 1500 managers from eight UK organisations in the finance 

sector. This research supports the idea that the psychological contract is changing and 
can affect career expectations. They found that some managers' expectations for their 
careers had adapted to the changed organisation. However, those long serving managers 
were more resistant to change and less willing to accept different career options. In 
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respect to the current research, this may suggest that those employees who have a long 

length of service may have more severe reactions to redundancy. Managers no longer 

expected continued career promotion, which suggests that individuals anticipate less 

from their organisation in terms of career opportunities. This research illustrates that 

individuals' expectations of the psychological contract are changing, in that managers 

no longer depend on the organisation for their continued promotion but are looking for 

alternative career options. However, it remains unclear, as to whether organisations are 

adapting to the transitions in order to uphold their side of the contract. 

Thomas, Dunkerley and Morris (1997) support the work of Herriot et al (1996) by 

suggesting that the new contract may be a poor substitute. They suggest that 

`the opportunities for an empowered role and lateral or cross functional skills 
enhancement may only provide a short term compensation. For many 
managers, whose identities are bound up in notions of career progression and 
status, these are seen as poor substitutes. ' (Thomas, Dunkerley & Morris, 1997: 
12) 

They suggest one way of addressing this problem would be to offer performance related 

pay and wide pay bands. This would place organisations further along the `contractual 

continuum' and hence become more like the transactional contract described by 

Rousseau and Parks (1993) which is characterised by monetary exchanges and short 
term contracts. In the context of the current research, it is necessary to be aware of how 

survivors perceive their sense of achievement, whether it is through the traditional 

career progression or through empowerment and lateral increased responsibility. This 

research (Thomas, Dunkerley & Morris, 1997) would support that view that survivors 
whose career progression is important to them and who feel that this has been affected 
by redundancy, may react more negatively. The transition to the new contract involves 

employees becoming employable in the external job market. The following section 
(3.42) expands of how organisational change has tried to move closer to the reality of 

employability. 

2.1.4.2 The concept of employability 

Stiles and his colleagues (1997) use a number of case studies to show that contractual 
problems can occur. The organisations in their study continued to expect high trust and 
commitment, while moving towards a more individualised ('transactional') relationship 
based on the implementation of performance management systems. The main failure of 
the system was the inability to translate the rhetoric of `employability' into something 
meaningful to employees. Handing over career management to employees needs to be 
backed up by training opportunities to gain transferable skills and a realistic view of 
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prospects through open two-way discussions about their careers. Whether or not this 
happens following a redundancy or restructuring programme has the potential to 
influence survivors responses towards the organisation and their intention to turnover. 

Another view of changing contracts is illustrated by Hendry & Jenkins (1997) who 

believe `employability can be seen as a convenient fig leaf to hide the loss of 

opportunity, while organisations are actually powerless to offer anything else' (p41). In 

reality, organisations are more likely to offer employability internally (to retain skills) 

than externally (to give them away). What can be seen in the majority of organisational 

research in this field is the unfairness of the process of changing the psychological 

contract. As suggested earlier, it is not only the content of the new deal but the way that 

new contract is implemented that may affect individuals reactions. Redundancy can be 

seen as process by which employees become aware of a changing psychological 

contract. Therefore, how this is interpreted by employees may affect their reactions to 

the new contract. Where employees have previously been used to a secure work 

environment, the implementation of a redundancy or restructuring programme may alter 

their perception and lead employees into a new psychological contract with their 

organisation. Whether or not this move has been negotiated will potentially affect 
individuals' reaction to it. Redundancy may therefore be considered a violation of their 

perceived psychological contract with the organisation. 

2.1.4.3 Contract Violation 

Research suggests that there are numerous consequences of contract violations. 
Rousseau and Parks (1993) and MacFarlane Shore and Tetrick (1995) suggest that 
contract violation undermines co-workers' relationships with the organisation, causing 
rampant distrust and disillusionment in management. Similarly, observed violations in 

other organisations can stimulate attitudinal and behavioural reactions. Anderson 
(1996) suggests that contract violation can lead to employee cynicism. This has been 
described as the sense of betrayal and pessimism experienced by employees as a result 
of repeatedly observing failed managerial attempts to initiate and change. 

A further study by Stiles et al (1997) involving three UK organisations undergoing large 
scale change found that organisational change caused numerous incidents of contract 
violation. Stiles et al (1997) note that the neglect of procedural justice - granting 
employees involvement in decision making - was a serious weakness in the change 
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process and made employees feel disenfranchised by the change process (and the new 

contract making process), consequently leaving employees with less trust in the firm's 

senior management. Therefore, in relation to the current research, it is important to 

identify how the change process takes place to understand the affect of the redundancy 

process on the individual and their perceptions of the changing contract between 

themselves and the organisation. 

Figure 2: Violation of the Psychological Contract 

ORGANISATIONAL TYPE OF 
VIOLATION TYPE OF CONTRACT EMPLOYEE REACTION 

REACTION 

Distributive " Contract maintenance 1 
moo ---- --- --- "' - 

" Refusal to maintain ' ::::::: 
mmmO' tional ý 

contract u 
inal Relational 

Silence " Contract revision 
Retreat -------------- 

Procedural Destruction " Refusal to revise 
injustice contract 

Rxýt ý 

Schematic representation of the response to violation of the psychological contract. McFarlane Shore, L. 

and Tetrick, L. E. (1994) The Psychological Contract as an Explanatory Framework in the Employment 
Relationship in Trends in Organizational Behavior, Volume 1. Ed by CL Cooper &DM Rousseau. 

pp103. 

Research suggests that a violation in the psychological contract can be best explained 

using the organisational justice literature (to be discussed in more detail within section 
2.2.3). The violation is considered in terms of perceived injustice by the employee. 
McFarlane-Shore & Tetrick's (1994) schematic representation of the response to a 

violation of the psychological contract helps to illustrate the variables involved. As you 

can see in Figure 2, the type of violation is broken down into the three areas of justice, 

distributive (see section 2.2.3.1), interactional (see section 2.2.3.3) and procedural (see 

section 2.2.3.2). It is suggested in the current research that redundancy can also be 

considered in terms of these three types of violation. 

McFarlane Shore and Tetrick (1994) suggest that violation of the psychological contract 
is a reactive process whereby the employee receives information from the organisation 
which suggests that an obligation has not been met. The extent to which an employee is 

affected by the violation is dependant on i) the type of violation, ii) the size of the 
discrepancy (i. e., number of redundancies) and iii) the degree of assessed organisational 
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responsibility for the unmet obligations. McFarlane Shore and Tetrick (1994) suggest 
that the type of contract which exists (whether relational or transactional) may also 
influence, the type of reaction. For example, violations of transactional, particularly 

short contracts may be perceived as less intense than violations of long standing 

relational contracts which rely on mutual trust. In terms of the current research, this 

would suggest that those employees who have long term contracts in the organisation 

would react more strongly than those employees who have only been employed on a 

short term contract. This may be particularly prevalent if the organisation has been 

through a number of redundancy programmes which have meant the long term contracts 
have been replaced by contract workers or temporary workers. 

Bies (1987) suggests that another aspect related to individuals' judgement of fairness is 

related to attribution of responsibility. If the organisation is perceived to have broken 

the psychological contract voluntarily, individuals may feel greater injustice/violation 

than if the organisation is not held fully responsible. In the case of the current research, 
this would suggest that if redundancies were outside of the control of management (i. e., 
due to enforced government action such as privatisation) then the perceived violation 

may be less consequential. 

The third aspect of Figure 2 relates to an employees reaction to a perceived contract 

violation. Here McFarlane Shore and Tetrick (1994) base their work on Robinson 
(1993) who suggests five employee responses to contract violation: i) voice, ii) silence, 
iii) retreat, iv) destruction and v) exit. Voice is described as a reaction which attempts 
to re-negotiate or maintain the psychological contract. The other four responses are 
described as behaviours where the employee lowers their expectations of the employer, 
reduces their obligation to the employer or leaves the employment relationship. 
However, in relation to a redundancy violation, the employee reaction is considered to 
be more complex and the current research will not restrict employee reactions to the 

suggested five categories. 

There is limited research in relation to violations of the psychological contract, however, 
it is suggested that it is negatively related to trust, organisational citizenship behaviours, 

and employee withdrawal behaviours (McFarlane Shore & Tetrick, 1994; Robinson & 
Rousseau, 1994). 

The study by Stiles et al (1997) suggests strongly that procedural justice was the form of 
contract violation experienced by employees in their study. They found a mismatch 
between the employer and employee exchange in the psychological contract specifically 
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related to performance management. Martin, Staines and Pate (1997) found in their 

case study from the textile industry that contract violation was caused specifically by 

downsizing and redundancy. The response by employees was an increase in their 

demands for training and development as they sought to adjust to a climate of increased 

job insecurity. This suggests that following a redundancy programme, survivors 
behaviours may alter as they seek further training opportunities from the organisation. 
The researchers found that although the company may have `talked up' training and 
development in mission statements and in implementing programmes such as safety, 

they did little to fulfil their `side of the bargain' (Martin, Staines and Pate, 1997: 26). 

They found that the reality of the downsizing left an imbalance in the new psychological 

contract which could cause problems for the future of the organisation. This supports 
the suggestion made earlier (see section 3.3), that organisations are often unwilling to 

invest in training for fear of individuals then leaving and taking their skills elsewhere. 

Ebadan and Winstanley (1997) have attempted to examined the changing expectations 

resulting from downsizing and restructuring. Their study is particularly relevant to the 

current research as it specifically looks at survivors of a privatisation of the Central 

Electricity Generating Board (CEGB). The results indicate four main findings, first, 

that individuals perceived they had worse career prospects after the privatisation in 

comparison to before. Second, that there was poor communication between the 

employees and employers with regards to their careers and career management. Third, 

that employees differ in their career orientations and motivations and for this reason 

employers need to better understand their employees' needs and aspirations. Forth, in 

the current business environment, most employees were less inclined to change 

employers voluntarily. The results show that employees were expected to move 
horizontally rather than vertically, and that employees were still de-motivated by the 
lack of promotion opportunities. In relation to the current research, the study will have 

to consider how survivors' perceptions of a post redundancy organisation have affected 
their expectations and obligations to the employer. If survivors perceive themselves to 
have been negatively affected by the redundancy, their reactions are most likely going to 

be stronger. 

In effect, survivors were found to be clinging to an unrealistic notion of a career 
advancement within their organisation. Many survivors continued to believe that they 

could achieve career development by expanding their present job or promotion rather 
than by lateral job moves, which Ebanan and Wistanley (1997) suggest is a more 
realistic proposition. This research suggests that if an organisation is changing their 
offering to employees following redundancy, they need to clarify this new relationship 
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to their employees through explicit re-negotiation. If no re-negotiation takes place, 
survivors' reactions to the implicit changes in the psychological contract could 
potentially damage the future success of the organisation. 

In effect, a redundancy programme can be seen as a violation of the psychological 
contract if it is not dealt with appropriately. When large numbers of jobs are lost 
through redundancy, the structure and stability of an organisation is effected. The 

psychological contract begins to change when remaining individuals have to take more 
responsibility and different expectations are placed upon them. If new expectations are 
not discussed openly and re-negotiated, it is likely survivors will perceive injustice and 
react negatively towards the organisation and or its management. 

2.1.5 Summary 

The first chapter of this literature review has attempted to consider redundancy from an 
environment perspective. The use of redundancy as a downsizing method does not 
seem to be lessening in Britain today. This continual use of reduction in the workforce 
has wider implications than ön those made redundant. As Turnbull (1988) proposes this 

may not be the way forward for the future but its popularity is continuing. As suggested 
at the beginning of this chapter, organisational structures are changing. The traditional 

middle rung of the organisational hierarchy is disappearing. This is having a knock on 
effect on not only those who had positions at this level but on those remaining with 
nowhere to go. The increase in information and communication technology is 

supposedly to have reduced the need for the traditional middle manager. The current 
research will consider the affects of a changing organisational structure on survivors to 
explore whether this role has indeed disappeared or simply changed to adapt to the new 
environment. 

The second aspect covered in this chapter involved the ability of individuals to gain 
employment elsewhere. It was suggested that those most likely to be made redundant 
were those least likely to find work elsewhere (Turnbull and Wass, 1995). The current 
study proposes that the transferability of skills and the level of available work in the 
external labour market have the potential to influence survivors' reactions to 
redundancy. For example, those individuals with highly marketable skills are less likely 
to feel insecure and stressed at the announcement of a redundancy programme, as they 
may perceive it will be easy to find alternative work. The current study will attempt to 
assess survivors' perceptions of their ability to find work elsewhere outside of the 
downsizing organisation. 
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The final section of this chapter explored the concept of the changing psychological 
contract. It is suggested that in a redundancy situation individual employees become 

particularly aware of their employment relationship with their organisation. 
Understanding how a survivor perceives what is expected of them and what they in turn 

expect from their employer may clarify how redundancy is a violation of the 

psychological contract. 

In the past employees expectations of the employment relationship has included security 
and career dependency. In today's downsizing environment, it is suggested that the 

psychological contract is changing, in terms of what employers can offer and what 
employees expect. Literature suggests, the contract is changing from the relational to 
the transactional (Robinson and Rousseau, 1994). The contract is becoming more short 
term as employees may no longer expect a `job for life'. The current research will need 
to examine survivors' expectations of the organisation following redundancy, and their 
perceptions of the how their employment relationship has changed. This exploration 
will further the understanding of the affects of redundancy on the individual and how 
this might in turn affect the future success of the organisation. 

In summary, the review suggests that the psychological contract is violated by 
redundancy and the extent violation can be better understood using organisational 
justice theory. The next chapter of the literature review will consider the foundations 
and components of organisational justice theory in direct relation to survivors of an 
organisational redundancy process. This will gain more understanding of how the 
employment contract is changing and how survivors might react to redundancy. 
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Part Two: The Organisational Viewpoint 

As specified in Chapter 2, this literature review is divided into three main areas. This 

chapter deals with the second section, the organisational viewpoint. It takes a look at 
theory and previous research from the perspective of the employing organisation and 
how the implementation of the redundancy process interpreted as a justice process. 
There is limited North American research which has taken an in-depth look at how an 
organisation handles the redundancy process and how each aspect of that process has the 

potential to influence survivor reactions. From a British perspective, there is next to no 
research of empirical basis. However, the aim of this section will be to draw together 

previous research into a comprehensive overview of the organisational perspective. 

2.2.1 Introduction 

As described in Chapter 1, Section 1.33, redundancy is a series of events or processes 
whereby individuals can evaluate organisational action. These events include the 
decision making process, notification of redundancies, communication processes, the 

selection criteria and aftercare of employees. It is the premise of the current research 
that the survivors evaluation of these events and processes can led to emotional, 
attitudinal and behavioural reactions. Therefore, understanding how and why an 
individual evaluates redundancy can help understand why survivors react in the way that 
they do. The early research into downsizing and redundancy conducted in the US, (i. e., 
Brockner et al, 1985; Brockner & Greenberg, 1990; Brockner et al., 1990) utilised 
equity theory and organisational justice theory to understand the employment 
relationship and how individuals evaluate organisational action. Therefore, this section 
of the literature review will critically analyse these early studies and their theoretical 
background in order to establish a framework for the current study. The aim of the 
organisational viewpoint section is to consider how these theories might forward the 

understanding of survivor reactions to redundancy. The organisational viewpoint will 
begin by discussing works of equity theory followed by the organisational justice 
theories. 

2.2.2 Equity Theory 

Adams (1963) holds that an individual's motivation, performance, and satisfaction 
depends on his or her subjective evaluation of the relationships between his or her 
effort/reward ratio and the effort/reward ratio of others in similar situations. Clearly, in 
a redundancy situation there is an opportunity for an individual to evaluate their 
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work/effort ratio with others. This occurs specifically with regard to the redundancy 

selection criteria, as to who gets made redundant and why. 

In a redundancy situation, an individual has the opportunity to evaluate the fairness of a 

redundancy process. Therefore, an individual's perception of that process is extremely 
important in understanding their reactions. According to equity theory (Adams, 1965) 

workers make judgements based on perceptions of fairness. Equity can be defined as a 

ratio between an individuals job inputs (such as effort and skill) and the job rewards 
(such as pay and promotion) compared with the rewards others are receiving for similar 
job inputs. That is, an individual will evaluate their ratio of work outcomes to inputs in 

relation to others ratio of outcomes to inputs. If inequity is perceived (in either 
direction), according to the theory, it can potentially produce either a belief change or 
behavioural change (or in some cases both) in order to restore equity. 

Leventhal (1980) criticises equity theory on three major counts. First, that equity theory 

employs a uni-dimensional rather than a multidimensional conception of fairness. In 

other words, equity theory (Adams, 1965) conceptualises perceived justice solely in 

terms of a merit principle or as Leventhal describes, a contributions rule. A merit 

principle implies that you receive equitable rewards for your inputs. Leventhal's earlier 

work (1976a) depicts multidimensional justice judgements of fairness based not only 

on the contributions (merit) rule as described by Adams, but on a needs rule, and a 

equality rule. 

The needs rule dictates that persons with greater need should receive higher outcomes. 
In a redundancy situation, this theory might propose that those with a greater ̀ need' to 

retain their job would receive the job over those with less ̀ need'. Leventhal's (1976a) 

equality rule dictates that everyone should receive similar outcomes regardless of needs 
or contributions. In a redundancy situation, this would infer that all employees would 
have an equal chance of retaining their job. 

The second criticism of Adams (1965) theory, is that equity theory only considers the 
final distribution of reward and that procedures used to distribute the reward are not 
examined. In the context of the current study this might suggest that the distribution of 
jobs in a redundancy situation is judged solely on the end result as opposed to how and 
why that end result was achieved. 

The third criticism of equity theory is that it tends to exaggerate the importance of 
fairness in social relationships. Leventhal (1980) suggests that the concern for justice is 

55 



Survivors of Redundancy 

just one of many forces which influence social behaviour and perception. For example, 

the type of organisation, work teams, and co-worker relationships might also influence 

an individual's behaviour. In relation to the current study, it may be logical to assume 

that individuals' behaviour may be influenced by the reasons why the redundancies 

were being implemented. 

In effect, Adams theory (1965) is useful in understanding how individuals might 

evaluate organisational actions. However, as suggested by Leventhal's work (1976a; 

1980) the evaluation of fairness is a more complex process than originally suggested. A 

justice theory needs to consider not only the final distribution but the processes used in 

order to come to that decision and the needs of the individuals effected and the 

perceived equality of that decision. 

The study of redundancy has attempted to utilise equity theory in order to understand 

survivor reactions. Brockner et al (1985) suggest that co-worker redundancies may 
induce a state of inequity in survivors. Survivors may feel that they could just have 

easily been made redundant as their co-workers. Their study (Brockner et al, 1985) was 
designed to explore the hypothesis that redundancies cause survivors to experience 
inequity and that this would have motivational consequences. This study also explored 
individual survivor characteristics. The individual's level of self esteem was used as a 

measure to identify why certain individuals may react differently in a redundancy 

situation [see also section 5.13]. The study involved 78 undergraduate students in a 
laboratory experiment. Individuals were asked to complete a questionnaire (the revised 
Janis-Field Self Esteem Scale; Eagly, 1967) and perform two proof reading tasks in 

return for course credit. A redundancy situation was manipulated after the first proof 

reading task and some participants were asked to leave. Survivors were considered to 
be those left behind to complete the second proof reading task. 

First, the results suggested that redundancies can have a significant affect on the 

productivity of the survivors. In particular, those participants with low self esteem were 
found to be the most affected by the redundancy situation. Second, the results were 
consistent with equity theory, in that those individuals, (especially those with low self 

esteem) perceived more inequity and therefore worked harder in order to redress that 
inequity through a behavioural change. This suggests that equity theory does help to 

some extent to understand how a survivor might react. However, it also indicates that a 
survivors' reaction is influenced by their own individual characteristics, such as self 
esteem. This supports Leventhal's (1980) work which suggested that an individual's 

evaluation of the fairness of an outcome is more complex than suggested originally by 
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Adams (1965) equity theory. In relation to the current research, it is important therefore 
to consider an individuals behavioural change as a response not only to the outcome but 
in terms of their individual characteristics. 

However, the external validity of these findings is somewhat questionable. The 
laboratory studies enabled the researchers to isolate various individual difference 

characteristics (i. e., level of self esteem) and to measure productivity and performance. 
Yet, it is debatable as to whether the reactions of the undergraduate students may be 

equated to those of an organisational employee in an actual redundancy situation. An 

employee is likely to be influenced by more factors, both as an individual and externally 
through the organisation and their environment. For example, in reality the threat of 
redundancy has the potential to affect an individual's ability to pay a mortgage or 
provide for their family. 

As noted by Leventhal (1980) an individuals concern for fairness and justice represents 
only one component in the total structure of behaviour and personality. Leventhal 
(1980) suggests that the fairness judgement may not be activated because the individual 
is absorbed by more important reasons. For example, an employee with dependants and 
a mortgage has more to lose than course credit if he or she is to be made redundant. 
Studies (i. e., Cosier & Dalton, 1983) have also indicated that an individual's reaction to 
inequity is dependant on the history of his or her experience of inequity. Cosier & 
Dalton (1983) point out that work relationships are not static and that inequities usually 
do not exist as isolated or one-time events. They suggest that there is a threshold up to 
which an individual will tolerate a series of unfair events. With respect to the current 
research, it is reasonable to suggest that the number of redundancy situations an 
individual has experienced is likely to have an affect on the type and strength of reaction 
they have to a new redundancy situation. Thornhill & Gibbons (1995) suggest, through 
their empirical research in British organisations, that survivors' reactions may be 

particularly pronounced where there is a series of redundancy programmes, especially 
where help for survivors has not been implemented. 

As equity theory (Adams, 1965) deals with issues and perceptions of fairness and fair 
treatment, there is a clear link to the current research which sets out to explore 
redundancy as a situation where individuals evaluate the perceived fairness of an 
organisations actions. However, it should be noted that as mentioned earlier, equity 
theory implies a uni-dimensional concept of fairness in terms of equitable outcomes. 
Whereas in reality, redundancy offers numerous elements where inequity or injustice 
can be perceived, such as the way in which individuals are notified or treated. For this 
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reason the current research will utilise the organisational justice theories which extends 
the equity theory into a multidimensional approach. The theory of organisational justice 

and fairness is discussed in the following section. 

2.2.3 Organisational Justice Theory and Fairness 

The issue of perceived fairness and inequity is particularly relevant to the body of 
organisational justice literature. In an organisational context, Greenberg (1987) believes 

that the different interests, goals and access to information of individuals at different 
hierarchical levels is likely to lead to different beliefs about what constitutes 'fairness'. 
In the context of redundancy, this implies that those who are higher in the organisational 
hierarchy are more likely to perceive fairness if they receive favourable information 

concerning the process. However, in utilising organisational justice theory one must 
first understand what constitutes 'fairness'. In his work on impression management, 
Greenberg (1988; 1990) considers the distinction between 'looking fair' and 'being fair'. 
In his earlier study (Greenberg, 1988) of 815 managers it was found that managers 
distinguished between actually being fair and appearing to be fair on the job. The study 
also indicated that managers desired two aspects of fairness. First, to appear fair 

outwardly, to retain their social image and second to feel fair inwardly, in order to 

maintain their own self image. This may have implications in a redundancy situation, 
whereby managers communicate elements of the redundancy process simply to appear 
to be behaving fairly to employees. In relation to the current study, the aim will be to 
identify how fair the process is perceived to be by both managers and non managerial 
survivors in order to gain a less biased view of the redundancies. 

Greenberg (1990) also noted that people may strive to attain the benefits of being fair 
but without actually behaving fairly. If found out, this 'veneer of fairness' may 
potentially cause feelings of greater injustice or manipulation by those involved. The 
fairness of many managerial decisions is often ambiguous to subordinates because they 
are seemingly made on the basis of unknown information. Therefore, it is important in 
the current study to establish whether or not survivors believe the information they 
receive from management and hence ascertain perceptions of fairness. Greenberg 
(1990) suggests that managers with reputations for fairness (or at least, those who have 
temporarily impressed others with their fairness) may meet fewer challenges to their 
authority than others who lack the reputation of fairness. This suggests that the current 
research needs to recognise and/or isolate the difference between managerial actions 
perceived as actually being fair or simply appearing fair to employees. 
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In line with Greenberg's (1988; 1990) work, Bazerman (1993) considers fairness as a 
perception and feels that everyone is entitled to their own judgements about what they 
think is fair (Bazerman, 1993). Bazerman suggests that individuals' judgements of 
fairness can be irrational, contrary to many other researchers of fairness/justice research. 
He believes that irrationality affects individual's perceptions of fairness and that studies 
involving justice and fairness should consider how individuals assess procedures used, 
the implementation process and the outcomes received. Bazerman concludes that 
individuals' perceptions of unfairness can easily develop in a situation that most others 
would see as fair. In the current study it will be important to understand how 
individuals' perceptions of the redundancy situation are formed and what influences 

their perceived fairness judgement. It is reasonable to expect that a redundancy 
situation, which causes high levels of emotions may cause survivors to behave and/or 
react irrationally. 

A breakdown of the organisational theory literature found that there are three main types 

of justice which are relative to the downsizing process; distributive, procedural and 
interactional justice (Brockner & Greenberg, 1990). Justice-based research has been 

carried out over more than two decades in laboratory and organisational settings. The 

work has tended to follow models of either social exchange theories (Homans, 1961) or 
equity theories (Adams, 1963,1965). The primary emphasis was laid on distributive 
justice but has more recently extended to include procedural and interactional justice 
(Alexander & Ruderman, 1987). Distributive justice (Homans, 1961) or 'outcome 
fairness' is the extent to which a decision outcome is perceived `legitimate and 
appropriate' (Daly & Geyer, 1994). With respect to redundancies, this theory may be 

applied to the perceived fairness of the decision rule (selection criteria) used to decide 
which employees remain and which employees leave. 

The second element is named, procedural justice (Thibaut & Walker, 1975) and is 
defined as the extent to which the procedures used in making a decision are perceived 
as fair. In relation to the current study, an example would be the way in which 
management decided which selection criteria to use, such as consultation with unions 
and/or staff. The third type of organisational justice is interactional justice, which is 

related to the interpersonal treatment an individual has received (Gies, 1987). With 
respect to the redundancy process, this may include the way in which management 
communicated the redundancies to employees and the support which was on offer (i. e., 
outplacement facilities) to either leavers or survivors. Each of the organisational justice 
theories briefly defined will be discussed in turn in the following three sections. 
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The following sections of Chapter 2, Part Two will analyse the applicability of 

organisational justice theory to the process of redundancy and its effects on survivors. 
The discussion enables a more in depth look at each aspect of the redundancy process 
from an organisational and managerial perspective. Brockner and Greenberg (1990) 

suggest that the justice literature is particularly germane because the redundancy process 

consists of a series of events in which survivors are likely to evaluate the fairness of the 

organisations' actions. However, the following sections will highlight areas of synergy 

and gaps in the previous literature in order to further explain the potential affects of 

redundancy on survivors. The following section will begin by discussing distributive 

justice. 

2.2.3.1 Distributive Justice 

Distributive justice implies that employees' perceptions relate to allocation decisions, or 
"did I get my fair share of outcomes? " (Novelli et al, 1995; 23). Distributive justice is 

based on equity theory (Adams, 1963,1965) whereby individuals evaluate the ratio of 
inputs to outcomes they experience relevant to others. Equity researchers, drawing on 

social comparison studies have found that their subjects generally compare themselves 

to people with similar qualifications and jobs and are satisfied if they are being 

rewarded similarly (Martin, 1993). 

Martin (1993) reviewed numerous equity studies and distributive justice research in the 
light of organisational legitimacy. She found that, like many studies of survivors, 
participants of the studies were undergraduates or managers. This finding casts some 
doubt on the relevancy of such studies to organisational research. However, if the 

results are considered relevant Martins (1993) findings may assume individuals in an 
organisational context might choose to compare themselves with those of similar 
background and therefore find customary reward inequities to be just. On the other 
hand, poorly paid individuals might choose to compare themselves with those of 
dissimilar more prosperous backgrounds, such as managers, and conclude customary 
reward inequalities to be unjust. In the context of the current study, it is important 
therefore to recognise who the individual is comparing themselves to and the differences 

or similarities between themselves and the other individual. In a redundancy situation, 
an individual is very likely to compare their situation to that of their colleagues or their 

manager. The current study needs to establish who the survivor is comparing their 
`outcomes' with in order to gain some concept of perceived fairness. In a redundancy 
situation, a survivor may compare their experiences with a number of individuals inside 

and outside of the employing organisation and for different reasons. For example, 

The terms distributive 'justice' and distributive 'fairness' will be used interchangeably in this section. 
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survivors may compare their situation with other colleagues (leavers and survivors), 
management, those in the same industry who may be experiencing similar turbulence, 
friends and family to name but a few. The aim in the current study will be to establish 
the most prevalent frame of reference for the survivors in the organisations under study. 

One of the problems associated with this type of research is the difficulty of conducting 
the research ethically. Organisations are understandably reluctant to let researchers 
cause trouble by asking employees to relate potentially emotional ('inflammatory') 

questions about injustices. This may explain why justice/equity researchers tend to 

study relatively uncontroversial contexts and relatively unemotional reactions. For 

example, if a student receives slightly less credit than they expected for a course, this 

may be upsetting, but less serious than the loss of a job which threatens a family's 

ability to pay the rent or put food on the table. 

Most of the work on organisational justice (e. g. Dittrich and Carrell, 1979) to date has 
focused on the fairness allocations of rewards (i. e., pay), layoffs (from the perspective of 
the leaver), punishments and promotions. However, few of these studies appear to 
distinguish between the different types of justice and often the definitions are somewhat 
clouded. One study which has differentiated between the different types of justice, in 

particular distributive and procedural justice was conducted by Alexander and 
Ruderuran (1987) in the United states. Their study centres around data obtained from 

approximately 2000 employees of the U. S. federal government on issues surrounding 
pay and rewards. They hypothesised that fairness judgements were influential in 

organisational life, and that procedural and distributive fairness would have distinctive 

effects on organisational outcomes. The justice variables used in their study attempted 
to predict six attitudes or perceptions of organisational life. These six included, 
evaluation of supervisor, job satisfaction, conflict/harmony in the workplace, trust in 

management, turnover intention and tension. 

The study (Alexander & Ruderman, 1987) found that both distributive and procedural 
justice influenced the organisational outcome variables. However, the results also 
indicate that certain variables held stronger relationships with procedural rather than 
distributive justice. Interestingly, turnover intention was the only variable which held a 
stronger relationship with distributive justice rather than procedural. It is suggested that 
`procedural fairness is a more important influence on socially mediated attitudes and 
behaviours and while distributive fairness may influence those attitudes and behaviours 
that are more individual in character' (1987: 193). In terms of the current study, these 
findings might imply that if the selection criteria for redundancy are perceived as unfair, 
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survivors are more likely to leave the organisation. The overall findings of this study 
suggest that individuals are more likely to perceive justice or fairness if they have 

participated in organisational allocation decisions, whether decisions are monitored 
through some type of appraisal and whether or not there are any appeal procedures. 
Although, this study concentrated on employees' perceptions of pay and reward 
systems, there may be some elements of these findings which could be applicable to the 

current study. It is reasonable to assume that individuals who have been involved in the 

redundancy decision making process and who are able to participate in its formulation 

are more likely to perceive the process as fair. 

In terms of the redundancy selection processes Brockner et al (1986) studied of the 

effects of layoffs on survivors in a laboratory setting. They found that, consistent with 
equity theory and distributive justice, that random process of selection had a more 
positive effect on survivors than a selection process based on merit. However, more 
research is needed investigating the impacts of different selection criteria on survivors' 

reactions within organisations to better understand this effect. 

In summary, it is proposed that distribution justice may be useful in understanding 
survivors' responses to certain aspects of the redundancy process. Following the work 
of Alexander and Ruderman (1987), the current study hypothesises that survivors' 
reactions may be influenced by their perception of the selection (filter - for voluntary 
redundancies) criteria implemented by management to identify those to be made 
redundant. Secondly, it is proposed that those, to whom they compare themselves to, 
such as their work colleagues or manager, will influence survivors' reactions. 

Distributive justice is the first of the three aspects of organisational justice; it was 
concerned primarily with the fairness of outcomes. The second aspect of organisational 
justice, to be discussed in the following section, is procedural justice. This aspect of 
justice relates to the procedures and methods used in the allocation of outcomes. 

2.2.3.2 Procedural Justice 

Similar to distributive justice, procedural justice has been found to affect employee 
behaviours and attitudes (Greenberg, 1990; Folger & Konovsky, 1989). Procedural 
justice refers to the perceived fairness of the methods or procedures used to determine 
who gets what outcomes, rather than the fairness of the outcomes themselves (Novelli et 
al, 1995). The most significant empirical research on procedural justice was carried out 
by Thibaut & Walker (1975) who examined justice in legal and judicial settings, using 
mock courtroom procedures in which outcomes were either guilty or innocent verdicts. 
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This may not be directly transferable to real organisational settings but helps in the 

understanding of individual's reactions to just and unjust situations. 

The original work of Thibaut & Walker (1975) looked at procedural justice from the 

perspective of decision criteria used in the courtroom procedure. The fairness of the 

outcomes depended on the decision criteria used to determine those outcomes. 
However, more recent organisational studies of the antecedents of procedural fairness 

have tended to focus on two variables: 'voice' (Folger, 1977) and 'justification' (Bies, 

1987). Voice is the extent to which an employee expressed his or her view to decision 

makers prior to the final decision. In other words, the amount of opportunity an 
individual has had to 'air their views' or 'their side of the story'. Justification is the 

extent to which management adequately explained the reasons behind a given decision 

(Daly & Geyer, 1994). Daly & Geyer (1994) offer differences between voice and 
justification in their study of employees' resistance to change. They state that voice is 

different to justification in that it is provided before a decision is made and is expected 

to shape the decision in some way. Whereas justification is given after a decision is 

made and is therefore subject to different expectations. In other words, voice enables 
individuals to have some influence over the fairness of a decision and justification helps 

an individual to understand a decision. With respect to the current research, both of 

these aspects of procedural justice can be related to the redundancy situation. For 

example, if an employee is given the opportunity to offer alternatives to redundancies or 

to aid in the decision as to who should be selected and why, they are more likely to 

deem the redundancy as fair. Secondly, if employees are given a clear and adequate 
justification or reason as to why redundancy had to be implemented and the reasons 
behind the selection criteria, they are more likely to deem the process as fair. However, 

it is arguable as to whether justification should be given only after the decision has been 

made. Ideally, decision makers should be able to justify a decision before it is 

implemented. 

Levanthal's (1980) theory of procedural justice hypothesises that fair procedures are 

ones that a) are consistent, b) are without self-interest, c) are based on accurate 
information, d) have opportunities to correct the decision, e) have the interests of all 

concerned parties in mind and f) follow moral and ethical standards. These guidelines 
can be used when looking at the redundancy decision processes however it does not 
consider an individuals need to be involved in the decision making process. It is 

sensible to suggest that decisions may be more widely accepted and therefore 

considered fair if individuals are actually involved in the decision making process. 
Brockner and Greenberg (1990) were the first researchers to apply Levanthal's (1980) 
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guidelines to the redundancy situation. In a combination of four studies, both laboratory 

and field experiments, Brockner and Greenberg (1990) found that justice theory formed 

the basis for an explanatory framework of survivor reactions. They considered 
survivors of redundancy could potentially be victims of injustice and that their reactions 
would depend on a number of factors such as their similarity to and relationship with 
leavers. 

In a field study of the affects of managerial explanations on survivor reactions, Brockner 

et al (1990) used the `justification' (Bies, 1987) element of procedural justice. The 

researchers investigated individual's uncertainty and importance of knowing why 
redundancies occurred. The results suggest that managerial explanations bear a strong 
relationship to survivor reactions when survivors are uncertain about why the 

redundancies occurred and when survivors attach greater significance to the outcomes of 
the redundancies (Brockner et al, 1990). This suggests that survivors are more sensitive 
to managerial communication when they are particularly worried about the 

consequences of a redundancy programme. With respect to the current research, 

communication should be considered before and during the redundancy process, rather 
than purely as justification after the process has been completed. 

Brockner et al's (1990) work is supported by some very recent research conducted by 
Van den Bos, Vermunt, & Wilke (1997) on the interaction of procedural and distributive 
justice. They suggest that individuals' perceptions of fairness are affected not only by 

the importance of the information but also on the timing of that information. In their 

experiments (Van den Bos, Vermunt, & Wilke, 1997) they found that what individuals 
judge to be fair depends more on what information is available first and what 
information is available next (i. e., before and after the process respectively). With 

respect to the current research, it is sensible to assume that survivors will perceive 
justice/injustice based on information received throughout the redundancy process. 

Alexander and Ruderman (1987) in their study of government employees, looked at 
procedural justice from a different perspective than Levanthal (1980) by conceptualising 
procedures into three different categories; meta-procedures, allocation procedures and 
appeal procedures. Meta-procedures are those activities which precede the allocation 
stage as those rules and procedures which establish the allocation procedures. 
Allocation procedures refers to those rules and procedures used in actually distributing 
the outcome. Appeal procedures are those processes which allow the recipients to 
change the allocation that has occurred. The redundancy process can be broken down in 
much the same way. First, the reasons, procedures and rules involved in making a 
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redundancy decision. Second, the selection/filter criteria used to decide which 
individuals to make redundant. Third, communication processes available for survivors 
and the caretaking provisions of those who leave. 

In reality, in order to comprehensively understand individuals' perceptions of justice, 

the use of both distributive justice and procedural justice together would considerably 
enhance the concept of fairness. Alexander and Ruderman (1987) acknowledged the 

need for further research in organisational settings. The researchers hypothesised that in 

a complex bureaucratic organisation, i) fairness judgements would influence 

organisational life, ii) procedural and distributive fairness would have distinctive affects 
on organisational outcomes and iii) procedural fairness would have greater impact than 
distributive fairness. The researchers surveyed approximately 2200 federal government 
employees in the United States. The survey was designed to assess employee 
perception of a major reform in civil service personnel procedures. The results indicate 

that both procedural and distributive fairness have important affects on organisational 
outcomes and individual responses. Procedural fairness made larger contributions to 
job satisfaction, evaluation of supervisor, conflict/harmony, trust in management than 
did distributive fairness. However as mentioned earlier, turnover intention held a much 
stronger relationship with distributive fairness than with procedural fairness. These 
findings help to understand the extent of survivors' reactions, but offer no insight into 

other elements of survivors' reactions in terms of organisational commitment, job 
insecurity or job related stress. 

These results (Alexander & Ruderman, 1987) may be important in the study of 
survivors, as those individuals who see the allocation decisions (redundancy selection 
criteria) as unfair may be more likely to leave the organisation. Alexander & Ruderman 
(1987) looks at procedural and distributive justice as separate entities. More recent 
research (Daly & Geyer, 1994) suggests that these are not mutually exclusive, but 

actually influence one another. 

Daly & Geyer (1994) explored the role of fairness in implementing large scale change. 
In their study, the large scale change was the relocation of employees from one site to 
another. They developed a model which looked at employees' intention to remain in an 
organisation as an indicator of resistance to the proposed changes of location. The 
model included procedural fairness and distributive fairness as antecedents to the 
employees' intent to remain. As part of their model, Daly & Geyer (1994) hypothesise 
that procedural fairness influences distributive fairness. They suggest that outcomes are 
seen to be fairer when procedures are viewed to be fairer. In other words, employees are 
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more likely to believe that managerial decisions are legitimate to the extent that fair 

procedures have been used to make fair decisions. Both perceived procedural and 
distributive fairness were found to enhance intention to remain in the organisation. 
Although this study did not involve survivors of redundancy, it is reasonable to consider 
the decision to relocate to be potentially as disrupting as a downsizing and redundancy 

situation. In a redundancy situation therefore, these findings (Daly & Geyer, 1994) 

might suggest that survivors' reactions towards the organisation would be more 
favourable if those involved perceived both distributive and procedural fairness. 

In contrast to the study conducted by Daly and Geyer (1994) the next study to be 

discussed focuses on individuals actually involved in a downsizing and redundancy 

situation. The study by Konovsky and Folger (1991) looks at the effects of procedural 
justice utilising the work of both Leventhal (1980) and Bies (1987). Their study 
focused on `layoff victims', those people made redundant, and the justification and 

compensation they were given for their redundancy. Konovsky and Folger (1991) 

conducted a survey of approximately 353 respondents from a variety of different 

industries. The researchers broadly hypothesised that leavers' perceptions of a fair 

redundancy process and outcomes would result in more favourable responses from 

leavers. They found that the perceived fairness of the procedures (as specified by 

Leventhal, 1980) affected the reactions of leavers in that, leavers were more inclined to 

speak positively and less likely to take legal action against the organisation if they had 

been dealt with fairly. Surprisingly, the researchers found that social accounts (the 

explanations or justification given for the redundancies) and the level of benefits 
(compensation payments provided by the organisation) did not predict the leavers' 

reactions. 

These results (Konovsky & Folger, 1991) appear to contradict the work of Brockner et 
al (1990) which suggest that the explanations given by the organisation affect an 
individuals reactions. However, this may simply highlight the difference between 

survivors and leavers and the importance they place on difference aspects of the 

redundancy process. This also poses the question as to whether survivors' reactions are 
influenced by the social accounts and level of compensation given to leavers. In an 
earlier study, Brockner et al (1987), conducted both a laboratory and field study which 
attempted to look at a survivors level of identification with the leaver. The results of the 
studies (Brockner et al, 1987) found that survivors reacted most negatively when they 
identified with leavers who were perceived to have been inadequately compensated. 
The negative reaction was seen to be reduced work performance (in the laboratory 

study) and lowered organisational commitment (in the field study). These results 
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(Brockner et al, 1987) suggest that the way in which an organisation treats those who 
leave through redundancy, has the potential to influence a survivors perception of 
fairness and hence their reaction to the redundancy process. In relation to the current 

study, it will important to identify the survivors' perceptions of the treatment of leavers 

and their relationship with those who left. This may enable a more in-depth 

understanding of how and why survivors consider a redundancy process as fair or 

unfair. 

More recent research by Brockner and his colleagues (1994) again used procedural 
justice to understand individual survivor reactions with their study looking at advance 

notice. The study was different in that it considered not only the reactions of survivors 

and leavers but also lame ducks (those people who knew that they were going to be 

made redundant in the future). The study revealed that procedural justice (in the form of 
the amount of advance notice given) influenced the reactions of leavers, survivors and 
lame ducks. These results suggest the amount of time individuals are given to prepare 

and accept the redundancy situation will influence their perception of fairness. 

Together, the results from the above studies suggest that an individual's perception of 
fairness is influenced by not only the outcomes of the redundancy, but the explanations 

given to survivors, the timing of information and the treatment of leavers. With respect 
to the current research, this work illustrates the strength of using both distributive and 

procedural justice in the further understanding of the reactions of survivors. Procedural 
justice will follow the approach of Alexander and Ruderman meaning this will consider 
the procedures as part of a three stage process (prior to, during and after a process) not 
unlike the redundancy situation. 

2.2.3.3 Interactional Justice 

In recent years, Bies and Moag (1986) have proposed a third form of organisational 
justice, known as interactional justice. This means that individuals are sensitive to the 

quality of interpersonal treatment they receive during the enactment of organisational 
procedures. Research more recently (Novelli et at, 1995) has suggested that 
interactional justice is concerned with how individuals in positions of authority (i. e., 
management) treat those affected by their decisions, regardless of actual outcomes or the 

processes used to determine those outcomes. In the current study, interactional fairness 
is considered to be the treatment that survivors and leavers receive from management 
before and during the redundancy process. 

The original work by Bies and Moag (1986) has concentrated on the interactional 
fairness of interpersonal communication processes. The primary focus being the role 
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social and causal accounts play in the perceptions of interactional injustice. Bies (1987; 

Bies & Moag, 1986) noted that workers reactions to procedures depended on how 

information is presented to them. The inclusion of interactional matters such as 

communication may also explain why people feel unfairly treated even though they 

would characterise the decision procedures and the outcome to be fair. With respect to 

the current research, the communication of redundancies is expected to have a 

significant affect on employee reactions to the downsizing. More specifically, there 

may be certain elements of the communications process which have a greater impact on 
the reactions of survivors. For example, it may be that the managerial justification for 

the downsizing itself or for the way it is to be implemented may be more influential than 

communication regarding the treatment of leavers. The failure to explain the reasons for 

redundancies or offering a tenuous (from the employees viewpoint) explanation for 

cutbacks might result in perceptions of injustice (Armstrongstassen, 1989). 

Numerous studies (e. g., Armstrongstassen, 1989; Bies & Shapiro, 1987; Brockner et al, 
1990) have suggested that individuals are more accepting of undesirable decisions (such 

as resource allocations) when they have been accompanied by clear and adequate 

explanations. In a study of the influence of causal accounts - that is, explanations 

regarding a persons' responsibility for his or her actions, Bies and Shapiro (1987) looked 

at interactional fairness in an organisational context. Their work consisted of three 

studies; two laboratory studies and a field study. The first study explored individuals' 

reactions to a manager who appeared to have stolen a subordinates ideas and credit for 

those ideas. Half of the subjects were given causal accounts and half were not. As 

predicted, individuals who received a causal account had much lower perceptions of 
injustice than those who had not. With respect to the current research, this would 
suggest that individuals who are given a causal account for the redundancies are less 
likely to perceive injustice. The second study took the same hypothesis but in the 

context of two organisational settings, a sales purchase decision and a budget allocation 
decision. In both contexts, the subjects received an unfavourable outcome. This study 
supported the first, but also found that a causal account claiming mitigating 
circumstances was found to result in higher ratings of interactional fairness. In the 

context of a redundancy situation, this would suggest that if a causal account suggesting 
circumstances for the redundancies to be outside the control of the manager, perceptions 
of injustice would be lower. In other words, the individuals would be much less 
disapproving of the situation and the decision maker. This might be explained by the 
apportionment of blame. People generally feel more at ease when they can place blame 

somewhere outside their own control. The final field study (Bies & Shapiro, 1987) 
supports the first two studies. The study found that individuals' perception of the 
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adequacy of the justification, rather than the claim itself explained the variance in their 

reactions towards unfavourable managerial actions. 

With respect to the current research, if individuals perceived the redundancies to be 

outside the control of the organisation (i. e., due to market forces, government policies 

etc. ) and they perceive the explanation to be adequate, they are less likely to perceive 
injustice. More recent work concerning the adequacy of explanations has looked at 

what constitutes an adequate explanation. Shapiro, Buttner, & Barry (1994) combined 
the work of Bies et al (1988) and Greenberg (1988) in their study of adequacy. They 

investigated style and content of organisational explanations. Style being the sincerity 

of the explanation and content being the provision of thorough information. The study 

also considered the delivery of the information in the form of interpersonal sensitivity 

and the seriousness of the explanations outcomes. Their study (Shapiro, Buttner & 

Barry, 1994) involved evaluating the fairness perceptions of 87 MBA students who had 

received rejections and explanations from job applications. The study found that the 

substance of an explanation is more important than the manner in which it is delivered. 

Secondly, that the greater the seriousness of the circumstances, the more difficult it is to 

offer an explanation that will be considered adequate. In a second study, the researchers 
(Shapiro, Buttner & Barry, 1994) extended the study to include the form of 

communication used (oral vs. written) and timeliness. 

In order to disentangle the results of study one and two, a third study consisting of a 

scenario based laboratory experiment was devised. This third study found that the 

perception of sincerity could be enhanced by offering the explanation verbally rather 
than in writing. With respect to the current study, these results indicate that the 

adequacy of an explanation can influence individuals' perceptions of fairness and their 

reactions towards an organisational outcome. However, it does not consider reactions of 

employees within an organisation who may have higher/lower expectations with regards 
to adequate explanations due to previous experience of organisational communications. 
Hence, further exploration of explanations related to a redundancy situation is needed. 
So far, there has been limited use of interactional justice in the study of survivor 

reactions (with the exception of Brockner et al, 1990). Brockner et al (1990) 

hypothesised that individuals are more accepting of redundancy decisions to the extent 
that management offers a clear explanation for the reasons underlying their decisions. 
The research found that under conditions of uncertainty and when individuals attached 
greater importance to the decision being made, survivor reactions to unclear 
explanations was particularly pronounced. Respondents in this study were asked to 

report how they felt now relative to before the redundancies, considering hindsight bias, 
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this may have some affect on the validity of the results. Ideally, respondents need to be 

asked before the redundancy as well as after, in order to obtain a more valid portrayal of 
their reactions. 

Mellor (1992) who conducted empirical research into the moderating effects of the 

legitimacy of a layoff explanation on post layoff union commitment also based his work 

on interactional justice theory. Mellor (1992) used interactional justice to predict that 

survivors' belief in the account (explanation) would serve as a moderator between the 

severity of the redundancies and post redundancy union commitment. The results 

showed that the more severe the redundancies, the less belief in the accounts given 

which in turn led to less commitment. In other words, as predicted, the influence of 

severity on commitment was moderated by the level of belief in the account. In contrast 
to other work, Brockner et al (1994) consider interactional justice to be an interpersonal 

aspect of procedural justice, rather than a separate entity. Brockner et al (1994) look at 
the two aspects of interactional justice as suggested by numerous researchers (i. e., Bies 

& Shapiro, 1987; Bies, Shapiro & Cummings, 1988; Folger & Bies, 1989). First, 

whether individuals believe that the reasons underlying allocation decisions 

(redundancy decisions) were clearly and adequately explained to them. Second, 

whether those responsible for implementing the decision treated them with dignity and 

respect. Novelli et al (1995) also used interactional justice to help understand 
individuals' responses to change. They describe the focus of interactional justice as 
how individuals in positions of authority and those who are making the decisions treat 

those that are affected by the decision, regardless of the actual outcomes (distributive 

fairness) and processes used to determine the outcomes (procedural justice). 

Novelli et al (1995) suggest that questions of interactional fairness can arise if managers 
do not provide adequate, rationally based explanations for their actions. Also, that 

managers need to guard against treating people in a way that is interpreted as 

condescending through verbal and non-verbal behaviours. Clearly, the previous 

research in this area supports one another in their definitions and ideas in respect of 
interactional justice. With respect to the current research, interactional justice will 
consider explanations and communications with regards to the form (oral vs. written), 
sensitivity, clarity, believability and sincerity. Therefore, interactional justice will 
consider not only the clarity and credibility of organisational explanations but also the 
treatment of those receiving the information through their sincerity and sensitivity. It 

stands therefore that the study of survivor reactions can be further understood by 

utilising not only equity theory but also the three elements of organisational justice 
theory; interactional justice, distributive justice and procedural justice. The final section 
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in this chapter will summarise, the elements of these theories which will be most 

relevant to the current study. 

2.2.4 Summary 

Chapter 2 Part Two was designed to evaluate and critically analyse redundancy from an 

organisational viewpoint. This viewpoint utilises theories used by earlier researchers in 

the field of understanding individual responses to organisational actions. The two main 
theories covered in this section were equity theory and the three theories of 

organisational justice. 

First, the origins of equity theory (Adams, 1965) were outlined. However, it was argued 

that equity theory is too simplistic to explain the complexities of the organisational - 
individual relationship. It is suggested that the concept of fairness is multi-dimensional 

and involves not only the effort (contribution) and reward relationship but there is a 

perceived need and equality element to the relationship as well. It was decided therefore 

that a justice theory needs to consider not only the final distribution outcomes but the 

processes used leading up to that allocation, the needs of the individual and the equality 

of the allocation. 

Work conducted by Cosier and Dalton (1983) suggested that an individual's reaction 

was dependant on their previous experiences of inequity, therefore in relation to the 

current study, it is logical that survivors reaction to redundancy may be dependant on 

their experiences of previous redundancy programmes. However, as argued, there are 
limits to the explanatory power of equity theory (Leventhal, 1980). The organisational 
justice theories offered a more complex understanding of why survivors might react and 

perceive injustice or unfairness. The literature suggested that often a process may 

appear to be fair but may not actually be fair and that perceptions of injustice can cause 
irrational reactions in individuals (Bazerman, 1993). 

In terms of the individual elements of organisational justice; distributive, procedural and 
interactional several ideas were generated. First, distributive justice theory suggests that 

survivors will perceive the redundancy situation within their own frame of reference. In 

other words, their reactions may depend on who they are comparing themselves and 
their treatment to, i. e., management, work colleagues or friends. Second, that if 

survivors perceive distributive injustice this is likely to affect their turnover intention. 

Procedural justice relates to the perceived fairness of the processes used in determining 

an organisational action. It was suggested that procedural justice could be measured by 
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the extent to which survivors could air their own views ('voice') and the level of 

explanation by management or `justification'. Further measures may relate to the level 

of participation in the decision making, the timing of communications and its continuity 
throughout the redundancy process. 

Studies conducted by Konovsky and Folger (1991) suggest that perceived fairness 

influences leavers to speak more positively about the organisation. Yet, explanations 

and compensation payments did not affect their reactions. On the other hand, an earlier 

study Brockner et al (1990) found that explanations did affect survivors' reactions. This 

suggests further research is required to clarify the effects of explanations and 

communication on survivors. 

Interactional justice remains a particularly under studied phenomena in relation to 

survivors of redundancy. Yet, from the literature review it might be suggested that this 

theory could potentially have a strong explanatory power in terms of understanding 

survivors' reactions. It has been suggested that survivors' reactions may appear 

somewhat irrational, this may be due to the interpersonal treatment they receive from 

the management. The literature suggests that even though the outcomes have been 

perceived to be fair, and the process is found to be fair, survivors may still perceive 

unfairness due to the treatment they receive from their manager or line manager. 

Interpersonal treatment has been considered to be mainly attributable to elements of the 

communication process, in terms of justification, adequacy and the type of 

communication (i. e., written or verbal). Clarity, believability, sensitivity and sincerity 

are all aspects of communication which may influence individuals' evaluation of 
fairness. These elements may also be affected by the level of trust in management and 
in communication received from them. 

In summary, the review of equity theory and organisational justice literature has shown 
that survivors' perceptions of fairness have the potential to influence their reactions to 

redundancy. However, these perceptions of fairness and justice can be influenced by a 

number of aspects of the redundancy process. It has shown that it is not only the 

outcomes and processes related to those outcomes which influence fairness perceptions 
but survivors' interaction and participation in those processes. Secondly, individuals' 

experiences of previous injustices, communications and treatment received from 

management, all have the potential to influence survivors' attitudes, emotions and 
behaviours. Furthermore, in relation to the current study, no previous research has 
directly utilised the three organisational justice theories (distributive, procedural and 
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interactional) in the context of downsizing British organisations in order to explain 
survivors' reactions. 

The next part of Chapter 2 will consider influences on the survivors' reactions in terms 

of their individual characteristics. 
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Part Three: The Individual Viewpoint 

As mentioned in the introduction to the literature review, there are three main 

perspectives from which previous research have attempted to study the field of survivor 

reactions to redundancy. The first being the environmental perspective, the second 
being the organisational perspective and the third the individual perspective. This 

section of the literature looks at the redundancy programme from the individual 

perspective by trying to understand the individual survivors. The section is broken 

down into two main sections, individual survivor characteristics and work setting 

characteristics. In other words, the characteristics which an individual brings to the 

organisation by way of their perception of work and their level of self esteem. Second, 

the characteristics of the individuals work environment in the form of their relationship 

with their co-workers and the content of their job. Both sections will be introduced 

independently, starting with `individual survivor characteristics'. 

Individual Survivor Characteristics 

2.3.1.1 Introduction 

Mowday (1979) pointed out that little attention has been given to individual differences 

on employee perceptions of and reactions to inequity. In the same respect, little 

attention has been given to individual differences with respect to downsizing and 
survivors of redundancy in the UK, other than work by Thornhill and Gibbons (1995) 

and Thornhill et al (1996). Work that has been conducted has been completed in the 
North America or Canada such as Brockner et al. (1985; 1990; 1993 etc. ). This section 
will identify variables related to the survivors themselves or individual characteristics 
which they bring to the redundancy situation. Bazerman (1993) argues that individuals' 

reactions require consideration of how a recipient will assess the procedures used, the 
implementation process and the outcomes received. With respect to the current research 
of individuals' reactions to redundancy, it would be probable to assume that the way an 
individual responds to redundancy is influenced by the way in which they perceive the 

situation. Furthermore, the way an individual perceives a situation is in turn influenced 
by the type of person they are and their personal characteristics. 

Previous work in this field has attempted to identify individual characteristics which 
have an influence or affect on the way they react to redundancies. The two main 
theories utilised in the study of survivors have been individuals' level of work ethic and 
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individuals level of self esteem. Both of these theories will be explored in the light of 
the current study. 

2.3.1.2 Survivors Work Ethic 

Individuals are motivated and committed to work for a number of reasons. Adam 

Smith, the author of 'An Inquiry into the Nature and Causes of the Wealth of Nations' 

(first published in 1776) wrote about the principle of self interest. Smith took the view 
that people are enthusiastic about working only when they want to work - when they are 

motivated not by necessity or duty but by simple greed. His work 'Wealth of Nations' 

formed the basis of early English classical economics and capitalism. Several hundred 

years later, at the turn of the twentieth century Max Weber (1904 - 1905) wrote 'The 

Protestant ethic and the spirit of capitalism'. Weber took capitalism to be as Adam 

Smith described it: an economic system in which the unrestricted competition for 

personal wealth pursued with strict rationality, accidentally produces great common 

wealth. However, Weber wondered whether the desire for wealth drove all human 

beings or only capitalists. Most people, he decided, do not "by nature wish to earn more 

and more money, but simply to live as [they are] accustomed to live and to earn as much 

money as necessary for that purpose" (Weber, 1956: 60). This was opposite to Adam 

Smith's view that people would only work as long as they were poor. Weber found his 

explanation in the Protestant ethic, the belief that hard work is a moral obligation. To 

the early Protestants work was a'calling', or service to God. Since work was God's wish 
the pursuit of gain had to be morally good. In effect, the Protestant Ethic provided 
moral justification for the accumulation of wealth. 

Mirels and Garrett (1971) explored the psychological meaning of the Protestant Ethic. 
Their work conceptualised the Protestant Ethic in terms of its relationships with other 
personality variables and with occupational interests. They created a scale which 
included a number of attitude statements whose endorsement or non endorsement could 
be considered consistent with Protestant Ethic values (Mirels and Garrett, 1971). The 
development of this scale enabled future studies to measure an individual's level of 
work ethic. The Protestant Ethic reflects a belief that hard work is good as an end in 
itself and that personal worth and one's morale stature are to be gauged on willingness to 

work hard (Morrow, 1983). With respect to the current research, the loss of 
employment (i. e., through redundancy) may be a threat to an individual's perception of 
their personal worth and hence influence their willingness to work hard. In this context 
therefore, it is hypothesised that an individual with a strong work ethic is more likely to 
react negatively to a redundancy situation. 

' Weber, M. The Protestant Ethic and the Spirit of Capitalism (originally published as two separate 
essays, 1904 - 1905) 
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The literature review revealed that there are few studies which were relevant to the 

current research, however to support this hypothesis, there are two studies which further 

the understanding of the concept of work ethic in relation to changing employment 
status. Both studies (Shamir, 1986; Brockner, Grover and Blonder, 1988) have 

considered how the work ethic has affected the way in which individuals respond to 

certain employment situations. The first study (Shamir, 1986) investigated the 

moderating affect of the Protestant Work Ethic and work involvement on the 

psychological impact of unemployment. Work ethic was defined as a belief that hard 

work is good as an end in itself and that personal worth and one's morale stature are to 
be gauged on willingness to work hard (Shamir, 1986; Morrow, 1983). Work 
involvement on the other hand, was defined as a normative belief in the value of work in 

one's life (Morrow, 1983). It was hypothesised that the work ethic and work 
involvement would be related to greater psychological distress among the unemployed. 
In addition, employment status would have stronger effects on the psychological state of 
individuals with high work involvement or work ethic. In the relation to the current 

study, this research may suggest that survivors with a high level of work involvement 

and work ethic may have stronger reactions than those with a low level of work ethic 
and involvement. 

The results of Shamirs' study (1986) indicated that those individuals with high work 
involvement were likely to suffer more from unemployment and gain more from finding 

employment than low work involved individuals. However, the Protestant Work Ethic 
did not moderate the relationship between employment status and psychological state. 
One explanation for this is provided by Shamir: 

`It would seem that commitment to the work role, which is based on the 
individual meaning of work and on its potential satisfactions, has a stronger 
influence on the phenomenon studied here than commitment based on moral 
values or the good of the society.... In addition, that in the population studied, 
unemployment is not associated with social stigma and does not lead to a feeling 
of shame even among people with high Protestant Work Ethic' (Shamir, 1986: 
35) 

However, it should be noted that Shamir's study consisted of 423 unemployed Israelis, 
therefore the study was taking place within the confines of a different culture to the 
current study. There was no evidence with Shamir's study that characteristics of the 
Protestant ethic hinders the processes of coping with unemployment in any way or that 
individuals who `free' themselves of this ethic find unemployment easier to bear. 
Would the Protestant ethic therefore have any bearing on the threat of unemployment in 
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the form of redundancy? It seems more feasible that an individual reacts not due to their 

beliefs of the `morale good' of work, but more to the extent that they are involved and 

or commitment to their work. 

The second study takes a slightly different perspective by suggesting that the Protestant 

work ethic is a predictor of the level of job involvement. This study (Brockner, Grover 

and Blonder, 1988) is particularly relevant to the current research because it investigates 

the level of job involvement in the survivors of redundancy. The researchers 
hypothesised that survivors with a strong work ethic would be more involved with their 

jobs than would those who had a weaker work ethic. The study conducted by Brockner 

and his colleagues was conducted using four different organisations who had all 

experienced different levels of organisational downsizing (from `mild' to `severe' 

conditions). A total of 105 subjects were surveyed from the organisations. Brockner, 

Grover and Blonder (1988) reasoned that workers' job involvement in a stressful 

situation (i. e., during redundancies) depends on their desire and ability to cope with the 

stress. Following this, a workers ability to cope is related to their work ethic. They 

suggest that workers with a strong work ethic have the ability to remain focused on their 

job even - or especially - in the face of potentially stressful working conditions. The 

results indicated that survivor's work ethic was more strongly related to their job 

involvement in the mild rather than in the severe layoff condition. Brockner, Grover 

and Blonder (1988) suggest that due to the high proportion of layoffs in the severe 
layoff condition, all survivors were distracted from their work, even those with a strong 

work ethic. 

To some extent Brockner, Grover and Blonder's (1988) research supports that of Shamir 

(1986) who found that the work ethic did little to affect the psychological impact of 

unemployment. However, their study (Brockner, Grover and Blonder, 1988) does 

suggest a moderating relationship with the mild set of redundancies. Yet, this does not 

consider other unrelated variables which may have been relevant. For example, those 

people in the mild redundancy situation may have had more support from the 

organisation or from their colleagues. Alternatively, survivors may have felt they 

received better interpersonal treatment from their immediate manager. In order to 

understand the influence of work ethic, it needs to be considered within the context of 
the whole redundancy process, the organisational culture and environment, company 
situation and management. For example, within a particularly badly managed 
organisation, even an individual with a strong work ethic, may be affected by mild 
redundancies. However, it could be said that an individual's work ethic might act as a 

77 



Survivors of Redundancy 

buffer in stressful situations up to a certain level which might explain the difference 
between the mild layoff condition and the severe layoff condition. 

The study conducted by Brockner, Grover and Blonder (1988) also suggests that the 

amount of layoff induced stress is greater in the severe redundancy condition than in the 

mild. However, the stress was never measured directly in the study. Future research 
would benefit from measuring the levels of stress induced by redundancies within 
organisations. Both of the studies mentioned in this section of the literature review 
(Brockner, Grover and Blonder, 1988; Shamir, 1986) have utilised the Protestant Ethic 
Scale as developed by Mirels and Garrett (1971). Some of the items on the original 
scale appear somewhat dated and not particularly relevant to today's downsizing 

environment and levels of unemployment. Therefore, if used in the current study the 
measure of work ethic should be amended to reflect the lifestyle and language of the 
nineties. 

Finally, a more recent study conducted in Canada has explored the relationship between 

work ethic, job attitudes, intentions to quit and turnover in temporary service employees 
(Saks, Mudrack, Ashforth, 1996). Their field study found that those employees with a 
high work ethic were less likely to leave than those with a low work ethic. The turnover 

rates of temporary employees being 10% and 33% respectively (n=128). In particular, 
work ethic was directly related to job satisfaction and organisational commitment and 
had an indirect effect on turnover. This study supports the work of Brockner, Grover 

and Blonder (1988) in that those individuals with a strong or high belief in the work 
ethic remain in the organisation. Conversely, those with a weaker work ethic are more 
likely to demonstrate withdrawal behaviour through turnover intention or reduced job 
involvement (Brockner, Grover & Blonder, 1988). 

The research examined here indicates that the affects of work ethic on individual 
reactions to changing employment status, such as redundancy or the threat of 
unemployment remains unclear. The current research will attempt to investigate the 
relationship, if any, between survivor reactions to redundancy and their level of work 
ethic, as defined by Morrow (1983) and adapted from Mirels and Garrett (1971) 
Protestant Work Ethic Scale. In support of this intention, Blau and Ryan (1997) clearly 
state that the work ethic has been underrepresented in work commitment studies 
compared with other commitment facets such as job involvement, career commitment 
and organisational commitment in recent years. It is important therefore that work ethic 
be included in the current research and test whether work ethic has any bearing on 
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survivor reactions within the context of the management of the redundancy process and 
the downsizing environment of work today. 

2.3.1.3 Survivors Self Esteem 

Self esteem is defined by Campbell (1984) as "an awareness of possession of desirable 

qualities or objects by oneself'. He suggests that this definition incorporates not only 
the perceived "good opinion of oneself' but also the qualities or objects which a 
particular individual may consider desirable (i. e., material possessions, good 
personality, success, physique etc. ) in the attainment of a good opinion of oneself. The 

self esteem motive postulates that a high self esteem individual maximises their positive 
self attitudes or self feelings, whereas a low self esteem individual maximises their 
negative self attitudes or self feelings. Campbell (1984) describes individuals with high 

self esteem as having a high sense of self worth and quoting characteristics such as 
assertiveness, successful, good social skills, happy and secure. When describing a low 

self esteem individual characteristics such as unhappiness, withdrawal, anger, and self 
consciousness were used. Self esteem can come from two sources, ones inner self 
esteem and externally through esteem from others. Individuals often seek esteem from 

others in order to reinforce ones inner self esteem (Campbell, 1984). As individuals 

spend a lot of time at work, an individuals job and work achievements may influence 
their own self perception. In relation to the current study, self esteem will be considered 
relative to ones work environment. 

Eagly (1967) used self esteem to study the relationship between involvement and belief 
change. She hypothesised that those participants with high self esteem in a high 
involvement situation would be more resistant to change than those low self esteem 
participants. The study investigated involvement with receptivity to information. As 
hypothesised when unfavourable information was presented, belief change was less in 
high self esteem participants than in low self esteem participants. Interestingly, when 
favourable information was presented, change was greater in high self esteem 
participants than among low self esteem participants. Eagly (1967) suggests these 
results are in line with previous studies (i. e., Cohen, 1959; Leventhal & Perloe, 1962) 
whereby persons high in self esteem may reject threatening and accept self enhancing 
appeals more readily than do those of low self esteem. With respect to the current 
study, Eagly's work might predict that survivors with low self esteem would be less 
likely to accept the redundancy situation than those with high self esteem. Survivors 
with high self esteem are more likely to remain unchanged if the situation is seen as 
threatening. 
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However, Eagly's study was conducted through experimental conditions using students 

who were enrolled in an introductory psychology course. Participants were presented 
with `social conflict' situations and asked to describe their probable behaviour. 
Participants were then asked to rate their own or others responses. The results therefore 

are useful in understanding the role of self esteem in reception of information and 
involvement but offer little to explain the reactions to information within an actual 
organisation. As redundancy is a situation where individuals are likely to evaluate the 
information around them during the redundancy process, it may be important to 

consider how their rate of self esteem at work is effected and influenced by that 
information. 

The first study to incorporate self esteem to a redundancy situation was Brockner, Davy 

and Carter (1985). They suggest that self esteem may be a relevant moderator variable 
in the context of survivor reactions. Their study investigated whether higher or lower 

self-esteem participants would show a greater increase in productivity in a layoff than in 

a no-layoff situation. The participants who were `laid off were chosen randomly but 
lost credit for not completing the task. This was designed to mirror a redundancy 
situation and participants were asked to rate whether they felt leavers were treated fairly 

or not. In measuring self esteem, Brockner and his colleagues (1985) utilised the 
Revised Janis-Field Self Esteem Scale (as used by Eagly, 1967) and a tertiary split was 
used to classify participants as high, medium or low in self esteem. Although this study 
considers a redundancy situation, like Eagly (1967), it remains somewhat unrealistic as 
it uses an experimental methodology using undergraduates. It is questionable as to the 

relevance of this type of study to an actual redundancy situation. However, the study 
does offer some insight into the factors which may or may not influence a survivor's 
response to a redundancy situation. 

This laboratory study (Brockner, Davy and Carter, 1985) with undergraduate students 
found that the participants level of self esteem proved to be an important moderator 
variable in that only the productivity of the low self esteem participants was 
significantly (positively) affected by the layoff manipulation. In effect, the quantity (but 
not the quality) of the individual's performance increased after the dismissal of their co- 
worker. The layoff manipulation had no impact on that of medium or high self esteem 
participants. Brockner, Davy and Carter (1985) suggest that the results may be 
consistent with equity theory (Adams, 1965) in that `survivors' adjusted their 
performance to counteract feelings of guilt induced by the unjust dismissal of their co- 
worker. However, an alternative explanation is that `survivors' worked harder through 
fear of future `layoffs' and in an attempt to secure their place for the future. 
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Further research is suggested (Eagly, 1967) and clearly needed in order to isolate the 

reasons why survivors may alter their level of productivity as a response to redundancy. 
In order to clarify the potentially complex survivor responses, qualitative research 
would extend current understanding and explore variables not measured in the previous 
studies. 

Later research was conducted by Brockner and Guare (1983) which might help to 
explain why an individual's level of self esteem may affect their performance. Their 

study (Brockner and Guare, 1983) consisted of a laboratory experiment involving 

psychology students completing a number of tasks. The participant's level of self 
esteem was measured prior to the completion of the tasks. Brockner and Guare (1983) 

suggest that individuals with low self esteem are affected by their perception of blame 
for previous failures. Those with high self esteem tended to attribute their failures to 
external factors, whereas those with low self esteem were more likely to attribute their 
failures to internal factors leading to reduced performance. This `vicious cycle' 
(Brockner and Guare, 1983: 643) of reinforcing low self esteem could have potentially 
damaging effects on work performance. The results from the laboratory study found 
that the task performance of low self esteem individuals can be improved to the extent 
that they are led to attribute their prior failure to the difficulty of the task, rather than 
their own personal inadequacy. 

In relation to the current study, this has a number of implications. First, the work by 
Brockner and Guare (1983) suggests that survivors with low self esteem have a natural 
tendency to attribute self blaming in a redundancy situation, which may be entirely 
inappropriate. Second, the affect on performance may be minimised if low self esteem 
individuals are encouraged to attribute the blame for redundancy to external causes. In 
effect, the current research should consider the survivors' level of self esteem during a 
redundancy process and how they attribute blame for the organisation `failure' and 
violation of the psychological contract in the form of redundancies. 

In a more recent study Brockner, Grover, O'Malley, Reed and Glynn (1993) used self 
esteem as an individual character variable to further understand the redundancy 
situation. The results to this study were consistent with those of Brockner, Davy and 
Carter's' (1985) earlier study in that individuals level of self esteem was found to affect 
their reactions. In comparison, this study (Brockner et al., 1993) considered a specific 
aspect of the redundancy situation, the threat of future layoffs/redundancies. The 
researchers suggest that it is not uncommon for survivors to worry about the possibility 

81 



Survivors of Redundancy 

of future layoffs, which in turn, could influence their work behaviours and attitudes. 
Their work consisted of both laboratory (college students) and field (survivors from a 
Fortune 50 company) experiments. The study hypothesised that in response to the 

perceived threat of further layoffs, survivors low in self esteem were more likely than 
their high self esteem counterparts to (1) feel worried and (2) translate their feelings of 
worry into increased work motivation. Results from study one (laboratory) found that 
layoffs accompanied by the threat of additional layoffs cause low self esteem 
participants to worry more and work harder than their high self-esteem counterparts. In 

addition, that low self esteem participants level of worry is positively related to their 

motivation when threat of further layoffs is high, but not when it is low (Brockner et al, 
1993). In study two (field), worry was greatest among low self esteem survivors who 
believed that additional layoffs were more likely. Also, that higher levels of worry 
among low self esteem survivors led them to work harder when the threat of future 
layoffs was high. 

Taken together, the results of these studies (Brockner et al., 1985; Brockner et al., 1993) 
indicate that individual characteristics, such as self esteem, have the potential to affect 
on the way in which a survivor responds to redundancy. These studies have considered 
survivors self esteem with respect to productivity and motivation, however, it does not 
consider other aspects which may be equally as important to a downsizing organisation. 
For example, following redundancies, are low self esteem survivors more likely to 

remain committed to the organisation, than their high self esteem counterparts? If so, 
are those survivors with high self esteem more likely to leave the organisation to find 

work elsewhere? These questions are answered to some extent by work conducted by 
Mone (1994). Mone (1994) conducted a survey of 200 employees in a Fortune 100 

company in Midwest America. Employees had recently received news of a 25% 

reduction in the workforce. The study investigated how individual level factors, such as 
self confidence, self esteem, personal goals, job satisfaction and organisational 
commitment affected employees' decisions concerning intention to leave the 

organisation. The results suggest that those employees with high self efficacy and high 

role self esteem may be more inclined to leave the downsizing organisation than would 
their low self efficacy and low role self esteem counterparts (Mone, 1994). It could be 

seen that those individuals with the capabilities and confidence to contribute to other 
companies (i. e., those individuals who often contribute the most to the downsizing 
organisation) are likely to be among the first to voluntarily leave an organisation facing 
further decline (Greenhalgh, 1983). The question remains therefore whether there may 
be some hidden costs to an organisation who is left with highly motivated, worry-laden, 
low self esteem survivors (Brockner et at., 1993; Mone, 1994). 
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Self esteem has been highlighted as having a significant influence on the reactions of 

survivors. However, it should also be considered that as individuals spend a lot of time 

at work, their perception of self esteem at work might be affected by the redundancy 

situation. For example an individual may have had a high level of self esteem before 

the redundancies occurred, but the uncertainty, worry and stress may affect their level of 

self esteem. The current study therefore will attempt to understand how self esteem 
itself is affected through redundancies and the affect it has on other outcome variables 

such as commitment and turnover intention. 

2.3.1.4 Summary 

Previous research in the field of survivors of redundancy as introduced two main 

characteristics inherent to the individual which may help to predict or understand their 

reactions to a redundancy programme. These characteristics of work ethic and self 

esteem warrant further study in the current research in order to extend previous research 

and understanding. The review has highlighted areas of ambiguity in relation to the 
impact, if any, of these characteristics on the range of reactions of survivors after a 

redundancy programme. The aim of the current research from this perspective will be 

first to understand the survivor's perception of work itself in general, in the form of their 

work ethic. Secondly, to understand survivor's level of self esteem at work and how 

they attribute blame of the redundancy process. 

2.3.2 Work Setting Characteristics 

2.3.2.1 Introduction 

Following on from the previous section which reviewed characteristics inherent to the 
individual, this section considers how the work environment might affect survivor 
reactions. These variables refer to the organisational and situational aspects of a 
survivor's working environment. There has been little research in the specific area of 
redundancy which has isolated aspects of the work environment in order to understand 
why survivors might react in certain ways to a redundancy programme. For this reason, 
the current research draws from a number of studies which have suggested that aspects 
of the work environment have the potential to influence survivor reactions. The two 

work setting characteristics chosen as the focus of this research are i) co-worker 
relationships and ii) extent of job content change. This section is divided into two main 
areas, the first relates to the survivor's job and how a redundancy situation may affect 
their job role and tasks. The second area relates to a survivors' relationship with his/her 

co-workers and how it may influence their reaction to redundancy. 
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2.3.2.2 Co-worker Relationships 

In the context of the current research, ̀ co-worker relationships' refers primarily to the 

relationship an individual survivor has with the employees who are leaving the 

organisation due to the redundancy programme or restructuring. Understanding how 

survivors feel about their co-workers leaving , may give some insight into the reasons 
why and how survivors reaction after the implementation of a redundancy programme. 

The majority of research (e. g., Steers and Mowday, 1981; Mowday, 1981; Sheehan, 
1991; Sheehan, 1993) in this area has taken the perspective of turnover from a more 
voluntary perspective, where research has looked at the effects of an employee choosing 
to leave an organisation, rather than being made to leave via a redundancy programme. 
However, this research does give some insight into the effects on those who remain 
within an organisation, regardless of the reason for turnover. 

Mowday (1981) took the first steps to explore the effects of turnover on those who 
remain within an organisation. He conducted a study looking at the survivors' 
perceptions of why their colleagues were leaving the organisation. Mowday (1981) 

predicted that, consistent with attribution theory (Mowday and Steers, 1980), survivors 
would perceive the reasons employees leave is related to their dissatisfaction or low 

commitment to the job. The research found that, in contrast to his prediction, 
employees did not automatically interpret the behaviour of turnover as indicating the 
attitudes toward the job of those who left. An alternative explanation given was that 

employees' perceptions depicted `ego-defensive bias' where employees distort beliefs 

about why others leave to protect their own decision to remain. Remaining employees 
may feel that a colleagues decision to leave is an implicit rejection of their own job. By 
comparing themselves to a person who quit, employees may experience increased job 
dissatisfaction and may initiate a search for a new job (Sheehan, 1991). This response 
may also be compared with equity theory, where negative inequity often motivates 
employees to redress this balance. For example, employees seeing their colleagues 
leaving for a better job may attempt to restore inequity by requesting a raise, promotion 
or other change in benefits. Research by Yperen, Hagedoorn and Geurts (1996) 
supports this idea in that employees who perceive inequity in their work environment 
are more likely to leave and organisation or report sick. However, this research does 
little to explain how survivors might react to redundancy, as not only is the decision to 
leave taken out of the hands of the leavers, but also the decision to remain was a 
decision made by the organisation. Being forced to leave or chosen to remain may have 
significantly different effects on employees' attitudes. 
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However, Sheehan's (1991) study surveyed 250 employees from two organisations in 

the Western United States. Participants were asked to comment on real life situations 
and scenarios designed specifically for the study. The findings demonstrated that those 

who remained in the organisation compare themselves and their situation with those 

who quit. These results were mediated by the reason the employees gave for leaving. 
Those who left for a better job caused the stayers to experience perceptions of inequity 

when they compared their situation to the leavers. Which in theory could lead to a 
reduction in job satisfaction and organisational commitment. As Sheehan describes 
`respondents in the inequity conditions expressed more dissatisfaction and frustration 

with their jobs after their colleague left than did respondents in the no-inequity 
conditions' (1991: 352). It is probable then, that survivors of a redundancy programme 
who see their redundant counterparts leaving with a considerable redundancy payment 
and potentially a new job elsewhere may cause some feelings of inequity and hence 
dissatisfaction. 

What appears to be the same study conducted by Sheehan is reported later (1995) and 
denotes the affective state of stayers following a colleague quitting their job. Sheehan 
(1995) reports that stayers may experience a sense of personal loss in addition to 
feelings of happiness for their colleagues, when a co-worker leaves. It is reasonable 
therefore to suggest that survivors in a redundancy situation may also feel a sense of 
loss when their colleagues are made redundant. Again, however, this would depend on 
the reason why a colleague was quitting a job. For example, Sheehan (1993) also found 
that when stayers' perceived their colleague was leaving for a better job the stayers' 
productivity decreased. 

Brockner and Kim (1993) addressed similar hypothesis to Sheehan (1993; 1995) in their 
study of the consequences of turnover on job satisfaction. In their study of 41 full time 
MBA students (who had on average 3 years work experience) the research identified 
three factors which influenced the level of stayers' job satisfaction. The first was the 

extent to which stayers compared their job situation to that of the leaver's new one. 
This was found to be negatively related to the stayer's level of job satisfaction. The 

second was the relevance of the leaver to the stayer for social comparison purposes. 
This was also found to be negatively related to the stayer's level of job satisfaction. The 
third was the stayer's level of self esteem, which was positively related to their level of 
job satisfaction. The relationship found with self esteem and job satisfaction was 
consistent with the self esteem maintenance theory (Brockner and Kim, 1993) which 
assumes that individuals are motivated to protect or enhance their self esteem. 
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The most pertinent aspect of Brockner and Kim's (1993) work is the relevance of social 
comparison. They suggest that the more the leaver is comparable to the stayer, the more 
likely his/her departure for a better job is a threat to their self esteem. Social 

comparison is described as including personal and professional similarity between the 
leaver and the stayer. In relation to the current study, it is suggested that those survivors 
who consider themselves similar to those made redundant, are more likely to be affected 
by the redundancies and hence react more strongly. However, the current study furthers 

this premise by suggesting that it is not only whether survivors consider themselves 

similar to those made redundant but whether they had close personal or working 
relationships with the leaver. 

In an earlier study (Brockner, Grover, Reed, DeWitt and O'Malley, 1987), which is one 
of the few which deals directly with survivors of redundancy, co-worker relationships 
are actually measured. Their study consisted of a laboratory study of 132 

undergraduates (undertaking a proof reading task) and a survey sent to employees in a 
chain of retail stores who had recently undergone downsizing across the United States. 
Survivors were asked the extent to which they identified with the `victims' of the 
layoffs, whether they had a close personal or professional relationship with them. The 

performance data from the laboratory studies demonstrated that survivors became most 
de-motivated when they identified highly with the leavers and perceived injustice in the 
treatment of those leavers. In the field study, the results reported that those who 
strongly identified with those laid off revealed the greatest decrease in organisational 
commitment (Brockner et al, 1987). These results support the justice theory framework 
in that survivors will attempt to redress the balance of inequity, especially when they 

perceive some sense of `psychological kinship' with those made redundant (Brockner et 
al, 1987). 

In a later study, Brockner (1992) uses Heider balance triangle theory in order to support 
his results. According to the Hiederian balance triangle (1958) people strive to 
maintain consistency to their beliefs and behaviours. In utilising the three points of the 
Hiederian triangle Brockner explains the reasoning behind apportioning blame in the 
redundancy situation. The three points of the triangle represent the survivor (S), the 
organisation (0), and the redundancy victims (V). Suppose that S felt close to V prior 
to the redundancy and that 0 treated V unfairly in the process of making him or her 
redundant. If so, then a positive `unit relationship' can be said to exist between S and 
V, and a negative ̀ unit relationship' between 0 and V. To preserve cognitive balance, S 
must develop a more negative ̀ unit relationship' with 0, expressed in reactions such as 
reduced organisational commitment. This analogy is useful in understanding the 
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relationships between the different parties which have been affected during the 

redundancy process but it does little in explaining the complexities of a survivor's 
relationship with their co-workers or the organisation. 

The current research will attempt to fill the gaps of previous research by considering 
whether the survivor is `similar' to the leavers (e. g., social comparison theory), and 
whether the survivor had a close personal or working relationship with the leaver. 
Furthermore, it will attempt to take a deeper look at the relationship between co-workers 
in a redundancy situation. For example, do survivors relate to leavers if they are in a 
different department, different social group, different building. It is reasonable to 

suggest even that if an individual experiences redundancies occurring within the same 
industry, that this has an affect on their behaviour within an organisation. For example, 
if there are massive redundancies within academia, albeit not in the same college or 
university, do `teachers' in general experience more feelings of job insecurity or a 
reduction in organisational commitment or increased turnover intention. 

2.3.2.3 Individual Job Content Change 

Literature, which explores the affects of downsizing, does little to explain how the role 
changes for employees who remain in the organisation and the affect on their attitudes, 
behaviour, performance and commitment to the organisation (Kowlowski et al, 1993). 
Kowlowski et al (1993) suggest that research on job design can be applied to 
downsizing situations. For example, Hackman and Oldham (1980) illustrate how 
individuals with high growth need can respond positively to enriched jobs. Greenberger 
& Strasser (1986) feel that redundancies, which remove layers of management, have the 

potential to enrich prevailing jobs by increasing the span of control for survivors and 
empowering more employees with decision making authority. Hence, this would 
suggest that downsizing could be seen as having a positive affect on survivors' attitudes 
and commitment. 

The Job Characteristics Model developed by Hackman (1977) establishes a framework 

which identifies five key job characteristics, their interrelationships, and their predicted 
impact on employee productivity, motivation and satisfaction. According to the model, 
any job can be described in terms of skill variety, task identity, task significance, 
autonomy and feedback. The first three aspects of the model combine to create 
meaningful and enriching work. That is, if these three characteristics exist in a job, the 
person will view that job as being important, valuable and worthwhile. Following that, 
if a job allows autonomy, it will give the worker a feeling of personal responsibility for 
the results and ifa job provides feedback, the employee will know how effectively he or 
she is performing. The model suggests that if an individual experiences the three 
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critical psychological states; i) meaningfulness of work, ii) responsibility, iii) 

knowledge of results, the greater their motivation, performance, and satisfaction and the 

lower their absenteeism and likelihood of leaving the job. The outcomes of the model 

are moderated by the strength of the individual's growth need, that is the employees 
desire for self esteem and self actualisation. 

If Hackman's (1977) model is infiltrated into a redundancy situation, and the 

meaningfulness of work remains intact, and responsibility increases as does feedback in 

the way of results, an employee should respond positively to the changes. However, 

this model does not consider that, although these critical psychological states exist in the 

new job situation, it may not be a desired change due to the surrounding circumstances. 
For example, individuals may have experienced the job change, due to the loss of a 
fellow co-worker's job. Hence leaving the survivor with a sense of loss and potentially 

guilt. 

In retrospect, changes which do not enrich current jobs or that overload survivors are 
likely to result in negative consequences (Kozlowski et al, 1993). In an study of 

survivors' perceptions of a post layoff environment, Tombaugh and White (1990) found 

that survivors noted significant changes in daily operations and their work atmosphere. 
Management expected increased responsibility and decision making at the individual 

and work group levels. However, employees felt that policies and procedures governing 

such decision making were not clearly established. Surviving managers typically had 

wider spans of control, both in individuals and work functions. Yet, those not 
technically competent in a specific area found it difficult to assume the role of the 
immediate work group supervisor (Tombaugh & White, 1990; p 34). Invariably, 
individuals are unprepared for the changes and expectations which stem from a 
downsizing and redundancy situation. 

Brockner and colleagues (1993) is one of the few studies which considers survivors' 

reactions to be influenced by their perceptions of how the work place has changed 

relative to before the layoff. In particular, this study (Brockner et al, 1993) suggests that 
if survivors perceive that their job has become more intrinsically enjoyable, then their 

attitudes and behaviours (e. g. organisational commitment) should be more positive. 
Therefore, if the job is perceived to have become less enjoyable then their reactions 
should be more negative. Brockner and his colleagues utilise the job design literature 
from organisational psychology (i. e., Oldham, 1976; Hackman & Oldham, 1976) and 
the intrinsic motivation literature from social psychology (i. e., Deci & Ryan, 1987) to 
imply that the relationship between perceived change in job quality and survivors' 
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reactions will depend on the context in which the work is performed. The researchers 
(Brockner et al, 1993) identify two factors that are likely to be influential in determining 

the perceived favourability of the layoff work context; i) survivors' perceptions of how 

fairly the layoff was handled and ii) survivors' perceptions of their fellow surviving co- 

workers' reactions to the layoff. For example, if survivors believe that the layoffs were 
handled fairly, their perception of the work context is more likely to be favourable. The 

second assumption with respect to co-workers reactions, stems from the long standing 

tradition in social psychological research that in an uncertain or stressful situation, 
individuals take cues from their relevant others concerning the appropriate way to define 

and behave in the situation (Brockner et al, 1993 cites Festinger, 1954; Schacter, 1959). 

The study (Brockner et al, 1993) involved a survey of surviving employees and a 
laboratory study involving undergraduate students. The results of the two studies were 

consistent. Brockner et al (1993) found that the job content was more likely to have a 
direct impact on the survivors' reactions when the context was more favourable. In 

other words, when the layoff was handled fairly and when survivors' co-workers reacted 
in a more positive fashion. This study differs from previous research on survivors as it 

acknowledges that survivors' reactions may be influenced by perceived changes in the 

work environment, such as the perceived intrinsic quality of their job. The study also 

pertains that survivors may be influenced by their work colleagues and their reactions to 

the overall redundancy process. Whereas, earlier work (i. e., Brockner et al, 1986; 

Brockner et al, 1990) has simply concentrated on the fairness of the layoff process. In 

an attempt to further previous research, the current study will consider the survivors 

perceived changes to their job and their work environment in a downsizing organisation 
in Britain. This will differ from Brockner et al (1993) study which used laboratory 

experiments and a survey. The current study will use qualitative data collection 
methods in order to gain a more in depth understanding of survivor perceptions of their 

work environment and the affects of redundancy on their job and their co-workers jobs. 

2.3.2.4 Summary 

Previous research which has explored work setting characteristics has identified a 

number of areas which might affect the reactions of survivors in a redundancy situation. 
These have included survivors' perceptions of leavers' reactions, the fairness of the 

redundancy process, the extent to which a survivor's job has changed due to the 

redundancies and survivors' perceptions of their remaining co-workers responses to the 
downsizing. The majority of the studies in this section have been conducted in the US 

using survey data or laboratory experiments using students. Although, these have been 
helpful in isolating some of the variables, which may potential influence survivors' 
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reactions to the redundancy situation, they are relatively limited in considering the 

redundancy process as a whole. 

The next section of the literature review will outline previous research directly related to 
the types of survivor reactions. It will discuss both practitioner and academic literature 
in order to analyse the current awareness and understanding of the affect of redundancy 
on the individual. Following this, a conceptual framework for the current research 
illustrates holistic view of survivor reactions to redundancy. It incorporates the 

environment perspective, the organisational perspective and individual perspective of 
the redundancy situation, and the potential influence they have on survivor reactions. 
This conceptual framework forms the basis for the continuation of the current research. 
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Part Four: Survivor Reactions 

2.4.1 Introduction 

The current research question attempts to explore the range of reactions that survivors of 

redundancy can experience. The first three chapters of this literature review have 

explored previous studies in order to outline the influencing factors as a means to 

understand survivor reactions. The aim of this chapter is to summarise the range and 

type of survivor reactions which are suggested in the literature, both practitioner and 

academic. There are a number of articles which attempt to predict the types of reactions 

which individuals may experience following a large scale change, downsizing or 

redundancy programme, this section will aim to draw these together into a 

comprehensible picture of expected survivor reactions. As mentioned in the previous 

chapters the majority of research which has been conducted concerning survivors has 

been North American or Canadian, this should be kept in mind when acknowledging the 

reactions noted. The question remains whether employees in UK organisations are 

subject to the same processes and whether or not they react in the same way. 

2.4.2 Survivor Reactions 

Early research in this area concentrated on individuals having to cope with unexpected 
job loss and the effects of long term unemployment. Studies began by looking at the 

affects of involuntary job losses and the affects on the unemployed. In particular the 

work conducted by DeFrank and Ivancevich (1986) Leana and Ivancevich (1987), Leana 

and Feldman (1995). Results indicated that there were emotional, physical, social and 

psychological effects on the individual. Further research from a similar field looked at 

the effects of employee turnover on the individual and the effects of turnover on those 

remaining. This literature in particular suggests some insights into the reactions of 

survivors following redundancy. However, as redundancy was not specified as the 

reason for turnover, the results are not entirely comparable. 

Since the early 1980s research has been looking at the effects of staff turnover, why 
individuals decide to leave work and the effects this has on those who stay behind 
(Mowday, 1981). However, it was not until the mid 1980s that the focus changed from 
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voluntary turnover to involuntary turnover or layoffs. Layoffs or redundancies as they 

are termed in the UK, have since become the focus of research. The early literature 

relating to redundancy and downsizing focused mainly on the reactions of those who 

were made redundant (Arroba, 1979). However, the extent of layoffs happening in the 

US at this time was on the increase and the affect on those remaining was becoming 

increasingly important. 

Following numerous US newspaper articles which speculated about disillusioned 

employees and the rise of job insecurity for blue-collar workers, began a tranche of 

articles in the practitioner and academic journals on downsizing and how it was 

affecting the individual. However, much of this literature was not of empirical basis. 

For example, an article written by an American psychologist and consultant 

commenting on her experience (Machlowitz, 1983), drew comparisons with `survivors 

of Hiroshima' and she noted a sense of isolation, betrayal, guilt and a loss of self 

confidence among organisational survivors. From a more academic perspective, the 

primary researcher in this field was Professor Joel Brockner from the University of 

Columbia in America, his research forms the basis of many studies investigating the 

effects of layoffs on the individual. 

There have been numerous perspectives used to explain and understand survivor 

reactions, from the use of equity theory and justice theories, to a more psychological 

perspective using psychological states such as self esteem and stress theory. Secondly, 

the literature which discusses the types of reactions experienced by survivors ranges 

from practitioner oriented journals based on managerial and consultancy experience to 

academic journals based on empirical studies. As noted earlier, all of the early studies 

denoting survivor reactions were based on American organisations and America 

empirical research (although frequently laboratory and survey research). There are very 

few studies based in the UK which directly discuss the types of reactions survivors have 

and why. 

Furthermore, the majority of studies have concentrated on perceived effects of 

redundancy in terms of reduced productivity, performance and commitment. No 
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empirical studies have attempted to delineate the emotional and attitudinal reactions of 

survivors. As the majority of studies have been quantitative and laboratory studies, the 

methodologies used has to some extent restricted the understanding of peoples' 

emotions. It is questionable as to whether one can understand the emotions an 

individual are experiencing through the use of a questionnaire or laboratory experiment. 

However, the following section of the literature will attempt to encapsulate some of the 

emotions, psychological states and work attitudes which have been derived from 

previous studies. 

Inequity and Unfairness 

As suggested, the first few articles discussing survivors noted emotional responses in 

survivors such as guilt, betrayal and isolation (Machlowitz, 1983). These reactions were 

compared to survivors of other distressing events, such as natural and man made 

disasters. However, the first study directly related to layoffs, or rather designed to 

assimilate a `layoff situation was conducted by Brockner et al. (1985). This study 

involved a laboratory study using students who were required to complete a proof 

reading task. The students were subject to a ̀ layoff' situation and subsequently asked to 

complete a questionnaire to investigate how they had felt and whether or not they felt 

the process had been fair. The results were tied to equity theory and found that the 

`survivors' experienced increased feelings of remorse and negative attitudes towards co- 

workers (in order to redress the balance of inequity). Secondly, that those who 

perceived there to be an injustice produced less in their second proof reading task. This 

suggests that layoffs have the potential to influence immediate productivity. 

Although, this study gives an insight into the way in which an individual may react to 

an `unfair' situation. It is unrealistic to suggest that these reactions of students actually 

reflect those face with long term job loss, the threat of future job loss, uncertainty, job 

insecurity and the damaging effect to the psychological contract. Furthermore, these 

results may highlight the immediate reactions of an individual but do little to explain 

what the long and medium term affects of redundancy can be on survivors, their work 

and their expectations from the organisation. 
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Brockner and his colleagues (Brockner et al, 1986) conducted a similar study, but this 

time used a field study to back up the lab results. Again, based on equity theory, the 

results indicated feelings of anger, anxiety, guilt and relief. Survivors were reported as 

feeling angry towards management and the way they have been treated. They were 

anxious as to whether or not they would be laid off next. However, perhaps the most 

interesting response was that of survivor guilt. The results indicated that although 

survivors were relieved at still having a job, they often felt guilty about remaining, 

whilst their co-workers were out of work. It is logical to assume that survivors may 

only feel guilty if those had been made redundant in an unjust way. A further question 

arises as to whether survivors may only feel guilt if they knew the individuals made 

redundant personally or had a close working relationship with them. 

Changes in Performance and Productivity 

A study by Ichniowski (1986) looked at survivors' responses from a more economic 

viewpoint. It was suggested that layoffs could induce behavioural reactions such as an 

increase in productivity. Ichniowski's (1986) study based on equity theory, investigated 

the productivity of 9 paper mills over 6 consecutive years. The results found that 

contrary to Brockner's (1985) findings that layoffs did not influence subsequent 

productivity. These results do differ from Brockner's earlier findings, although this 

may be due to the longer term effects of layoffs as opposed to the immediate effects as 

found in the 1985 laboratory study. In contrast to these studies, Cooper (1994) argues 

that organisations are experiencing a phenomenon that he terms `presenteeism'. 

Presenteeism is defined as working long hours through fear. Following redundancies, it 

is suggested that survivors wish to be seen to be working hard and working long hours. 

This can be explained as an attempt by survivors to reduce their chances of being made 

redundant in the future. In the current study, it could be argued that this type of reaction 

is an attempt by the survivor to regain control of their insecure employment situation 

and is suggested that redundancies have the potential to make survivors feel powerless. 

Brockner's (1987) work suggested that layoffs did affect performance, especially in 

those survivors who had close working or personal relationships with the leavers. 

However, these results were deduced from further laboratory studies using students and 
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proof reading tasks. Further support can be found in the Sheehan's (1991) study where 

survivors' productivity dropped in those who perceived the leavers to be dissatisfied. 

Sheehan's (1991) study was similar to Brockner's earlier study as the results were based 

on laboratory studies using proof reading tasks. It can be argued therefore that these 

results are not entirely generalisable to field settings. 

Job Insecurity 

A year later, Brockner and colleagues (1988) published another paper which delineated 

more survivor reactions based on the same studies. In this context, the levels of job 

insecurity, organisational commitment and job satisfaction were purported to be effected 

by layoffs. This study suggested that stress and stress appraisal may explain and 

facilitate in understanding survivor reactions. This framework was continued by Sutton 

& D'Aunno (1989) who found that stress can be a significant outcome of layoffs 

combined with feelings of threat and worry. They also suggest that survivors can 

become frozen by stress and uncertainty. 

Another perspective in the late 1980s which also looks at the reactions of survivors 

relates to levels of job insecurity. Ashford, Lee & Bobko (1989) identified a gap in the 

previous research and the lack of a widely used comprehensive measure of job 

insecurity. Survivors' level of anxiety could be interpreted in this sense as their level of 

job insecurity. Ashford, Lee & Bobko (1989) found that job insecurity leads to reduced 

commitment and reduced satisfaction. Furthermore, their US survey found that the lack 

of predictability and lack of control may induce job insecurity. This suggests that in the 

current study survivors' level of job insecurity would be related to their feelings of 

powerlessness and the extent to which they were aware of the organisational situation 

and stability. 

Further research suggests that survivors' emotional reactions may have implications for 

the future performance of the organisation. Isabella (1989) suggests that survivors' 

emotional reactions may result in survivors bad mouthing the organisation and 

resistance to change in terms of maladaptive behaviour. From the organisational 

perspective, this suggests that understanding and preventing negative survivor reactions 
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may enhance an organisations chances of achieving its aims of downsizing. This result 

also suggests that this may be the reason organisations do not achieve the original aims 

of downsizing and end up in a cycle of decline. 

Sympathetic or Unsympathetic 

By 1990, research into survivors had taken a step forward from the earlier stance with 

equity theory, towards the use of justice theory. Brockner and Greenberg (1990) 

proposed that the use of organisational justice may enhance a more comprehensive 

understanding of why survivors react in the way that they do. Brockner and Greenberg 

(1990) attempted to delineate survivors into two different categories. First those 

survivor who were unsympathetic towards the victim (leaver) and those who were 

sympathetic towards the victim. Their results suggest that these two types of survivors 

react differently following layoffs. For example, those who were unsympathetic 

towards the victim would deny there had been any injustice, and were less likely to react 

negatively towards the organisation and distance themselves from the victims. 

Secondly, those survivors who identified with the survivor and perceived an injustice 

were more likely to show anger and blame towards the organisation. 

Although, this study offers an insight into why different survivors may react in different 

ways it does little to explain the complexities of individuals' emotional reactions in an 

uncertain and potentially threatening environment. Konovsky and Folger (1991) also 
looked at layoffs from the perspective of organisational justice. However, their study 

concentrated on leavers rather than survivors. The results found that leavers were less 

likely to hold negative views of the organisation if they perceived fairness in the layoff 

decision and process (distributive and procedural justice respectively). In terms of the 

current study, these results might suggest that survivors who perceive the decision and 

process to be fair are less likely to hold negative views of the organisation and its 

management. For example, survivors are less likely to show distrust and anger towards 

management. 

Noer (1993) attempted to capture the range of survivor reactions following a number of 
interviews with survivors and personnel managers. This study differs from the earlier 
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studies which have relied on quantitative and experimental methodologies. Noer (1990) 

describes survivors' reactions as ̀ survivor sickness'. He defines survivor sickness as 

`a generic term that describes a set of attitudes, feelings and perceptions that 
occur in employees who remain in organisational systems following involuntary 

employee reductions' (Noer, 1993: 13) 

Among the attitudes, feelings and perceptions of survivor sickness, Noer (1990) notes 

feelings of fear, anxiety, depression, guilt, a sense of loss and anger. In terms of 

behaviours, Noer recognises a tendency to avoid risks and defensiveness among 

survivors. As with previous studies, Noer (1993) believes that these reactions are 

influenced by the level of injustice they perceive in the process and the extent to which 

the psychological contract is changing. 

The results here suggest that survivors' reactions can be very diverse and are influenced 

by a variety of factors. However, as with all of the previous studies mentioned, Noer's 

(1990) study is based on US organisations. Although, they do offer insight into 

survivors, they may not be generalisable to the UK. For example, UK survivors may 

expect more from their employer and may have a stronger work ethic which might lead 

to a perception of greater injustice or contract violation. 

Changes in Organisational Loyalty and Commitment 

Tombaugh and White (1990) used a combination of methods, using both interviews 

(n=22) and survey data (n = 236). This study explored survivors' reactions three 

months after redundancies. They found that following redundancy survivors became 

dissatisfied with work, were more stress, and were more inclined to leave the 

organisation. This supports Taub (1990) who also noted that downsizing led to 

surviving employees reducing their organisational loyalty. This sense of reduced 

loyalty coupled with increasing self reliance could potentially lead to a heightened 

intention to leave the organisation. Reilly, Brett and Stroh (1993) suggest similar 

reactions and propose that as downsizing increases, survivors are becoming more loyal 

to their careers rather than the organisation. In terms of the current study, this suggests 

that the internalisation of loyalty may affect organisational commitment and the ability 

of organisations to retain key staff. Furthermore, Davy, Kinicki & Scheck (1991) in 

their extension of Brockner's earlier work found that survivors job satisfaction, 
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organisational commitment and intention to withdraw/turnover could all be affected by 

layoffs. In particular, Davy, Kinicki & Scheck (1991) found that survivors perceiving 

a lack of control were more likely to leave the organisation. In terms of the current 

study, these results suggest that organisations are in danger of losing too many 

employees, not the `right' employees and may, in time, be face with unmotivated, 

dissatisfied, and uncommitted employees. 

A further US study identified a different emotion not previously acknowledged, the 

concept of survivor `envy' (Cameron, Freeman & Mishra, 1991). Survivor envy was 

seen when survivors were jealous of those who left the organisation. In terms of the 

current study, this may imply that those who leave are in a `better' position than those 

who remain within the downsized organisation. In the current study, it is suggested that 

these feelings would be heightened in those survivors who were particularly close to the 

leavers and therefore have knowledge of leavers' successes/failures following their 

departure. This raises the question as to who are considered the ̀ lucky ones', those who 

leave or those who stay. Noer (1993) suggests that survivors were resentful of being 

made to feel as if they were the lucky ones and should feel happy that they still had a 

job. Particularly when in reality, the job involved a heavier workload, more 

responsibility and potentially more stress. 

From a slightly different perspective, Mellor (1992) explored survivor reactions in terms 

of organisational commitment and union commitment. His study found that, as 

predicted by interactional justice, the justification given for the layoffs and the layoff 

severity could influence the levels of organisational and union commitment. 

Specifically, the results propose that the more severe the layoffs, the less survivors 

believed the reasons for the layoffs. In relation to the current study, these results 

suggest that the more redundancies an individual is subjected to, the less likely they are 

to believe in explanations and reasons from management. This implies a greater 

tendency for survivors to distrust management and adopt negative attitudes towards 

them. A later study conducted by Naumman, Bies and Martin (1995) investigated the 

effects of organisational support and interactional justice on the victims of layoffs. 

Their study found that interactional justice was associated with organisational support 
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and organisational support mediates the relationship between these variables and 

commitment. In terms of survivors of layoffs, this may suggest that both interactional 

justice and organisational support helps to explain the effects of post redundancy 

commitment to the organisation. 

Managerial and Non-Managerial Reactions 

Armstrongstassen (1993a) found that survivors of different organisational levels were 

actually receiving different interpersonal treatment, at least in the provision of 

information and communication. Armstrongstassen (1993a) noted that trust in the 

company was lost, survivors felt insecure and organisational morale was also effected. 
As with the majority of research in this field, Armstrongstassen used a survey 

methodology and gathered responses from 250 employees of a US telecommunications 

company six weeks after layoffs. In relation to the current study, it should be 

considered that survivors of different levels in the hierarchy are likely to respond 
differently. For example senior managers are likely to be more informed of the 

redundancy process which may reduce their sense of uncertainty and insecurity also as 

they are part of the management team, they are less likely to be angry and blame the 

organisation. 

One of the major failings of the previous studies has been the ability to conduct 
longitudinal research regarding redundancies. One American study has attempted to fill 

this gap by administering a survey three times over a period of eighteen months (Allen, 

Freeman, Reizenstein and Rentz, 1995). The sample was divided by career stage and 
included upper and middle level managers only. The results found reduced job 

satisfaction, lack of organisational commitment, and reduced job involvement among 

survivors. There results further suggest that survivors' reactions may be different 

depending on how far they are in their career and their level in the organisation. In 

terms of the current study, it is important to recognise that the age of a survivor may 
influence their reaction and their expectations of the organisation. Furthermore, there 

are few studies which directly consider non managerial survivors. It is logical to 

assume that non managerial survivors' reactions may be more distinctive as they are 
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usually privy to less information than managerial survivors who may have been 

involved in the decision making and implementation of the process itself. 

Another UK study which offers insight into the reactions of survivors involved a 

number of interviews with senior personnel managers and directors (Gibbons et al., 

1995; Thornhill & Gibbons, 1995). The research highlights reactions previously noted 

in earlier US studies, including shock, grief, anger and depression. Their research also 

suggests that feelings of powerlessness, stress and mistrust can lead to increased 

turnover and loss of key staff, poor time keeping and poor co-operation. This research 

is important as it has used interviews to establish the range of survivors' reactions and 

the effects it can have on the organisation. However, the research is conducted from a 

`top down' perspective and it is perceived in the current study that the reactions and 

perceptions of those in more senior positions in the organisational hierarchy are likely to 

be different to those of non managerial survivors. The current study takes a more 

holistic perspective by exploring the reactions of senior managers, managers and non 

managers who have experienced and survived redundancy. 

A similar study to Thornhill & Gibbons (1995) conducted in the UK explored the 

effects of redundancy from a top down perspective (Sahdev & Vinnicombe, 1998). This 

recent study involved ten informal interviews with HR Managers/Directors and a postal 

questionnaire of sixty downsized organisations in the UK. The results indicate that HR 

Managers/Directors perceived survivors to feel isolated, uncertain and as if they had 

been cheated out of an opportunity to start a new career (if they had been turned down 

for redundancy). They also perceived a loss of loyalty to the organisation, a lack of trust 

in the organisation and increased levels of stress. Although important, these results say 
little about how survivors feel themselves. It is reasonable to assume that HR 

Managers' perceptions of how survivors feel may be very different to how survivors feel 

themselves. The current study investigates how not only management view the 

redundancies but how non managerial survivors view the process and its effects. 

Brockner et al (1993) began to investigate individual characteristics which might 

explain survivors' responses. In particular, their 1993 study looks at self esteem of 
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survivors. The results found that low self esteem individuals were more likely to worry 

and translate their feelings of worry into increased work motivation. The results stem 

from a combination of lab tests and quantitative survey results in the US. Once again, 

the question arises as to the generalisability of this study to organisations in the UK. 

The current study will consider however whether survivor emotions are translated into 

specific work behaviours such as turnover intention and work motivation. 

Shock, Grief, Denial and Anger 

Cascio (1993) wrote a practitioner oriented article which attempted to collate the results 

of some of these earlier US studies. His article summarises that survivors' morale sinks, 

they become narrow minded, risk averse, self absorbed and begin to distrust 

management. What these findings suggest is that layoff cause survivors to shift their 

commitment from the organisation towards themselves increasing their own self 

preservation. This supports the findings of Tombaugh and White (1990) and Taub 

(1990) on reduced organisational loyalty. Altogether, this does not present a very 

pleasant picture for the surviving organisation. This picture is further described by Finn 

(1992) who suggests that survivors are hurt, shell shocked, and experience significant 

trauma. Finn (1992) explains that absenteeism is likely to increase as are organisational 

sickness levels. In relation to the current study, it was important to consider the longer 

term effects on survivors, particularly those who had been subject numerous redundancy 

programmes in the last few years. 

In Noer's book (1993) `Healing the Wounds' he describes the reactions of survivors, 

noting stress, depression and fatigue amongst the most common. He argues that these 

reactions are synonymous with the grieving process. The grieving process as described 

by Kubler Ross (1969) involves, anger, denial, bargaining and acceptance. However, in 

a redundancy situation, it is reasonable to argue that there is limited room for 

`bargaining', especially if survivors are feeling powerless and not in control of the 

situation. Yet, Wyatt (1995) supports this proposition by suggesting that survivors go 
through a `period of mourning' following major downsizing. Perhaps, it is fair then to 

assume that some other emotions connected to the grieving process may appear, such as 
sadness, shock, numbness or confusion. However, although there is a similarity, there is 
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little evidence to suggest that survivors follow a particular process (i. e., anger then 

denial followed by bargaining and acceptance) or whether their reactions are random. 

Perhaps this suggests that before survivors can move on and become a more effective 

organisation, there needs to be some kind of closure in terms of the old culture or 

organisational structure. Perhaps survivors need a chance to say goodbye to their co- 

workers in order to move forward in the future. In the current study the aim will be to 

understand what survivors' reactions and why the reactions occur and when. 

Vollman and Balazs (1993) suggest that the onset of redundancies is corroding the 

psychological contract and that remaining employees are faced with the fear and 

uncertainty of future cutbacks and reducing morale. These support the other studies 

which have reported survivors of redundancy experience fear from the potential threat 

of future redundancies (Brockner et al, 1986; Noer, 1990). In terms of the current study, 

this suggests that the extent to which the psychological contract is violated may indicate 

the levels of uncertainty and reactions experienced by survivors. 

One of the first empirical based UK studies was conducted by Cranfield University in 

partnership with an outplacement company, Working Transitions (Doherty & Horsted, 

1994). Amongst the reactions noted were low morale, de-motivation, guilt, envy, anger 

and bitterness, a loss of self confidence and increased self preservation. These results 

support those discussed in earlier US studies (Brockner et al, 1986; Cameron, Freeman 

& Mishra, 1991). 

Changes in Behaviour 

Doherty and Horsted (1995) also found behaviours such as resistance to change and risk 

aversion prevalent in survivors of redundancy. These results are particularly significant 
to the current study, as they were conducted within UK organisations and specifically 

within the Finance sector. Smith and Vickers (1994) add to the list of behaviours 

practised by survivors as they found survivors less prepared to go that extra mile and 

were found bad mouthing the organisation to suppliers and customers. Smith and 
Vickers (1994) also noted survivors had become more cynical, suspicious, felt frustrated 

and betrayed by the organisation following the redundancies. 
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A recent study has also been conducted in Europe which has attempted to draw together 

the negative effects of redundancy (Kets de Vries, 1997). The results are based on 200 

open ended individual and group interviews with victims (n=60), survivors (n=60) and 

executioners (n=60). The third group of respondents, the executioners, are those 

individuals who have had to implement the redundancies, such as managers and senior 

managers. The results support previous findings in this field and describe survivors' 

emotions such as distrust towards management, blaming (management for the 

mismanagement of redundancy), reduced morale, fear, anger and depression. In 

particular, they found survivors began distancing themselves from the victims and from 

the organisation. This supports the earlier studies, which found survivors were likely to 

become self absorbed (Cascio, 1993; Payne, 1995) and less committed to the 

organisation (Davy, Kinicki & Scheck, 1991; Mellor, 1992; Allen, Freeman, 

Reizenstein and Rentz, 1995). This study offers an outline of the types of emotions 

which survivors are likely to feel, however, it does not investigate when and why 

survivors were feeling these emotions. The current study will investigate the 

environment and reasons as to why survivors react in the way that they do. 

More recent studies (Kets de Vries, 1996; Thornhill, Saunders & Stead, 1997; Thornhill 

et al., 1996; Sahdev & Vinnicombe, 1998) have reinforced the findings of previous US 

studies outlining similar emotions, attitudes and behaviours. Perhaps the most 

consistent finding in these most recent European and UK studies is the suggestion that 

organisational commitment is decreasing, trust in management and in the organisation 

has been negatively effected and survivors are increasing changing their overall 

perspective and expectations of work and the psychological contract 

2.4.3 Summary 

This section of the literature has shown that there is a wide range of perspectives which 

have attempted to understand the types of reactions which surviving employees have to 

the process of redundancy. These reactions have been noted as feelings towards 

management, towards the organisation, towards co-workers, perceptions about the 

future and the insecurities of work. Some of the reactions could be described as 
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emotions and feelings, whereas others as attitudes or behaviours. A full list of the 

feelings, attitudes and behaviours can be seen in Appendix 1. Figure 3 attempts to 

group these reactions together to gain an overview of the range of reactions noted by 

previous studies and authors. As you can see from the figure, the feelings and attitudes 

have been divided into six subjective areas in an attempt to understand the effects of 

redundancy. These areas are used simply to clarify when and why these reactions may 

occur. Section 1 relates to those responses survivors were reported to feel immediately 

following the redundancy announcement. Section 2 groups those responses survivors 

were reported feeling subsequent to the redundancy, their feelings towards management 

(anger, blame, bitterness) and towards the leavers (sense of loss, grief, guilt and 

remorse). Section 3 suggests list those feelings which previous studies have shown to 

appear once the reality of redundancy has sunk in (fear, worry, anxiety etc. ). Section 4 

lists how the emotions and feelings may be interpreted into behaviours towards 

management. Section 5 may be described as types of coping behaviours experienced by 

survivors following the redundancies. Finally, section 6 lists those organisational 

measures highlighted by previous studies in an attempt to categorise the effects on the 

individual and also on the organisation. 

Figure 3: Summary of Survivors' Feelings, Attitudes and Perceptions 

1 2 3 4 5 

Powerlessness 
Disorientation Isolation Job insecurity 

Shock Confusion Fear Suspicious Depression Job satisfaction 
Disbelief Frustration Worry Cynical Fatigue Organisational 

Hurt Blame Anxiety Mistrustful Stressed commitment 
Betrayal Anger Uncertainty Self Lack of self Turnover 

Unfairness Bitterness Threat preservation confidence intention 
Sense of loss Self absorbed Work related 

Grief stress 
Guilt 

Remorse 

Previous studies have attempted to isolate survivors' feelings following redundancies, 
however, few studies have actually explored these feelings and emotions and tried to 

understand why and when survivors are more likely respond in a negative way towards 

the organisation. Secondly, researchers need understand how these emotions can affect 

the future success of the organisation and its performance. The first stage of the 
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research will explore the affects of redundancy on survivors' reactions and investigate 

what factors have made survivors respond in these ways. The following section 

concludes the literature review and summarises the conceptual framework which forms 

the basis of the data collection process of the current study. 
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Part Five: Framework for Understanding Survivors' Reactions 

2.5 The Conceptual Framework 

At the beginning of the literature review the research question was `What are the main 

issues surrounding the process of redundancy and its affect on survivors within UK 

organisations? ' The previous four sections (Parts 1,2,3 & 4) have reviewed the 

literature surrounding downsizing and its potentially damaging effects on those 

employees who remain in an organisation following a redundancy programme. The 

critique of the literature and previous studies has enabled the current study to draw 

together relevant aspects of theory in an attempt to achieve a more holistic view of the 

redundancy process and its subsequent consequences. 

The literature found that there were a number of issues relating to the process of 

redundancy and that these could be categorised into three main areas. First, the 

environmental perspective, which takes into consideration the current work environment 
in which organisations are operating. Second, the organisation perspective whereby the 

organisation and its management dictate the redundancy process itself (supported by 

organisational justice theory). The third area relates to characteristics of the survivors 

and their immediate environment. It is suggested that each of these three areas has the 

potential to influence the strength and type of reaction which a survivor has to a 

redundancy process. 

In order to conceptualise the possible consequences of the redundancy programme, a 

conceptual framework has been developed (see Figure 4). The framework illustrates 

each aspect of the proposed study and how they stand in relation to each other. The 

framework is designed to be holistic, yet simple enough to enable a clear outline of the 
issues to be considered in the next stage of the research. 
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Fiýure_4: Conceptual Framework for Understanding Survivors' Reactions to Redundancy 

Redundancy 
Process 

Announcement 
Decision making 
Selection criteria 
Implementation 

Aftercare of 
leavers 

Individual 
Characteristics 

Work ethic 
Work effort 
Self esteem 

Relationships with 
co-workers 

VJ1lat arc 
survivors 
reactions? 

En olions 
ßchaviours 
Attitudes 

O Fiona Campbell, Human Resource Management Research Centre, Cheltenham & Gloucester College 

of Higher Education, 1996. 

Following the critique of the available literature on redundancy and related areas, the 

original research question (see section 2.0) was refined into two more specific questions 

which incorporate the findings of the literature review and critique. The refined 

questions are as follows: 

i) What are the survivors' emotional, attitudinal and behavioural responses to 
redundancies? 

ii) What are the factors which affect the strength of these reactions? 

The original question asked what the main issues surrounding the process of redundancy 

and its affect on survivors, the literature review has determined a number of 

perspectives and issues, including the changing psychological contract, the fairness of 

the redundancy process, individual characteristics and a wide range of potential survivor 

reactions. The refined questions attempt to push the research forward and require a 

stronger focus on the identified issues. 
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The conceptual framework (Figure 4) and the refined research questions move previous 

research forward and draw together the diverse perspectives used by researchers in the 

field. Previous research has tended to take one perspective or another, whether from an 

environmental, organisational or individual perspective. The current research, on the 

other hand, explores the reactions of survivors by taking a holistic perspective. A 

holistic perspective takes into consideration each of these three viewpoints to try to gain 

a more realistic understanding of why survivors react in the way that they do. There 

appears to be no research in the UK which has drawn from these three perspectives in 

the same way in order to fully understand survivor reactions. In particular, there is no 

research in the UK which has tried to investigate survivor reactions by talking to the 

survivors themselves, rather than those who managed them and the redundancy process. 

The following chapter will discuss the research strategy and philosophy used in order to 

answer the research questions. The research strategy and philosophy will clarify how 

and why particular methodologies are chosen. 
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CHAPTER 3 

Research Strategy & Philosophy 

3.0 Introduction 

The aim of this chapter is to outline the research strategy of the current study. The 

chapter will begin by setting the research in context through the discussion of its 

research philosophy. The distinction will be made between pure positivism and the 

philosophy of the current study. Secondly, the hybrid or multi method will be outlined 

in explanation of the methods used to answer the research questions. Finally, a flow 

chart is used to illustrate the temporal and methodological process of the research in a 

clear and concise format. 

3.1 Research Philosophy 

The aim of this research was to understand the affects of redundancy on those 

individuals who remain in an organisations employment. From an academic 

perspective, the research has drawn from theories of social psychology and psychology 

as well as organisational theory and business management. The combination of 

different theories and disciplines, makes the philosophical assumptions underlying the 

current research relatively complex to define. The research investigates two main 

perspectives; i) it attempts to understand redundancy practice in the business 

environment and ii) to explore individuals' responses to an often traumatic or 

distressing event. These two distinct positions, the organisational and the individual 

perspective, suggest the need for different theoretical foundations to help understand 

and interpret the results. As the nature of business is an applied science, the current 

research might be considered policy research. Robson (1995) suggests the intention of 

policy research is to assist individuals, groups or organisations to understand and 

possibly develop or change the situation in which they find themselves. As the 

redundancy process is considered to be a part of business policy, this implies a type of 

applied policy research. However, the aim has also been to produce a study which is 

grounded in those theories relative to the understanding of the affects of redundancy on 
the individual. 
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The current research thus appears to combine both policy and theoretical research. As 

Hakim (1987) points out the main differences between policy research and theoretical 

research are: 

"an emphasis on the substantive or practical importance of research results rather 
than on merely `statistically significant' findings and second, a multidisciplinary 
approach which in turn leads to the eclectic and catholic use of any and all 
research designs which might prove helpful in answering the questions posed" 
(Hakim, 1987: PP) 

Although, Hakim's (1987) distinction somewhat oversimplifies policy research, he 

suggests that the philosophy behind each approach is considerably different. The 

current research attempts to find both substantive and practical importance to the 

research results, as well as academically sound and ̀ statistically significant' findings in 

order to develop previous theory. Rossi (1980) points out however, that well designed 

policy research can not only be of value to those concerned with determining policy but 

may also be of interest to one or more academic disciplines. The current research aims 

to be of value within the business world, as well as to academic disciplines within this 

field. Trist (1976) suggests that the nature of the social sciences is that theoretical 

progress is made through application. Hence, in relation to the current research in order 

to progress theoretically, the study needed to be conducted in a ̀ real life setting' to be of 

some value both practically and academically. 

Easterby-Smith et al (1991) suggests that philosophical issues can be very useful in 

clarifying the research design, the configuration of the research and help the researcher 

create new designs that may be outside their past experience. Within the philosophical 
framework there are two main schools of thought which are positivism and 

phenomenology. Positivism originated in France by a social philosopher, August 

Comte in 1848. He introduced the positive philosophy and believed that scientific 

methods were the most appropriate tools for social research. Later, a challenge to this 

type of theory and research came from groups of sociologists, especially from the school 

of symbolic interactionism and later from phenomenology (Sarantakos, 1993). 

I10 



Survivors of Redundancy 

In terms of definitions, the positivistic viewpoint assumes that the social world exists 

externally and that its properties should be measured through objective methods, rather 

than being inferred subjectively through sensation, reflection or intuition (Easterby 

Smith et al, 1991). The challenging phenomenological viewpoint on the other hand, is 

that the world is socially constructed and subjective (Easterby Smith et al, 1991). These 

two perspectives can be seen as either ends of a continuum and the aim here will be to 

explain where on that continuum lies the current study. In order to achieve this, the five 

main elements of what positivism is supposed to comprise (as suggested by Bryman, 

1988) will be outlined and discussed in relation to the current study. 

First, positivism entails a belief that the methods and procedures of the natural sciences 

are appropriate to the social sciences. The `scientific approach' using quantitative 

methods is often the most common approach associated with positivism. With respect 

to the current study, as the phenomena under study is redundancy, ideally it needs to be 

studied within the context of organisations. This might suggest that the methods and 

procedures traditionally used in the scientific approach (such as experiments and 

laboratory studies) may not be appropriate. However, the strategy behind the methods 

used may remain the same (i. e., deducing and testing hypothesis). 

Second, that knowledge can only be considered valid if the phenomena is observable, in 

the sense of being amenable to the senses. This reflects the epistemology of empiricism 

which dictates that our learning and memory are primarily derived from our sensory 

experience of the external world (Slife & Williams, 1995; Bryman, 1988). The current 

study acknowledges in part that knowledge is derived from sensory experience. 

However, it is assumed in the current study that individuals interpret their surroundings 

subjectively and react rather than simply responding to redundancy objectively and 

automatically as suggested by positivism (Gill & Johnson, 1991). This holds that the 

study would need to pay careful attention to the individuals and their social interactions, 

more than usually constituted in a purely scientific study. This more interpretive 

perspective suggests that human beings act toward the physical objects and other beings 

in their environment on the basis of the meanings that these things have for them 

(Schwandt, 1994). Considering the complexity of the redundancy process and potential 
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interactions of individuals within the group and the organisational environment, the 

assumptions of the interpretive perspective seem more appropriate. 

Third, the achievement of scientific knowledge is through the accumulation of verified 

facts and that these facts become part of the theoretical edifice pertaining to a particular 

domain of knowledge. The current study will attempt to accumulate facts referring to 

the process of redundancies and experiences associated to this process in order to add to 

the theoretical base within this field. It is also the aim to verify these facts through 

comparison to previous work in this field. 

Forth, that positivism is deductive in that it seeks to extract specific propositions from 

general account of reality in order to test a theory (Bryman, 1988). In relation to the 

current study, it is the aim to deduce hypotheses from the appropriate theory and submit 

these to empirical testing within organisations who have experienced downsizing. If the 

hypothesis is rejected the theory may be revised. It is this circular process which is both 

deductive and inductive that the current study will attempt to achieve. 

Finally, positivism purports to be a value-free science (Bryman, 1988). Suggesting 

there is a need to eliminate the researchers values which could impair his or her 

objectivity and hence undermine the validity of their new found knowledge. Positivism 

assumes that all members of society define reality in the same way, because they all 

share the same meanings (Sarantakos, 1993). It is assumed in the current study that 

reality is to some extent socially constructed through interpretation and is based on what 
definition people attach to it. In this sense, reality is not purely objective (as in 

positivism) but more subjective. This would reflect a more interpretivist approach, 

which is further along the continuum towards phenomenology. 

In summary, the main assumptions which the current study has changed in relation to 

positivism are the positivistic perception of human beings and their behaviour. In the 

current study, the assumption is that individuals interpret, and respond to situations and 
their surroundings and are influenced by society and interpersonal relations. Whereas 

within strict positivism, individuals are governed by social laws and external causes that 
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produce the same results for everyone. The current study assumes that reality is to some 

extent subjective dependent on individuals' perceptions and social constructions within 

their environment. Taking into consideration the research philosophy the next stage of 

the research was to establish the strategy through which the research questions were 

going to be answered. The following section defines, evaluates and explains the 

research strategies used in the current study. 

3.2 Research Strategy 

In the last section, the current research philosophy was discussed in relation to its 

similarities and differences to positivism. The current research strategy is not therefore 

bound by the constraints of pure positivism6 but adapts its premises to reflect the 

research questions and environment in which the research is to be conducted. 

In terms of the research strategy, Robson (1995) recognises that traditionally there are 

three independent types of strategy by which to collect and analyse empirical evidence; 

experimental, survey and case study. An experimental strategy refers to hypothesis 

testing using a selection of individuals from a known population, and measuring the 

effects of manipulating one variable on another variable. A survey strategy usually 
involves the collection of information in standardised form from groups of people. 
Finally, a case study refers to the development of detailed, intensive knowledge about a 

single `case' or a small number of related ̀ cases' (Robson, 1995: 40). 

Related to the strategy is the purpose of the research. There are similarly three potential 

purposes for the research; descriptive, explanatory and exploratory (Bryman, 1988; 

McNeill, 1990; Robson, 1995). The first, descriptive research - aims to describe, in 

detail, a situation or set of circumstances. Explanatory research on the other hand 

attempts to explain a social phenomenon by asking `why? ' and tries to find the answer 
to the problem (McNeill, 1990). The third purpose, exploratory, aims to seek new 
insights, find out what is happening and to ask new questions. In the past, Robson 

(1995) suggests that surveys have been appropriate for descriptive studies, experiments 
were used for explanatory studies and case studies have been used for exploratory work. 
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Robson (1995: 43) goes on to say however that `each strategy can be used for any or all 

three purposes'. 

At the beginning of the current research, it became clear that related redundancy theory 

and the effects of redundancy on survivors were limited within the UK. For this reason, 

the first stage of the research was exploratory. As can be seen in the literature review 

(see Chapter 2), the majority of literature was found to be American. The aim at this 

stage was therefore to explore the generalisability and validity of this literature into a 

British context. Following tradition of exploratory work the first two stages of the 

research conducted specific case studies (expert interviews, focus groups and in-depth 

interviews) to assess the redundancy phenomena in the new light, the British context. 

The third stage of the research was more descriptive and explanatory in nature, the 

research questions depicted a need to describe and explain what was actually happening 

in downsizing organisations in Britain. Hence, the third stage made use of a survey 

strategy within the case study framework. 

This mix of research strategies in the current study reflected Robson's forth strategy 

which lies somewhat outside the `traditional' research framework, the hybrid strategy. 

A hybrid strategy is characterised by its use of more than one specific strategy and data 

collection method. This type of strategy enabled the current study to take the strengths 

of both survey and case study research and formulate a strong research strategy which 

could be both exploratory, descriptive and explanatory. In effect, using a hybrid 

strategy meant that a substantive amount of survey-type data could be collected within a 

small number of case study organisations. 

To allow an overview and to clarify the strategies used, the complete research strategy 

can be seen in Figure 5. This figure is designed to provide an overview for the reader 

and to facilitate understanding of the strategies, methods and analysis used at each stage 

of the research. As described briefly above, the strategy comprises of the three main 

stages. The first stage being the initial exploratory stage involving the critical literature 

review and in-depth interviews and focus groups. The second stage involved two case 

' Positivism; which has traditionally assumed purely quantitative methods, within experimental and I 
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study organisations and further semi-structured in-depth interviews in order to deduce 

the hypotheses/propositions and formulate a conceptual framework. Finally, the third 

stage both descriptive and explanatory involved the testing of the hypotheses and the 

modification of the conceptual framework. 

The research strategy was designed to integrate different methods of data collection in 

order to gain a holistic view of redundancy and the after effects on the remaining 

individuals. There are two main advantages to using a hybrid strategy, first, this enables 

you to employ multi-methods in the same study. This can broaden the type of data you 

can collect, hence strengthening your results and conclusions (Saunders, Lewis & 

Thornhill, 1997). Therefore, in the current study the different types of data allowed for 

different types of analysis and subsequently diverse findings which may have otherwise 

remained unknown. The second advantage is the ability to conduct triangulation. 

Figure 5: A Hybrid Research Strategy 

Exploratory I Explanatory 

(Qualitative Data Collection) (Quantitative Data Collection) 

Stage I Stage 2; Stage 3 

Critical Literature Review Case Studies Conceptual Framework 
Expert Interviews In-depth Interviews 

Focus Groups 
Investigative Research 

Questions 
Results & Analysis Research Questions 

Questionnaire 

Results & Analysis 

Conclusions 

Denzin (1978) identifies four basic types of triangulation; i) data triangulation, ii) 

investigator triangulation; iii) theory triangulation; and iv) methodological triangulation. 

These suggest using seve ral different data sources, researchers, theoretical perspectives 

and methods in order to better understand a single problem. In the current study, this 

has meant using both qualitative and quantitative data collection methods in order to 

gain a more in-depth understanding of the issues surrounding survivors of redundancy. 

laboratory studies (Robson, 1995). 
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This reflects Denzin's (1978) forth type of triangulation, methodological triangulation. 

Morse (1994) suggests that the use of more than one method within a project enables the 

researcher to gain a more holistic view of the setting. In the sense that the different 

methods result in different `lenses' or perspectives to be seen. 

Along similar lines, Bryman (1988) suggests that qualitative research represents a 

processual view of social life, whereas quantitative research provides a static account. 
The combination of these two traditions will provide a general picture of the subjects of 

study. In the context of the current study, the qualitative work will gain a more in-depth 

understanding of the process of coping with redundancy, whereas the quantitative work 

will provide a `snapshot' of the structural aspects and immediate effects of the 

phenomenon. The utilisation of both qualitative and quantitative methods will also 
illustrate both the researchers' and subjects' perspectives. In other words, the 

qualitative work is orientated to the specific concerns of the survivors, whereas the 

quantitative work is orientated to the concerns and assumptions of the researcher 
(Bryman, 1988; p 142). 

3.3 Summary 

In summary, this chapter has discussed the research philosophy of the current study in 

terms of its similarities and differences to positivism. Although, the current study 

appears somewhat scientific in its approach, through its deductive nature and the 

development of hypothesis, the study should not be considered wholly positivistic. 
Rather, the current research acknowledges the subjective element of human nature and 

suggests that survivors' reactions to redundancy will be influenced by and their social 
interactions and their environment. 

The most appropriate research strategy for the current study was found to be a hybrid 

strategy, as described by Robson (1995) and Saunders, Lewis and Thornhill (1997). 

This strategy enabled the research question to be answered from both the organisational 

and the individual perspective. The purpose of this research was exploratory, 
descriptive and explanatory as it aimed to find out first what the reactions of individuals 

were to the redundancy process and second to determine what influenced those 
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reactions. It is important to note that although the research attempts to be thorough in 

its understanding of the effects of redundancy on survivors, the study does not aim to be 

generalisable to all organisations (Saunders, Lewis & Thornhill, 1997). However, the 

research is designed to maintain validity and reliability (discussed further in Chapter 8). 

Louis (1982) makes a interesting observation concerning the validity of the majority of 

organisational research. 

`Any researcher who does not like the results of a major policy study can almost 
always argue that a variety of methodological or analytical flaws undermine its 
validity' (Louis, 1982: 11) 

In the light of this observation, the current research tries to be both thorough and holistic 

in its exploration of survivor issues by using a hybrid strategy which reflects an 
interpretative element into positivism. 
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CHAPTER 4 

Research Methodology 

4.0 Introduction 

This chapter will describe the three stages of the research and the methodology adopted 

for each stage. The first stage consists of exploratory research in the form of focus 

groups and expert interviews. The second stage uses a case study strategy involving 

further qualitative data collection in the shape of in-depth semi-structured interviews. 

The third stage is explanatory in nature and uses a quantitative data collection technique 

in the form of a questionnaire within the two case study organisations. 

The three stage methodology reflects the hybrid strategy (Robson, 1995) as described in 

the research strategy (see Chapter 7). The methodology will be discussed, in relation to 

each data collection method, the implications of the chosen method and the type of 

analysis used at each stage. The first stage discusses the use of focus groups and expert 

interviews. 

4.1 STAGE 1 

`Exploring Survivors' 

4.1.1 Research Questions 

The main aim for the first stage of the research was to understand more about the effects 

of redundancy on those involved. The literature review considered the main issues 

surrounding the process of redundancy and its affects on survivors. This review of 

previous studies enabled the original research question to be developed into two more 

specific questions. The original research question for the first stage were as follows: 

i) What are the main issues surrounding the process of redundancy and its affect 
on survivors, within UK organisations? 

Following the review of the literature this was developed into two more specific 
questions: 

i) What are the survivors' emotional, attitudinal and behavioural responses to 
redundancies? 

ii) What are the factors which affect the strength of these reactions? 
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Of the refined questions, the first one refers to the range and type of responses a 

survivor experiences following a redundancy situation. The second question is designed 

to elicit and understand the reasons why survivors of a redundancy programme may 

respond in a particular way. 

The first stage of the research was exploratory. Robson (1995) describes exploratory 

research as a valuable means of exploring what is happening, seeking new insights, 

asking questions and assessing phenomena in a new light. Emery and Cooper (1991) 

suggest that time spent on exploratory research is extremely valuable and indicate three 

ways of conducting such research; i) a search of the literature, ii) talking to experts in 

the subject and iii) conducting focus group interviews. The first stage of the current 

research has utilised all three of the suggested methods and each will be discussed in 

turn. 

4.1.2 Critical Literature Review 

As little was known and understood of the area of research the first stage of the research 

strategy involved a critical literature review. As suggested by Robson (1995) 

establishing the research focus is one of the most important steps in embarking on a 

research project. Marshall and Rossman (1995) also recognise the importance of 

conceptualising the research problem and embedding it in a body of theory. With 

respect to the current project, the literature review clarified areas of established research, 

and identified gaps in the area of survivors of redundancy. In effect, the literature 

review provided the focus and direction of the current research. As the majority of 
literature was identified to be American or Canadian, there was a need to localise the 

study. In other words, the relevance of previous studies needed to be evaluated within 

the context of the UK and British organisations. The literature review combined studies 
from a number of different disciplines including management theory, social psychology 

and psychology (see Chapters 2 Parts 1 to 5). 

In order to explore the relevance of previous studies, a number of 'expert' interviews and 
focus groups (Emery and Cooper, 1991) were conducted. These interviews and focus 
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groups were devised to gain a wider perspective than that found in the literature. This in 

turn enabled a clearer understanding of the research project. The analysis of the 

interviews and focus groups followed a deductive approach, whereby the existing theory 

and literature helped to analyse the qualitative data that had been collected (Saunders et 

al, 1997). 

4.1.3 Expert Interviews 

An expert interview or 'elite' interview (Marshall and Rossman, 1995) is a specialised 

case of interviewing that focuses on a particular type of interviewee: 

'Elite individuals are those considered to be the influential, the prominent, and 
the well informed people in an organisation or community and are selected for 
interviews on the basis of their expertise in the areas relevant to the research'. 
(Marshall and Rossman, 1995: 83). 

The advantage of conducting expert interviews is that valuable information can be 

gained from the participants because of the positions or knowledge they hold. They can 

provide an overview of an organisation or issues within a particular realm in which they 

are an expert. Elites are more likely than other participants to be familiar with in-depth 

issues, past histories and future concerns from a particular perspective (i. e., senior 

management). Marshall and Rossman (1995) suggest that 'elite' interviewing may be 

troublesome as the accessibility to 'elites' is often difficult due to their heavy schedules 

and the need to work through ̀ gatekeepers'. 

As already mentioned the purpose of the preliminary stage of the research project was 

exploratory. A non-probability sampling technique was used to identify participants as 
there was no intention or need to make a statistical generalisation to any population. A 

purposive sample was used. Robson (1995) identifies this type of sample as a group of 

participants built up of those individuals who are considered either `typical' or `of 

interest' to the study. Hence, the initial interviews were undertaken with a purposive 
'critical case' (Patton, 1990) or 'elite' (Marshall and Rossman, 1995) sample of Human 

Resource/Personnel professionals. 

These Human Resource/Personnel professionals were contacted because of their 
experience of dealing with redundancy and the survivors of redundancy. The 
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participants were chosen to be `typical' of professionals who had experience of 

managing, implementing and dealing with large scale change and redundancy. They 

were identified through their appearance in national press or recently published articles 

relating to their downsizing status or specific work with redundancies. For example, 

one respondent had written an article in a personnel journal discussing his experience of 

downsizing and `survivor syndrome'. Another was denoted in a popular management 

journal as being `in charge of a massive nation-wide restructuring programme. For 

reasons of confidentiality and sensitivity, the identity of the participating individuals is 

to be kept anonymous. The aim of these interviews was to gain a deeper insight and 

understanding of the literature by investigating, in the field, the actual redundancy 

process and the experiences of individuals who dealt with organisational downsizing 

and change programmes, from a managerial perspective. 

The resulting participants were four individuals who agreed to be interviewed out of a 

group of the fifteen professionals approached. An introductory letter explaining the 

nature of the research and the aims of the exploratory interviews made initial contact. 

This was followed by a telephone call several days after the anticipated receipt of the 

letter. An appointment was then arranged, timing and destination for the interviews was 

agreed. As anticipated and as noted by Marshall and Rossman (1995) the 'elites' in this 

field were extremely hard to contact and engage. Participants were very reluctant to 

offer time to this research due to its sensitivity and implications for the workforce. 
Those who did agree to be interviewed dictated the time allowed and the date of the 

interviews. 

Each participant changed their interview appointment, on average, three times before the 
interviews were conducted. This illustrates the difficulty in conducting potentially 

sensitive research, which is associated with redundancy when individuals' jobs are in 

the balance. In the end, four in-depth elite interviews were completed. 

The first three interviews were conducted with HR/Personnel Directors of large 

companies (over 1,000 employees) in the South of England. Each of these organisations 
had experienced significant downsizing (over 100 employees or over 10% of the 
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workforce) within the last year. These organisations were situated within the 

telecommunications (Company C), chemical (Company D) and aerospace (Company E) 

industries'. The final interview was with an outplacement consultancy which had 

completed work with survivors from large downsizing organisations (Company F). The 

consultant had also recently published articles relating to work conducted by his 

organisation and areas for future development with respect to the survivors of 

redundancy. 

Each of the interviews was conducted at the head office site of the respective 

organisations, in the office of the participant. The interviews lasted between one and a 
half hours and three hours and covered a range of topics, including the redundancy 

process, organisational commitment, survivor initiatives, and the affects of redundancy 

on training, employee motivation and morale. The content of each of the interviews was 
determined by the experience and expertise of the interviewee and based on issues 

highlighted in the literature review (e. g. violation of the psychological contract and 

organisational justice issue of redundancy). Notes were taken during each of the 

interviews with the permission of the participant. 

Copies of the transcripts taken from two of the interviews were sent to the participants 
(Company D and Company E), as requested, to enable them to make amendments to 

any organisationally sensitive material. The two remaining participants received brief 

summaries of the contents and outcomes of the interviews. Both Company D and 
Company E returned the transcripts with numerous alterations. Interestingly, the altered 

sections of the transcripts often related to the more negative aspects of survivors' 

reactions or particular examples of the mistreatment of leavers. These attempts to 

eliminate the more negative aspects of the redundancy process might suggest that these 

managers wished to avoid reference to the more sensitive and damaging effects of 

redundancy. Alternatively, they wanted to disassociate themselves with `ineffective' or 
damaging redundancy practice. Perhaps these issues were considered harder to deal 

with both emotionally and morally by the respondents. Also, the mistreatment of 
leavers during a redundancy process may have legal implications in the form of 

'Companies A and I3 were those contacted first and used for the focus groups. 

122 



Survivors of Redundancy 

`wrongful dismissal' for the employing organisation. On the other hand, it may simply 

be an attempt to cover up poor managerial practice or to create a socially desirable 

image of the organisation for the researcher. 

It is important to note that previous research (Thornhill and Gibbons, 1995) has used 
interviews from a management perspective in order to understand the effects of 

redundancy on survivors. However, the current study uses elite interviewing to gain 

wider perspective on the survivor situation, from a more senior managerial perspective. 
This has both advantages and disadvantages. First, this has the advantage of a broad 

view of the perceived effects of redundancy to which a comparison of actual effects of 

redundancy (from the survivors perspective) can be made. Second, a disadvantage is 

that the reports may be unrealistic or constructed in a socially acceptable way. In the 

current study, it is believed that the elite individuals interviewed are going to see the 

redundancy process from a perspective very different to those whose jobs are under 

scrutiny (the survivors). What these interviews do offer is a `top down' view of the 

redundancy process from the perspective of those implementing organisational change 

and redundancy. 

4.1.4 Focus Groups 

In comparison to the `top down' view supplied by the expert interviews, a number of 
focus groups were conducted in order to gain a `bottom up' perspective from those 

experiencing the effects of redundancy and change implementation. This section 
discusses the use of focus groups as a data collection method for understanding 

survivors. 

Focus groups or group interviews are widely known for their use within market research 
(Robson, 1995; Marshall and Rossman, 1995). However, Sarantakos (1993) recognises 
focus groups as a pre-research method which can help to prepare for the main study by 

providing indicative and useful information which may not otherwise have been 

identified. In the current study, this will form a basis for the main study. Focus groups 
are generally composed of 6 to 8 people (although they range as small as 4 and as large 

as 12) (Marshall and Rossman, 1995). Morgan (1988) admits that one of the advantages 
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of using focus groups in exploratory research is the ability to collect data quickly. One 

of the disadvantages he argues is the approach leads to relatively chaotic data. To 

resolve this issue, Morgan (1988) suggests conducting a small number of groups, 

perhaps as few as two and then using the results as the bases for the creation of a more 

structured interview guide that could serve as the foundation for individual interviews. 

In order to gain a non-managerial perspective of a redundancy process, a number of 

focus groups were organised. The aim was to find two organisations who had recently 

been through significant downsizing and a redundancy programme. These differed from 

the elite interviews as the (focus groups) participants were those people who had been 

directly affected by redundancy, rather than those who had instigated and managed the 

change. A purposive sampling technique identified two large organisations (over 1,000 

employees) who had experienced significant downsizing (over 100 employees) within 

the last year. The organisations both belonged to the financial services sector, referred 

to as Company A and Company B. Access was negotiated through professional 

contacts within the Human Resource and Personnel Departments of each organisation. 

Research proposals were given and consequently modified to suit the requirements of 

each organisation. Modifications included altered time frames and the number of 

people allowed to attend. 

The plan of the current research was to conduct approximately four focus groups in each 

of the participating companies, with each group consisting of about 6 people. The 

smaller size of the groups were considered more appropriate due to the sensitive nature 

of the proposed discussion. However, due to similar problems noted with the elite 
interviews, the amount of time allocated to the research by the participating 

organisations was limited. In both cases, the organisations wished to dictate the size of 

each group and the allocated time for each group. 

Due to access restrictions induced by Company A, the HR Manager chose two groups 
larger than suggested, as opposed to four smaller groups. These two focus groups in 
Company A consisted of 12 employees as the HR Manager felt that this would provide 
a greater amount of information and a wider perspective. The use of two larger groups 
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in Company A caused several problems. First, the focus groups were harder to control, 

as it became difficult to maintain and direct the focus of the discussion. Secondly, the 

large number of participants made it easier for quieter members of the group to remain 

silent. In an attempt to counteract these problems, time was spent establishing rapport 

with the participants and directing questions at specific non-talkers. This both improved 

the flow of the discussion and ensured everyone spoke during the interview. 

Company B, on the other hand, followed the guidelines for the research and arranged 

two focus groups each consisting of 8 employees. These two groups were much easier 

to manage, both in terms of communication and timing. Although only four focus 

groups were conducted altogether, contact was made with 40 survivors which are only 8 

less than the original proposal of 48 (eight groups of six across two companies). 

The participants of a focus group are usually selected because they share certain 

characteristics to one another which are relevant to the question of the study (Robson, 

1995). Accordingly, in the current study, each of the participants was survivors of a 

recent redundancy programme and had been employed by their respective organisations 

for more than one year. Focus groups are primarily a way of gaining information in a 

short period of time about the breadth or variation of opinions (Sarantakos, 1993). This 

method assumes that individuals' beliefs and attitudes do not form in a vacuum and that 

people often listen to others' opinions in order to formulate their own. The focus groups 

stimulated discussion and differences in opinion among the survivors. These group 
discussions highlighted issues which had not been identified in the one to one elite 
interviews. Furthermore, shared experiences and survivors high emotions bought to the 
forefront areas which might otherwise have remained hidden to the researcher. 

The focus groups were all conducted on the respective organisational sites in a group 

conference/meeting room and within company time. The focus groups each lasted 

approximately one and a half hours to two hours. It is important to note that in each 

case (Company A and Company B) the participants were identified and informed by the 

organisations themselves. Due to the sensitivity of the research, knowledge of the 

organisational structure and the time limitations each organisation felt that they were in 
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a better position to identify individual participants than the researcher. This is important 

and should be considered in the interpretation of the results. As the researcher had no 

control over the type of participant, it is possible that those chosen were not 

representative of the whole organisation. However, they were considered by both the 

organisations as representative of those who had been involved in the restructuring and 

redundancy process. Their viewpoints as employees who had experienced downsizing 

are considered valid by the researcher as the interviews illustrated strong feelings and 

direct experiences of the redundancy process, managerial treatment and feelings towards 

the organisation itself. 

At the beginning of each focus group, an introduction to the research and its main aims 

was given to all participants. The focus groups then began by the researcher asking a 

very general question about the restructuring process, followed by a number of more 

specific questions. A copy of the focus group notes and questions asked can be seen in 

Appendix 2. The questions were used as a guideline and used flexibly within each 

interview. 

Extensive notes were taken throughout the each interview. Notes regarding the body 

language and general atmosphere of the discussion were also taken. Berg (1989) notes 

that communication through non-verbal channels, such as body gestures, facial grimaces 

and even some phonemic sounds such as tongue clicks, grunts and sighs, are equally as 
important in analysing participant responses. Therefore, an attempt was made in the 

current research to not only hear what the participants said but haws they said it. The 

focus groups were conducted one after the other with a half hour break in between. The 

sessions were tape recorded following the researchers first question. Hand notes were 

also taken as a backup and to note any non-verbal communications. After each focus 

group, reflections on the outcomes of each interview were recorded together with the 

transcripts. 

"Notes were taken during the interview which recorded whether the participant appeared distressed, 
upset, angry or was showing other emotional responses. This was used in support of the transcripts 
provided by the tape. 
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Upon reflection, it is very difficult to take hand written notes during the focus groups 

whilst trying to listen to people's comments. The taking of notes also appeared to make 

the participants uncomfortable. Feedback from the participants found that they were 

happy to have the discussion tape recorded, as they perceived they had more control 

(i. e., to stop the tape). Also, individuals felt they had control over what they said into 

the tape recorder. However, participants felt they did not have control over what the 

researcher was writing. The use of a tape recorder was invaluable, as it recorded every 

comment made during the session and allowed greater observation of the group. 

Company A: The first two focus groups were conducted in Company A. The aim of 

the focus groups within Company A was to establish the most salient issues regarding 

the recent restructuring and downsizing within the organisation. The focus groups were 

organised by the HR manager as a follow-up to the annual organisational employee 

satisfaction survey, with specific focus on organisational change9, the redundancy 

process1° and related issues (i. e., communications, managerial practices). The 

participants were all direct (redundancies inside their department) or indirect 

(redundancies outside their department) survivors of a recent redundancy and had faced 

one or more change in their workplace. The focus groups were conducted at Head 

Office in the main conference room. The first focus group consisted of employees 

between salary grades 11-7 (non-managerial). The second focus group consisted of 

employees of salary grades 6-1 (supervisory). 

One point of evaluation was the use of different employee grades within focus groups. 

In both of the focus groups in Company A, some of the participants made comments at 

the end of their session that they felt a little intimidated by being in the same group as 

their superiors. This may be a knock on effect of the HR manager attempting to put too 

many people (12) in a single group, rather than the originally suggested smaller groups 

(of 6 participants). It would been advisable to conduct smaller groups within grades 

rather than across different grades. However, as the aim in the current study was to 

achieve a cross section of attitudes from different types of survivors, this was achieved 

and the groups reflected Company A's tall hierarchical structure. 

9 Focus dictated by the HR manager of the participating organisation. 
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Company B: The second two focus groups were conducted within Company B. As 

with the first set of focus groups, the aim was to understand the salient issues with 

respect to the recent round of redundancies and changes. The groups were arranged by 

the HR manager to be held in a company conference room. As with Company A, the 

participants were from different organisational levels, however there were fewer grades 

and a significantly flatter organisational structure than Company A. Participants did not 

report feeling the intimidation which was present within the Company A focus groups. 

All the participants had been affected differently by the recent changes. Individuals had 

been made redundant previously and re-employed by the company, had taken voluntary 

redundancy and were due to leave or were simply redundancy survivors. The 

participants were a purposive sample of those who the organisation identified as having 

a variety of different views and opinions on the restructuring and associated issues. The 

focus groups covered a variety of topics, including the redundancy process, 

communications and managerial practices. The use of electronic mail featured heavily 

in the discussion as this was the main form of communication throughout the changes. 

As with Company A, the focus groups in Company B were tape recorded. Reflections 

on the non-verbal communications, atmosphere and body language during the focus 

group were annotated after the focus groups were complete. Note taking was avoided 

during the actual discussion due to the previously negative effects noted from the focus 

groups at Company A. 

4.1.5 Validity and Reliability of the Expert Interviews and Focus Groups 

From a positivistic perspective, the reliability of unstructured interviews is often 

questioned in methodological texts. Silverman (1993: 92) quotes Selltiz (1981) who 

acknowledge the flexibility of an unstructured interview as it allows a more intensive 

study of perceptions and feelings. However, the two inherent problems with this 

method are that the flexibility frequently results in a lack of comparability of one 

interview with another. Secondly, that the analysis is not only difficult but more time 

10 Redundancy topic and related issues dictated by the researcher. 
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consuming than that of more standardised interviews. In an attempt to increase the 

reliability, the current research attempted to standardise the questions to some extent in 

order to make the interviews semi-structured (see Appendix 3). This increases the 

reliability without losing the advantages of flexibility. 

The questions asked in the interviews also had to be considered reliable. As suggested 

by Silverman: 

`... it is important that each respondent understands the question in the same way 
and that answers can be coded without the possibility of uncertainty. ' 
(Silverman, 1993: 148) 

In order to increase the reliability of individual questions within the interview structure, 

the questions were pre-tested on a number of individuals both within the research 

faculty and in industry through professional contacts. As Denzin suggests in his 

guidelines for formulating interview questions `questions should accurately convey 

meaning to the respondent; they should motivate him/her to become involved and 

communicate clearly his/her attitudes and opinions' (Denzin, 1970: 129). The testing of 

interview questions sought to ensure that they would be interpreted, and responded to in 

a way suitable to the research and that they would elicit information needed to answer 

the research questions. 

Silverman (1993) also suggests that interviewers should be trained in administering the 

interviews. Before conducting the interviews, the researcher received research methods 

training which included the preparation and performance of mock interviews. Berg 

(1989) furthers this view by suggesting that it is not only the ability to communicate 

what you want to explore, in the form of clear questions, but the ability to interpret 

correctly what the participant says in response. Therefore, in relation to the current 

research, summary reports were sent to participants from both the elite interviews and 
focus groups. These reports enabled participants to respond if they felt that what they 

had divulged in the interviews had been interpreted correctly by the researcher. All of 

the participants responded positively, commenting that the reports/transcripts were 

accurate and making only minor alterations. 
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Another consideration relating to the current research is external validity or 

generalisability (Robson, 1995) of the use of one or two single cases or organisations. 

Bryman (1988: 35) argues the preoccupation of quantitative researchers with 

generalisability and replicability reflects their tendency to mimic the methods and styles 

of the natural scientist. So, when conducting organisational research, such as in the 

current study, how does one know if the cases being used are representative of all cases? 

Bryman (1988) suggests three answers to this problem. First, the qualitative researcher 

may study more than one case, allowing for comparability. Second, more than one 

researcher could be used to examine the data and conduct the research. Third, to seek a 

case which is `typical' of a certain cluster of characteristics. Due to the nature of the 

research (PhD) using more than one researcher was inappropriate. But the use of two 

cases (i. e., Company A and Company B) increases the validity considerably, especially 

as similarities were found between the results of the two organisations (see Chapter 10). 

The two companies were also chosen due to their downsizing characteristics and 

similarities in their redundancy circumstances. It should be noted that although ideally 

the case study organisations should have been chosen randomly this was not possible. 

As Bryman (1988) notes it is unlikely that cases will have been selected on a random 

basis, more likely, a case will be chosen because it allows access, as in the current 

research. For the current study, the aim was not to be representative of the entire 

population but simply to gain an insight into salient issues in a redundancy situation. 

As mentioned earlier, the current study attempted to ensure internal validity by checking 

with the participants whether the results from the interviews had been interpreted 

correctly by the researcher. This respondent validation procedure involves sending the 

respondent the results to ensure accurate transcription and analysis. Silverman (1993) 

suggests that this is successful only if the results of the analysis are compatible with the 

self image of the respondents. In the current study, when the transcripts were returned 

altered, this was taken as additional data which often suggested paths for further 

analysis. 

Silverman (1993: 156) deems this validation technique somewhat unreliable and 
suggests a further method to increase the validity of qualitative research. He suggests 
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that the generalisability of cases should be to `theoretical propositions rather than 

populations or universes' (Silverman, 1993: 160). In the current study, the results are 

thus compared to previous research in the field to find comparability and deviance, 

which helps to increase the validity of the findings. 

4.1.6 Method of Analysis 

This section considers how the results from both the expert interviews and focus groups 

were analysed. First, the results from each of the interviews were typed and re-read as 

soon after the completion of the expert interviews and focus groups as possible, to 

ensure accuracy. Preliminary observations and conclusions were also written up" and 

sent to the respective focus group organisations as were transcripts to the experts. In the 

case of the focus groups each organisation had requested a report in return for the 

permission and access to conduct the focus groups. These reports were completed and 

sent to the organisation representatives within one month of the focus groups being 

conducted. 

It was found to be very useful in the current study for the interviews to be recorded, as 

not only did this allow the researcher to concentrate on the responses of the interviewee, 

but also to maintain an accurate record of the interview. In support of the use of 

recorded data Heritage (1984) summarises the advantages of transcripts: 

`... the use of recorded data is an essential corrective to the limitations of 
intuition and recollection. In enabling repeated and detailed examination of the 
events of interaction, the use of recordings extends the range and precision of 
observations which can be made. It permits other researchers to have direct 
access to the data about which claims are being made, thus making analysis 
subject to detailed public scrutiny and helping to minimise the influence of 
personal preconceptions or analytical biases. Finally, it may be noted that 
because the data are available in `raw' form, they can be re-used in a variety of 
investigations and can be re-examined in the context of new findings. ' (Heritage, 
1984: 238) 

Content analysis was used in the current study to reduce the data and identify the salient 
issues in order to answer the research questions. Sarantakos (1993) describes content 

" All quotations and comments were anonymous, in line with the confidentiality agreement of the 
research. 
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analysis as the identification and evaluation of items that appear to be theoretically 

important and meaningful and which relate to the central question of the study. In 

order to desegregate the mass of data which was collected in the expert interviews and 
focus groups, content analysis enabled the systematic breakdown of the transcripts. 

In the current study, this meant coding the interview transcripts using key words used by 

the interviewees, otherwise known as ̀ in vivo codes' (Strauss, 1987; Silverman, 1993). 

Themes were then developed from the coding and patterns in the data were colour 

coded. For example, all the comments related to redundancy communication were 

coded in blue. The colour coded text helped to highlight the most frequently discussed 

topics in each interview or focus group. 

The analysis aided the integration and classification of the data into categories. Both 

trends and diversity were identified in the data. The result was a number of themes 

from both the organisational and individual perspective which the interviewees' deemed 

salient to the redundancy process. The following section discusses the methods used in 

the second stage of the research. 
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4.2 STAGE 2 

`Taking a deeper look at survivors' 
4.2.1 Further refinement of the research questions 

Stage 1 of the research strategy helped to refine the original research questions for the 

main study. A combination of both in-depth expert interviews and a number of focus 

groups helped to concentrate the study further. The results of the individual and group 
interviews enabled a critical analysis of the literature which had been identified in the 

literature review. The literature was evaluated in the light of UK organisations and gaps 
in the understanding and knowledge regarding the reactions of survivors of redundancy 

were conceived. As a result of the research conducted at stage 1, the research questions 

were revised as follows: 

i) What are the survivors' emotional, attitudinal and behavioural responses to 
redundancies? 

ii) What are the factors which affect the strength of these responses? 

The results from Stage 1 of the research indicated that there were a number of different 

types of responses a survivor could experience following a redundancy programme. 
Therefore, research question (i) attempts to investigate the changes in survivors' 

emotions, attitudes and behaviours towards work, the organisation and their work 

colleagues. Stage 1 of the research also highlighted that there were a number of factors 

within and outside the control of management which may influence the extent of change 
in survivors' emotions, attitudes and behaviours. Research question (ii) therefore 

addresses this issue by exploring which factors influence survivors responses. 

Although Stage 2 of the study was also exploratory, the survivor issues were explored in 

greater depth than in Stage 1 and the research methodology was chosen accordingly. 
Marshall and Rossman (1995) provide a framework to understand the most adequate 

and efficient research strategy for exploratory work. The current study fulfils the 

exploratory criteria, as it i) investigates little-understood phenomena, ii) 
identifies/discovers important variables, and iii) generates hypotheses or research 
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questions for further research. The appropriate strategy was considered a case study 

methodology (Marshall & Rossman, 1995). As argued earlier (see section 3.2), 

although the selection, of a research strategy does not necessarily dictate the data 

collection techniques to be used, in-depth interviews are suggested as an appropriate 

technique especially when the purpose is exploratory. 

4.2.2 Case Study Strategy 

The process of redundancy is very complex and involves the interaction of the 

organisation, the individual and the environment. Previous researchers in this field have 

chosen an experimental strategy in order to explain individual employee reactions to 

redundancies, such as survivors' equity and work performance (Brockner et at, 1986). 

This has been appropriate in that it enabled the researchers to isolate the single variables 

being measured. The survey method has also been used within in this area. Brockner et 

at. (1992b) survey attempted to predict the outcomes of the survivor reactions in small 

retail outlets across the U. S. This was well suited to the research aims, as the study 

attempted to find out what was happening in a large number of different stores. 

Armstrongstassen (1993a) also used a survey to measure differences between 

managerial and non-managerial survivors in a Canadian production plant. Similarly, 

Armstrongstassen's (1993a) study enabled her to gather responses from a large number 

of employees within one organisation. 

The current research aimed to understand the feelings, attitudes and behaviours of 

individuals using a more in-depth approach. This involved studying multiple variables 

in greater depth, making the experimental approach and survey method inappropriate at 

this stage. The initial interviews indicated that survivors' reactions are very complex, 

therefore a case study approach enabled a more in depth and realistic understanding of 

survivor issues and reactions caused by redundancies. In a business investigation, it is 

often not possible to change one variable and observe what happens. It is also important 

to recognise that business research and recommendations are often set in a political 

context and that the information gathered may alter the ownership of power, resources 

and authority within the organisation (Raimond, 1994: 56). 
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As mentioned above, previous research in this area began with research of experimental 

design. However, the current research proposes that a redundancy's contextual 

conditions are highly relevant to the phenomenon of survivors' reactions. Experimental 

design on the other hand, deliberately divorces a phenomenon from its context, so that 

attention can be focused on only a few variables (Yin, 1994). 

Robson (1993) supports the view of Marshall and Rossman (1995) by suggesting the 

case study approach is appropriate for exploratory work, as it lends itself to taking a 
deeper look at the reasons behind individuals' responses. He defines the case study 

approach as a strategy for doing research which involves an empirical investigation of a 

particular contemporary phenomenon within its real life context using multiple sources 

of evidence. In effect, a case study approach was chosen in order to achieve the 

research aims. As suggested by Robson, case studies are traditionally considered 

exploratory; however, Yin (1994) suggests that they can also achieve descriptive and 

explanatory strategies. In the current research, the case studies will be considered an 

exploratory study in the first instance (Stage 2) and explanatory in the second instance 

(Stage 3). A major concern with respect to a case study strategy is that they provide 
little basis for scientific generalisation (Yin, 1994). In an attempt to counteract this 

criticism, the current research uses two different cases within different industries. These 

may be generalisable to theory rather than to populations (Silverman, 1993). The case 

study does not represent a `sample' and the researchers goal is to expand and generalise 
theory (analytic generalisation) and not to enumerate frequency (statistical 

generalisation). The next step in the current research was to identify two appropriate 

organisations for study. 

4.2.3 Choice of Case Study Organisations 

It was decided that two case study organisations were required to allow for 

comparability and increased reliability and validity. Organisations were chosen through 

parameters that had been set in order to make the research more manageable (Robson, 

1993). First, organisations needed to employ over 1,000 employees, so that i) allowing 
for the expected response rate, there would be enough employees to make the 

questionnaire valid and ii) that the company needed to have been through a significant 
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amount of redundancies (minimum of 10% of workforce). Second, the organisation 

needed to have been through the process of redundancies within the past two years. 

This was to ensure that respondents would remember the redundancy process and their 

reactions to it would still be pertinent. Third, the organisation needed to be 

geographically within reach of the researcher. The constraints of real world research 

such as timing, funding, access to staff and willingness to participate also had to be 

considered when approaching organisations. 

4.2.4 Gaining Access 

Saunders et al (1997: 95) note that many organisations receive frequent requests for 

access and co-operation with respect to research. They suggest that the research may 

simply fail to interest the person who receives it and this may be related to a number of 

reasons. These are i) a lack of interest or perceived value to the owner/manager of the 

organisation or the individuals involved; ii) the nature of the topic because of its 

potential sensitivity or because of concerns about the confidentiality of the information 

required; iii) perceptions about the researchers credibility and doubts about competence. 
With respect to the current research, gaining access to organisations became extremely 
difficult. Approximately twelve organisations were approached, ten of these 

organisations refused entry. There were three main reasons were cited for the refusal of 

entry. First, the research involved access at a very sensitive and unstable time for a 
downsizing organisation. Second, management felt that any investigations would `rock 

the boat' and therefore cause more problems. Third, individuals would have to take 

time from work to become involved in the research, even if this only amounted to an 
hour. Establishing access to organisations took approximately eight months to achieve. 
Access was negotiated through both personal contacts and networking. 

Two case study organisations eventually agreed to the research, however both 

organisations gave limited access only (Buchanan et al., 1988). The companies were 

purposively selected from two different industry sectors in order to increase 

comparability. The first from the financial services industry sector (Case Study 1: the 
Finance Company) and the second from the power generation industry (Case Study 2: 

the Power Company). Both organisations met the criteria listed above in section 8.23. 
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Access for Case Study 1 was achieved through a member of the Human Resource 

Department. Permission was gained to attend workshops held at organisational 
locations. The workshops were designed to discuss the current employee satisfaction 

survey and were to be used as qualitative follow up to the company questionnaire. 
These work shops gave access to approximately fifty members of staff. They provided 

an opportunity to understand the company's current situation and employee attitudes on 

current issues within the company. At the beginning of the workshops, the researcher 

was introduced and respondents were asked if they would be willing to participate in 

further research. It was made clear that if the delegates participated it would involve an 
independent, confidential interview of approximately one hour. All those who attended 

the focus groups expressed interest in participating. Twelve individuals were chosen 

through purposive sampling (Robson, 1993: 141), according to their experience of 

redundancy (directly affected, indirectly affected, not affected), their grade and length of 

service. This criteria enabled the researcher to interview a cross section of employees 
from across the organisation from different levels and departments. From the delegate 

list of twenty six people, a purposive sample of twelve employees was chosen for the 

interviews to allow for a drop out rate. Ten interviews were completed successfully, 

each lasted approximately one hour in length and covered a range of topics developed 

from the focus groups and the literature. These are discussed further in section 4.2.5. 

Access to case study 2 was achieved through the company's outplacement consultancy 
firm and by discussion with the HR Director and company Change Agent. An 

agreement was reached after three months of discussions. At the first interview, the 

researcher was given access to a company history, annual reports, progress reports, 

company news letters/publications and personnel policies and procedures. This enabled 
the researcher to establish the current situation and recent history of change and 

restructuring which the organisation had experienced. The individuals who participated 
in the semi-structured interviews were chosen by the organisation using selection 

criteria developed by the researcher in collaboration with the Change Agent. This 

method was directed by the organisation and seemed most appropriate as the Change 

Agent had more knowledge of the organisational structure and employees than the 
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researcher. The Change Agent had worked throughout and negotiated the whole change 

process, had contact with representatives from different areas and levels within the 

organisational structure and was knowledgeable of all employees, their roles, and the 

departmental structures. Twelve interviews were successfully completed, each lasting 

approximately one and a half hours. These are discussed in the following section. 

4.2.5 In-depth Semi-structured Interviews 

As mentioned earlier, previous research in this field has utilised questionnaires 

(Brockner, 1992b; 1993) to elicit feelings and attitudes towards redundancies. This 

research however intended to improve the quality of data collected by using in-depth 

interviews using a semi-structured format. The subject of redundancies is very complex 

and feelings often run high, therefore an interview format which allowed for some 
freedom of conversation was deemed an appropriate method to grasp the complexity of 

feelings (Robson, 1995). Interviews provide an in-depth understanding of the reasons 

why individuals react in the way that they do. 

For the current study, a semi-structured interview technique was chosen. This lies in 

between the unstructured and structured method. The questions asked are normally 

specified, but the interviewer is free to probe beyond the answers in a manner which 

would appear prejudicial to the aims of standardisation and comparability (May, 1997). 

May (1997) suggests this type of interview enables the interviewer to have more latitude 

to probe beyond the answers and thus enter into a dialogue with the interviewee. A 

semi-structured format allows people to answer more on their own terms than the 

standardised interview permits, but still provide a greater structure for comparability 

over that of the unstructured interview. 

The flexibility of a semi-structured interview enabled the respondent to talk about their 

emotions, attitudes and opinions whilst still allowing the researcher to keep the 

conversation within, issues surrounding redundancies. Sarantakos (1993) offers a 

number of advantages for the use of interviews in social research. First, that they 

provide an opportunity to observe non-verbal behaviour during the data collection 

process. Second, that the interviewer has control over the environment and the order of 
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questions. Third, that more complex questions can be used as the respondent can take 

their time in answering. These are but a few of the advantages listed, however, it is 

important to also list a number of disadvantages. The interview can be costly and time 

consuming. The interview method reduces the anonymity over other methods, where 

the identity of the respondent is not revealed. There are potential interviewer `biases'. 

Easterby-Smith et al (1996) suggest there is a: 

`very real concern about interviewers imposing their own reference frame on the 
interviewees, both when the questions are asked and as the answers are 
interpreted. ' (Easterby -Smith et al, 1996: 79) 

In order to counteract the disadvantages, steps were taken to reduce interviewer bias and 

maintain confidentiality. In order to reduce interviewer bias, the questions used were 

designed to be neutral and open ended (Robson, 1995; Easterby-Smith, 1996). To 

ensure complete confidentiality, the interview tapes were destroyed following 

transcription and transcripts were made anonymous. No-one other than the researcher 

was allowed access to the tapes or transcripts. 

The interviews were supported by a schedule of questions which were predetermined by 

the interviewer (Robson, 1995). The interview questions were determined from the key 

issues that arose from the critical literature review and the exploratory interviews 

conducted in the first stage of the research. The schedule included a number of 

questions relating to different aspects of the redundancy process and the fairness of the 

process, the management, the survivors' job situation following redundancy, their 

attitudes towards the organisation and its future. A copy of the interview schedule can 
be found in the Appendix 3. The questions asked enabled the researcher to investigate 

both survivors' reactions and the influencing factors behind these reactions. 

In both case study organisations, the researcher was given permission to be present on 

site for three days, in which time the interviews had to be conducted. Therefore, time 

was allowed for four interviews a day, each interview lasted no longer than one and a 
half hours. Time was allowed between interview for note taking and reflection. 
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4.2.6 Validity and Reliability of the Semi Structured Interviews 

Some of the disadvantages of interviews have been noted in the previous section (4.2.5), 

but it is important to note how validity and reliability were considered in the current 

study. Validity is concerned with whether the findings are `really' about what they 

appear to be about (Robson, 1995). One approach suggested by Bryman (1988) 

concerning validity in qualitative research is respondent validation whereby the 

researcher submits a version of their findings to the interviewee. In the current study, 

all of the respondents were given a copy of the report which analysed the findings from 

the interview. As interviewees were given the opportunity to respond to the report, this 

also increases the face validity of the research. In order to increase the validity of the 

findings further, the use of a tape recorder during interviewing ensured that responses 

were recorded accurately. During the interview process, interviewees were also asked to 

clarify any comments which were unclear to the interviewer. This clarification ensured 

the correct emotions and attitudes which the survivors held towards the organisation and 

its management were being interpreted. 

Reliability refers to whether the interviews would yield the same results on different 

occasions. Robson (1995) suggests four possible threats to reliability, subject error, 

subject bias, observer error and observer bias. The subject threats to reliability suggest 

that interviewees may respond in a certain way due to their current situation, or in a way 

which they felt they `should' respond. In the current study, survivors may have 

responded positively towards management, as reacting negatively might affect their job 

security. In order to reduce this possibility, all interviewees were reminded of the 

confidentiality and anonymity of the interview both at the beginning and end of the 

interview process. Interviewees were also given control of the tape recorder, so that 

they might turn off the tape when saying something potentially sensitive. However, the 

results indicate that survivors were not inhibited during the interviews when talking 

about management or the organisation. 

On the other hand, the observer threats to reliability refer to the interviewer, whereby 
different approaches to each interview or interpretations of each transcript reduce its 

reliability. In the current study, the same set of questions were used for each interview, 

140 



Survivors of Redundancy 

therefore increasing the interviews' reliability. The transcripts were analysed as soon 

after the interview process as possible in order to reduce any observer bias. Finally, in 

order to increase reliability further the transcripts were reanalysed further on in the 

research process, and similar results were obtained. 

4.2.7 Method of Analysis 

As with Stage 1 of the research, the interviews were tape recorded and transcribed as 

soon after the interview as possible. Content analysis was then used to identify, code 

and categorise the primary patterns in the data (Patton, 1990). Wolcott (1994) suggests 

three stages for transforming qualitative data: description, analysis and interpretation. 

The current study utilised these three stages in analysing the interview results. First, 

description involved the understanding of what was going on in the organisation, for 

example, the company history, culture and current situation. Secondly, analysis 

identified essential issues and interrelationships from the interview transcripts to find 

out how things worked. Thirdly, the interpretation stage addressed the "what does it all 

mean? " question. 

The first stage in the interview analysis was to read through the transcript to understand 

the information imparted by the interviewee. The second stage was to repeat this 

process making notes on the transcript using key words, 'in vivo' codes (Strauss, 1987; 

Silverman, 1993) together with a combination of pre-coded subject areas, i. e., 

communication (CO), management (MT), in order to categorise the data. The 

categories became clear after the repeated reading and note taking of the transcripts. 

The next stage was to highlight units of text, quotes and key words into the categories 

(Miles & Huberman, 1993). During this process observations, thoughts and comments 

were noted and referenced to the original transcript, e. g., "EW 11: significant emotional 

reaction" [interviewee initials; transcript page number]. 

The third stage involved colour coding the key themes from the text. This enabled clear 

visual linkages and patterns in the text, further observation and relationships were noted. 

This process continued for each transcript until a comprehensive content analysis had 

been completed. The process was both time consuming and complex but enabled a 
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clear analysis of the salient issues for the survivors of redundancy and established 

findings both in support of and in conflict with previous studies. 

The in-depth interviews established a number of emotions, attitudes and behaviours 

being expressed by survivors of redundancy. The interviews also highlighted a number 

of factors which were perceived to have influenced the way in which survivors were 

reacting. The interview results therefore commenced the process of answering the two 

research questions set at the beginning of Stage 2. The process of answering these 

questions enabled the development of a conceptual framework involving those issues 

highlighted in the analysis from Stage 1 and 2. The insight gained from the interviews 

(from both Stage 1 and 2) initiated questions of the affect these emotions, attitudes and 
behaviours were having on the organisation in terms of organisational commitment and 

other organisational outcome measures. The next section, Stage 3 of the research 

strategy poses these questions. 
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4.3 STAGE 3 

`So what is happening to the organisation? ' 

4.3.1 Research Question 

The results from Stage 1 and 2 provided answers to the questions: what are survivors' 

reactions?; and what are the factors which influence the strength of those reactions? 

Following the analysis of the first two stages the original conceptual framework was 

developed further and formed the basis for the final research question. 

iii) How do survivors' reactions impact on the employing organisation? 

At this stage of the research, the aim was to understand the extent to which survivors' 

reactions were experienced by all employees and the impact of this on the employing 

organisation. To achieve this the conceptual framework was broken down into a 

number of investigative questions. These investigative questions, enable the 

understanding of which factors may or may not influence survivors' reactions and 

which in impact on the organisation. The refined conceptual framework following the 

results from Stage 1 and 2 can be seen in Figure 6.0 on the next page. In order to 

answer the propositions, the research has used a survey/questionnaire method, described 

in section (4.3.3). 

4.3.2 Propositions 

As highlighted above, the propositions stem from the conceptual framework developed 

at the end of Stage 2 of the research (see section 8.4). The framework is broken down 

into three different perspectives, the organisational perspective, the individual 

perspective and the organisational outcome measures. The investigative questions are 

listed relative to their research perspective. 
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Figure 6: Refined Conceptual Framework for Understanding Survivor Responses to 
Redundancy 
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4.3.2.1 The Organisational Perspective: Organisational Redundancy Process 

The organisational redundancy process refers to the justice of the actual process as 

perceived by survivors. It is assumed (through Stages 1 and 2) that survivors evaluate 

the redundancy process through five different areas, the amount of notification they 

receive, the redundancy selection criteria, certain decision making processes, the 

communication process and the aftercare of those who leave. The propositions are as 

follows: 

Notification: 
1) Survivors who perceive the advance notice to be adequate are less likely to have 
negative reactions. 

Selection Criteria: 
2) Survivors who perceive the selection/filter criteria to be fair are less likely to react 
negatively. 
3) Survivors who are clear (understand) about the selection/filter criteria are less 
likely to react negatively. 

Decision Making: 
4) Survivors who perceive redundancies to happen too frequently and perceived 
avoidance strategies are not considered are more likely to react negatively to 
redundancies. 

Explanations: 
5) Survivors are less likely to react negatively if there has been clear and adequate 
explanation for the redundancies. 
6) Survivors are less likely to react negatively if the information believable and 
credible. 
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Caretaking: 
7) Survivors are less likely to react negatively if they believe that: i) the victims were 
treated with dignity and respect; ii) the victims were adequately compensated 
8) Survivors are less likely to react negatively if they perceive the organisation helped 
the victims to find comparable or alternative work. 

4.3.2.2 Individual Perspective: Individual Characteristics 

Individual characteristics refer to the characteristics which are inherent to the individual 

survivor. It was found (through Stages 1 and 2) that four aspects of a survivor's 

character have the potential to affect the way they react to the organisational redundancy 

process. These are included in the current research as their economic and skill job 

dependence, their work effort/involvement, their level of work ethic and self esteem and 

their career orientation. The propositions are as follows: 

Job Dependence: 
9) Survivors who have a high economic need to work are more likely to react 
negatively to the redundancies. 
10) Survivors whose skills are easily transferable are less likely to react negatively. 

Work Ethic: 
11) Survivors with a strong work ethic are more likely to react negatively. 

Work Effort: 
12) Survivors who perceive that they work hard and are dedicated to their work are 
more likely to react negatively. 

Self Esteem: 
13) Survivors with low work self esteem are more likely to react negatively. 

Career Orientation: 
14) Survivors with a strong career orientation and who believe that the redundancies 
have negatively affected their career opportunities are more likely to react negatively. 

4.3.2.3 Individual Perspective: Work Setting Characteristics 

Work setting characteristics were refer to the characteristics of survivors surrounding 

work environment. The results from Stage 1 and 2 indicate that a survivors' 

environment has the potential to influence the way in which they respond to a 

redundancy situation. The work setting characteristics include the way survivors 

perceive their job to have changed, their relationship with management and their co- 

workers. The propositions for this section are as follows. 

Relationship with Management: 
15) Survivors who have a "good" relationship with their immediate line manager 
(supervisor) are less likely to react negatively. 
16) Survivors who i) trust management; ii) believe the reasons for the redundancies are 
less likely to react negatively 

Relationship with Co-workers: 
17) Survivors who have a close personal or working relationship with the victims are 
more likely to react negatively. 
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18) Survivors who perceive themselves to be similar to the victim are more likely to 
react negatively. 

Job Content: 
19) Survivors who perceive the intrinsic quality of the content of their job to have 
decreased relative to before the redundancy are more likely to react negatively. 

Peer Group Influence: 
20) Survivors who perceive their co-workers to react negatively are more likely to 
react negatively themselves. 

These propositions formed the basis of the questionnaire design. Items were designed 

to capture all elements of the research questions. These will be discussed in more detail 

in section 4.3.4. 

4.3.2.4 Organisational Outcomes Measures 

It has been suggested through the literature review and become apparent in both the case 

study organisations that there are a number of aspects of organisational effectiveness 

which can be affected through redundancy. Stages 1 and 2, highlighted a number of 

`outcome measures' which both survivors and management felt were affected 

throughout a downsizing process. These organisational outcomes are being used as 

external measures of the survivors' reactions to redundancy and therefore to measure the 

affect or impact of redundancy on the organisation. The measures to be included in the 

study are: 

" Job Insecurity " Job Related Stress 
" Organisation Commitment " Turnover Intention 
" Job Satisfaction 

To increase the validity, reliability and comparability of the results, it was decided to 

use predetermined scales for each of the above measures. Hence, the scales had already 
been tested and would increase the generalisability of the results. Numerous scales were 
found in relation to each of the measures, the most appropriate scales were chosen 

through the pilot study. The measures used can be seen in section 4.3.4. 

4.3.3 Questionnaire Method 

Saunders, Lewis and Thornhill (1997) suggest that the greatest use of questionnaires is 

made by the survey strategy, however, both experiment and case study research 

strategies can make use of the technique. Although, the current study has chosen a case 

study strategy, it was decided that the use of a questionnaire within that strategy would 
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achieve a more holistic perspective of the reactions of survivors within the organisation. 

Whereas, the interviews gave an in-depth view into a small sample of the population, 

the questionnaire will show the extent to which the majority of survivors `agreed' with 

the assumptions from Stages 1 and 2. A survey or `questionnaire', as it is to be called in 

the current study, is an efficient way of collecting responses from a large sample of 

individuals. Sarantakos (1993: 158) supports this assumption by stating that 

questionnaires provide a type and amount of information that other methods cannot 

provide, constituting their strength and making them one of the most popular methods 

used in the social sciences. 

Among the advantages of the questionnaire method is their limited cost, as Selltiz 

(1981) says ̀ questionnaires can be sent through the mail; interviewers cannot'. They 

are relatively unobtrusive and can be completed at the respondent's convenience. They 

can offer greater anonymity than face to face interviews and they help to avoid 

interviewer bias and error. They also produce relatively quick results and can achieve 

a wider coverage with greater ease than other methods. On the more negative side, 

questionnaires are harder than most people think to design successfully (Oppenheim, 

1992). 

In order to ensure that the correct information was collected to answer the research 

questions, the design process was long and arduous. The process used included pilot 

testing and continuous referencing back to the original research questions, to ensure that 

the right type of information was being collected. 

Sarantakos (1993) notes further limitations of questionnaires, suggesting that they do 

not allow probing, prompting or clarification of questions. There is no opportunity for 

motivating the respondent to participate. The identity of the respondent and the 

conditions under which they responded to the questionnaire are not known. Finally, due 

to lack of supervision, partial response is possible. In relation to the current research, 
Stages 1 and 2 had contended with the probing questions of survivors' responses. At 

this stage, the aim was to test the propositions developed through the qualitative stages. 
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The respondents were encouraged to respond to the questionnaire through 

communication via the Human Resource Manager within each case study organisation 

and through the cover letter accompanying the questionnaire. Communications 

included emails, notices in the company newsletter and explanations at team meetings. 

In response to the disadvantage of knowing the identity of the respondents, all of the 

employees within the organisation were considered `survivors' of the redundancy 

programme, hence their exact identity was not necessary. As the questionnaires were 

sent directly to their place of work, it is unlikely that anyone outside the organisation 

completed the questionnaire. Finally, to counteract partial response, participants were 

encouraged to complete all the questions in the questionnaire and to check their 

responses once finished. 

4.3.4 Questionnaire Design 

The first element of the Stage 3 research process involved the design of a questionnaire 

which would test the twenty investigative questions deduced from the conceptual 

framework (see Section 8.32). Each of the investigative questions was incorporated 

into the questionnaire. The resulting 'Survey of Your Work Experience' was thus 

designed to capture a wide range of facets. The questionnaire made use of a 

combination of previously tested scales and questions developed specifically for this 

research. 

Research texts (Bourque & Clark, 1994; Saunders, Lewis & Thornhill, 1997) suggest 

there are three ways of designing questions; i) adopt questions from other 

questionnaires; ii) adapt questions from other questionnaires; iii) develop one's own 

questions. Adapting and adopting questions from previous research has its advantages 

during the analysis stages, as this allows for comparison with earlier studies. However, 

care was taken not to adopt unsuitable or badly designed questions, or questions which 
did not answer the current research questions. Questions which were adopted from 

previous studies, were also piloted to test for suitability and reliability. 

The questionnaire was piloted by members of each case study organisation during the 
interview stage (Stage 2), thereby increasing the validity and reliability of the data to be 
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collected. The order, flow and layout of the questionnaire and the covering letter had to 

be authorised by the HR manager and Director in each case study organisation before 

the questionnaire was distributed12. 

The questionnaire contains nine separate sections, with each aspect concentrating on a 

separate part of organisational and working life. The questionnaire was designed to 

begin with issues regarding employees views on general working life, and then become 

more specific with respect to the downsizing situation and its affect on themselves and 

their colleagues. The nine sections are listed below: 

1) Your opinions about working life in general 
2) How do you feel about your job? 
3) How do you feel about working for your organisation? 
4) What are you opinions about restructuring and recent changes? 
5) How do you feel the management team have dealt with the changes? 
6) How do you feel about the way your team leader/line manager manages? 
7) How do you feel about you work colleagues? 
8) How do you feel about the future in your organisation? 
9) Background information 

The questionnaire used a combination of predetermined scales" and items designed to 

measure investigative questions specific to this research. The questionnaire contained 

70 items (not including background information) and used mainly a5 point Likert scale 

[1= disagree to 5= agree]. Respondents were asked to circle the choice closest to how 

they felt or to tick the box of their choice. A copy of the questionnaire and a table 

breakdown of how the questions relate to the conceptual framework can be found in 

Appendix 4. 

Once the questionnaire had been piloted with a number of survivors and had been 

through final review with the HR managers of each organisation, it was ready for 

distribution. The following section describes how the questionnaire sample was 

12 It is important to note that each HR manager made changes to the questionnaire. Due to the sensitivity 
of the topic and the timing of the distribution of the questionnaire, the HR managers did not wish to cause 
any more `problems' or `difficulties' with employees. As one manager stated ̀ I don't want to make the 
situation worst than it already is, lets not rock the boat by asking them this question' referring to a 
question which asked survivors whether they understood the redundancy selection criteria. 
13 Each predetermined scale will be discussed in turn in relation to their respective questionnaire section. 
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calculated and how the questionnaire was distributed within the two case study 

organisations. 

4.3.5 Sampling and Questionnaire Distribution Methods 

The first step towards distributing the questionnaire began with identifying a sample of 

respondents. To some extent the sample available to the research was dictated by the 

access granted by the two Case Study organisations. Ideally, the questionnaire should 

have been distributed to all employees affected by redundancies in both of the 

organisations. However, realistically this could not be achieved due to the time allowed 

and permission granted by the HR Managers. In effect, non-probability sampling was 

used in the form of purposive sampling. This is where subjective judgement is used to 

select a sample of interest which is believed to be `typical' of the population (Lynn, 

1996). 

In Case Study 1, the HR Manager sent the researcher a list of 1,000 customer service 

employees and requested that only 400 individuals could be chosen to respond to the 

questionnaire. The HR Manager believed that the customer service employees were 

representative of those employees affected by redundancy. Using a statistical analysis 

software program (SPSS) a completely random sample of 400 of the customer service 

employees was selected. From the spreadsheet 400 labels were printed with the names 

of the respondents and their respective departments. In Case Study 2 however, 

questionnaires were authorised to go to all employees at one organisation location 

which meant 232 employees. 

Two different methods were used to distribute the questionnaire in each of the case 

study organisations. In Case Study 1, the questionnaires were compiled, sorted and 

addressed by the researcher and then sent in bulk to the head quarters of the organisation 

where they were subsequently sent out through the internal mail. Reminders were sent 
directly to individuals through the regular post. In Case Study 2, a presentation was 

made at a weekly team briefing. The researcher was allowed to give a short talk about 
the research and what the individuals were required to do. The questionnaire was then 

distributed to those present (n=30). This was then followed by a guided tour of the 
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site14, where questionnaires were given out personally to a further 70 individuals. The 

remainder of questionnaires (n=132) were either left in each department or sent out via 

the internal mail. Reminders were sent out over electronic mail to all employees, to 

encourage individuals who had not yet returned their questionnaire to respond. It is 

worth noting that one of the advantages of using the internal mail was the reduced cost 

to the researcher. Second, the internal addresses were checked before they were 
distributed ensuring delivery to the correct individual. 

Each participant in the questionnaire study received a copy of the questionnaire, a cover 
letter, and an addressed freepost envelope to return the questionnaire directly to the 

research centre. A copy of the questionnaire and the cover letter can be found in 

Appendix 5. The cover letter explained the research objectives and significance of both 

the questionnaire and the study. The letter also assured the respondent of both 

confidentiality and anonymity (Sarantakos, 1993; Saunders, Lewis and Thornhill, 1997). 

The inside cover of the questionnaire clearly laid out instructions for the correct 

completion of the questionnaire. 

4.3.6 Method of Analysis 

The questionnaire produced a large amount of quantitative data. There are a number of 

ways in which the data could be analysed. These range from creating simple tables or 
diagrams which show the frequency of occurrence, through establishing statistical 

relationships between variables to complex statistical modelling (Saunders, Lewis and 
Thornhill, 1997). Due to the response rate of the questionnaire (approx. 31%), there 

was a limited amount of statistics which could be performed on the responses. Also, as 

the results to the research needed to be accessible by the survivors and management of 
both organisations, simple charts, diagrams and relational statistics were most suited to 

the current study. 

In analysing the results, the current study made use of a statistical software package, 

namely Statistical Package for the Social Sciences, commonly known as SPSS. The 

14 It was felt by the HR Manager in Case Study 2 that the guided tour was conducted by a staff volunteer, 
rather than a member of management, so that the employees did not feel the questionnaire was ̀ just 
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software enabled the data to be categorised, transformed and evaluated to produce the 

results shown in chapter 13,14 & 15. There was a two stage analysis, first the analysis 

uses descriptive statistics in the form of frequencies, means and standard deviation. 

Second, the research completes simple bi-variate analysis using statistical tests 

including independent sample t-tests, Mann U Whitney test, ANOVA (analysis of 

variance), reliability analysis using Cronbach's Alpha. Third, some multivariate 

analysis using correlation coefficients and regression. The tests used will be discussed 

in more detail in the following sections. 

4.3.6.1 Data Preparation 

Once the questionnaires had been returned, the first step was to design a SPSS 

spreadsheet. Those questionnaires which were not complete or partially completed were 

not included in the study (n = 5). Each question was given a consecutive number, so 

that it could be identified once the data had been entered. In preparing the data for 

analysis, variables were first selected for inclusion in the spreadsheet Open ended 

questions were not included and were analysed separately. Each of the items in the 

questionnaire had been pre-coded and these codes and their descriptions were entered 

into SPSS. Once the data had been entered and coded, the data could be checked for 

any errors such as mis-types and missing values. Frequency analysis was conducted 

which highlighted several errors and therefore corrections were made. Finally, those 

items which had to be reverse scored were re-coded to ensure correct calculations. 

4.3.6.2 Descriptive Statistics: Univariate Analysis 

The first stage of the analysis involved descriptive statistics which meant looking at 

each of the variables independently. This was also conducted in response to requests 
from the participating organisations. A frequency analysis was conducted using valid 

percentages, mean scores and standard deviations. Summary reports were sent to both 

organisations. At this stage, scales and sub-scales were calculated by summing the 

scores of the individual items for each scale/sub-scale. In order to test for internal 

reliability of these scales Cronbach's Alpha was used. 

another management initiative'. This also raised confidence in the anonymity and confidentiality of the 
questionnaire. 
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4.3.6.3 Exploring Differences: Bivariate Analysis 

The next step in the analysis involved investigating the relationship between two 

variables. In particular, testing whether the differences between the distributions of two 

variables are statistically different (Bryman & Cramer, 1997). In relation to the current 

study, the difference between managerial and non managerial reactions (unrelated 

samples). In deciding which was the most appropriate statistical test to use, certain 

considerations were followed. The data was considered non-categorical and interval 

and therefore parametric tests could be used in the form oft-tests (one-way significance) 

and one way analysis of variance. There is some discussion as to whether Likert scales 

can be considered interval and whether or not parametric" tests are appropriate. Tull & 

Hawkins (1993) suggest that it is doubtful that the interval between each of the scale 

items is exactly equal, yet researchers treat the data from such scales as if they were 

equal interval in nature since the results of most standard statistical techniques are not 

affected greatly by small deviations from the interval requirement. However, it has 

been suggested that parametric tests can also be used on ordinal variables since tests 

apply to numbers and not to what those numbers signify (Bryman and Cramer, 1997). 

Secondly, that these parametric tests are routinely applied to such variables (e. g., 

measures of job satisfaction and organisational commitment). 

Primarily, the independent t-test was used to identify whether there was a difference 

between managerial and non managerial reactions from both the organisational and 

individual perspective. The t-test was used to compare the means of these two groups. 

First, the Levenes test of equality [F test] shows whether the difference in the variances 

of the two samples is statistically different. Where the variances were not significantly 

different (equal), Levenes test of equality not being 5 0.05, then the pooled t-test 

statistic was used. Where the variances were different (unequal), Levenes test of 

equality being 5 0.05, the separate t-test statistic was used. Not using the separate t-test 

statistic where the variances were unequal may lead to an unrealistically high 

significance figure (Bryman and Cramer, 1992). This rule is followed for all the 

subsequent t-tests calculated in the current study. In the current study it was suggested 

's It is suggested that it is only appropriate to use parametric tests when data fulfils the following: (1) the 
level or scale of measurement is of equal interval or ratio scaling; (2) the distribution is normal; and (3) 
the variances of both variables are equal (Bryman and Cramer, 1997: 117). 
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that non managerial reactions would be more negative, suggesting a directional 

hypothesis and hence the use of a one-tailed significance. SPSS calculates a 2-tailed by 

default, so in order to calculate a one-tailed significance level the 2-tailed significance 

level was divided by 2 (Bryman and Cramer, 1997: 144). The current study accepts a 

probability of 0.05, in accepting this level of significance for rejecting the null 

hypothesis, there is a risk of committing a Type I error. A Type I error is rejecting a 

null hypothesis when it is true. The risk of committing a Type I can be reduced by 

reducing the significance level to 0.01, however this increases the chances of a Type II 

error which may lead to accepting a null hypothesis when it is false. These errors are 

considered during the analysis of the data. 

As suggested earlier, it has been argued that parametric tests should only be used on 

interval/ratio data, so in order to counteract this controversy, non parametric tests were 

used in the form of Mann-Whitney U (Bryman and Cramer, 1992). Where results 

differed, or were unexpected this test was used. However, no significant differences 

were found between the parametric and non parametric tests. 

The second test used in this analysis was the ANOVA or one way analysis of variance. 

The ANOVA calculates an F ratio which indicates the difference between the between- 

groups estimated variance (or mean square) and the within-groups estimated variance 

(or mean square). The higher the F ratio, the less likely the differences between the 

means is due to chance (Bryman and Cramer, 1997). In the current study, the analysis 

investigates survivors' responses to the redundancy process and the influencing factors 

in relation to the organisational outcome measures. The test therefore identifies whether 

or not there are any differences between survivors' responses to the influencing factors 

and their relationship with the outcome measures; job satisfaction, job insecurity, 

organisational commitment, turnover intention and job related stress. The nature 

(whether positive or negative) of the relationships between the influencing factors and 

the organisational outcome measures were explored using box plots. 

The current study also combined a number of items in each area to create scales (i. e., 

notification scale, communications scale etc. ). In order to ensure that these scales were 
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in fact only measuring one concept and not a number of separate concepts, factor 

analysis was used. The factor analysis enable an assessment of the factorial validity of 

the questions which made up the scales and found the extent to which they seemed to be 

measuring the same concepts or variables (Bryman and Cramer, 1997). 

4.3.6.4 Exploring Relationships: Multivariate Analysis 

In the current study, the aim was to establish which of the influencing factors relating to 

the organisational and individual perspective were having the most effect on survivor 

reactions in terms of the outcome measures. The first stage of this analysis involved 

conducting a factor analysis of each of the influencing factors in order to establish the 

strength and reliability of each of the scales. A correlation analysis was also conducted 

to establish the relationships between each of the variables. Those variables which were 

found to have a Pearson's r of greater than 0.80 were not included in the regression 

analysis to avoid multicollinearity16. Following these two steps, it was decided that the 

remaining independent variables would be considered in relation to the dependent 

variables (organisational commitment, job satisfaction, job insecurity, turnover intention 

and job related stress). Pearson's r and regression was used to estimate the character 

strength of the suggested relationships. Multiple regression is a powerful tool for 

summarising the relationship between independent and dependent variables by 

producing a line which fits the data closely. Once the line of best fit was known, 

predictions could be made about likely values of the independent variable (i. e., advance 

notice given), for particular values of the dependent variable (i. e., job insecurity). In the 

current study, stepwise selection was used in SPSS which is essentially a combination 

of the forward and backward procedures and is said to be the most commonly used 

method (Norusis, 1985). The selection criteria were set whereby independent variables 

could be entered and removed from the equation. The probability was set for Fes= 
. 050 

to enter and F>= 0.100 to remove. In order for the results to be directly comparable this 

involved calculating the standardised regression coefficient or beta (P). The beta 

essentially calculates how many standard deviation units the dependent variable will 

change for one standard deviation unit change in the independent variable. In other 

16 Multicollinearity suggests that the regression coefficients may be unstable in that they are likely to be 
subject to variability from sample to sample. Furthermore, when two variables are highly correlated there 
is little point in treating them as separate entities (Bryman and Cramer, 1997: 257) 
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words, this allowed the relative impact of the independent variables on the dependent 

variables to be calculated. It is also noted in the current study that RZ is bound to be 

inflated by the number of independent variables associated with the regression equation. 

In the results, the adjusted R2 is also calculated which takes into account the number of 

respondents and the number of independent variables. The results for the multiple 

regression analysis can be found in Chapter 10. 

4.4 Summary 

This chapter has outlined the research methodology used in the current study. It has 

discussed the three stages of the research which utilised a number of different data 

collection methods. The methods, their strengths and methods of analysis have all been 

discussed in detail. Both qualitative and quantitative data have been collected which 

builds confidence in the results considerably and hence reduces the tendencies of 

methodological bias (Dick, 1979). This use of triangulation has enhanced the ability of 

the current study to capture a complete, holistic and contextual portrayal of the survivors 

of redundancy. As suggested by Jick (1979; 1983) the use of multiple methods can 

uncover some unique variances which otherwise may have been neglected by single 

methods. Furthermore, Jick (1979) surmises: 

`The effectiveness of triangulation rests on the premises that the weaknesses in 
each single method will be compensated by counterbalancing the strengths of 
another' (1979: 604) 

The current methods ranged from expert interviews, to in-depth interviews with 

survivors to a company wide survey. Survivors' reactions could therefore be 

qualitatively described while others quantitatively represented. The particularly 

sensitive nature of redundancy could be captured during the one to one in-depth semi- 

structured interviews, whilst the extent of the damage caused was discovered via the 

questionnaire. The following chapter will begin to outline the results from the first 

stage of the data collection, the expert interviews and survivor focus groups. 
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CHAPTER 5 

Stage 1 

Expert Interviews & Focus Groups: The Results 

5.0 Introduction 

This section will discuss the findings from the first stage of the research. Stage 1 was 

exploratory and used qualitative data collection techniques in the form of expert 

interviews and two sets of focus groups (i. e., four focus groups; two in each 

organisation). The expert interviews were conducted with four individuals who dealt 

with downsizing and change programmes from a senior management perspective. The 

focus groups on the other hand consisted of four groups of individuals who were 

`survivors' of recent redundancy programmes in two downsizing financial institutions. 

The aim of Stage 1 of the research was to answer the following two research questions 

which have been developed from findings of the literature review; i) what are the range 

of reactions of survivors following a redundancy programme? and ii) what are the main 

factors which influence a survivor's reaction to the redundancy programme? 

The two elements of Stage 1 (expert interviews and focus groups) offered two unique 

insights into the effects of redundancy. The first element (expert interviews) provides 

the perceptions of how senior managers view the effects of the redundancy process. The 

second element (focus groups) and provides perceptions from those directly affected by 

a redundancy programme, the survivors. The results from each aspect of Stage 1 will be 

discussed in turn. 

`What the experts' say: A view from the top' 

5.1 Expert Interviews 

This section of the chapter will highlight the main findings from the expert interviews. 

The results from the in-depth interviews are discussed in brief to outline the range of the 
issues which were raised by senior management. The results differed from organisation 
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to organisation and for this reason the results are discussed independently. All those 

who were interviewed had either managed, implemented or influenced programmes of 

downsizing, redundancy or substantial organisational change. Table 8 gives a brief 

description of the downsizing situation of three of the four participating organisations". 

Table 8: Summary description of participant organisations 

The Communications The Chemical The Aerospace 
Company Company Company 

(Communications) (Chemical) (Aerospace) 

Number of approx. 230,000 approx. 15,000 approx. 2,000 

employees 

Reason fier Increased competition Merger with company Shrinking market and 
downsizing and aim to become more in same industry increased global 

customer focused competition 

Decision Consultation with Agreed in merger by Consultation with 
making process unions management in both unions 

organisations 

Type of Voluntary Voluntary Voluntary 

redundancy 

Number of 110,000 1,500 250 
redundancies (48%) (10%) (12.5%) 

Five Year Programme 

Outplacement Full help for leavers Full help for leavers Full help for leavers 
provision 18 Limited help for Full help for survivors No help for survivors 

survivors 

It should be recognised that the actual participants of the expert interviews by definition 

could be considered survivors themselves. The participants had in fact each survived 

the downsizing process, however, they are to some extent in control of their own destiny 

within their organisation. Hence, their perspective of the issues surrounding redundancy 

" The fourth company, (the Outplacement Company) is not included in the table as they were not 
experiencing downsizing themselves. 
'x ̀ Full' outplacement help was defined as support, guidance and the use of facilities; to find another job, 
to take advantage of training opportunities and for self development. Time was allocated by the 
organisation for individuals to utilise these facilities. 
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will differ to those in non managerial positions, who exercise less ̀ process control' and 

have been directly affected (Davy, Kinicki and Scheck, 1991). Alternatively, these 

could be described as the `executioners' of redundancy (Kets de Vries & Balazs, 1997). 

The first set of results to be discussed will be those from the Communications 

Company, followed by the Chemical Company, the Aerospace Company and then 

finally the Outplacement Company. 

5.2 The Communications Company 

5.2.1 Perceived Survivors' reactions 

The Communications Company quoted external forces in the form of increased 

competition and the need to become more efficient and customer focused among their 

reasons for downsizing. The Communications Company made the move from the core 

to the peripheral workforce by moving to almost 25% contract work within the 

organisation. As you can see from Table 8, over a five year programme, the number of 

employees was reduced from approximately 230,000 to 120,000. The Communications 

Manager stated that all of the redundancies were `voluntary', there was no recruitment 

ban and they continued to recruit about 3-3,500 people a year into new skill sets and 

new work areas. Throughout this time they were also retraining approximately 15,000 

people. 

The results found that the HR Director felt that the biggest problem facing survivors 

was the `affect redundancies were having on survivors' perceptions of their career 

development'. Through a recent company survey, the HR Director had found that there 

was a significant perception gap between how employees viewed their career 

development and management's view of the opportunities available. The HR Director 

felt that there were plenty of opportunities for the survivors, although the survey 

indicated that survivors felt there were no longer any opportunities and this was 

increasing survivors' intention to leave the organisation. 

Due to the amount of redundancies, the HR Director felt that survivors perceived they 

were all in competition with one another, male vs. female, office workers vs. engineers, 

managers vs. subordinates. This suggests that survivors were becoming more anxious 
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and were beginning to blame each other as well as management for the massive 

structural changes. 

The HR Director stated that the decision making was part of a consultative process with 

the unions. He felt that there were three main types of voluntary redundancy within 

their organisation. However, he felt there was a significant amount of variation within 

the voluntary redundancy methods used. First, there was "who wants to leave? " which 

was fairly open, this was considered the best type of redundancy, although it was felt 

that there were constraints on who was allowed to leave. This was the first to be used 
by the Communications Company, and by admission they felt that the redundancies 

were implemented without much thought for the effects on the remaining workforce. 

The HR Director felt that their experience of the first type of voluntary redundancy was 

that "it was crude, very quick, nearly 20,000 left on one day" (C pp 3). In fact, it was 

not until the second round of redundancies that survivors began to realise what was 

happening. The HR Director stated ̀ its almost as if it hadn't really happened', he felt 

that employees were still in shock. The HR Director felt that this type of redundancy 

had some very `demoralising' effects on those remaining in the organisation. He felt 

that survivors were having a hard time justifying why they chose to stay in the 

organisation. Secondly, that experiencing the loss of so many people on one day had a 

significant impact on the way the survivors viewed the organisation and its management 

and vice versa. 

"It was at this stage (the second round of redundancies) the research into the 
effects of redundancy on those who had left and those who were staying started 
.... people sat up and took notice, they suddenly saw it as a reality" (C pp 3). 

The second type of voluntary redundancy was described as "your job is 

gone/disappearing - so either reskill/redeploy/retrain or go", this was perceived to give 

affected employees more choice. However, this type of redundancy also appeared to 

have its problems for the Communications Company, "nearly 30,000 people applied for 

voluntary redundancy, so we had to turn down nearly 16,000 people. We just said 
`no'. " (C pp 3). At this stage, awareness grew that this "created a number of issues". 

The HR Director felt that those who were turned down were not only unhappy but 

spread this unhappiness to other survivors. 
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The third type of voluntary redundancy was described as "your job is staying but we can 

find someone else to do your job". This final version of redundancy meant that 

employees often had to reapply for their own or a similar job and were subjected to the 

company recruitment or interview process. Although, the HR Director described this 

type of redundancy as voluntary, he suggested that survivors perceived this process very 

differently. The results indicate that survivors may have viewed this process as 

involuntary, and felt that often individuals were given no choice but to leave. This 

caused much resentment and fear amongst survivors. At this stage, the HR Director 

implemented a research survey which attempted to measure employee attitudes. He felt 

that the results indicated that people understood why the redundancies were taking place 

and were beginning to accept them. However, this survey did not investigate survivors' 

feelings and emotions on a more personal level. The results suggest that even though 

redundancies were becoming an accepted part of work life, individuals were still having 

trouble coping with the uncertainty. The hard measures of the questionnaire indicated 

that productivity and morale was increasing, and absenteeism was decreasing. 

"in fact, if anything people were working harder, probably just to be seen to be 
working hard" (C pp 10) 

Although, the hard measures were fairly positive, the HR Director was aware that 

survivors were `searching for control'. This is surprising as the use of voluntary 

redundancies implies that employees have the choice to leave or stay, hence giving 

survivors a limited amount of control over their work situation. This suggests that 

survivors were feeling powerless and threatened by the redundancies. 

The HR Director also noted that survivors believed that those who left through 

voluntary redundancy were getting a `good deal' and were believed to be `the lucky 

ones'. This was especially noticeable following the second round of redundancies. This 

is expected as there were many employees who were turned down from voluntary 

redundancy and were resentful and unhappy at staying. 

In summary, these results suggest that although there was limited understanding of 

survivor reactions at the beginning of the redundancy process, by the third stage, the HR 
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Director was aware of a number of reactions. First, that survivors were shocked by the 

onset of redundancy in a seemingly stable environment. Second, that survivors were 

disillusioned with the lack of career opportunities available in the new downsized 

organisation. Third, that survivors could feel dejected and `unlucky' if not chosen for 

redundancy and generally unhappy. Fourth, that survivors were left feeling insecure and 

were `searching for control' in the new organisational culture and structure. Fifth, that 

redundancy caused friction between co-workers and that survivors were influenced by 

the reactions of their co-workers. Finally, that redundancy was causing resentment 

towards management and creating a divide between management and employees. 

5.2.2 Perceived Influencing Factors 

In terms of the factors which were influencing these perceived survivor reactions, the 

interview results suggest that there may have been a number of reasons. The HR 

Director described the redundancy programme in three main stages. At the first stage, 

there was no knowledge or awareness of the damaging effects of redundancy. These set 

of redundancies were described as ̀ brutal'. This may explain why survivors' reactions 

at this stage were more pronounced, in terms of shock and confusion. At the second 

stage the HR Director felt that there were many unhappy survivors. 

"... there were a lot of unwilling stayers. There were those who thought things 
had been handled badly and those who felt that they had not been handled well. 
It all pointed to two main issues: communication and how `my boss' handled it 
on a day to day basis. " (C pp 2). 

By the second stage, the HR Director felt they had improved their communications, 

using company publications, newsletters, videos, electronic mail, in his own words "just 

about everything". He felt that the extent of communication had a positive impact on 

survivors "we communicated to death and it was a great help" (C pp 4). 

However, there was one area of communication which appeared to cause concern, this 

was related to the distribution of information regarding leavers to those who survived. 

The HR Director felt that in some areas, sharing leavers' successes could cause a 

negative affect on those remaining. He was concerned with giving "mixed messages" 
(C pp 5). The HR Director felt that this would only encourage other employees to leave, 

inhibiting the organisations ability to retain the required workforce. This was a concern 
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which also happened earlier in the redundancy process. Whereby employees were told 

in the first round of redundancies that "you are a key person" and in the second round 

they were told that "your job isn't needed" (C pp 2). These results suggest that 

although the organisation was `communicating to death' the content of the messages 

was mixed causing survivors to become confused and not achieving the expected 

positive effects. 

On the other hand, the HR Director also suggested that the interpersonal treatment a 

survivor had received from their immediate line manager influenced the way in which 

they reacted. This suggests that the line manager has a redefined role during 

downsizing, which includes the communication of bad news. A question arises here as 

to whether the average line manager is trained or equipped to cope with this new 

influential role. 

The results from the Communications Company indicated that the HR Director felt the 

treatment of leavers may have influenced the reactions of survivors following the 

redundancies. He felt that the compensation was perceived to be "too generous" by 

survivors. The Communications Company offered a menu of options to those people 

who left through redundancy, they could choose from a basic outplacement package, a 

self employment package, retraining in a field of their choice, retirement, or an extra 

10% on top of their remuneration package. The general consensus here was that "they 

[the leavers] were the lucky ones ... we were treating them all too well" (C pp 5). This 

might explain the Communications Company's reluctance at communicating the 

successes of leavers as mentioned earlier. The HR Director felt that this perception of 

`the lucky ones' frequently led to an increase in turnover and a loss of morale and 

motivation among remaining staff. Interestingly, a leaver survey conducted by the 

company found that the main reason for people applying for voluntary redundancy was 

that they were `fed up with the level of change, insecurity, frustration and uncertainty' 

rather than the large pay out. 

In summary, the results from the Communications Company suggest that in the first 

instance, the redundancies were seen as ̀ brutal' and survivors received no help and 
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limited communications. The leavers were perceived to be overcompensated and 

considered the `lucky ones'. The level of uncertainty and change led people to seek 

redundancy in the second round of redundancies. Finally, by the third stage the 

communications had improved and the organisation was beginning to monitor the 

reactions of survivors. However, the results suggest that the solutions to the 

mismanagement of redundancy came too late and the damage to morale had already 
been done. 

5.3 The Chemical Company 

In contrast to the Communications Company, the Chemical Company was experiencing 

a merger with a similar organisation from the same industry. The Chemical Company 

had chosen redundancy as a method of rationalisation in order to `streamline' their 

workforce and `remove duplicate functions'. The results suggest that although using 

voluntary redundancy like the Communications Company, the approach and outcomes 

were significantly different. 

5.3.1 Perceived Survivor Reactions 

The HR Director of the Chemical Company differed significantly to that of the 

Communications Company in that he acknowledged the full and potentially damaging 

affects of redundancy on survivors prior to the implementation of redundancy. On the 

HR Directors site 1,500 employees (10% of workforce) were made redundant through a 

voluntary redundancy programme. From the beginning of the redundancy process, 

managers were trained in the delivery of bad news and were made aware of the issues 

they were likely to face from survivors of downsizing. Their training manual was said 

to include: 

"the states people go through, like denial and despair, how to prepare, for 
example don't do it on a Friday, lots of do's and don'ts... why people are 
different, the processes people go through ... but it all comes back to trust" (D 
pp 15). 

At the beginning of the merger, the results suggest that survivors were very worried 

about the process and what was going to happen to them. However, the HR Director 

felt that this was handled very well, as they produced lots of information and he felt that 
`the terms were so generous that once they saw what would happen to them if the worst 
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happened (and they were made redundant) it calmed people down' (D pp 2). Yet, this 

perceived generosity also caused problems amongst survivors: 

"there is resentment among some of the survivors because they see people that 
they know are incompetent walking away with wheelbarrows full of money and 
being set up for life really"(D pp 3). 

The HR Director felt that prior to the merger, the culture was fairly strong and perceived 

that employees felt that the business would never be sold. He felt there were many 

survivors who were `bitter' and felt `betrayed' by the merger. However, he still 
believed that the organisation had communicated effectively and attended to the needs 

of survivors. 

"I think that what we've done in our communications has been so good that 
we've been able to be very sensitive to what the needs are and what survivors 
fears are" (D pp 12) 

The results suggest that senior management believed the process of redundancy, the 

aftercare for leavers and the communications were entirely successful in minimising any 

negative survivor reactions. However, further probing in the interview discovered that 

some of the negative reactions were still present. Following the announcements of 

redundancy the HR Director noted: 

"they told everyone whether or not they had a job or not and that created an 
awful lot of hype and excitement and trepidation among people and there was 
actually a suicide, but that could have happened anyway, because the individual 
was a bit down... " (D pp 15) 

Perhaps this indicates the range of reactions which survivors may experience following 

redundancy. The notification of redundancy appears to have the ability to push 

someone over the edge, although there may be other elements of an individual's life 

which may have caused them to be in a situation to consider suicide. The HR Director 

described incidents where, in similar situations in the US, individuals had been known 

to return to the organisation following redundancy to `shoot the person that did it 

[redundancy] to them'. This illustrates that job loss has the potential to ignite extreme 

emotions and behaviours in those affected. 
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Interestingly, the HR Director felt that survivors were experiencing feelings of loss and 

sadness at losing co-workers and `the way things used to be'. In acknowledgement of 

these reactions, the organisation threw a ̀ closure party' to signify the closing of a plant. 
The HR Director felt that this helped survivors to come to terms with the changes. 

"you've got to give people some process for doing that, because if you don't it 
just prolongs the grieving process" (D pp 19). 

He suggests that survivors were experiencing a sense of shock, denial, anger and 

acceptance, allowing survivors to work through these emotions may have a positive 

affect on their future commitment to the organisation. As with the Communications 

Company, the HR Director at the Chemical Company found that absenteeism or 

productivity was not a problem. 

"in fact, if anything people have been turning up for work, because people are 
worried about losing their job" (D pp 21). 

However, a question arises as to whether productivity driven by fear is a positive 

reaction. It is reasonable to assume that fear and uncertainty increases stress levels 

which may have negative affects on the long term health and well being of employees. 

The next section considers which elements of the redundancy process and environment 

were perceived to influence the survivors' emotional and behavioural reactions. 

5.3.2 Perceived Influence Factors 

The HR Director was confident in what he believed influenced the reactions of 

survivors. He felt that it was not the redundancy process itself which caused the 

problems but the `uncertainty' of the situation. He felt that communication was the key 

to controlling survivors' reactions. 

" ... you should tell people as soon as you possibly can ... I mean they might 
think that you're poor managers or whatever but they can live with it because 
then they can make their own decisions about how they live, its the uncertainty 
and not being in control and not knowing what's going on that really messes 
people up. " (D pp 18) 

This illustrates that perceived control is important in understanding why survivors may 

react negatively to redundancies. The HR Director felt that the communications had 

been "absolutely superb, we've probably given people too much, which I think is a very 
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healthy sign. " (D pp 6). However, the results indicate that during the redundancy 

process, it is not only the formal communication processes which influence survivors' 

reactions but the informal lines of communication. For example: 

"I wouldn't say that people were deliberately starting rumours but I think when 
you are frightened and concerned about your job 

... you do start reading into 
things that people say and sometimes you're reading things that aren't meant to 
be there or just aren't there" (D pp 10). 

This indicates that employees were both worried and concerned about their job situation 

and that this had an affect on the way they interpreted information disseminated 

throughout the organisation. The HR Director perceived that "you have to face up to 

the fact that the grapevine may sometimes work against you". Also, that employees 

would believe bad rumours about management as it enabled them to `blame' someone 

for the uncertainty and lack of control over the situation. However, the fact that the 

informal communication processes increased during the redundancy period, may be an 

indication that survivors were not receiving the type or amount of information they 

considered adequate in a redundancy situation. 

The results suggest that the type of redundancy programme influenced the type of 

reactions from survivors. The HR Director described the redundancies as ̀ not entirely 

voluntary' (D pp 2) as the management had control over who would leave the 

organisation. In fact, they named the process ̀ targeted voluntary redundancy'. Perhaps 

this is an oxymoron and viewed by survivors in a different light than management, 

especially as the organisation experienced a lot of `angry' survivors who felt they had 

not retained the jobs they wanted. 

Finally, the Chemical Company offered extensive outplacement facilities to those 

leaving the organisation. For example, different levels of management and staff had the 

opportunity to visit outplacement companies related to their needs and level of 

education. However, although this was implemented to foster positive reactions from 

both leavers and survivors, the results also suggest that the treatment of leavers could 

also have the opposite effect. 
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"There is interestingly quite a bit of resentment among some of the survivors, 
because they see people that they know are incompetent walking away with 
wheelbarrows full of money and being set up for life" (D pp 3) 

This suggests that survivors were viewing the leavers as the `lucky ones' and that 

extensive monetary compensation could have a negative effect on survivors' reactions. 

In summary, these results suggest that in the Chemical Company, there are three main 
factors which could influence the reactions of survivors. First, the communications 

process, by keeping survivors informed this could reduce their uncertainty. Second, the 

type of redundancy programme used and it's perceived fairness in the eyes of survivors. 
Third, the level of caretaking in terms of outplacement and compensation. The next 

section considers the redundancy process within the Aerospace Company. 

5.4 The Aerospace Company 

The Aerospace Company experienced approximately 250 redundancies in its one plant. 

The redundancies were implemented in an attempt to make the organisation more 

efficient and competitive. However, the results indicate that following the redundancies 

the company suffered significantly. 

5.4 1 Perceived Survivors' Reactions 

The interview with the Aerospace Company offered little on the view of survivor 

reactions. The concept of survivors and the surrounding issues was one which had not 
been considered throughout the redundancy process. This in itself is an indication that 

the decision makers of a major redundancy programme were not considering a very 
important aspect of their downsized organisation, the remaining workforce. The 

remaining workforce is the foundation of the future success of any downsizing 

organisation. 

In explanation, the HR Director admitted having numerous problems with the remaining 

staff. In particular, he perceived survivors to be unmotivated, angry (towards 

management) and unwilling to put in any effort. He felt that survivors were looking for 

work elsewhere and the aims of the redundancies (increased efficiency) had not been 

achieved. 
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The HR Director described an unsatisfied workforce whose absenteeism and sickness 

levels had increased. He felt that survivors were stressed and striving to maintain 

productivity at the pre-redundancy levels (which was proving increasingly difficult with 

less staff). The biggest problem was reported to be motivation. 

"we are having serious problems motivating the remaining staff ... there was a 
lot of fear and now no one really trusts management anymore" (E pp 3). 

The results suggest that although the HR Director felt that the redundancy process had 

been a success, the problems they were facing with the survivors suggest that perhaps 

the process could have been planned, communicated and implemented in a better way. 

To summarise, an interesting response from the Aerospace Company leavers may be an 

indication as to the success or failure of the redundancy programme. 

"After the redundancies had been done, there were 64 industrial tribunal 
applications for unfair dismissal. It was like a campaign - if they couldn't get 
you during - so they tried to get us [management] after they had left. But the last 
one finished two months ago and we didn't lose one" (E pp 4). 

These results suggest that the leavers did not view the process as ̀ fair' or well planned. 

This may be an indication of why the survivors were also reacting negatively. 

Alternatively, if survivors witnessed their departed co-workers being treated unfairly, it 

is reasonable to assume they will react negatively and consequently blame management. 

5.4.2 Perceived Influence Factors 

As mentioned earlier, the HR Director had not considered survivors' reactions to the 

redundancy process, however the results from the interview suggest that there were 

certain elements of the redundancy process which might explain why survivors' 

reactions were negative. When questioned about the decision making element of the 

redundancies, the HR Director felt that the process had been `fair' and `well thought 

through'. However, further probing found that perhaps the process was somewhat 

rushed. 

"Yes it (the redundancy decisions) took a long time, about a week and a half. So 
it wasn't a rushed decision, they [the chief executives] obviously took the time 
to look at the options and alternatives" (E pp 3) 
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It is arguable that in the eyes of the employees one and a half weeks is not a long time to 

make long term decisions concerning the implementation and effects of over 250 

redundancies. 

The HR Director also had very positive views on the communications throughout the 

redundancy process. He felt that everyone received all the information they needed 

"employees were told exactly what the whole process was going to be - so no one was 

kept in the dark" (E pp 4). As with the previous two organisations, he felt that this was 

important in understanding how survivors might react. 

Finally, the HR Director perceived that the outplacement offered to leavers was more 

than adequate. Leavers were given `full support from an external consultancy and 

apparently they were really good'. The HR Director felt that this improved the 

responses of certain survivors, in that at least they knew they would get a `good deal' if 

they did leave the company. 

The results from the Aerospace Company offer little insight into why survivors were 

reacting negatively. However, as stated by the HR Director, no consideration was given 

to the implications of redundancy before or during the process or the long term effect on 

survivors. This simple lack of consideration, foresight and planning may be in itself 

enough to understand why survivors were reacting negatively to the redundancies. 

5.5 The Outplacement Company 

The final interview was conducted from a slightly different perspective. The 

outplacement company was noted for its experience in dealing with large scale 

redundancies and change management. The senior consultant in the company had 

experienced numerous downsizing `disasters' where companies had managed 

redundancies badly and were suffering from the after effects of a demoralised 

workforce. The consultant perceived the most frequent emotion found in survivors was 

`fear'. He explained the fear came from a fear of the unknown and uncertainty of the 

future. He suggested that there was a "significant realisation that people could see their 

psychological contract changing, but they don't know what to do about it". For the 
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Outplacement Company, the hardest thing for them was "getting managers to recognise 

the existence of survivor syndrome and getting them to see survivor sickness within 

themselves". This suggests that it is not only the non managerial survivors which 

experience fear and uncertainty but the managers themselves, the executioners. Perhaps 

this is one of the problems facing the Aerospace Company, who were slow in 

recognising the effects of redundancy. 

The Outplacement Company also noted survivors' reactions such as anger towards 

management, denial, shock and increased turnover intention. The consultant believed 

that the provision of support and guidance for survivors as well as leavers would reduce 

the negative effects of redundancy. Also, similar to the beliefs of the other senior 

managers interviewed the use of `open and honest' communication was felt to be the 

most important element of the redundancy process and implementation. 

5.6 Summary 

The results form the expert interviews suggest that each organisation dealt with 

redundancy in a different way. The Chemical Company was seen to consider the 

implications of redundancy on both leavers and survivors. Support was provided to 

survivors, through management, to forge ways of coping with change, loss and 

uncertainty. On the other hand, the Aerospace Company did not acknowledge the wider 

implications of redundancy and was suffering with a demoralised and unproductive 

workforce. 

Another lesson learnt from the expert interviews was that the view from the top may be 

significantly different to the view form employees who are on the receiving end of 
redundancy. 

These results have merely hinted at the range of emotional, attitudinal and behavioural 

reactions that survivors are perceived to experience. Feelings of loss, grieving, betrayal, 

and bitterness have all been highlighted by senior management as prevalent amongst 

survivors. Senior management has indicated the successes of their redundancy 
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management processes and yet the survivor reactions suggest that their interpretations 

of fairness and adequacy may differ significantly. 

To enable a limited comparison of the effectiveness of redundancy as a downsizing 

method in the three organisations, Table 9 illustrates three organisational outcome 

measures; absenteeism, turnover intention and perceived productivity. The table 

summarises the experts' perceptions of survivor responses in terms of levels of 

absenteeism, employees' intention to leave the organisation and perceived productivity 

levels. As the table indicates, the level of absenteeism appears to decrease with the 

amount of help which is offered to survivors. Help is defined as acknowledgement of 

survivor issues, support and appropriate information provision. Survivors may perceive 

the offer as support as an incentive to continue turning up for work. Table 9 also 

suggests that with full help provided, survivors are less likely to increase their intention 

to leave the organisation. Finally, the effects of survivors help on productivity suggests 

that when no help at all is offered, this is likely to have negative effects on their level of 

productivity. However, the increase in productivity may be explained by the level of 

fear produced by the uncertainty of the redundancy situation. 

Table 9: Summary olSenior Managers' perccpptions of survivors' responses 

Survivor The Chemical The Communications The Aerospace 
Responses Company Company Company 

(full help to survivors) (limited help to survivors) (no help to 
survivors) 

Absenteeism I )ccrease Remains the same Increase 

Turnover Remains the same Increase Increase 
Intention 

Productivity Increase Increase Decrease 

It is clear at this stage that although the `experts' perceive the management process to 

have been fair and justified, there is little evidence that survivors were actually 

considered in the downsizing process in two of the organisations. Where survivors were 

considered, the survivors' reactions towards the redundancy appear to be less negative. 

Survivors' reactions can be seen as damaging to the future performance of the 

organisation, especially if key employees are seeking employment elsewhere. The 
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participants also note a change in the morale and motivation of remaining staff, and the 

difficulty of changing the focus of survivors from the redundancy to the future success 

of a slimmed down organisation. The results indicate that the perceptions of the 

participants (senior managers) may differ significantly to those of the actual survivors, 

who are clearly responding in a number of ways to the increased insecurity and 

uncertainty of their workplace. 

The next set of results takes a bottom up view from the perspective of non managerial 

survivors. The aim here is to address some of the potential disparity between 

managerial perceptions of redundancy and its implications and the perceptions of non 

managerial survivors. 
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`What the survivors' say: A view from below' 

5.7 Focus Groups 

The focus groups, as already mentioned, were conducted within two downsizing 

organisations. Four focus groups were completed, each one consisting of survivors 

from restructuring and redundancy programmes. The results offer a different 

perspective on the redundancy situation than the expert interviews, in that they look at 

redundancy from the perspective of those affected by the process itself and its 

implementation, the survivors. The results have been divided into the two respective 

participating organisations; Company A and Company B. Table 10 offers a brief 

outline of the two companies. The results from each organisation will be discussed 

independently. 

Table 10: ßriefoutlinc ofparticipating Incas groups companies 

Company A Company 11 

I, inancial Services (Building Society) I, inancial Services (insurance) 

, 
000 + Employees 1,000 + tmployees 

100 + Redundancies (10%) 100 + Redundancies (10`Y)) 

Limited help provided to survivors No help provided to survivors 

Reason for downsizing: organisational 
restructuring. 

Reason for downsizing: rationalisation. 

Two focus groups consisting of 12 

survivors of different grades. 

Two focus groups of 8 survivors of 
similar grades. 

5.8 Company A: The Building Society 

Company A had experienced significant downsizing over the last live years prior to the 

study and the most recent round of redundancies occurred less than six months before 

the commencement of the research. The survivors were still experiencing the aftermath 

of redundancies and their feelings towards the organisation were still vivid. Individual 

reactions were noted in the form of attitudes, emotions and behaviours towards the 
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management and the redundancy process. Individuals' attitudes towards the 

organisation and its managerial practices were raised frequently throughout the two 

sessions, both in the supervisory19 and non-managerial sessions (survivors were divided 

into supervisors and individuals with no managerial role). The findings from the focus 

groups show that survivors' reactions are best described in the context of the influencing 

factors. Therefore, the reactions and the influencing factors are discussed 

simultaneously in this section. The analysis identified two related themes which 

influenced survivors' reactions; 1) perceptions and attitudes towards the management of 

change and the redundancy process; 2) perceptions of individual managerial style. The 

survivor reactions will be discussed within these two major themes. 

5.8.1 Survivor Reactions to the Management of the Redundancy Process 

Acceptance and Resistance to Change 

The results indicated that survivors (both supervisory and non managerial) were 

resistant to change and were becoming `unwilling to accept' managerial initiatives 

relating to change. Survivors felt that change management within the organisation 

always seemed to 'happen all of a sudden' and that management was 'not seen to be 

prepared'. Non-managerial respondents highlighted that it seemed the organisation was 

in a 'panic' all the time and that changes were happening 'too fast'. Respondents 

indicated that when decisions appeared to be made too fast, this would influence their 

reaction to the decisions being made. Individuals were more accepting of decisions 

which they felt were well thought through and where time had been taken to consider 

any options or alternative courses of action. Individuals also stressed that there was a 

lack of consultation with respect to change decisions. 

" Well, there's a lack of co-ordination and there's no consultation - no wonder 
people are unwilling to change" (FG1 pp 1). 

This comment suggests that if decisions were more organised and those involved were 

consulted, then employees would be more accepting of the changes. In particular, the 

non-managerial respondents felt that the organisation was unprepared especially with 

respect to the amount of resources that would be available (both people and equipment) 

to complete the work in hand. Individuals discussed the lack of and need for 'forward 

19 It is important to note that those survivors in supervisory roles were not considered management. 
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planning'. It was felt in general that the organisation had `downsized' too much and 

this meant survivors were expected to fulfil several roles and jobs, leaving them feeling 

overworked and stressed. The combination of the lack of planning, consultation and 

perceptions about role overload may begin to explain the unwillingness of individuals to 

accept the decisions being made. 

The supervisory respondents seemed to have the same opinion as the non-managerial 

respondents, in that they believed that a lot of decisions are made without really 

knowing much about the effects on all the parties involved. This reflects a lack of 

consultation in the decision making process and a lack of awareness of the effects of 

change. 

Frequency of Change 

Survivors from both groups reported feeling confused and under pressure to accept the 

changes. The level of change was making them feel stressed and worried. It was the 

perception of the non-managerial respondents that managers felt they were there to 

"manage projects" and "not to help people deal with changes" (FG1 pp 2). The same 

respondents were also under the impression that management would 

" ... follow through a change even though its not working because they don't 
want to lose face" (FG1 pp 2). 

This group also suggested that management were making changes just to appear as if 

they were making progress and to make it look like they had results. This negative 

attitude towards changes and decision making was highlighted by respondents 

suggesting that management was "just throwing money at changes" (FG1 pp2) and that 

this wouldn't help the company to move forward. 

This was supported by the supervisory respondents who felt that "there's too much 
happening" and "change keeps happening even when it seems to be wrong" (FG2 pp 5). 

Supervisory respondents felt that change was happening too frequently, and ̀ just for the 

sake of it'. They argued that there was an expectation that if you had a new head of 
department it would lead to changes, and that by the time the changes were 
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implemented (six months later), it would all start again. The supervisory respondents 

felt that management was under pressure to continuously change, thinking that 

"I had better change something or they'll [senior management] think I'm 
standing still" (FG2 pp 8). 

There were clearly pressures on managers to implement change and that changes were 

considered a sign of progression. On reflection of this type of decision making, 

supervisory respondents felt that it is not often clear as to the purpose of the change and 

what the changes had achieved. The respondents felt that there are frequently "no 

visible results or reasons behind the changes" (FG2 pp 8). When questioned what 

would improve the situation, the managers suggested that in general "change is not bad" 

(FG2 pp 8) but two ideas were put forward concerning communication and decision 

making. First, if the company stated what the organisational change objectives were 

and second that changes should not be implemented until they had really been thought 

through. These suggestions support the non-managerial respondents feelings about 

decisions needing to be consultative and well thought through. The need to understand 

the objectives also indicates a need for forward planning. 

Redundancy is Inevitable 

Survivors reported feeling despondent and cynical about organisational changes. It was 

believed by both groups that redundancy goes hand in hand with restructuring and 

changes and that the reality is that redundancy is not always what it seems. It was 

explained that redundancy can actually be one of three different things; 

"1) you are thrown into a melting pot and have to re-apply for your job or a job; 
2) you are given a different title, in a different place with the same basic job; or 
3) you are given a 'special project' which basically means you are put in a 
position where you will be made redundant sooner or later" (FG2 pp 9). 

This was explained later by the supervisory respondents who believed that you could be 

engineered into a position, "got rid of' (FG2 pp 6) and then told that you were in the 

wrong place at the wrong time. Survivors reported distrust of management and their 

motives. These results reflect the earlier findings within the expert interviews, whereby 
there were a number of definitions and meanings behind `voluntary' redundancy. Both 

groups of respondents in Company A felt as if they were just waiting for redundancy to 
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hit their department. The results indicated that due to the frequency of the changes, 

redundancy could hit them in any number of ways, for example by having to reapply for 

their job or being given a different role. As one survivor stated ̀ it really is as if you are 

waiting for that bullet with your name on'. This perceived inevitability and redundancy 

expectation may explain the despondency and cynicism of survivors. 

The supervisory respondents suggested that there was a problem with the reasoning 
behind changes. They believed that the senior executives appear to make decisions, do 

not define the reasons or aims and just hope that the change will happen. All of the 

respondents felt that there are conflicting interests at the top, and that the internal 

politics highlight that the senior executives are not necessarily working together or 

towards the same goals. This led to a feeling of `confusion' amongst survivors, both 

supervisory and non managerial. It was believed that senior management "know where 

they are going but they don't know how to get there" (FG2 pp 3) which appeared to lead 

to even more confusion. Again, this illustrates the disparity between managerial and 

non managerial perceptions of redundancy and its implications. 

I'm Just a Number 

Survivors reported feeling `used' and `undervalued' by the organisation. The general 

consensus from both groups was that the senior management were reactive rather than 

proactive and that the management would not do anything unless it decreased the Cost 

Income Ratio (CIR), in other words all decisions were perceived to be driven by costs. 

Survivors perceived management simply wanted to improve the CIR, which meant 

cutting costs and as the supervisory respondents highlighted, the organisation will "milk 

everything rather than speculate and accumulate" (FG2 pp 3). This made the survivors 
feel `undervalued' and ̀ used' by management as a cost rather than an asset. The groups 
both felt that the organisation was financially motivated and that this would negatively 

effect the long term success and performance of the organisation. 

"you might want to improve the service to become more successful, but if you 
are cutting staff - how can these go hand in hand? " (FG2 pp 6). 

This opinion reflects, in the view of both groups, conflicting organisational aims and 

objectives. Survivors reported feeling like `just a number' to the management and ̀ just 
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another cost centre' that could be cut to make more profits. These views also suggest 

that the decision making was rather short term. 

Sharing Cutbacks 

Finally, with respect to the fairness of the redundancy process, respondents felt that the 

process had been `unfair', in particular the selection process. Survivors perceived the 

redundancies did not take place at all levels of the organisation. Supervisory 

respondents illustrated that 

"staff were made redundant, but management jobs remained the same - they 
were just reorganised ... this was seen to be very unfair" (FG2 pp 5). 

Non managerial respondents also perceived that management were sitting in their `ivory 

towers' unaffected by the changes. In support of this, the supervisory respondents felt 

that there was an "awful lot of senior executives but there's not always a real job for 

them" (FG2 pp 5). This suggests that even though the jobs were not there at the senior 

level, individuals were not being made redundant. The results indicated that survivors' 

resented senior management and perceived they were not pulling their weight, whereas 

survivors were becoming increasingly stressed, overworked and demoralised. Non- 

managerial respondents felt that senior managers and executives should spend time at 

the `bottom' (e. g., doing a cashiers job) to find out what was actually going on and the 

effects the changes have on employees. 

Communication, Participation and Consultation 

During the redundancies the non managerial survivors reported feeling uncertain and 

confused about what was happening. Within Company A, information was mainly 

communicated through a "cascade system" (FGl pp 2). This was a system whereby the 

information is passed down the levels of management and employees through `cascade' 

meetings. Although this was seen as effective by the majority of supervisory staff, non- 

managerial respondents saw the system as inefficient and unsatisfactory. Non- 

managerial respondents felt employees received different amounts of information across 

the organisation, and that the quality of information received depended on how many 

levels the information had been cascaded down. This filtering affect is somewhat 

inevitable, the more levels information is passed through the more likely information is 
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going to be distorted, shortened or simplified. Non managerial survivors perceived that 

the information which was filtering through was ̀not enough' and ̀causing more upset' 

rather than explaining the reasons for changes or redundancies. 

Non managerial also reported survivors feeling `left out', `unimportant' and `not 

involved' in decisions which concerned them. They felt that management simply 

ignored their views. In contrast, two-way communication was viewed by the 

supervisory respondents as successful since the redundancies. They felt senior 

management was sitting up and taking more notice of staff. Supervisory respondents 

noted that senior management listened to employee attitudes and felt positive about the 

bi-annual employee attitude survey. Non-managerial respondents acknowledged the 

survey but felt that, in the day to day running of the business and the decision making 

process, individual employees were not consulted. As stated by one non managerial 

respondent: 

"the management would rather employ a consultant to tell them exactly what 
their own staff could tell them" (FG2 pp 6). 

Again, this suggests that survivors, especially non managerial survivors felt under- 

valued by management. Perhaps survivors have a lot more to offer in terms of insight 

and knowledge than management was willing to accept. 

When asked what information the survivors needed, the non-managerial respondents 

expressed a wish that communication concerning changes needed to be more specific. 

Individuals not only wanted to know what the changes were going to be, but when and 

how the changes were going to affect them individually and their job. Supervisory 

respondents also wanted more information, but of a different kind. They wanted to 

know information such as "why the change is taking place" and "who has made the 

decision" and what information the decision was based on (FG2 pp 10). Both groups of 

respondents' felt that such changes to communication would make them feel more 

secure and in control of the situation. 
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Two Way Communication 

Throughout the major organisational changes, a number of `talkback' sessions were 

organised by senior management. These 'talkback meetings' enabled individuals (non- 

managerial and supervisory) to ask senior management questions regarding any change 

decisions being made. Employees attitudes towards these ̀ talk back' meetings were 

relatively negative. Although, employees felt that they were in general a good idea, 

they were not successful and did not achieve what management set out to achieve. The 

reason being that the meetings were scheduled outside of normal working hours. This 

made attendance for a large number of staff very difficult. Those employees with 

families and other commitments outside of work hours, found attendance particularly 

difficult. Secondly, respondents felt that as other grades (higher than themselves) were 

present at the meetings they felt inhibited and awkward about speaking out. Several 

respondents stated that they didn't want to stand up and have an opinion because they 

were 'scared'. They felt that you would be targeted as a trouble maker, the respondents 

believed that if they stood up and spoke out that they would be 

it ... rocking the boat and that you might win the battle, but you certainly won't 
win the war" (FG1 pp 6). 

This indicates that speaking out was perceived as somewhat futile. One non-managerial 

respondents said "why should we have an opinion - they don't listen anyway" (FG1 pp 

1). This supports the earlier finding that survivors felt undervalued and uninvolved in 

decisions which affected them. 

The supervisory respondents more or less agreed with the non managers in that they 

thought the talkbacks were a good idea, although the timing and logistics of attending 

the meeting affected its success. A second comment was made concerning the quality 

of the information that was shared at the talkback meeting - "questions were asked in a 

highly technical way" (FG2 pp 4) which is not really what the staff wanted. Several 

supervisory respondents suggested that the talkbacks would have been more successful 
if the managers present had been more honest and straight forward. 

181 



Survivors of Redundancy 

Sources of Communication 

Where communication comes from, appeared to have a significant affect on individuals 

`acceptance' of that information. It seems that the higher up the hierarchical level the 

information comes from - the more accurate it is perceived to be. All respondents 

suggested that if they had heard the senior executive explaining the reasons for the 

changes, then there would have been a higher level of acceptance and understanding. 
Survivors felt `resentment' towards senior management for not communicating more 
directly to staff. 

Another source of information that was discussed with some fervour by the supervisory 

respondents was `external' communication, the media. The respondents were angry at 

some of the media attention and the problems it had caused. The restructuring and 

merger was closely covered by the local media and was found to add to the `fears and 
insecurities' of survivors, especially when the information in the media was not the 

same as the information released within the organisation. This reinforced a lack of trust 

in senior management and in communications. As there have been major changes 

industry wide, with respect to the mutuality of building societies and where they have 

been changing to bank status, even media concerning other companies in the same 
industry had an affect on the fears and insecurities of the staff. This suggests that the 

organisation should have been working with the media to ensure a consistent message 

was being pervaded. 

These results have shown that survivors' reactions to redundancy can range from 

resistance to change and mistrust of management to feelings of stress, being used and 

undervalued. The feelings and attitudes are reported in association with the redundancy 
decision making and planning, communication, participation and consultation and 
distributive fairness. The next section looks at further reactions relating to individual 

managerial style. 

5.8.2 Individual Managerial Style 

Perceived Fairness 

The non-managerial group discussed at great length the individual managerial styles of 
their immediate supervisors. The way in which their immediate supervisor managed 
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was found to have a significant impact on their reactions to redundancy in terms of 

levels of `acceptance' and perceptions of `fairness'. The respondents revealed that if 

their immediate supervisor had good listening skills and the ability to be constructive, it 

made survivors feel a lot more `at ease' with changes. There seemed to be two distinct 

groups of managers, first the approachable, easy listener and second the 'old school' 

manager, who does not listen and thinks that changes and survivors inability to cope 

with changes is 'not their problem'. 

From the supervisor perspective, supervisors were asked whether they thought that staff 

were treated fairly and equally, the response was 

"it depends who you are working for - some people feel that they're being 
treated fairly, whereas others don't" (FG2 pp 10). 

The survivors believed that it was down to the individual managerial `style' as to 

whether their staff felt they were treated fairly. This point was reinforced when 

discussing the types of manager, it was suggested that people often became managers 

because they were good at their jobs, but not necessarily because they were good at 

managing people. This was especially common in the more technical areas, where 

individuals' perceived managers were not trained in people management skills. 

Invisible Senior Management 

With respect to survivors' perception of senior management, the general comments were 

that employees hardly ever saw them, that they rarely made the effort to walk through 

the offices and they were always too busy. To some extent, employees were accepting 

of this and said they understood that senior executives were busy. Survivors did not feel 

ignored or mistreated because of this lack of attention from the senior level. However, 

it was clear that when it came to communications concerning redundancy and 

restructuring, survivors felt that senior management should have spent more time 

communicating to employees, especially on a face to face level. 

The supervisory respondents described the senior managerial grades to be 'faceless 

people' and that they were virtually 'invisible'. They continued by expressing a wish to 

meet them and know and find out what exactly they do. These were clearly two 
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different viewpoints, staff wished to know whether senior managers understood the 

consequences of their decisions, whereas supervisors wanted to know exactly what 

senior executive were doing and why they made certain decisions. The supervisory 

respondents were under the impression that senior management (grades I& 2) are 

usually "told to do something" (FG2 pp 3) and were expected to do it straight away. 

This perception of where the organisational decisions came from and how they are 

converted into action, might explain staff reactions to changes happening "all of a 

sudden" and in a "panic" (FG1 pp 1). 

Stress, Fear and Insecurity 

The respondents, both supervisory and non-managerial, recognised a significant 

increase in workload and increase in the amount of work related stress. The non- 

managerial respondents felt that "more and more people were being signed off for 

stress" (FG1 pp 3). They also felt that this would have a knock on effect on the service 

they were offering to the customers. Who in their eyes were the "most important" (FGI 

pp 3) element of the business. Both supervisory and non-managerial felt that the biggest 

problems were with the retail side of the business, where the majority of cuts had been 

made and survivors had limited resources for dealing with customers. Both groups felt 

that in these areas morale was particularly low. 

Both supervisory and non-managerial respondents reported feeling insecure about their 

jobs within the company. Although they had been reassured that there would be little or 

no more redundancies, employees still felt `insecure' and `scared' about their future as 

they did not truly `believe' management. The results suggest that there is a significant 

lack of trust in both the communications and in senior management. With respect to 

pay and benefits, employees received a bonus and a box of chocolates at Christmas from 

the company. Employees immediately questioned the generosity and wanted to know 

where the money had come from. Non-managerial respondents felt that the gift was a 
"nice surprise" (FG1 pp 8), but "we're still short of resources". This represents both 

cynicism amongst survivors and a lack of trust in management initiatives. 
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The results suggest that the survivors were concerned with the future of the 

organisation. Supervisory respondents indicated a dissatisfaction with respect to the 

organisation's lack of future direction. They questioned the existence of a corporate 

plan, whether it has ever changed or whether it actually offers anything useful or a clear 

vision for the future. Supervisors felt that since the last round of redundancies, 

employees were feeling very insecure and were exhibiting feelings of fear and 

vulnerability. 

"There have been four restructures in about five years, the fear continues to 
increase with the continuation of redundancies" (FG2 pp 5). 

The continual existence of redundancies leaves survivors feeling insecure and de- 

motivated. Even redundancies and mergers continuing within the same industry sector 

were causing increased fear amongst survivors. Finally, there is also a fear linked to 

individual employee age. The supervisory respondents felt that "you get to a certain 

level and a certain age - and then you're out" (FG2 pp 8). Those non-managerial 

respondents, who were considerably younger than the managerial group did not feel this 

was an issue. 

These results have shown that understanding managerial style is indicative of the types 

of reactions survivors' experienced. Perceptions of fairness were found to be influenced 

by managerial style and perceptions of senior management. Furthermore, that the 

continuity of using redundancy as a downsizing method was causing stress, fear and 
insecurity. In summary, the results from Company A have found a variety of survivor 

reactions which both supervisory and non managerial survivors experienced following 

redundancy. The results have also highlighted a number of factors found to influence 

the types of reactions survivors were having. Table 11 draws these together to 

summarise the range of reactions which survivors were experiencing and elements of 

the redundancy process and work environment which were found to influence them. 
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Table 11: Summary cif reactions and influencing Factors in Company A 

Survivor Reactions Perceived Influencing Factors 

Resistance to change " Lack of consultation and participation 
Overworked and stressed " Downsized too much (lack of resources) 
Confused, under pressure, " Frequency of change (too often) 
stressed and worried 
Despondent and cynical " Redundancy alternatives not considered 
Confused " Lack of clarity in reasons for redundancy. 

" Lack of top management consensus. 
Undervalued and used " Lack of recognition for survivors and cost driven 

decision making. 
Perceived fairness " Redundancy selection criteria and cutbacks not shared 

at higher levels. 

" Individual managerial style - lack of people 
management skills 

Uncertainty " Lack of appropriate information in redundancy 
communications. 

Feeling left out and " Lack of consultation and participation during decision 

uninvolved making. 
Lack of acceptance " Origin of communications (higher level greater 

acceptance) 
Fear and insecurity " Lack of consistency in organisational communications 

" Lack of believability in communications 
Increased stress " Work and role overload 
Low morale " Coping with limited resources 
Vulnerability " Continuous redundancy programmes 

" Lack of vision and long term planning 

As you can see from table 11, there are a number of elements of the redundancy process 

which can influence survivor reactions. Communication is seen as very important, not 

only what is communicated but how and by whom. The decision making needs to be 

consultative, participative and well thought through. Survivors appear to need a long 

term focus, to increase their feelings of security and reduce feelings of fear, uncertainty 

and vulnerability. The results also indicate that survivors need to see that there is top 

managerial commitment to the change. The next section considers the second 
downsizing organisation, Company B. 

5.9 Company B: The Insurance Company 

Company B had experienced a number of rounds of redundancy due to a complete 

rationalisation. The most recent round of redundancies had been completed three 
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months prior to the commencement of the research. However, people were still waiting 

to leave as they were completing their contracts. Over one hundred people left in the 

last set of redundancies. Unlike the previous two focus groups all of the respondents in 

Company B were non managerial. Survivors were asked a number of questions in an 

attempt to explore what their reactions were to the redundancies and what they 

perceived had influenced their reactions. The respondents of the focus groups 

highlighted a number of issues, and the analysis allowed them to be divided into two 

key themes. The key themes are very similar to those raised by the previous two groups 

and the expert interviews. Issues raised by the respondents of both groups can be 

categorised into two key themes as follows; (1) perceptions and attitudes towards the 

redundancy process and (2) perceptions of communication and announcement day. 

5.9.1 The Management of the Redundancy Process 

The Decision Making Process 

Respondents from both focus groups felt that they did not understand why or how the 

redundancy decisions had been made. All of the respondents were non-managerial so 

none of them had been directly involved, which might explain why there was little 

understanding of the process. Redundancy decisions had been made at a high level and 

the numbers of those to be made redundant had been financially calculated in line with 

organisational objectives. This suggests that those who made the decisions did not 

consult or involve employees in the decision making. 

In relation to the decision making, there was a high level of uncertainty. Many 

employees applied for voluntary redundancy because they did not think they would 
keep their jobs anyway. 

"There were an awful lot of people that I knew who went for voluntary purely 
because they thought the chances were against them - just for those reasons" 
(FG3 pp 2). 

Employees felt that they would be better off going for voluntary redundancy than 

having to wait to find out whether they were going to be made compulsory redundant. 
Again, this illustrates a lack of understanding and acceptance of the redundancy process. 
Respondents frequently questioned the logic of the organisational restructuring and 
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downsizing. They felt they are in the situation now where they had let people go and 

yet they were suddenly "swamped with temps" (FG4 pp 1). This realisation has led the 

respondents to feel that the downsizing decision was wrong in the first place, and that 

things had not been done correctly. Once again, this reiterates a lack of communication 

from management concerning the justification and rationale for the redundancies. 

Several respondents felt that although using temps was one solution, it was not the real 

answer to long term problems of human resources, suggesting that Company B lacked a 

long term vision for the organisation or had not communicated their aims for the future. 

Selection or Filter Criteria 

Due to the high volume of individuals applying for voluntary redundancies, a significant 

number were refused. Several respondents expressed emotions of "confusion" and 

noted that they felt "sick" when they found out they had been turned down for voluntary 

redundancy. There was a lot of "bitterness and uncertainty amongst those who were 

turned down for VR" (FG4 pp 1). One respondent noted that the volunteers had gone 

through a lot of heartache making the decision to leave and had then been refused and 

were bitterly disappointed. 

" those which got turned down might still considered for compulsory - which 
was extraordinary ... this was practically a submission that they [management] 
had completely cocked it up" (FG4 pp 3). 

Many respondents did not understand the logic behind being turned down from 

voluntary redundancy and then being made redundant through the compulsory program. 

The results suggested that this caused confusion, anger and frustration in both those who 

remained and those who were forced to leave. The reactions of those who were made 

voluntary and compulsory was devastatingly different. 

"... those that were accepted, they couldn't wait to go, their feet were on the desk 
as they didn't have to do anymore work. Then there was those who still had to 
pay the mortgage, were good at what they did and yet still went through 
compulsory - and it was a shame .... you felt guilty and didn't know what to say" 
(FG3 pp 4) 
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Those who were made compulsory redundant were obviously more upset as their choice 

had been taken away from them. They were perceived as being hurt and upset in 

contrast to the happy and relieved voluntary leavers. 

Workload 

The main concern throughout the redundancy process was that although the number of 

employees had been reduced, the work was still there. The workload of remaining 

employees was increasing and so were the backlogs. One respondent felt that it was a 

"catch 22", you employ a temp to get rid of the back log and then as soon as they leave, 

the back log builds up again and you have to hire another temp. Each time, you need to 

retrain the temp and this takes both time and money. 

Respondents were negative about the future of the company and felt that it was just a 

matter of time before redundancies happened again. The respondents suggested that this 

was bad planning and it would be two or three years ahead but it would happen again. It 

was generally felt that the redundancy process (i. e., the lack of sufficient staff) was 

causing some larger organisation problems and issues. One respondent gave an 

example, where they were having to borrow staff from another area of the company 

because they needed trained individuals, hence the other area was having to hire temps, 

which was in turn causing problems for that department. 

These results suggest that several aspects of the redundancy process are important, the 
decision making, the selection criteria used to decide who stays and who leaves and the 

restructuring of workload. 

5.9.2 Communication to Survivors 

The focus groups discussed numerous types of communication and highlighted 

respondents' feelings and attitudes towards the different methods used during 

redundancy. The main forms of communication included electronic mail, team 

briefings, desk drops/ internal mail and the grapevine. Information was also received 
through external means, through an independent outplacement consultancy firm (mainly 

for those who had opted for voluntary or been made compulsory redundant) and through 
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the local newspaper (although this was mainly speculation and after information had 

been received internally). 

There were two main forms of communication which respondents signalled as important 

during the focus groups. These were the use of email and face to face briefings. First 

electronic mail was found to be a very efficient form of communication. Email was 

considered fast, accurate and everyone received it at the same time. This meant that 

everyone was receiving the same information at the same time and hence people felt as 

if they were being treated fairly. For one section of the organisation, email was the only 
form of communication they had with the main site. They referenced the restructuring 

as "redundancy by email" (FG4 pp 3). The main complaint with reference to the emails 

was that they were too long. 

"They were too long 
.... you knew they were important but I haven't got time. I 

need to open my email and see two or three bullet points to tell me what's 
inside" (FG4 pp 3). 

"I wanted to read them but realistically I didn't have time to read them" (FG4 pp 
3). 

Email was considered a good way of communicating the same information to a lot of 

people, but should really have been backed up with face to face meetings. Team leader 

meetings were arranged throughout the redundancy process, but respondents felt that 

these were not much help because the team leaders knew no more than the employees. 

There was a considerable amount of empathy with team leaders and line managers 

throughout the process. Mainly, because their jobs were also at risk and yet they were 

still expected to maintain employee morale. 

"I don't think you could criticise any of our team leaders or managers because 
they were in the same position that we were ... they said `any time you want to 
speak to us come along' ... but they didn't have any more information to give but 
the moral support they gave us was marvellous" (FG4 pp 4). 

Respondents felt that everyone appreciated the fact that managers were in a difficult 

position and noted that it really wasn't a "them and us" situation. 
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In contrast to the more formal lines of communication, an informal network of 

communication was also used. The grapevine was used continuously throughout the 

redundancy process. The uncertainty of the situation meant that the grapevine increased 

rapidly. Respondents felt that the reliability of the grapevine depended on the "source" 

of the rumour and it was a matter of their own judgement of that "source" (FG4 pp 5). 

The grapevine was considered by the majority of respondents as "speculation" fed by 

the uncertainty of the situation. However, interestingly email was seen as a back up 

system. 

"the only thing email tended to do was confirm the rumours of the week, 
everyone knew they were rumours so they were taking them with great pinches 
of salt" (FG4 pp 5). 

In effect, as the information disseminated through email was so frequent, several 

respondents felt that these actually reduced the use of the grapevine. Yet, all the 

respondents said that the announcement day was "rumour city" and that the email and 

telephones were used that day for gossip more than any other day. The announcement 
day was considered a massive communication exercise in itself, and respectively all of 

the respondents held strong views on its success or rather lack of success. 

The Announcement Day 

The announcement day was the source of many negative attitudes towards the 

redundancy process. Each of the respondents had a negative comment with reference to 

the day and the process through which they all had to experience. 

"On the last day when the announcements were made it was very much the 
grapevine that was used, because they were done in alphabetical order which ... 
we thought was terrible! " (FG1 pp 1). 

In one department the employees had tried to alter the notification process, they asked 

management if everyone could have a letter on their desk at 9.00am and could then read 
it wherever they wanted at their own leisure. They could then discuss with their 

manager the same day or take the rest of the day off. However, this option was refused 

as the company felt that everyone should be treated the same and receive personal 
interviews on the day. Respondents felt cheated by not being given the option of 

choosing how to receive this `life changing' information. One respondent said that "its 
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almost as if they wanted to wind us up more by doing it in alphabetical order" (FG1 pp 

2). An example which appeared to be reflected across the organisation was given by 

one respondent. 

"in our department, where they were certain people had to go, they reached the 
`W's and no-one had gone, there were three people with a `W' name, the first 
two didn't go, so the third guy was an absolute wreck ... by four o'clock he had 
been waiting all day and was convinced he'd lost his job 

... he was practically in 
tears before he even went in" (FG1 pp 1). 

"The announcement day ... well that was a bit of a disaster to say the least, 

nobody did any work" (FG4 pp 5) 

The day was clearly traumatic for all of those who were involved. Respondents 

reported feeling nervous, upset, tearful and stressed. The biggest problem appeared to 

be the alphabetical order of the announcements, this caused the most distress. Many 

individuals were left to wait all day until they found out whether or not they still had a 

job. It was on this day that respondents also felt that their attitudes towards their 

managers had changed. 

"That was the only time it was suddenly ̀them and us' because the managers 
were told three weeks before us and the minute they knew they all seemed to 
disappear down the pub and we all felt angry because we were still `in limbo"' 
(FG4 pp 6). 

The respondents reported feeling resentment towards the managers because they already 

knew the outcome. Respondents described the day, where they would watch people go 

into the office for their interview (those that had applied for voluntary), and wait in 

anticipation for them to come out. Those who came out with a large envelope had been 

those that had been accepted and those with small envelopes had been turned down. 

This observation by the respondents was one that caused great distress. 

" ... the envelopes were a big mistake, the fact that they had different sizes" 
(FG5 p 6). 

Respondents remember the day as being extremely traumatic, there were people coming 

out of their interviews in tears, which they described as ̀ horrific'. The announcement 
day clearly had a significant impact on not only those directly involved but those who 

had to witness the day from the sidelines. 
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Closeness to the redundancy 

The respondents from both focus groups stated a number of emotions and attitudes 

related to surviving the redundancy process. Everybody reported feelings of stress 

uncertainty, shock, confusion, insecurity and frustration. Those who chose voluntary 

redundancy reported feeling lucky, guilty (for those who got turned down), happy and 

relieved. Those who were turned down from voluntary felt disbelief, upset and hurt. 

Those who left through compulsory were noted as feeling shocked, disbelief, anger, 

lucky, upset, hurt and a form of relief that the ordeal was over. Those who survived the 

process reported similar feelings to both those who were leaving, such as stress, shock, 

vagueness, impatience, sick, confused, lucky, worried, guilty, uncertain, insecure, 

indifferent, anger, frustration and disbelief. There are a wide variety of emotions and 

attitudes that a' survivor may experience throughout the process. However, it appears 

that the emotions differ significantly in relation to their experiences and closeness to the 

redundancy process itself. For example, one respondent felt particularly strong about 

being handed notice regarding redundancy. 

"I had my redundancy notice handed to me once before [earlier this year] and I 
truly say it had the most profound effect on me than anything that has ever 
happened to me in my whole life ... even more so than my parents dying. Now 
that sounds terribly dramatic but it was as traumatic for me as that ... I still think 
it was the shock ... I just felt as if the carpet was whipped out from under my 
feet" (FG4 pp 4). 

This statement illustrates not only the potentially damaging effects of redundancy, but 

the extent of the trauma it can cause to an individual. In turn, the emotions and attitudes 

of the survivors have the potential to affect not only the individual but the productivity 

and effectiveness of the organisation. 

"No-one did any work for a week - it was that bad! " (FG3 pp 5) 

In response to the redundancies, survivors also felt somewhat ̀ hard done by', as they 

felt that they were just expected to continue as usual. Survivors were feeling resentment 

not only towards management but to those who were leaving. 
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"There was a lot of money spent on those that were leaving, but what about 
money being spent on development for us" (FG3 pp4). 

Employees were expected to cope with a traumatic experience and yet survivors felt as 

if they were the unlucky ones who had been left behind to deal with a larger work load 

and increased stress and uncertainty. 

"... one of the hardest jobs for managers was motivating those people who had 

got turned down from voluntary redundancy. Those were the people that just 

really didn't want to be here" (FG3 pp 1). 

There was clearly a motivational problem amongst the survivors and managers were 

finding it hard to get the organisation back on track. The respondents who had survived 

the redundancy however had several suggestions as to how the situation could be 

improved. 

"what we need is some positive information for those people who want to stay in 
the company and someone like S&S (the outplacement company) to help the 

people that are here ... not just those that are leaving" (FG3 pp 5) 

It was felt that there were very few support mechanisms, employees were expected to 

turn to their team leaders, but they were as much "in the dark" (FG4 pp2) as everyone 

else. Survivors suggested that a confidential help-line would have been ideal. Someone 

independent of the organisation who they could talk to without the worry of putting 

themselves in the firing line. Survivors also felt that a positive focus on the future and 

information regarding the current situation of the redundancy program would be useful 

in taking the company forward. 

In summary, the results from Company B reflect the strong and vivid emotions which 

the survivors experienced during the redundancy programme. Survivors were happy to 

discuss how they felt about the redundancy and it was clear that some of the survivors 

were still feeling very raw about their experiences. This may suggest that over time 

survivors' reactions become less traumatic as survivors begin to adjust to the changes 

and uncertainty. Company B was also dealing with several types of survivors, those 

who were leaving but had not left yet, those who had been turned down for voluntary 

redundancy, those who had been turned down for voluntary yet pinpointed for 

compulsory and were waiting to leave and those who simply survived. Table 12 

194 



Survivors of Redundancy 

attempts to draw together some of the emotions and attitudes described by the survivors 

and the elements of the redundancy process and work environment influencing them. 

"Table 12: Summary of reactions and influencing factors in Company 13 

Survivor Reactions Perceived Influencing Factors 

Uncertainty, insecurity " Lack of understanding and involvement in 
decision making 

Lucky, happy, relieved and guilty (for " Chosen for voluntary redundancy 
those who got turned down) 
Sickness, confusion, disappointment, " Turned down for voluntary redundancy 
disbelief, upset and hurt 
Shock, disbelief, anger, confusion, " Turned down for voluntary but chosen for 
lucky, and relieved that it was over compulsory. 
Guilty " For surviving voluntary and compulsory 
Negative about future " Lack of long term planning and vision by 

senior management 
Empathy with team leaders " Team leaders were also subject to 

redundancy. 
Increase in gossip " Lack of appropriate communication 
Nervous, upset, tearful, stressed and " Announcement day 

reduced productivity 
Angry (towards management) " As management were informed a week 

before whether or not they had a job 

These results suggest that employees felt lucky and relieved to be leaving the 

organisation, which indicates that individuals were not that committed to the 

organisation prior to the layoffs, possibly due to the levels of uncertainty. It is clear that 

in Company B, the reactions were greatly influenced by the lack of the right type of 

communication and the interpersonal treatment of individuals on the announcement day. 

The results also suggest that following the redundancies, the work load has increased 

and the organisation is using a peripheral workforce to maintain productivity. This in 

turn is causing problems for survivors, however, this all points to a lack of forward 

planning on behalf of the senior management concerning organisational change and the 

future of the organisation. 

The next section will discuss the results from the expert interview and focus groups in 

light of previous studies in this field. 
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CHAPTER 6 

Stage 1 

Expert Interviews and Focus Groups: A Discussion 

6.0 Introduction 

The aim of this chapter is to discuss the results from Stage 1 of the research in relation 

to previous research and literature particularly from the United States. The first section 

discusses the results from the senior managerial perspective (expert interviews) in 

relation to previous studies of redundancy survivors and the second section discusses 

the non managerial perspective (focus groups) regarding how redundancy has affected 

them and why. 

6.1 The Experts' View: Its Different at the Top 

The results from the senior managerial perspective (expert interviews) suggest that 

overall they have a fairly positive view of their respective redundancy programmes and 

the implications of those programmes. However, the results also indicate that at least 

two of the organisations (Communications Company and Aerospace Company) did not 

consider the effects of redundancy on survivors until after the redundancies had been 

implemented. The results suggest that due to this neglect survivors' reactions were 

considerably more negative in these two organisations. As each of the expert interviews 

raised different survivor issues, they will be discussed independently beginning with the 

Communications Company. 

6.1.1 The Communications Company 

The results suggest that the Communications Company had a fairly steep learning curve 
during their downsizing programme. Although the first stage was described as ̀ brutal' 

the subsequent redundancies were perceived as better managed by the HR Director. 

However, the reactions of survivors described by the HR Director suggest that the 

implications of the first round of redundancies caused a chain reaction of problems. 
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The HR Directoy perceived that the first stage of redundancies came as a huge shock to 

many employees. This supports findings from a number of studies (Cascio, 1993; Finn, 

1993; Thornhill and Gibbons, 1995) who also reported survivors experiencing feelings 

of shock. The shock of redundancy could also be perceived as a distinct violation of the 

psychological contract. As described by Guest et al. (1996), the psychological contract 

is based upon trust, fairness and delivery, following the shock of redundancy, it could be 

argued that the trust was broken, unfairness was perceived and the expected delivery of 

job security caused contract violation. Furthermore, the Communications Company 

experienced resentment towards management and fear amongst survivors. This 

supports the findings of Rousseau and Parks (1993) and MacFarlane-Shore and Tetrick 

(1995) who suggest that contract violations can cause disillusionment in management. 

The results from the Communications Company suggest that although management felt 

the redundancies were broadening jobs and creating opportunities in many areas, 

survivors' perceived the redundancies to have negatively affected their career 

opportunities. This perception gap not only illustrates the disparity between managerial 

and non managerial perceptions but recognises that redundancy was perceived as 

detrimental to `traditional' career opportunities. As suggested by Kets de Vries and 

Balazs (1997) the organisational structure is changing and many middle managerial 

roles are disappearing. This in effect makes ̀ traditional' hierarchical career progression 

particularly difficult in downsized organisations. Similarly, Herriot, Pemberton and 

Hawtin (1996) suggest that changing psychological contracts are affecting employees 

career expectations and opportunities. The results from the Communications Company 

would support the idea that employees still viewed their sense of achievement through 

traditional career progression rather than through enlarged jobs, increased responsibility 

and lateral moves as perceived by management. Perhaps in the eyes of survivors the 

new psychological contract provided by the Communications Company is perceived a 

poor substitute in terms of career progression and advancement as suggested by 

Thomas, Dunkerley and Morris (1997). 

To some extent the results from the Communications Company were contradictory, the 

HR Director perceived that many survivors were working harder (if only to be seen to 
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be working hard) whilst on the other hand survivors were keen to leave the organisation 

through voluntary redundancy. This supports the work of Cooper (1994) who argues 

that employees today are showing signs ̀ presenteeism' whereby individuals are working 

long hours through fear of redundancy. Yet, this contradicts Smith and Vickers (1994) 

who suggest that survivors are less prepared to go `that extra mile'. It is argued here 

that although the survivors' productivity may have increased, this may be short term or 

knee jerk reaction in an attempt to safe guard their current jobs. 

As suggested the HR Director experienced a massive influx of employees requesting 

voluntary redundancy, he explains this phenomenon by the `generous' terms and 

conditions offered to those leaving. Judging by the perceived reactions of survivors, it 

would appear that survivors, turned down for voluntary redundancy, were experiencing 

survivor `envy' as described by Cameron, Freeman and Mishra (1991). The HR 

Director suggests that survivors felt that leavers were being over compensated for 

leaving the organisation. On one hand this may be linked to survivors' perceptions of 

inequity where they are comparing their input to outcome ratio with leavers (Adams, 

1965). However, it is argued here that survivors may be wishing to leave the 

organisation for reasons other than a generous pay package. As suggested by the results 

from the company's leaver survey, many employees reported leaving due to the level of 

uncertainty and change. Further research is needed to explore why survivors increase 

their intention to leave the organisation following a redundancy programme. 

The HR Director of the Communications Company reported survivors feeling 

powerless, insecure and `searching for control'. This corroborates the work of Davy, 

Kinicki and Scheck (1991) who found that when survivors in a layoff situation often 

perceived a lack of control which in turn led to increased turnover. This may explain 

the increase in survivors intention to leave the organisation. As the HR Director 

described, the results found that survivors often felt as if they had no choice but to leave 

the organisation, especially in the last round of redundancies. Thornhill and Gibbons 

(1995) in their UK study suggest that survivors' feelings of powerlessness and mistrust 

can lead to increased turnover and loss of key staff which provides further support for 

the current findings. 
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The results suggest that the perceived success of the redundancies was evaluated on two 

elements of the redundancy process; day to day communications and `how my boss 

handled it on the day'. This suggests that interactional justice (Bies and Moag, 1986) is 

important in understanding survivors' reactions to redundancy. Interactional justice is 

described as the interpersonal treatment individuals receive during the enactment of 

organisational procedures (Bies, 1987). It is argued here that the day to day 

communications and managerial treatment received by survivors can be considered the 

enactment of the redundancy process. This supports the work of Brockner et at (1990) 

who suggests that the explanations and justifications given by the management can 

influence survivors acceptance of redundancy. Similarly, Novelli et at (1995) suggests 

that perceptions of interactional justice can increase if management treat individuals 

with dignity and respect. The results here suggest that survivors do evaluate redundancy 

based on the treatment they receive from individuals in positions of authority which 

supports the idea of interactional justice. However, the current findings also suggest 

that interpersonal treatment is more complex than treating individuals with dignity and 

respect. The current findings suggest that communications are a very important element 

of the redundancy process and that these communications need to be consistent and 

honest. This supports the work of Shapiro, Buttner and Barry (1994) who argue that it 

is the substance of an explanation is more important than the manner in which it is 

delivered. These findings provide justification for the original framework in that 

elements of the redundancy process, communications during that process and 

managerial treatment are all salient in understanding survivors' reactions to 

organisational change and redundancy. 

6.1.2 The Chemical Company 

The results have shown that the Chemical Company attempted to address the issue of 

survivors' reactions prior to the implementation of the redundancy process. In this 

instance the perceived reactions of survivors are somewhat more positive than those 

experienced in the Communications Company. However, the HR Director did perceive 

some interesting reactions amongst survivors. Similar to the findings of the 

Communications Company and Cameron, Freeman and Mishra (1991) the results 
indicate that survivors feel 'envy' and `jealousy' towards those who leave the 
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organisation. However contrary to what was found in the Communications Company, 

these results suggest that survivors were leaving due to the generous compensation 

package rather than the level of change and uncertainty. 

The results from the Chemical Company suggest that some of the survivors' reactions 

were related to their sense of belonging and commitment to the organisation. The HR 

Director suggests that survivors' were feeling betrayed and bitter towards management 

due to the reasons for redundancy (i. e., merger) which contradicted their expectations of 

a stable working environment. As with the Communications Company, this suggests 

that the redundancies (caused by the merger) were considered a `violation' of the 

employees' psychological contract with the organisation (Rousseau and Parks, 1993). 

MacFarlane-Shore and Tetrick (1995) argue that the type of violation can stem from 

distributive, procedural or interactional injustice, however the current findings suggests 

that the violation may be a more general issue concerning a change in the organisational 

structure or culture. Further research is needed into the different types of contract 

violation and the implications of violations on the new employment contract. 

Previous studies (Noer, 1993; Wyatt, 1995) have outlined survivors' reactions to be 

synonymous to the grieving process, the results from the Chemical Company to some 

extent support this notion. In the Chemical Company, the HR Director felt survivors 

were experiencing a sense of loss and sadness at losing their friends and co-workers 

through redundancies. This supports the recent work of Kahn (1999) who compares the 

emotions of survivors of layoffs with the grieving process described by Kubler Ross 

(1969). Future research in this area might wish to explore such reactions in more detail 

and investigate any links between the grieving and bereavement process. The current 

study will continue to focus on the range of emotions and the factors which influence 

these types of emotional reactions. 

In terms of the factors which influenced the survivors' reactions, it becomes clear from 

the HR Director that there are several elements of the redundancy process which he 

perceives to be important. The results indicate that communications throughout the 

process are important, especially the announcement day of the redundancy. The results 
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suggest that how announcements are made, how individuals are told and when they are 

told are all influential. This supports the original framework whereby it was suggested 

that interactional justice in terms of communication helps to interpret survivor reactions 

(Bies and Moag, 1986; Novelli et al., 1995). Shapiro, Buttner and Barry (1994) argue 

that the content is more important than the delivery, as suggested earlier. However, the 

current results also suggest that the communications also need to be timely. The HR 

Director felt that it was not necessarily the redundancy process which was the problem, 

rather the level of `uncertainty' which caused negative responses among survivors. This 

supports the work of Van den Bos, Vermunt & Wilke (1997) who argue that 

individuals' perceptions of fairness are affected not only by the importance of 

information but on the timing of that information. The next stage of the research needs 

to further explore the when and how communications were received and also the content 

and delivery of the message, whether it was consistent, sensitive, clear and believable. 

Another salient element of the communication process was related to the type of 

communication survivors' receive during the redundancy process. The results suggest 

that the informal communication networks increased during and after the redundancy 

process. This supports the work of Grosvenor (1995) who felt that rumour-mongering 

and gossip were likely to increase following redundancy. The increase in informal 

communication networks perhaps highlights that formal communication networks were 

not working effectively or were simply not providing the right type of information and 
hence not satisfying the needs of employees. The use of informal communication 

networks and the influence of gossip and co-worker relationships needs to be developed 

further in the next stage of the research. 

6.1.3 The Aerospace Company 

The results from the Aerospace Company were found to be significantly more negative 

than those found in the previous two organisations. The interview with the HR Director 

identified that there had been no consideration of the after effects of the redundancies on 

survivors. The results indicate that survivors were exhibiting very negative emotions 

and attitudes, specifically towards management in the form of anger. This reflects 

previous research who have also noted anger and resentment towards management and 
the organisation such as Brockner and Greenberg (1990), Noer (1990), Doherty and 
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Horsted (1994) and Gibbons et al. (1995). However, it is unclear as to why these 

reactions were so strong and limited evidence was given by the HR Director to explain 

these responses from survivors. It is clear in this company that there was a disparity 

between the perceptions of the redundancy process from the senior management 

perspective than from the non managerial (survivor) perspective. The senior 

management in this case, perceive the redundancy process to be fair and well thought 

through, with support provided for leavers and `good' communications throughout. 

However, the survivor reactions would suggest that their perceptions were somewhat 

different. This provides some support for Armstrongstassen (1993a) who found that 

survivors of different organisational levels were actually receiving different 

interpersonal treatment, at least in the provision of information and communication. 

Further research would need to be conducted in the same organisation to establish the 

reasons behind these reactions20. 

The results indicated that these negative attitudes were also being translated into 

behaviours such as increased absenteeism and also increased sickness levels. These 

support the observations of Finn (1993) however, further research is needed to 

understand why survivors from the Aerospace Company were more likely to withdraw 

from the organisation. Perhaps, this could be explained by the work of Davey, Kinicki 

and Scheck (1991) who suggest that the lack of control over the redundancy situation 

causes individuals to withdraw. 

The Aerospace HR Director was having serious problems motivating his remaining 

staff, it is suggested that the lack of planning and support provided for survivors 
following the redundancy programme may explain the demoralised condition of his 

remaining workforce. The results also imply that the way in which redundancies were 
implemented has left the organisation devoid of any trust and organisational loyalty. 

This mirrors previous research (Armstrongstassen, 1993a) where similar effects were 
found especially where injustice was perceived. 

20 It should be noted here that access was not given for the research to continue past the managerial level 
as it was felt that ̀ this would only create more problems for the organisation'. 
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The question remains as to why the Aerospace survivors reacted particularly negatively 

in comparison to the other two downsizing organisations (Communications and 

Chemical Company). There may be numerous explanations for this disparity. First, it 

is clear that the HR Director in the Aerospace Company did not acknowledge the 

potential hazards and downside of redundancy before implementing it. Second, the 

redundancy decision making process did not appear to be particularly consultative or 

participative. Third, the implementation process of the redundancies appears to have 

been perceived as ̀ unfair' by the majority of leavers. Brockner et al. (1987) suggests 

that survivors are more accepting of redundancy when they feel their co-workers have 

been treated with well. It is argued here that, in line with Heiderian Balance Theory 

(Heider, 1958) and as previously described by Brockner et al. (1987), when survivors 

experience the organisation mis-treating their co-workers, in order to redress their 

inequity and to justify remaining in the organisation, they react negatively towards the 

organisation. Finally, there was no apparent support strategies or mechanisms put into 

place to acknowledge or counsel the negative reactions of survivors. 

The results also indicated that, like the previous two organisations, certain elements of 

the redundancy process were found to be more important than others. In the case of the 

Aerospace Company; communication, decision making processes and outplacement 

provision for the leavers were all seen to be important by the HR Director. The results 

suggest that employees were not involved in the downsizing decision making process. 
This may explain survivors' perceptions of injustice, as previous research has shown 

that survivors not given `voice' during the redundancy decision process are more likely 

to perceive the process as unfair (Daly & Geyer, 1994). Furthermore, it is unclear as to 

whether fair procedures were used in terms of Leventhal's (1980) guidelines of 

consistent and fair decisions. Further research would need to be conducted to 

understand whether survivors' perceived the process to be `fair', rather than simply 

taking the senior managerial perspective. 

6.1.4 The Outplacement Company 

The results from the outplacement consultant support those found in the three 
downsizing organisations, in that redundancy has the ability to affect the emotions and 

attitudes of survivors towards management and the organisation. The results illustrate 
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that as suggested in the literature (Hendry & Jenkins, 1997; Hirsh & Jackson, 1996; 

Stroh, Brett & Reilly, 1994) the psychological contract for individuals in employment 

today is changing and that survivors of redundancy are having to cope with rapidly 

shifting expectations and demands from organisations. 

From a slightly different perspective, the outplacement consultant believed that those 

implementing the change were also experiencing change and yet not acknowledging 

their own reactions and coping strategies. This supports the work of Kets de Vries & 

Balazs (1996) who acknowledge that the `executioners' are likely to experience a 

similar range of reactions as leavers and survivors. However, to some extent the results 

from the previous three organisations suggest that those in the more senior managerial 

positions are somewhat distanced from the impact of redundancy and hold a greater 

level of process control (Davey, Kinicki and Scheck, 1991). 

Similar to the results from the previous interviews, the outplacement consultant believes 

that open and honest communication was felt to be the most important element of the 

redundancy process and had the most impact on survivors' reactions. This supports, 

once again, the research on interactional justice whereby associated redundancy 

decisions may be perceived as more fair if the explanations and communications have 

been clear, adequate, sincere and believable (Brockner et al, 1990; Novelli et al, 1995). 

In summary of this `top down' senior managerial perspective, the results have supported 

to previous research, in that survivors' emotional reactions can range from shock and 

denial to anger towards management (e. g., Brockner and Greenberg, 1990; Grosvenor, 

1995; Noer, 1990). Survivors' behavioural reactions can appear as increased 

absenteeism, sickness levels, increased turnover intention and perceived decreased 

productivity. The results have also supported previous research, in that survivors' 

reactions may be influenced by particular elements of the redundancy process such as 

explanations, communication, decision making and outplacement provision (e. g., Dies 

and Moag, 1986; Brockner et al., 1990; Novelli et al., 1995). 
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Although the research has shown the importance of organisational justice, it appears 

from the senior managerial perspective that the each organisation has placed different 

emphasis on the importance of certain aspects of the redundancy process. To some 

extent survivors' evaluations of the redundancy process were perceived to be explained 

by procedural justice in terms of how decisions are made and implemented (Daly & 

Geyer, 1994; Leventhal, 1980). The results also suggest that distributive justice is 

important in relation to the treatment of leavers and the provision of compensation, 

rather than who is made redundant (i. e., Adams, 1965, Brockner et al., 1985). However, 

the results do suggest that perhaps the most important element of the redundancy 

process is communication including; the delivery, timing, content, consistency and 

believability of the message, which can be seen as part of interactional justice (Bies and 

Moag, 1986). The next stage of the research needs to explore the other aspects of the 

redundancy process from a non managerial perspective to understand whether the issues 

are similar to those highlighted here. Finally, research is needed to understand whether 

these perceived reactions are the short term effects of redundancy and how these 

reactions are translated into the long term. The next section begins to discuss the results 

from the `bottom up' non managerial perspective of survivors to further investigate their 

reactions to redundancy. 

6.2 The Survivors' View: What It's Like Looking Up 

The focus groups were designed to explore survivor reactions' from a non managerial 

perspective -a `bottom up' view. The focus groups consisted of surviving employees 

from two companies chosen for to their downsizing and redundancy status. The 

companies differed in that Company A provided limited consideration/help to survivors, 

whereas Company B survivors' received no support or consideration. However, the 

results have shown commonalities between survivors' responses in both organisations. 

The results are discussed simultaneously in order to extract the common elements from 

the focus groups. As was shown in the results and summarised in Tables 11 and 12, the 

range of reactions were wide and varied, however it was also clear that survivors' 

perceptions management and the redundancy process can give substantial explanations 

as to why they reacted negatively. This section begins by discussing the range of 

survivors' emotional, attitudinal and behavioural reactions. 
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6.2.1 Survivors Emotional, Attitudinal and Behavioural Reactions 

The literature review has shown that the range of reactions of survivors can be diverse, 

complex and difficult to understand. The results from the focus groups support this 

finding and illustrate that survivors' reactions come in many forms and arise for a 

number of different reasons. Similar emotions, attitudes and behaviours were found in 

both Company A and B, substantiating and supporting previous studies in this field. 

Emotions and Attitudes 

Across both sets of focus groups respondents reported feeling stressed and under 

pressure. This supports previous research such as Sutton and D'Aunno (1989) who 

found that stress was a significant outcome of layoffs combined with feelings of threat 

and worry. Many researchers in this field have noted fear, worry and uncertainty as 

prevalent emotions in survivors following a layoff/redundancy situation such as 

Brockner et at. (1986), Noer (1990), Payne (1995) and Vollman and Balazs (1993) to 

name but a few (see Appendix 1). The results from the focus groups provide further 

evidence that these reactions are found in organisational survivors following 

redundancy. 

The focus groups also provide support for the suggestion that survivors' reactions 

mirror those in the grieving process as noted in the expert interviews and previous 

researchers (Noer, 1993; Clarke & Koonce, 1995). Survivors were found to experience 
feelings of shock, disbelief, denial and anger. However contrary to the four stages of 

the grieving process as described by Kubler Ross (1969) little evidence was found of the 

bargaining and acceptance stage. Therefore, to some extent this provides support to 

Kahn (1999) whose study of layoff survivors notes similar emotions. However, further 

research is still needed to understand if grieving is an appropriate synonym. Due to the 

limitations of the current research (such as the amount of contact time with survivors 
during the focus groups) it was difficult to delineate the exact process that individuals 

experienced throughout and immediately following the redundancy process. The next 

stage needs to take a more in-depth look at survivors emotional responses. 
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In Company A, the reactions of survivors included work related stress and feeling over 

stretched in their work roles. Armstrongstassen (1994) notes in her work the levels of 

stress which can be induced by layoffs and experienced by survivors of downsizing. 

The current findings support her work, in that stress was found to increase significantly 

after redundancies due to the increased work load. Similarly, Tombaugh and White 

(1990) also reported similar findings where survivors were found to have wider spans of 

control both in individual and work functions following layoffs. 

Survivors in Company B also reported feeling stressed although specifically related to 

the announcement day of the redundancies. This supports the findings from the expert 

interviews in that the communications received during the redundancy process are 

important in understanding survivors' reactions. These results show that in a 

downsizing situation it is not only elements of the redundancy process which may cause 

stress but the consequences of the redundancy programme in terms of increased work 

load and expanded work roles, This indicates that the next stage of research needs to 

look at the extent to which job roles and content change following redundancy and the 

impact this has on survivors' reactions. 

Survivors in Company A reported feeling `undervalued' and `used' by the organisation. 

Previous research has not acknowledged these emotional reactions before. However, it 

appears in the current study that these feelings are significant particularly when 

survivors' perceived they were not involved in the redundancy decision making and 

when redundancies were being perceived as cost driven. Further research is required to 

understand why survivors' perceived redundancies were being made and how they 

perceived they were being treated by the organisation (i. e., as a cost or as an asset). For 

many respondents underlying all of these emotions were feelings of powerlessness. 

This supports Davey, Kinicki and Scheck (1991) who highlight the importance of 

control in a layoff situation. The results at this stage do not offer any conclusive 

evidence as to whether the feelings of powerlessness are translated into behaviours such 

as intention to leave, although it is logical to assume that individuals searching for 

control will adjust their behaviours, such as beginning to search for another job. The 

results from the current research suggest that these feelings of powerlessness may not 
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subside until i) after redundancies are complete and no more redundancies are eminent, 

ii) levels of job security can be guaranteed or iii) survivors take control of their careers 

and work for themselves. However, as part one of the literature review suggests the 

psychological contract of employment is changing and even the blue chip companies are 

no longer offering guaranteed job security. 

Company A survivors also experienced a lack of consultation which appeared to lead to 

feelings of being `left out, `uninvolved' and perceived ̀ unfairness'. These are related 

to the procedural justice elements of redundancy (Thibaut & Walker, 1975) where the 

processes used to implement outcomes are evaluated by individuals. In support of 

previous research it is arguable that giving employees ̀voice' and an opportunity to `air 

their views' prior to redundancy may increase survivors willingness to accept change 

and increase their perceptions of fairness (Daly & Geyer, 1994). However, this was not 

the case in the Company A, which might explain survivors' feelings of being `left out' 

and ̀ uninvolved'. 

The focus group results also indicate that the survivors were experiencing some form of 

`confusion' and `uncertainty' related to the redundancy and future of the organisation. 

This indicates both a lack of clarity and vision from management in the eyes of 

survivors. In Company B in particular, survivors were experiencing an increase in the 

use of the informal communication networks such as the grapevine, similar to those 

reported in the expert interviews. These results suggest that survivors were not receiving 

the `right' type of information and that it was not being delivered in a suitable way. 

These results support Shapiro, Buttner and Barry (1994) in that explanations were not 

being delivered with sincerity, sensitivity or even in the correct form (written vs. 

verbal). This may explain the rise in gossiping and use of the grapevine. These results 

suggest that in an unstable environment face to face communication has more of an 
impact on survivors than written or electronic. The next stage of the research needs to 

look at communication and its impact in more depth. 
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Behaviours 

The results show the difficulties in linking survivors' emotions and attitudes to any 
behavioural changes. However, it is clear that one of the negative reactions found in 

both organisations was despondency and verbal resistance to change which supports the 

findings of Isabella (1989), Doherty and Horsted (1994). The results do not indicate 

how this resistance to change manifested itself in the survivors behaviour beyond 

resentment and anger towards management. The majority of survivors in both 

organisations were negative about the future, experiencing fear and worry concerning 
further redundancies. Further research would be needed to establish whether these 

negative emotions lead to any significant changes in productivity, turnover intention, 

and job satisfaction. 

6.2.2 Influencing Factors Explaining Survivors' Reactions 

Both organisations were based within the financial services sector in the UK. Both 

organisations had suffered significant downsizing and both organisations had dealt with 

the redundancy process differently. Survivors were faced with similar organisations 

conducting downsizing in their sector which substantiated their perceptions that their 

job market was unstable. As shown in Table 3 (section 1.4) the financial services sector 

was one of the worst hit industries in terms of volume of redundancies. However, the 

results indicated that rather than external markets and environments influencing 

survivors' reactions to redundancy, survivors' frame of reference related to the internal 

management of the redundancy process. 

The Redundancy Process 

The focus group results illustrate a number of salient issues for survivors throughout the 

redundancy process. The first area which caused concern for survivors was the 

redundancy decision making process. As discussed earlier (see section 6.2.1) survivors 
in both organisations felt that they were not consulted or involved in the decision 

making process. This supports the work of Daly & Geyer (1994) who felt that 

individuals are more likely to perceive a process as fair if they are given the opportunity 
to air their views. Similarly, survivors from Company A felt that alternatives to 

redundancy were not considered, which indicates they were also not given the 

opportunity to suggest alternatives to redundancy (Daly & Geyer, 1994). This also 
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suggests that Leventhal's (1980) guidelines of fair procedures were not implemented, in 

that interests of all parties were not considered. The lack of participation, consideration 

and consultation has therefore influenced survivors' perceptions of the procedural 

fairness of the redundancy process. The next stage of the research needs to investigate 

the extent of consultation and employee participation in the redundancy decision 

making process in more detail. 

Another aspect of the redundancy process causing some problems in both organisations 

was related to the selection process. Survivors' reactions appeared to be influenced by 

the extent to which cutbacks were shared equally among all employees. This supports 

Alexander and Ruderman (1987) in terms of distributive justice as determined by the 

fairness of redundancy selection criteria. Alexander and Ruderman (1987) argue that 

justice is perceived when allocation decisions are participative and equitable. The 

results from the focus groups suggest that that redundancies decisions were not 

participative or equitable. Perceptions of unfairness were most prevalent amongst those 

who felt that management had not shared in the cutbacks. Brockner et al. (1986) 

suggests that survivors' reactions are less negative if a random selection process is used 

for layoffs. Hence if survivors felt they had an ̀ equal' chance of remaining they are less 

likely to perceive the selection criteria as unfair. The current results suggest that 

survivors' perceived that the selection criteria was not random, as management appeared 

unaffected. This suggests that redundancies also need to be shared at higher levels of 

management to be perceived as fair by survivors. 

Similar to the issue of consultation, survivors from Company A felt that redundancy and 
downsizing happened too frequently. This supports previous research (Thornhill et 

al, 1995) where findings suggested that organisations can get stuck into a cyclical pattern 

of decline. This illustrates that Company A was either not explaining the reasons for 

their change programmes effectively or there was a lack of long term planning and 

vision in their change efforts. To some extent this supports Armstrongstassen (1989) 

and Bies and Shapiro (1987) who suggest that individuals are more accepting of 

undesirable decisions when they are accompanied by clear and adequate explanations. 
Similar results were found in Company B, where survivors complained of a lack of long 

210 



Survivors of Redundancy 

term planning among management and no new vision for the downsized organisation. 

Further exploration is needed to understand whether the use of a clear and well 

communicated vision, and honest and open explanations for redundancies reduces the 

negative effects of downsizing (Shapiro, Buttner & Barry, 1994). 

The most common element held between the two organisations was survivors' reactions 

to redundancy communication processes. All of the non managerial survivors had 

issues with communication on a number of levels, including appropriateness, 

consistency, believability, clarity and origin. Novelli et al (1995) raised the argument 

that questions of interactional fairness can arise if managers do not provide adequate, 

rationally based explanations for their actions. However the current results suggest that 

it is not only the adequacy of the explanation but the consistency of the message, 

believability and clarity of that message. Furthermore that the origin of the 

communication, whether line manager or senior manager, has some bearing on the 

acceptance and believability of the message. For example, communications from more 

senior management supported by the backing of other senior managers had more weight 

and influence with survivors' level of acceptance of redundancy. The next stage of the 

research needs to explore these aspects of communication and in particular the source of 

information and its impact. 

Finally, the results indicate that the announcement day and the individual managerial 

style had a strong impact on survivors' reactions. Previous research has not highlighted 

specific elements of the redundancy communication process as important. However the 

current results clearly indicate that the actual announcement day and interpersonal 

treatment of individuals during the notification interview (invariably conducted by line 

management) has a significant affect on survivors' immediate and emotional reactions. 

Further research is needed to explore the importance of interpersonal treatment of 

survivors throughout the redundancy process and the role of line managers in the 

redundancy process. 
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6.3 Summary 

In summary, it should be noted that the expert interviews offer a limited insight into the 

senior managerial view of the effects of redundancy. However, the results have shown 

that even from the top down perspective, senior managers are aware of some of the 

negative effects of redundancy and begin to question whether the objectives of 

downsizing have actually been achieved. The results so far also illustrate that the way 
in which redundancy is managed has a deep impact on the leavers, the survivors and on 

the future success of the organisation. The results are clear in the short term, yet the 

question remains to be seen what happens to these organisations in the long term. It 

could be argued thus far, that previous organisational justice research is both relevant 

and significant in offering insight into survivors' reactions to redundancy in the UK. 

The results also indicate that interactional justice (Bies and moag, 1986) is of particular 
importance during a redundancy programme. However the next stage of the research 

needs to take a closer look at survivors' reactions from a non managerial perspective. 

From a bottom up perspective the results have complimented previous studies by 

finding similar emotional and attitudinal responses in survivors. However, there were 

some distinct emotions noted such as the feelings of being undervalued, used, 

uninvolved, angry and resentful. In particular, the results suggest that there are some 

similarities between survivors' emotional reactions and the grieving process, but these 

need to be explored further in the next stage of the research. The current results also did 

little to explain behavioural responses in survivors, although increases in turnover 

intention and resistance to change were noted. The next stage of the research needs to 

investigate how the strong emotional and attitudinal responses manifest in the individual 

and subsequently impact on the organisation. 

In terms of the influencing factors, the results so far have highlighted that specific 

aspects of the redundancy process do have the potential to impact on survivor reactions. 
These aspects include the notification process, explanations and justifications of 

redundancy, decision making, selection criteria, forward planning and caretaking of 
leavers. The next stage of the research needs to understand which elements are more 
important and why. Also, further research is required to investigate whether these are 
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the only influencing factors or whether these were simply situational factors which the 

focus groups highlighted. On a more individual level the next stage of the research will 
investigate whether survivors' personal characteristics influence their reactions to 

redundancy. The focus groups did not allow for such a detailed analysis of the 

individual and the use of individual interviews will broaden and deepen the scope of 

analysis. 

In effect, the next stage of the research will not only further investigate survivors' 

reactions but take a closer look at the different elements of the redundancy process and 
how survivors' evaluate that process. The survivors immediate work environment such 

as changes in work load and job content will be considered alongside any personal 

characteristics which may influence their reactions, The next chapter outlines the 

results from the second stage of the research, the in-depth semi-structured interviews 

within the two main case study organisations. 
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CHAPTER 7 

Stage 2 

In-depth Case Study Interviews: The Results 

7.0 Introduction 

This section outlines the results from Stage 2 of the research. The research questions for 

Stage 2 were designed to further investigate the range of survivor reactions to the 

redundancy process and to discover why these reactions were occurring. The research 

questions were as follows: 

i) What are the survivors' emotional, attitudinal and behavioural responses to 
redundancies? 

ii) What are the factors which affect the strength of these responses? 

These questions are slightly more detailed than Stage 1 and acknowledge the different 

types of reactions (emotional, attitudinal and behavioural reactions) which survivors 

were found and perceived to portray in Stage 1. For Stage 2 of the research, in-depth 

semi structured interviews were conducted with non managerial survivors in two case 

study organisations, the Finance Company and the Power Company. The results from 

each organisation will be discussed in turn. To investigate the range of reactions of 

survivors, the interviews covered survivors' experience of the redundancy process and 

their attitudes towards management, their current and future work situation and their 

organisation as a whole. The interviews covered a variety of topics both within and 

outside the topic of redundancy in order to gain a full understanding of the influential 

factors leading to their reactions. An outline of the interview questions are held in 

Appendix 3. 

The aim was to elicit feelings, emotions and attitudes towards management, the 

organisation and the management of the redundancy programme and individuals 

relationship with their immediate line manager and their co-workers. When analysing 
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the interviews a number of themes dominated the findings. Each of the themes were 

considered to be both relevant and significant in beginning to answering the research 

questions. As the themes and issues related to each case study organisation differ 

slightly, they will be first discussed independently. The similarities and differences will 

then be outlined in the discussion. 

The Finance Company 

The interviews were used to determine the types of reactions survivors had to 

redundancy. Analysis of the interviews illustrated not only the different survivor 

reactions but the reasons behind these reactions. Therefore to fully understand survivor 

responses to the redundancy process the results fell into a number of themes. These 

included employees perception of management, employee perceptions relating to the 

redundancy process, their individual situation and their emotions. 

The first theme relates to the employees perception of management, this is made up of a 

number of sub themes including: the managerial decision making processes, the 

managerial structure and the managerial treatment of staff. 

The second theme relates to employees perception of the redundancy process. This was 

also broken down into a number of sub themes. These included the implementation and 

communication aspects of the redundancy process, the treatment of leavers and 

implications for the future of the company. 

The third theme refers to survivors individual situation within the organisation. This 

theme covers a number of individual characteristics which the interviews highlighted as 

influential in understanding survivors' reactions. These included survivors personal 

circumstances, such as their economic need to work, their work environment and their 

work relationships with co-workers and line management. 
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7.1 Employees Perception of Management 

Survivors were asked their opinions of the management and managerial processes 

related to the redundancy programme. There were several areas of management which 

were particularly relevant in understanding the reactions survivors were having to the 

overall process. These areas included managerial decision making, the managerial 

structure, managerial treatment of staff. 

7.1.1 Managerial Decision Making 

Survivors impression of management and their decision making processes were 

particularly negative. Survivors reported having lost confidence and trust in 

management, and decisions relating to change management were perceived as badly 

managed, rushed and not thought through. In the Finance Company the results suggest 

that there were two levels of decision making within the organisation. First, the senior 

(or Executive) level, which did not involve any consultation of employees whatsoever, 

and secondly, the upper managerial level (i. e., Department Heads) which involved 

limited consultation with employees. Decisions to downsize frequently came from the 

senior management level. 

The results indicated that in general, survivors felt that one of the major reasons why 

change programmes had such a demoralising effect was because no-one could 

understand why the changes were happening and what they were trying to achieve. 

Survivors felt that senior level decisions lacked forward and strategic thinking. 

"I don't feel that senior management of the organisation have really got a clear 
idea of how they are going to get where they want to be" MW4 

"they think very short term ... they need to look forward and think what could go 
wrong" PB6 

The lack of trust is clear in survivors' perceptions, as they felt senior management were 

making changes for personal reasons rather than strategic ones. 

"they are not making decisions but politically positioning themselves" BEG 
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Respondents reported feeling strongly about decisions made in the past. The most 

common complaint was that senior and upper management had not thought through the 

consequences of the decision they were making. 

"Very often it can appear that the powers that be are making a decision without 
thinking about the ones that are going to end up doing the physical work" TW4 

"I can't see the logic" LB6 

"they do not think of the details" BE6 

"managers just don't seem to know what's going on ... and it would be such a 
simple problem to rectify" PB5 

"Decisions might be thought through, but they don't talk to the right people" 
PB6 

The results show that survivors felt that upper management were reluctant to claim 

ownership of decisions in order to avoid taking the blame for a bad decision. Survivors' 

perceptions of upper management's lack of accountability appeared to increase their 

scepticism of managerial ability. Also the lack of consultation increased their cynicism. 

"a lot of decisions will go through regardless of what evidence suggest that it 
shouldn't, or isn't a good idea" MW5 

"there's a reluctance to admit fault ... they are frightened they will lose their jobs 

... they'd rather cover it up" EW8 

"I often say `have you really thought this through? ' ... it just makes sure they 
know where they are coming from" KH6 

"so you just go with the flow, even if you can see flaws in it" EW7 

"I think they should talk to us a bit more about it ... we're the ones doing the job 
- not them" PB6 

These results indicate that survivors did not resist changes and had slipped into a state of 
apathy. This may be explained by survivors' perceptions of the lack of consultation, if 

survivors believed they were not being `heard' then why speak out and resist. 

Finally, upper management's lack of consultation with employees during decision 

making appears to have an affect on how individuals felt the organisation views them. 
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Survivors repeatedly stated that they felt under-valued and not appreciated by 

management. One employee stated "they don't appreciate the people they do have, or 

the skills that we have" LB4. Both the lack of involvement and consultation appears to 

influence survivors feelings of disillusionment and control. 

7.1.2 Managerial Structure 

One of the major issues relating to the restructuring at the Finance Company was found 

to be the managerial structure and hierarchy. Financial institutions are renown for 

having tall hierarchies and in the current study this was no exception. However, the 

results indicate that this was causing some problems during the redundancy programme 

and may help to explain why survivors were reacting in the way that they did. The 

results indicated that the majority of survivors felt that cutbacks were not being shared 

at the higher levels in the organisation. This was perceived as ̀ unfair' and yet `typical 

of management'. Again this indicates a lack of trust in management's ability to make 

fair and well thought through decisions. 

Selection Criteria 

The results indicated that survivors perceived the redundancy process to be unfair in 

relation to the selection criteria. In other words, those who were made redundant and 

how the redundancies were distributed throughout the organisational hierarchy. The 

results show that often the respondents were not clear or did not understand what the 

redundancy selection criteria had been. 

"I'm sure some of it comes down to personality ... not necessarily getting rid of 
dead wood, more old wood! " PL8. 

"Fair? No, in an ideal world people should have been volunteering. And people 
do like to know the reasons behind the decisions and what the criteria is. " PL8 

"the way it happened, it was those who weren't popular who appeared to be the 
ones who left ... it seemed unfair" KH2. 

Survivors each appeared to have their own opinion of what the selection criteria had 
been and whether or not it had been fair. Survivors also held opinions as to whether the 

redundancies had been shared at other organisational levels. 
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"Cutbacks shared? No, managers always seem to be able to move elsewhere. I 
think its understandable not necessarily fair but understandable" PL6. 

"Its just unfair ... I mean, if you lose ten staff do you still need the same number 
of managers? " PL6. 

Another issue related to the hierarchy was the perceived negative impact on future 

career opportunities. Of the survivors interviewed half of them had some type of 

supervisory role in their job. Interestingly, the results indicated that those with 

supervisory roles perceived the redundancies as a greater threat and indicated a stronger 

tendency to want to leave the organisation. Survivors felt layers of middle management 

were being removed during the restructuring process, making them at greater risk of 

being made redundant and reducing their future career advancement opportunities. 

"they are steadily reducing the number of staff here at middle levels which 
means there is a reducing number of opportunities" MWS 

And yet interestingly survivors still felt that the hierarchy was top heavy which 

reinforces the finding that cutbacks were not being shared at higher levels. 

"I still feel that with the management and hierarchy the way it is, its so tall, for 
every rung that you step up there's probably someone adding another one at the 
top anyway" TW8 

"we are very top heavy, we have as many managers either in name or function as 
we have staff' EW4 

The results suggest that how survivors view the organisational structure was influenced 

by their position within the hierarchy and their desire to advance. For example, those 

who were in supervisory roles and wished to advance were particularly concerned with 

changes to structure and career opportunities. 

7.1.3 Managerial Treatment of Staff 

The results indicated that the way in which the survivors reacted to redundancy was 
heavily influenced by the treatment they received from their immediate manager. The 

overall impression from the results was that the majority of survivors were frustrated 

with their immediate manager. Only two of the respondents held positive views of their 

immediate manager and considered themselves ̀extremely lucky'. The results indicated 
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that these two respondents held a much more positive view of the post restructuring 

organisation than those who did not have more effective managers. 

"I mean, I'm really lucky because I have a good manager ... if I had a problem I 
would definitely go to him" PB 1/2 

"I'm lucky my manager is approachable ... in fact quite personable" TW 15 

Survivors with less positive views said that they could not `talk' to their line manager 

and could not turn to them during the redundancies. Survivors frequently noted that 

morale was low due to managerial treatment of staff, survivors reported feeling 

undervalued and felt that they were not treated with respect. In particular, during the 

redundancies survivors reported not getting sufficient information or support from their 

line managers. Perhaps one of the reasons for survivors negative views of management 

was the process through which individuals were chosen for managerial positions. The 

interviews suggested that numerous managers within the organisation had ended up in 

managerial positions without any training or experience of managing people. As several 

survivors stated: 

"he's allowed to manage all these staff, when he's not got the management 
skills" TW 10 

"managers are not necessarily trained in people management ... and that can 
cause problems" PL6 

Survivors had become more aware of their immediate managers skills during the 

redundancy process. The results indicate that the role of line manager becomes 

increasingly important during change and has the potential to influence survivors' 

reactions and sense of morale and motivation. 

7.2 Employee Perceptions of the Redundancy Process 

There were several themes which appeared to influence survivors' reactions to the 

management of redundancy programme and change process. These included the 
implementation and communication of the redundancy process, the treatment of the 
leavers and the employees perception of the future of the organisation. 
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7.2.1 Communication of the Redundancy Process 

Employees' perceptions of the redundancies within the organisation were quite distinct. 

The results indicate that like their perception of senior management, the redundancy 

process lacked planning and forward thinking. All of the survivors interviewed felt that 

there was a constant trickle of redundancies happening within the organisation. 

Survivors felt it was unclear just how many people were being made redundant, where 

and why. As the following quotes illustrate survivors were potentially unaware of the 

extent of the changes. 

"They announced that they were going to make 90 people redundant, I was 
aware that we had already made 380 redundancies that year, so what they 
announced was only a quarter of what actually happened" MW3. 

"they seem to just chip away, its sometimes difficult to know who has been 

made redundant ... sometimes people just move departments. You don't even 
know if redundancies are going on behind the scenes" BE3/4. 

This lack of information caused a fair amount of unrest and distrust amongst the 

respondents. The results indicate that either management was not being open and 

honest or information was not being disseminated effectively. 

The majority of respondents felt that they were being kept in the dark this in turn 

increased the amount of rumours and the grapevine. The lack of appropriate 

communication was shown to increase survivors' fears and worries. 

"People have been going and they're not being replaced, then you hear rumours 
that more people have gone ... its quite worrying" PB 1. 

"it wouldn't have taken ten minutes to come and tell us why, the reasons and to 
reassure us" PB3. 

"everyone knew something was happening - but no one knew what" PL2. 

Further probing in the interviews found that survivors did not view the communication 

processes, thought to be effective by management in the same positive light. Survivors 

felt that management did not tell them the `whole story', and the timing was wrong. 

Survivors perceived that information through the formal communication channels 

lacked detail, came ̀ after the event', and that there was no consistent message across the 
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organisation. The `filter' and `cascade' system was seen by survivors as a `game of 

Chinese whispers' (TW5). The negative perception of the organisation's 

communication systems was held by each of the respondents both supervisory and non- 

managerial, although non-managerial were consistently more cynical than those in 

supervisory positions. 

Survivors felt that the grapevine was the most `efficient' communication system during 

the redundancy process. Survivors defined efficiency in terms of speed and importance, 

they felt that important information was far more quickly distributed via informal 

networks. The downside of the grapevine however was clear as survivors suggested that 

it was often demoralising, inaccurate and unofficial. 

Saying One Thing and Doing Another 

Another element of the redundancy communication which affected survivors' reactions 

was the `overall message' management was sending out to employees by their actions 

rather than their words. Although managerial announcements made redundancies 

appear few and far between, survivors perceived the redundancies to be continuous and 

unrelenting. The grapevine confirmed their beliefs as the news of more redundancies 

always travelled fast. As one survivor describes: 

"I think that they [management] are doing themselves a disservice because you 
have got this continual flow of people going out of the organisation and 
everybody is aware that this is happening and that's unsettling ... I think its a bit 
careless" MW3 

Over half of the respondents felt that due to the constant trickle of redundancies 

employees were becoming fed up and leaving the organisation. 

"we're all thinking... are we going to be next? " BE4 

"we've lost an awful lost of staff because people are fed up. They've gone to 
jobs they're not even trained to do - just to get out" EW9 

"we've lost several people lately, they just left. They were fed up and felt so 
insecure" LB 1 

"the thing is the people that have gone are the good ones" LB 1 
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These results suggest that the organisation may have trouble retaining staff, especially 

those employees with the ability to find work easily elsewhere. Unfortunately, there 

was no information available to measure the extent of the redundancy induced turnover. 

Interestingly, those employees who have the skills and abilities to easily find alternative 

work are invariably those who the organisation would most wish to retain. 

To support this finding, over half of the respondents noted that they were purposely 

aiming to become multi-skilled to improve their chances of employment in case of 

future redundancies. Since the redundancy process it appeared that surviving employees 
had become more aware of their employability outside the organisation. For example: 

"A lot of us are too specialised now and would find it hard to get a job 
elsewhere" LB3. 

Hence, the implementation and communication of redundancy appeared to have an 

affect on survivors and the organisation in a number of ways. First, the organisation's 

redundancy process caused uncertainty, fear and job insecurity among survivors. This 

in turn led to survivors increased awareness of their external employability and their 

intention to turnover. In effect, the organisation is slowly losing control of who is 

leaving the organisation and the morale of those who do remain. 

7.2.2 Treatment of the Leavers 

The results suggested that the way in which those who were made redundant were 

treated influenced the reactions of the survivors. The treatment of those made redundant 

refers to the how management told employees they had to leave, the facilities that were 

provided in the form of outplacement and counselling and the compensation they 

received. All of the survivors considered the first aspect of interpersonal treatment to be 

the most important. The respondents had little to say on the subject of monetary 

compensation apart from that it was `adequate' and was more beneficial if you were 

over the age of fifty. However, there were strong feelings associated with the way 

people had been made redundant, especially those from the organisations branches 

(rather than the Head Quarters). 

"They [management] made them travel up to Northampton 
... told them, then 

made them go back with someone from another branch to collect their keys. It 
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was unfair, I mean, what did they expect them to do? Trash the calculators? " 
PL2. 

"They [management] should have arranged it so there was a bit more dignity, 

rather than `we've made you redundant - we don't trust you - so give us the 
keys"' PL2. 

"... some people were marched off site, depending on their reaction and 
depending on the area they worked in" KH11. 

Witnessing their colleagues insensitively being made redundant, can easily be 

distressful for those left behind. One survivor, who was particularly close to those 

people being made redundant, felt upset and angry towards management, she stated: 

"its okay for those who are leaving but do managers really know what its like for 
those of us left behind? " BE4. 

"Its hard to explain to people just how absolutely terrible the whole thing was. I 
would just burst into tears for what seemed like no reason" BE5. 

The redundancy was clearly an emotional time, not just for those leaving but for those 

who remained. The results indicated that the respondents each had different viewpoints 

on the outplacement facilities that were offered. Many of the respondents appeared 

unaware of what had been offered to those who left. The company had set up their own 

outplacement facility. However, this appeared to be the brunt of many jokes. 

"those who left received outplacement facilities ... 
it was a bit of a joke because 

everyone you were dealing with was ex company staff' PL6. 

Those who did not know what help was given to the leavers expressed interest in what 

the company had done. For example one respondent stated 

"I think knowing how those who left were treated would have been nice, it 
would make you feel better. Then you'd be aware of what was going on. They 
[management] wouldn't be covering anything up" PB7. 

This response indicates that there was no real communication to employees regarding 

the outplacement facilities offered to leavers. Once again survivors felt as if they were 

not being told the whole story and reduced survivors' trust in management. The results 

show that the process had left many individuals waiting for another redundancy 

programme. All of the respondents mentioned that they knew people who were biding 
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their time until the next set of redundancies, so that they could pick up a `nice wad of 

money' and find another job or retire. 

In summary, it was not only the inter personal treatment of those made redundant but 

how the treatment was or was not communicated to those who remained which affected 

their reaction. The most important aspect of the treatment appeared to be that survivors 

wanted to see and know that those who left were treated with respect. 

7.2.3 Employees Perception of the Future 

This section outlines the employees' perceptions of the current and future state of the 

organisation. The biggest problem respondents perceived with the future of the 

organisation was the lack of job security. All of the respondents perceived that the 

redundancies would continue. Their reaction was either in the form of increased job 

searching activities, or accumulating as much training from the organisation as possible 

to increase their own employability. 

"Its not that secure, at the moment jobs are OK but how long that's going to be 
is another matter" EW 1. 

"People definitely started looking for jobs outside the company ... which says a 
lot about security" EW 10. 

Survivors were clearly having to deal with a high level of job insecurity which in turn 

was affecting their behaviour, encouraging them to seek alternative employment, where 
they may not have otherwise been searching. 

"We've [husband and I] made sure that if one of us was made redundant, we'd 
be okay" BE5. 

"I think I can't afford to be made redundant today ... I would start work in the 
local supermarket ... I couldn't start looking over my shoulder and wonder ̀why' 
and ̀ what am I going to do'. I'd have to work into every employment agency - do anything. I'm quite complacent about it" TW22 

"We've been in a state of flux for eighteen months now. Its unfair. People with 
any sense have got out... That's a long time, some of the others [co-workers] are 
constantly applying for other jobs" LB4. 
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The main difference between survivors responses appeared to be associated with their 

length of service with the organisation. Those who had been with the organisation for 

two or three years perceived less injustice in the level of job insecurity. Those who had 

been with the company for up to ten years were significantly more negative about the 

level of job insecurity. 

7.3 Individual Situation 

The results also indicate that survivors' reactions are influenced by individuals' 

evaluation of their own situation in relation to the redundancies. In other words, a 

survivor appears to respond relative to their personal circumstances, their work 

environment and their work relationships. 

7.3.1 Personal Circumstances 

In a redundancy situation, the focus of threat is on an employees job. To an employee, 

redundancy therefore threatens their employment status, and all which that signifies to 

them. Losing their job often means not simply a loss of income but a loss of status and 

satisfaction which comes with being employed. The current research indicates that 

those survivors who felt confident about their personal circumstances, in particular 

financial circumstances, were less worried about future redundancies. 

`I used to worry about being made redundant, mainly because of the money, but 
now I have some money invested wisely and I think I'd be okay. I've got a bit 
of a cushion' LB 1. 

For those survivors who were financially dependent on remaining employed the fear of 

redundancies was far greater. 

`Its always a worry in the back of your mind' TW4 

The differences in opinion towards the threat of future redundancies were also evident 
between those who felt they could easily find a job elsewhere. In particular, those who 

were willing to take ̀any job' as opposed to those who wished to stay in the same field. 

`If I got made redundant, I'd have to get a job, even in a supermarket if I had to' 
LB2 
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Those who were more `career oriented' felt strongly about what their job meant to them. 

Especially those who were `specialised' to the extent that their skills would not be easily 

transferable outside of their current employer. 

7.3.2 Work Environment 

Extent of Job Change and Increased Workload 

In terms of the direct effect of the redundancies on survivors work environment, all of 

the respondents felt their workload had increased considerably. The loss of a significant 

number of staff is likely to have an affect on the amount of work which has to be 

absorbed by those remaining. The results indicate that this was not particularly a 

positive effect of the redundancies. 

"There's twice as much work coming in now" PB 1 

"My workload has definitely increased" TW3 

"How am I going to cope with this workload ... what's the point in working hard 
if I'm just going to be made redundant" BE4/5. 

The increased workload appears to have an adverse affect on the survivors. Several 

respondents noted feeling under pressure and stress. The results highlight that 

employees perceived the sickness levels and stress levels to increase considerably due to 

the increased workload. As one respondent illustrates 

"I've had more to do, its annoying because it just puts more pressure on you" 
PB4. 

This clearly has some strong implications to the future ability of the organisation to 

continue to work effectively and efficiently with increasing less staff and increasing 

stressed survivors. 

It Won't Happen To Me 

The current results also suggest that how `safe' a survivor perceives their work 

environment to be from the threat of future redundancies influences their reaction to 

previous redundancies. In other words, those survivors who felt that their jobs were 
`relatively safe' from redundancies were more positive about the redundancies as a 

227 



Survivors of Redundancy 

whole. Survivors appeared to rate their own job security on the financial importance of 

their department to the organisations profit or the size of their department. 

`We're a small team - so we're relatively safe' EW2 

... our department couldn't function if it got any smaller' PB5 4 

`they need us, so they can't really get rid of us! ' TW4 

Those survivors who felt that their job, or department was financially important to the 

organisation, showed more positive responses to the redundancies, than those who felt 

they did not directly contribute to the organisations Cost Income Ratio. However, this 

suggests that survivors may have the tendency to deny that redundancy could happen to 

them by sticking their heads in the sand. This contradicts the finding that all survivors 

perceived there was going to be redundancies in the future. Does this suggest perhaps 

that survivors develop a type of personal defence mechanism, in that redundancy can 

happen to others but not to me? 

7.3.3 Work Relationships 

As we have shown earlier, redundancy is a very uncertain time for employees and the 

amount of support and information they receive at this time is crucial to their acceptance 

of and reaction to the imminent changes (see section 7.1.3 and 7.2.1). The results 

suggest that the role of co-workers and line managers are extremely important in 

understanding the reactions of survivors. 

As suggested in a previous section (7.1.3) a survivor's relationship with their immediate 

manager is particularly instrumental in recognising why a survivor reacts in a certain 

way. Those survivors who indicated a `good' relationship with their immediate 

manager were considerably more positive about the redundancy situation. A `good' 

relationship was defined by the survivors through levels of communication and support. 

Survivors who felt they received little appropriate communication and support were less 

positive about the redundancy situation. 

The results also indicate that survivors who reacted relatively positively to the 

redundancy had ̀ good' relationships with their surviving co-workers. Survivors gained 
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support from their colleagues who were going through the same stressful situation. 

Although each of the survivors reported having `good' relationships with their 

colleagues, none of the survivors noted spending significant time with their colleagues 

outside of work. The support was gained during work hours and appeared to be through 

a network of communication both within and between departments. The social network 

of communication, survivors noted, made up for the lack of sufficient information 

provided through formal channels. 

In summary, the earlier sections of this chapter has drawn together a number of survivor 

reactions and their associated influencing factors. However, the results show that 

during the redundancy process the emotions of the all of the survivors ran particularly 

high. Their reactions were extremely complex and it was often hard to delineate exactly 

the cause or provocation for the reaction. The interviews themselves were often the first 

opportunity for survivors to voice their feelings and emotions concerning the recent 

redundancies. By many respondents the interviews became a counselling session, 

where they released their thoughts and opinions to someone who they viewed as 

independent to the organisation. 

It was particularly difficult to map the consistently changing and often contradicting 

emotions. For this reason, this section will attempt to simply illustrate the types of 

emotions which survivors were voicing throughout the redundancy process. The 

original transcripts indicated that there were five (frequency) levels of emotions and 

attitudes which survivors were experiencing, see Table 13. These levels were related to 

the frequency of their appearance in the transcripts and the survivors emphasis of how 

strongly they felt these emotions (Level I= most frequent; Level 5= least frequent). 

The first level and most recurrent emotions were those of worry, stress and feelings of 

unfairness. The second level of emotions were shock, fear and feelings of 
demoralisation. Each of the first two levels of emotions were mentioned when relating 

to the redundancy process and the treatment survivors were receiving from the 

organisation. These emotions often led to behaviours within work such as back biting 

or `bitching' (LB2). The third level of emotions included dissatisfaction with the work 

environment and survivors feeling `lucky' that they still had a job. The first three levels 
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of emotions were felt by all of the respondents who were interviewed. The two 

remaining levels include emotions and feelings which were mentioned more than twice 

by over half of the survivors. The emotions are wide and varied and for the purpose of 

the current research are simply listed below to indicate the depth and variety of 

emotions which a redundancy programme can produce in survivors. More extensive 

research could investigate each of these emotions independently, unfortunately due to 

the time restraints the current research could not go this far. 

Table 13: Summary of Finance Company Survivors'-React ions 

Worry, Stress, Unfairness. 

Level-. 2 

Shock, Fear, Demoralisation. 

1-UVWI 0 

I)issaatistiictio n, Lucky 

Level 4 

Insecurity, t'oweiIcss, Confused, 131; aniin1g, 
t_ow, Worthless, Uncertain, Doubting, Apathy, Sarcastic, Sellish. 

Level 5 

Confident, Sceptical, I)ishelick; SiraI7gc, I happy (re, liýýý°ýGi), Frustrated, 
C'uncerned, Angry, hncnunged (to improve anew f, I$ad, Animosity, Sad 

Sorry, Nervous. IInseniled, 

As can be seen by the range of emotions, there are a number of issues which arise. 

Survivors were experiencing a very difficult time, which was both confusing and 

stressful. The interviews indicated that survivors were feeling a number of emotions 

towards management including anger, animosity, sarcasm, blaming and frustration. 

These emotions to some extent were caused by the shock and disbelief that the 

redundancies had actually happened. Survivors were then forced to look at the future of 

the organisation and their position within it. This led to feelings of uncertainty, fear, 

and feelings of powerlessness. At this stage, the interviews indicated that survivors 

focus changed from the organisation to themselves, as several survivors noted they 
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became selfish and apathetic towards the organisation. This illustrates a type of self 

preservation with respect to the threat of future redundancies. This in effect led to a 

number of behaviours, such as increased job searching activities, increased intention to 

leave the organisation and as noted by several respondents reduced work effort. 

Finally, it is clear from the results that these emotions can be potentially damaging to 

the organisation and its future success. Each survivor reacts in a different way to the 

redundancy process, but there are clearly similarities in the type of emotions the process 

generates in survivors, which in turn helps to explain their actions and behaviours. 

The Power Company 

The analysis of the Power Company interviews provided a number of dominant themes 

explaining both survivors' reactions and the underlying influencing factors. As with the 

Finance Company, the themes centre around the management redundancy process, its 

effect on both survivors and leavers, the management of the organisation and 

communication processes. 

The first theme refers to the attitudes of survivors towards management during and after 
the redundancy programme. Survivors showed a tendency to hold management 

responsible for the effects of the redundancy process and its implementation. 

The second theme is related to the redundancy process. The results indicate the most 
important elements to be the selection criteria, the announcement day and the treatment 

of those who left the organisation. 

The third theme is related to the implementation of the redundancy process through 
internal communication within the organisation. Individuals felt particularly strongly 

about the amount and type of information they received throughout the redundancy 

process. This was seen as important in understanding why survivors reacted in the way 
they did. 
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7.4 Employees' Perceptions of Management 

Within the Power Company survivors perception of management was mainly derived 

from their perception of managerial decision making, which is the core aspect covered 
in this section. 

7.4.1 Managerial Decision Making 

Employees held very strong opinions of the management21 of the organisation. The 

respondents held particularly strong views of management, often becoming sarcastic 

and angry when asked to talk about them. The survivors felt strongly about the way in 

which managerial decisions had been made and how those decisions had been followed 

through during the redundancy process. The decision mechanism used for 

implementing the redundancies was termed `Business Process Re-engineering (BPR)' 

by management. This refers to a specific type of change management developed in 

management literature in the 1990s. The aim is not to criticise the process but 

investigate the survivor reactions to the process. 

The decision process involved using groups of `volunteers' from across the organisation 

to analyse the business in order to cut costs and redesign the organisational structure. 
However, although perceived by management as a `fair' and `consultative' process, 

survivors held a very different view. All of respondents felt that the decision to make 

employees redundant had been pre-determined by management who then encouraged 

staff to come to the same conclusion, in order to take the pressure off themselves. The 

use of BPR was seen as an ̀ avoidance tactic' by using staff to conclude that downsizing 

was necessary. The BPR process was not well accepted and employees felt that senior 

management were avoiding decision making and were not doing their job. The 

comment below illustrates the strength of feeling towards management and decision 

making during the redundancy process. 

`Management should not have hid behind BPR, they should have done it, they 
should have made the decisions. ' 13P pp2 

21 The term management refers to the senior management of the organisation and the decision makers during the redundancy programme. 
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Perhaps the problem with the new management initiative (BPR) was simply a clash with 

the previously autocratic and public sector culture of the organisation. The BPR process 

was implemented by a senior manager often termed as the `axe man' who entered the 

organisation prior to the redundancies and left before the process had been complete. 

The results indicate that employees were uncomfortable making downsizing decisions 

and more used to decisions being made at the top. 

Survivors felt that the BPR process affected the workforce in a number of ways, in 

particular by splitting the workforce in two, the `them and us' syndrome, between 

management and staff clearly developed. 

`The whole process was dictated by management, they put people in these teams, 
who were volunteers from around the site, they split the site into 2 creating these 
teams, they created rifts within the workforce and there were factions and a lot of 
ill feeling between different people in the workforce'. CW pp 03 

Employees feelings concerning the BPR process caused a lot of problems in the 

workforce and created a lot of mistrust between employees and senior management. All 

of the respondents stated that they did not trust the management who implemented the 

BPR process. The least amount of trust was related to the `axe man' who instigated the 

programme. Once trust was broken down, it appeared there was little subsequent 

management could do to recover this loss. Employees felt that there were many things 

which management had promised, which never materialised and hence created a lack of 

belief and trust in management communication. The interviews indicated that even six 

months post redundancy, there was still very little trust between senior management and 

employees. 

`I think the barriers between us are still there, its very much them and us' CE 
ppl0 

`I don't believe what management says - no, nobody does! ' Gmpp7 

`I don't trust them [senior management]' DJpp9 

Survivors perceived that senior management were not affected by the redundancies in 

the same way that employees were. The results indicated that survivors felt that senior 

management did not go through the same ̀pain and anguish' (PDpp6) as employees. 
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This may have been due to the perceived minimal amount of redundancies which took 

place at the top of the organisational hierarchy. Several respondents referred to the 

senior management as ̀ sitting in their ivory towers' which suggests the senior managers 

were untouchable and immune to what was going on around them. At times of extreme 

stress and pressure, such as during a redundancy programme, this was perceived as 

unacceptable and insensitive on behalf of the senior management. Survivors 

expectations from management included compassion and understanding during the 

redundancies and these expectations were not fulfilled leaving them feeling angry, hurt 

and mistrustful of management. 

The only positive aspect of the survivors' perceptions of management relates to the new 

senior manager of the plant. Survivors were giving the new manager the `benefit of the 

doubt' as he was a `power station man'. The survivors clearly drew a distinction 

between the new senior management and previous management, which was a positive 

step for the future of the organisation. Again, this may reflect survivors attempt to 

revive the `old organisational culture' by having someone in charge who `knows how 

things work around here'. However, it was clear that resentment remained towards 

management. As summed up by two survivors; 

`Some people have got long memories and some people never trust anybody. 
There's a minority core here that will never trust the managers, whoever they 
are, whatever the situation is. ' CW pp6 

`People just don't trust management, people only remember the past. ' GS pp5 

It is clear from these statements that survivors believe that it will take a lot of time for 

the new management to rebuild the trust that was so easily destroyed during the 

redundancy process. The survivors perceive that previous senior management have 

used the station as a career stepping stone and did not `care' about the employees or the 

future of the organisation. This perception has a potentially negative effect on the 

organisation, when employees see that senior management are not committed to the 

organisation, they are less likely to be committed to the organisation themselves. 

Finally, as already mentioned, survivors perceived management to be somewhat 
detached from the rest of the workforce and are described as sitting in their `ivory 
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towers'. On a more practical level, survivors perceived that senior managers lack 

people management skills. They felt this explained the insensitive way in which senior 

managers organised the redundancy process. Senior managers were continuously 

described as `out of touch with reality' and `cushioned' from the changes which were 

implemented. This suggests that survivors felt that the senior management were not 

empathetic or sympathetic during the redundancy programme, which might in turn 

explain the considerable negative reaction from those who remained. 

7.5 Employee Perceptions of the Redundancy Process 

The survivors' perceptions of the redundancy process could be broken down into a 

number of sub themes, first their perceptions of the overall process, second their 

perceptions of the selection criteria. The third aspect relates to the announcement day 

and finally the treatment of the leavers, those made redundant. 

7.5.1 The Redundancy Process 

The redundancy process within the Power Company came across in the interviews as a 

very complex process, each individual respondent had a different story to tell with 

respect to their experiences and attitudes towards it. 

The initials `BPR' were consistently said with distaste by employees and were 

considered almost swear words amongst those who remained within the organisation. 

As described briefly in the previous section, the BPR process consisted of the 

management team organising a number of `volunteers' from across the organisation. 

This group of `volunteers' were then given information regarding the current situation 

of the organisation, including financial statistics, projections and past performance 

statistics. Faced with this information the BPR team were asked to reach a decision on 

the future of the organisation. The BPR team was given time to discuss the issues and 

their room was used as an open forum where other employees were welcome to come 

and view the decision processes and information distributed to the team members. The 

team members did not consist of senior management but team leaders and employees. 

This can be seen as a fairly democratic approach to decision making however survivors 

thought otherwise: 
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`We obviously knew there was going to be big cuts but the manager was a very 
clever man, because he actually got the workforce onto a committee and this 
committee decided which jobs would go and he turned round and said "its your 
own mates that are saying that" - BPR caused a lot of bad feeling' GMpp4/5 

`The management knew what manning levels they wanted and they used staff to 
give them those levels. It [BPR] was manipulated' GSpp3 

Near the completion of the BPR process, the senior manager and driving force behind 

the introduction of the BPR process left and BPR was not completed. From the left- 

overs of the BPR process, a number of changes and redundancies were announced based 

on the results and statistics of the process. The redundancies were announced as 

voluntary. 

Respondents feelings towards the whole redundancy process were very strong and very 

clear. Each of the interview respondents felt negatively towards the process and its 

implementation. 

`The BPR initiative was management driven, instead of people coming up with 
the ideas they were led by management. That's where a lot of the deceit from 
management came - the mistrust came from that' CEpp13. 

The BPR process produced very negative reactions amongst the survivors, respondents 

perceived the process as ̀ unfair' and that it was ̀ simply cost cutting'. When asked why 

they perceived the process to be unfair, the respondents explained that the BPR process 

was i) driven by management not by employees; ii) BPR team didn't listen to other 

employees and iii) the decision was known by management before the process even 

began. In other words, the employees felt cheated by the process, which in turn made 

them resentful and mistrustful towards management. In an attempt to understand these 

negative perceptions, it would be reasonable to assume that the management initiative 

was implemented without much thought into the culture of the organisation. Secondly, 

the process was not followed through to the end leaving survivors with little vision or 

objective for the future. 

The Power Company has faced a very difficult transition moving from the relatively 

stable and ̀ comfortable' public sector to a highly competitive private sector within the 
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last five years. What was once a very large, mechanistic organisation, soon became a 

much smaller operation working to different goals and aims in an attempt to become 

efficient, competitive and profitable. The workforce which remained after the 

redundancy were mainly long standing employees who had been with the company over 

15 years. Each of the survivors interviewed had been with the company over 5 years 

and so remembered what the organisation and culture was like before the restructuring 

and downsizing. The survivors were homogeneous in that they were male and over the 

age of 30. This may explain why the survivors had strong feelings of injustice 

following the redundancies. The more mature survivors were more inclined to expect a 

`job for life' and at this stage in life perceived they had more to lose (financially) than 

younger employees. Also, those closer to the retirement cut off age (50) were less 

worried about being made redundant because they knew they were going to receive a 

company pension. Those who were closer to the age of 35 were more inclined to worry 

about potentially having to make a major career change if further happened. 

As previously mentioned, one aspect of the redundancy process which was considered 

particularly negatively was the down grading process. This involved taking employees 

and giving them a job at a lower grade. This was potentially very demoralising for the 

survivors and as the next survivor describes - very traumatic. 

`The emotions I went through at the time were very traumatic, having done the 
job as a supervisor for 10 years to be asked to do a fitters job at a lower grade 
was awful. Well, I thought I held myself in quite high esteem, I was a lot better 
than most of the other people, the realisation that in effect you weren't as good 
as you thought you were was very dramatic. It made me think "what have I 
done wrong" nobody had said to me that I wasn't performing satisfactorily. ' 
CEpp2 

The redundancy was a great shock for all employees, each survivor interviewed 

expressed `disbelief at what was happening to them and the company. The 

organisation had never experienced a downsizing before and this came as a huge culture 

shock for the employees. Employees were unprepared and shocked at the damage the 

redundancies caused. The Power Company was a major employer in an area which was 

not densely populated and employees perceived themselves as a large family, with many 

of the employees living locally and working alongside relatives. Over half of the 
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survivors felt that they wouldn't know how to find elsewhere and leaving would mean a 

complete ̀ upheaval'. 

`I've worked here for years, so has my brother in law, its the same for a lot of 
people' GMpp2 

`Its [the redundancies] wrecked people, it destroyed them, when you have been 
in a job so long you get insulated from the outside - you haven't got a clue how 
to find work outside really. ' GMpp3 

Survivors' feared leaving the organisation, many of them would have to move, or travel 

a fair distance to find comparable work elsewhere. Redundancy signified, for some, a 

complete change of lifestyle. Employees had become increasingly specialised and felt 

that finding similar work elsewhere for an equivalent wage would be particularly 

difficult. The results indicated that as the redundancy process progressed, survivors 

grew increasingly bitter and angry towards management and the way in which they and 

leavers were being treated. 

`It was terrible, those of us who had friends leaving were very bitter' GMpp3 

`The feeling... whether you got a job or not you felt the same, we all felt bad, and 
there were feelings of guilt' CW ppOl 

`A lot of people went off sick, they just didn't care anymore' GM pp6 

There was a perception among those remaining that it no longer mattered what you did 

because the same was going to happen to you sooner or later. People were preparing 

themselves for the worst to happen. The fear factor was high as were feelings of job 

insecurity. 

The effects of the redundancy process not only affect survivors in their work 

environment, the majority of respondents felt the company situation also affected their 

private life. 

`I didn't get the job I expected to get - somebody else got it and I felt that and 
found that hard. I found myself at the time not sleeping very well, I was really 
stressed. It was a horrible 3 or 4 months' CW pp2 

238 



Survivors of Redundancy 

`The redundancy made things difficult at home ... I'll never forgive the company 
for making me have to tell my wife that I might not have a job. That was 
unforgivable, she felt powerless and in capable of doing anything'. PD pplO 

`Leading up to the announcement day I wasn't sleeping very well.. I didn't sleep 
very well afterwards ..... I was offered a job but not the one I wanted, in the end I 
just accepted it, but it did affect me very badly, I have 3 kids, two at university 
and I wanted my job to last 5/6 years to get them through what they wanted to 
do. ' DJ pp6 

The statements above clearly indicate that the survivors fear and threat of job loss would 

have far reaching implications beyond simply not performing well for the organisation. 

These survivors had families to support and the loss of their job affected those around 

them and dependent upon them. The main symptoms of stress appeared to be lack of 

sleep and increased worry. 

Aside from survivors personal life, the redundancies also affected the relationships 

employees had with their co-workers. The redundancies caused a lot of ill feeling 

between workers as well as between management and employees. The situation is 

described clearly by one of the survivors. 

`... the worst things was colleagues you'd worked with were fighting or falling 

out, between them, disagreeing. I mean people you had worked with. They 
[management] split us down the middle; that was horrible. It was like breaking 

up a family and that's got to be the worst thing' CW ppI l 

Stress and pressure within a workforce, is likely to make them feel uncomfortable in 

their own work environment. In particular, the organisations strategy to split the leavers 

(those leaving in several months) from the survivors to a different site is clearly going to 

be a contentious issue with those remaining. As survivors resentment towards the 

organisation grew, survivors became defensive towards those who had been selected for 

redundancy. 

`The friction between the two groups [survivors and leavers] decreased, the 
survivors were guilty about working alongside those guys who had lost their 
jobs and had to go. They became very defensive and supportive of them, so 
much so that they wouldn't do anything that they thought would be to the 
detriment of this group [leavers]. There was a lot of support and a lot of 
sympathy ... that also made them [survivors] unwilling to change or do anything 
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that may be seen to place those who had been selected to any disadvantage'. PM 
pp 10 

This protective behaviour towards the leavers became increasingly obvious during the 

interviews as survivors expressed their feelings towards management. In particular, 

survivors were unhappy about the use of contractors. Contractors were being used 

across the company to replace the work of leavers and to provide services which used to 

be supplied by the organisation, such as maintenance. Survivors were not only reluctant 

to work with contractors but complained of their level of performance and their attitude 
towards the organisation. 

The existence of contractors was perceived by many survivors as a constant threat, that 

they too could also be easily replaced by a outside contractor. The use of contractors 

was justified by management by being cheaper and more flexible than paying full time 

workers. However, survivors noted that they were having to work more and more hours 

of overtime to compensate for contractors who were only scheduled to work nine to 

five. From the perspective of the survivors, this was not perceived as a cheaper option 

and increased the amount of work and pressure put on them. 

7.5.2 Selection Criteria 

The redundancies were announced as voluntary, however, the analysis of the interviews 

indicates that the perception of survivors was that this was not the case. Over half of the 

respondents felt that the redundancies were `forced' and not voluntary. Several 

respondents gave examples of their experiences where work colleagues had not been 

given a position through the restructuring and therefore had ̀ no choice' but to apply for 

voluntary redundancy. 

`It became rather manipulated voluntary redundancy. Although no-one would 
admit that. I think and I've had experience of where people have been 
pressurised to go' CEppl 1 

`It was engineers picking teams, like a school game - you're on my side' BJpp4 

Each of the respondents stated that the selection criteria for the redundancies was based 
on a points systems which were derived from individual employee interviews with their 
team leaders. However, when questioned about the fairness of this process, each 
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respondent perceived that the selection criteria said to be used was not the criteria 

actually used during the process. Employees felt that there was a hidden agenda and 

that those who remained were chosen based on personality rather than the suggested 

`points system'. 

`There seemed to be no rhyme or reason as to the way they selected people. 
There was no way you could defend yourself, they said it was done on a points 
system, people who went up the road should no way have gone on their service 
and experience record - good workers. Basically, it came down to personalities 
in the end'. GMpp3 

`I knew what they [selection criteria] were but I didn't agree with them, they 
weren't fair ... I put a grievance in but the union weren't really interested' 
CWpp3 

Overall the survivors perception of the selection criteria was very negative. Survivors 

were left with the feeling that if `their face fitted' they were in and if not they were out. 

One respondent noted that there were some employees who dug their heels in and said 

`no we're not going to leave' and who ended up being `forced out' by management. 

Although there was little evidence to suggest this had actually happened, survivors were 

left feeling angry and resentful towards management. 

A further aspect of the selection criteria which caused resentment amongst survivors 

was that survivors perceived the cutbacks to be mainly with shop floor level workers 

and they did not see the same amount of cutbacks being made at the higher hierarchical 

levels. Once again this led to perceptions of unfairness and inequity and perpetuated the 

`them and us' culture. 

7.5.3 The Announcement Day 

One of the most prevalent issues, which survivors recalled about the redundancy process 

was the day which they heard whether or not they had a job in the company. This was a 

very stressful time for employees both for those who were leaving and those who were 

remaining. Respondents were able to describe the day clearly and as if it had happened 

only the previous day. This suggests the importance of the `announcement day' to the 

redundancy process and the potential effects it can have on survivors as well as leavers. 
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Survivors described that they were called into a room, not unlike the interview room, 

and asked to sit down opposite their line manager. One respondent who was made 

redundant and was then reinstated within the week describes how he felt. 

Well you came into a room like this [gestures interview room] and there was a 
guy sitting down, he said "Sorry Chris, you have done very well but you are not 
suited to the new company" but when they start talking - you don't think of 
anything else. You start to think "what the hell is happening here". CEpp3 

This confusion and numb feeling was mirrored by those who were not made redundant. 

Survivors stated that once they had been told they had a job, they just stopped listening 

to the manager who was talking to them and felt relief. Another survivor describes the 

announcement day. 

`It has got to be one of the worst days I've gone through, we were called through 
one at a time (in alphabetical order), so my name beginning with `W' I was right 
near the end. You knew as soon as somebody came back ... you knew from 
their face whether they got a job or not, it was very emotional, you couldn't 
really talk to anyone, we didn't really talk to each other we just sat there in 

silence not knowing what to say, it was a horrible day. ' CW pp4 

Employees clearly considered the announcement process an emotional day and were 

unsure of how to cope in this situation. Employees were aware of the potentially 

devastating affect of being made redundant and survivors felt uncomfortable around 

those who were made redundant. The day was described as `insensitive', `difficult', 

`awful', `terrible' and `degrading'. Employees were experiencing scenes within the 

company which they had never seen before and for many was particularly disturbing. 

`I thought it was a very degrading day, to see men cry really shell shocked me, 
some men were really broken-hearted'. BJ pp3 

The reactions of those who had to leave through redundancy, clearly had an effect on 

those who remained and influenced their own reactions towards management and the 

process after the redundancies were complete. Survivors were adamant in their feelings 

towards the selection and notification process, stating that they felt that they had been 

treated like `idiots' and ̀ insensitively'. The results suggest that this reaction encouraged 

the survivors to put up a defence mechanism to future redundancy programmes. 
Survivors felt they were sick of `threatening situations' such as redundancy and that the 
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`fear factor' which they believed to be induced by management would no longer work. 

It became clear from the interviews that survivors were hardened to change and felt that 

no matter what the organisation did, it could not hurt them again. This is clearly a 

defence mechanism which attempts to re-establish the balance between management 

and staff. Survivors were seen to be fighting for control, in order to prevent further 

feelings of powerlessness. 

7.5.4 Treatment of the Leavers 

As already noted during the announcement day, survivors' reactions were influenced by 

the reactions of those who were made to leave the organisation. The `treatment' which 

the leavers received was clearly one of the influential factors in understanding why 

survivors' reactions were so negative. 

First, survivors had experienced themselves the announcement day, therefore, they 

understood the way in which leavers had been told they no longer had a job. Survivors 

were often the first people to see the leavers after they had been informed of their 

redundancy and were subject to the reactions of the leavers. Survivors described their 

colleagues as very upset, and devastated. 

`It was devastation for a lot of them, one man cried and was actually physically 
sick afterwards' BJ pp 4 

`Several, people took it really bad they had small families, mortgages, they 
didn't expect redundancy and they were devastated' GM3. 

There were clearly those who reacted very badly to redundancy, however, these 

appeared to be the employees who were least expecting redundancy and were therefore 

least prepared for it. Those who wanted to leave were noted as having less negative 

reactions and appeared to leave quite happily. However, it was seen by survivors that 

those who wanted to leave were often the `better' and more qualified individuals who 

could quite easily find a job elsewhere. 

The treatment of the leavers was not only during the announcement day, survivors also 
believed that the leavers continued to receive ̀bad' treatment from the organisation in 

the time after the redundancy notification. The leavers were offered outplacement 
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facilities, where an independent company was present on site for several months. This 

facility offered careers advice and help to leavers for example in the design and 

production of their C. V. Many survivors felt that leavers were too shell shocked to take 

full advantage of the outplacement facilities on offer. The devastation caused by the 

notification of redundancy was followed by a period of confusion, which questions 

whether there needed to be another kind of assistance other than an outplacement 

facility. 

Survivors pointed out that there was a company chaplain, who was attached to the 

organisation during the redundancy. An interview with the chaplain discovered that 

many of those made redundant had sought the chaplain as a counselling service. This 

was not an official source of counselling, yet was often considered by survivors to have 

been a great help during the difficult redundancy period. The chaplain stated that he had 

dealt with numerous devastated employees and showed considerable concern for the 

treatment they had received from the organisation. 

Another aspect of the treatment of leavers was associated with the monetary 

compensation that they received. Survivors' reactions to the compensation was 

positive, in that they felt the compensation was `adequate' and `quite generous'. 

However, survivors did point out that the remuneration did not compensate for the loss 

of job or the impersonal treatment those who did not want to leave received from the 

organisation. 

Down-grading was a part of the downsizing programme, which caused particular unrest 

in the survivors. This was a process whereby instead of being made redundant, 

employees were offered positions in a lower grade than their original position. 
Survivors thought that this was `cruel' and `unnecessary', several survivors explained 

cases where employees had left the organisation rather than become a lower grade. One 

of the survivors interviewed had been given a lower grade during the redundancy 

program and reported that he had felt humiliated and de-graded, but that it was better 

than no job at all. In hindsight, the Personnel Director reflected that if there was 

something he would never do again, it was ̀ down-grading'. The Personnel Director felt 
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that this put employees in a particularly bad situation by affecting not only the 

individual's self esteem but also those around them. 

The final aspect of the treatment of leavers which appeared to influence survivors' 

reactions was related to the transfer of leavers to a different site. As those made 

redundant were given up to six months notice that they were to leave the organisation, 

the management made a decision of what to do with the leavers in the meantime. A 

decision was made, to move all those who had been made redundant to `A' station, 

which was located on a different site. The logic was that those who had been made 

redundant would not feel uncomfortable working with the survivors. However, 

survivors' reactions to this were severe. 

`Its bad enough them not having a job but to put them into a separate building 
and separate them was terrible... ' CW pp3 

Survivors felt that this was `unfair' way of treating the leavers and did not credit them 

with the respect they deserved. The majority of survivors felt that it would have been 

`more fair' to let those made redundant leave immediately, rather than ostracise them or 

make them uncomfortable in the organisation. In summary, the results suggest that the 

treatment of those who left does to some extent influence survivors' reactions to the 

redundancy process and management. 

7.6 Communication Processes 

The previous section 7.4 (Employees Perception of Management) has highlighted the 

amount of mistrust between employees and management, this mistrust has had a 

particularly damaging effect on the perceptions of the organisational communication 

processes. Communication, in its many forms, was perceived as one of the most 
important facets of the redundancy process by all of the survivors interviewed. 

However, the communication within the Power Company during the redundancy period 

was also considered very poor by all of the survivors interviewed. 

First, all of the survivors perceived that the information they received during the 

redundancy process was incomplete. They felt that they were not receiving the good 
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news and the bad news, but only what senior management wanted them to hear. They 

felt that during the redundancy period, although they continued to meet targets and 

produce power, they only received negative news and feedback. It is unclear as to 

whether this was the case, or whether this perception simply reflects the suspicious 

nature of employees during the redundancy programme. Perhaps, due to the uncertain 

situation of the power station, survivors were only sensitive to the negative information 

and did not acknowledge the `good news' as important or significant to their own 

personal situation. 

'Management are demoralising people they talk to because all you get is doom 
and gloom ... we manage losses not profits'. BJpp7 

The continuous receipt of negative news has the potential to have a demoralising or 

depressing effect on employees, particularly coupled with a large amount of 

redundancies. A more positive view of restructuring may have had a less damaging 

effect on the morale and motivation of employees. 

Second, the majority of the survivors perceived that they actually received very little 

communication during the redundancy process. 

`They did try and communicate but I don't think it was enough, there is never 
enough' CE pp8 

`I don't think the communication was very good, very little filtered down to us, 
what we actually wanted to know anyway' DJpp5 

Communication was passed to employees through a number of methods, including team 

meetings, email and official publications such as the company news letter and memos. 
However, the majority of survivors perceived these as impersonal and insufficient 

during the redundancy process. Survivors felt that the management team should have 

given employees more information through face to face meetings. The informal 

networks of communication increased considerably during the redundancy programme, 

survivors suggested that this was simply to compensate for the lack of satisfactory 
formal communication. 
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Third, survivors clear lack of trust in management during the redundancy programme, 

decreased the amount of belief that employees had in any information that they did 

receive. 

`I only partly believe what they [management] say, I think they know more than 
they're giving away' BJpp6 

`I've not even sure if they [management] stood up and told us the truth hand on 
heart that they'd be believed anyway' PD pp5 

`I still get the impression that they [management] don't tell us everything ... I just don't trust what they say' DJ pp9 

In an attempt to redress the issue of mistrust in communication, the new senior manager 

developed a `rumour hot line'. This was established to reduce the amount of informal 

communication between employees and decrease the number of rumours concerning the 

company situation and restructuring programme. Employees were instructed to 

telephone the senior manager and anonymously log any rumours which were circulating 

the company. The manager would then respond via the company rumour line on all of 

the company television monitoring screens which were located across all sites. The 

rumour line was perceived a success by the new station manager and employees 

responded positively saying that `at least we get an idea what is true and what isn't 

anymore'. Survivors also perceived that the rumour line had increased access to 

previously distant senior management. 

In summary, over half of the interviewees felt that since the redundancies and the new 

senior manager, communication was slowly improving yet felt that more open and 
honest communication was needed. 

`I would much prefer to work with an open if not frank management. At least 
then you'd know where you were. If they were up front - if there is bad news - 
just tell us! ' CW pp6. 

The results indicate that the respondents would like to believe management but felt it 

would take time to rebuild the trust which was broken down during the redundancy 
process and time to replace the cynicism with positivism. 
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7.6.1 Employees Perception of the Future 

The survivors perception of the future of the organisation were negative. Overall, 

survivors felt that the life expectancy of the organisation was limited and their 

predictions of its life span ranged from five to fifteen years. All of the survivors were 

under the impression that the organisation was simply winding down, preparing to be 

closed down in the near future. This may explain why the older survivors were not as 

worried as those who were in their mid 30s, due to the retirement age being within the 

life span of the organisation. The majority of survivors perceived that there were no 

long term plans for the organisation and the organisation's goal was simply to react to 

commercial pressures and compete to supply power through the National grid. 

All of the respondents continuously compared the newly privatised organisation, to its 

previous status as a public sector company. Whereas previously the organisation had 

developed five year plans, the newly privatised company was perceived as changing 

`too fast' for even a one year plan. The organisation had developed a number of new 

initiatives in order to re-motivate and improve the morale of the remaining workforce, 

but suspicion remained high among survivors. The new initiatives, such as a career 

development programme, via Investors In People (IIP), were seen by the majority as 

`token offerings' to soften the blow of expected future changes and redundancies. The 

continuous mistrust was proving survivors increasingly hard to motivate and encourage 

to remain within the organisation. 

A further initiative developed by management was the formation of focus groups. 

These focus groups were designed to encourage employees to seek improvements 

within their own work areas and encourage them to find alternative ways to cut costs. 
All of the survivors however, held a very cynical view of these newly formed focus 

groups labelling them BPR II. 

`I'm on a committee now formed to try to save £5 million on operations [which 
is my department], and basically save it or more jobs will have to go.... its just 
another cynical little exercise to get rid of people with workers and workmates 
seemingly condoning it. I don't want to be a party to it. ' GM pp8 
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The reactions to organisational initiatives supports previous findings from the current 

study which suggest that there is a vast lack of trust of management, its procedures and 

motivation behind their schemes and planning. 

The final point which became salient during the analysis, was with reference to expected 
future redundancies. Survivors were clear in that they expected there to be future 

redundancies. In fact, there were a number of potential redundancies planned for March 

of the following year. Many of those interviewed expressed a desire to leave the 

company at the next round of redundancies. Over half of the survivors were 

consciously looking for work elsewhere and described planning to leave the 

organisation straight to another job, yet still taking advantage of the generous 

redundancy pay-outs. 

However, those who expressed a wish to remain within the organisation, usually those 

closer to retirement age, felt that further redundancies would become increasingly 

difficult due to the already low levels of employees. Survivors felt that the organisation 

would be in the situation where too many employees would be volunteering to leave the 

organisation, and management would have to turn people down, creating even more 

unhappy survivors. The organisation is already faced with a lack of trust, motivation 

and morale, and in the future they face reduced commitment and an increase in the 

desire to leave the organisation. 

In summary, as with the Finance Company, the survivors' reactions in the Power 

Company were wide and varied. However, in an attempt to understand the extent to 

which the respondents felt each of the emotions, a frequency of the specific emotions 

and attitudes was calculated. Table 14 outlines the five levels of emotions ranging from 

most frequent (level 1) to least frequently mentioned (level 5). 
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Table 14: Summary of Power Company Survivors' Reactions 

Level I 

Unfairness, Mistrust, Shock, Demoralisation. 

Worry, Stressed, Devastated, Disgusted, Threatened. 

_-_r.. _----_. _. ___. ýý---_.. »__---- -_. _ý __ __.. _ ----"", 

Overworked, Fear, Pressurised, Bitter, hurt, Undervalued, Angry, Lack of' 
Sleep 

Level 4 

Uncertainty, Unmotivated, Traumatised, Panic, I)isillusioued, Guilty. 

Level 5 

Isolated, Ilappy (to go), Disbelief, Low Self f_: steeni, Strange, I'owverless, 
Depressed, Frustrated, Sarcastic, Suspicious, Aggressive, "fired. 

As you can see Level I suggests that the most frequently expressed emotions by 

survivors in the Power Company were perceptions of unfairness, mistrust, shock and 

demoralisation. In comparison to the Finance Company, the results here suggest that 

survivors were more inclined to blame the organisation and focus their reactions 

towards the management, in particular senior management. The results suggest that 

survivors perceived a greater violation to their psychological contract with the 

organisation. Perhaps this can be explained by the change in culture and move from the 

public sector to the private sector. By looking at the Level 2 emotions and attitudes, it 

becomes clear that survivors in the Power Company were devastated by the 

redundancies and disgusted with management and the way that they were implemented. 

In comparison to the results from the Finance Company, the Power Company survivors 

appear to have suffered more negative reactions, even to the extent that they are having 

physical reactions in terms of the lack of sleep through excess stress. The survivors in 

the Power Company also admitted the effects job insecurity was having on their home 

life and matters outside work. The lower level emotions appear similarly negative, 
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including feelings of isolation, disillusionment, suspicion, frustration and even 

aggression. Perhaps the most over riding element of these emotions came from the 

interviews themselves, it was clear after talking to each of the respondents that they 

were despondent, tired and were beginning to give up the `fight'. The Power Company 

is clearly faced with an unhappy workforce now, but begs the question whether the 

company will remain in five years time. 

7.7 Summary 

The results indicate that both case study organisations followed significantly different 

redundancy programmes, over different time frames and within different industries. 

However, the results indicate that there are distinct similarities in the way in which 

survivors reacted and similarities between the influencing factors. First, in both 

organisations, survivors perceived problems with the redundancy decision making 

process. The problems differed within both organisations, yet the results were the same 

- negative reactions from survivors. In the Finance Company, survivors perceived the 

decision making to be detached and not thought through by senior management, 

survivors were not involved or consulted which lead to feelings of disillusionment and 

apathy. In the Power Company however, survivors were involved in the decision 

making, yet management was seen to be avoiding responsibility. Survivors responded 

with anger and a loss of trust in management. Effectively both organisations suffered 

through the use of their decision making processes. Perhaps, the answer to this is for 

management to work with staff, neither making all the decisions themselves or leaving 

decisions entirely up to staff. 

Secondly, specific elements of the redundancy process caused problems in both 

organisations such as the selection criteria, the announcement day, communication 

processes and the treatment of leavers. In the Finance Company the selection criteria 

was viewed as unfair as cutbacks not shared at higher levels and the reasoning behind 

the criteria was not clear. In the Power Company, the selection criteria was perceived as 

unfair as survivors felt it was manipulated and that there was a ̀ hidden agenda'. In both 

organisations, survivors felt that the announcement day itself was a bit of a disaster. All 

survivors perceived that the announcements could have been done in a more 
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appropriate, sensitive and respectful manner. The announcement days caused survivors 
in both companies to vent anger, disgust and shock at their respective management 

teams. Communications don't end at the announcement day and the results from both 

case study companies suggest that communication processes through the redundancy 

programmes could have been improved. Finance Company survivors complained of 

management saying one thing and doing another suggesting inaccurate and insufficient 

distribution of information. Power Company survivors on the other hand complained 

too much negative communication, and a lack of belief in communications which were 

received. Both companies noticed an increase in their informal communication 

networks. The grapevines appeared to work against management, spreading cynicism, 

mistrust and anger amongst survivors. The treatment of leavers caused a distinct 

amount of concern amongst both sets of survivors. In the Finance Company, survivors 

saw a continuous trickle of unannounced redundancies which caused considerable 

unrest. In the Power Company survivors and leavers were separated to different sites 

making survivors feel guilty and angry towards management. 

Thirdly, in both organisations survivors' perceptions were negative about the future of 

the organisation. Survivors were feeling insecure and had increased their job seeking 

activities. In particular, the Power Company survivors indicated a strong intention to 

leave the organisation, with over half of the survivors waiting for the next round of 

voluntary redundancies. In the Finance Company, the survivors appeared to be 

adjusting their overall perceptions of work life and changing their expectations of the 

organisation in terms of job security and career opportunities. 

Finally, overall the Finance Company survivors appeared to be less negatively effected 
than the survivors in the Power Company. Survivors in the Finance Company measured 
the impact of the redundancies on its impact on their own job and the level of increased 

workload. They also appeared to distance themselves from the redundancies and 

perceive that `it won't happen to me'. The Power Company survivors on the other hand 

were much closer to the redundancies, not only as they were on a greater scale but 

everyone was directly effected. This might also be explained by the reasons for the 

redundancies. In the Finance Company, the restructuring was designed to make the 
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organisation more efficient and streamlined. However, in the Power Company, the 

survivors were facing a complete culture change and new management philosophy. 

The next chapter will discuss the findings from the case studies in terms of previous 

studie's in this field. 
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CHAPTER 8 

Stage 2 

In-depth Case Study Interviews: A Discussion 

8.0 Introduction 

This chapter will discuss the results of Stage 2 of the research strategy and compare the 

results from the two case study organisations, the Finance Company and the Power 

Company, with previous studies in this field. Although both organisations were from 

different industries and utilised different redundancy processes, similarities have still 

been found between both the survivors' reactions and the factors which appear to have 

influenced their responses. The discussion will follow the original framework shown in 

Figure 7 below. 

Flure 7: Conceptual Framework for Understanding Survivors' Reactions to Redundant 
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The chapter will be structured into three main parts, the organisational perspective, the 

individual perspective and survivor reactions. The organisational perspective will 

discuss those reactions and influencing factors which relate to the redundancy processes. 

The individual perspective will concentrate on those influencing factors which relate to 

individual and work setting characteristics which influence survivors' reactions. At the 

end of this chapter the conceptual framework is redefined to encapsulate the findings of 

Stages 1 and 2 of the research. The redefined framework then forms the basis for the 

third stage of the research. 

8.1 The Organisational Perspective 

The organisational perspective refers to the redundancy process and elements of the 

organisational and managerial culture that has influenced survivors' reactions to 

redundancy. The results have shown that the process, management and the extent of 

cultural change within the case studies have the ability to create anger, distress, 

disillusionment and mistrust amongst survivors. The way in which the redundancy 

process was managed in each organisation reflects both the managerial structure and the 

culture of their respective organisations. However, specific elements of the redundancy 

process were found to be important in understanding why and how survivors reacted. 

These elements of the process fell into the following five categories; decision making, 

selection criteria, notification, communication and caretaking. The first aspect to be 

discussed is redundancy decision making. 

8.1.1 Decision Making 

Previous research in organisational justice has suggested that managers often strive for 

the benefits of being fair without actually behaving fairly (Greenberg, 1990). Greenberg 

(1990) suggests that managerial decisions are often ambiguous to subordinates because 

they are seemingly made on the basis of unknown information. The results from the 

Finance Company suggest that survivors were not involved in the decision making 

process and felt that management were making decisions without all of the required 
information. On the other hand, the Power Company survivors were to some extent 
involved in the decision process yet still felt that the process was unfair. The reason 
being that survivors felt the decision to make redundancies had already been made prior 
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to the consultation exercise, rendering the ̀ involvement' process ineffective. In relation 

to Greenberg's (1990) findings, it is not only the involvement of employees in the 

decision making and the use of accurate information but the employees' perception of 

the validity of the involvement process which influences their reaction. For example, 

the Power Company survivors' perceived that the involvement of employees in the 

decision making process actually caused more problems by splitting the workforce and 

causing rifts between them. The next stage of the research needs to further understand 

elements of the decision making process and how survivors evaluated the way in which 

decisions were made. This may help to establish the importance of the redundancy 

decision making in understanding survivor reactions. 

8.1.2 Selection Criteria 

The way in which individuals were chosen for redundancy was also found to cause 

significant problems amongst survivors. Brockner et al (1986) suggested from their 

laboratory study that a random selection method had a more positive effect on 

survivors' performance than a method based on merit or performance. Brockner (1986) 

suggests that those selected through a merit method, perceived that they `deserved' to 

survive and hence did not alter their performance. However, the results from the Power 

Company suggest in reality, reactions to selection criteria are much more complicated. 

The Power Company survivors' perceived that the selection criteria which was stated by 

management (a points merit system) was not the one that was actually used. Again this 

relates to the earlier point that a ̀ veneer of fairness' is not enough and that management 

have to be seen to be fair and to act fairly (Greenberg, 1990). 

In terms of the selection criteria in the Finance Company another issue arose, survivors' 

felt that cutbacks were not shared at higher levels within the organisation. This supports 

the work of Brockner (1992) who argues that layoffs are perceived as unfair if survivors 

perceive management are not sharing the cutbacks. Similarly, the Finance Company 

survivors' felt that although the criteria itself may have been fair it was not implemented 

in a equitable manner. These findings to some extent support previous research 
(Brockner et al, 1986) which suggests that layoffs cause perceptions of inequity in 

survivors. This also supports the underlying theory of organisational justice (Alexander 

& Ruderman, 1987), where both distributive and procedural justice can influence 
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individual responses to a decision or outcome. The results from the current study also 

suggest that the selection criteria announced needs to be the one ̀ seen to be used'. Also 

respondents from both of the case study organisations were often unclear as to what the 

selection criteria used was, this suggests that negative reactions may be reduced if this 

information communicated to all employees involved. The next stage of the research 

needs to investigate the survivors understanding and evaluation of why certain criteria 

were used during the redundancy process. This will help to further understand the 

importance of selection criteria in survivors' reactions to redundancy. 

8.1.3 Communication Processes 

There are numerous elements to the communication processes during the redundancy 

process which were found to influence survivor reactions. These included the 

announcement day, reasons and explanations given to survivors for the redundancies 

and formal and informal communication channels. 

Announcement Day 

Previous research has not indicated which specific aspects of the redundancy 

communications process most influence survivors' reactions. However, the current 

research clearly indicates that the day on which employees are notified of redundancies 

has a very strong influence on the type of reaction survivors have. In the Finance 

Company the results indicate that the way in which employees are told who is leaving 

and who is staying can influence both their perception of management and the 

organisation as a whole. Brockner et al (1994) suggest that there are three interactional 

justice factors relevant to survivors of redundancy; whether survivors believe the 

reasons underlying decisions, whether they are adequately explained and whether those 

implementing the decision treat them with dignity and respect. The current results 

suggest that these factors are relevant during the announcement day, in particular 

treatment of employees with dignity and respect. These results also support the work of 
Novelli et al (1995) who suggest that interpersonal treatment of individuals can 
influence their perceptions of fairness. 

Brockner et al (1990) considered another aspect of interactional justice; the clarity of 

explanations relating to layoff decisions. Brockner et al. (1990) found that under 
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conditions of high uncertainty and high importance, clarity of explanations were 

particularly important in understanding survivors' reactions. In the Power Company the 

results suggest that even though management attempted to have clear explanations, the 

shock of the actual decision meant that individuals did not even listen to the 

explanations they were being given. Similarly, in the Finance Company, survivors did 

not feel that individuals were given clear explanations or treated with the dignity and 

respect they deserved. The next stage of the research needs to explore the amount of 

notification employees were given of the impending redundancies and investigate the 

length of time survivors were given to come to terms with the changes. This will help 

to establish how the announcement and notification of redundancy and specific timing 

may influence survivors' reactions in terms of shock and acceptance. The next stage 

also needs to further explore whether survivors perceived individuals were treated with 

dignity and respect during the redundancies (Brockner et al., 1994). 

Explanations/Reasoning 

In both case study companies survivors felt that they did not receive sufficient 

information relating the redundancy decisions and implementations. Novelli et al (1995) 

suggests that questions of interactional fairness can arise if managers do not provide 

adequate, rationally based explanations for their actions. However, in the Finance 

Company, it was not simply the explanations which were not adequate but survivors felt 

that management was saying one thing and doing another. Survivors were witnessing a 

constant trickle of redundancies and yet receiving mixed messages about the number of 

redundancies being made. This was reinforcing the survivors' perceptions of not being 

told the 'whole story'. These results are similar to those reported by Graddick and Cairo 

(1997) in their case study of AT&T where consistency and alignment of messages 

across the organisation was found to be vitally important to employees, Similarly 

survivors in the Power Company felt that they were not receiving sufficient information. 

The Power Company survivors also felt that they were only receiving negative 
information in the form of bad news. This reinforces the importance of not only how to 

communicate bad news but ensuring that there is an balance of good and bad news 
distributed. To some extent this supports the work of Van den Dos, Vermunt and Wilke 

(1997) who felt that individuals' perceptions of fairness were influenced by which 
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information they received first and what information they receive next. As the survivors 

in the current study felt they continually received bad news this may explain why their 

reactions were particularly negative. 

Another issue which Novelli et al (1995) raise is the extent to which communications 

need to be sensitive, clear, believable and delivered with sincerity. The results in the 

Power Company suggest that even though explanations were being given, survivors did 

not believe the messages. This illustrates the lack of trust which had developed between 

survivors and management during the redundancy process. This supports the work of 

Novelli et al (1995) and indicates that once the organisational trust has been lost, even 

clear, sensitive and sensitive messages may be ineffectual. 

Another aspect of communication which was found to be important during the 

redundancy process and may be an indicator of ineffective communication processes 

was the `grapevine'. Noer (1997: 215) suggests that survivors have an unquenchable 

need for information before, during and after layoffs, in fact survivors become 

`information junkies'. The results from the current study show that in both organisations 

the use of the informal communication network, the grapevine, increased during the 

redundancy process. This should be a clear indication to the organisation and its 

management that they are not communicating enough or the right kind of information to 

its employees. In fact in both organisations, survivors reported the grapevine as being 

quicker and more informative than the formal communication processes. These results 

contradict some of the more positive practice found by Thornhill and Gibbons (1995) 

who describe numerous communication strategies used by downsizing organisations in 

Britain. Thornhill and Gibbons (1995) describe one organisation where key players 

were identified and communicated with prior to and during the redundancies, another 

example involved communication through management briefings prior to redundancy. 
In the current study, the results suggest that survivors were relying on information 

through the grapevine, mainly from their peers and work colleagues, this raises a 

question as to the effectiveness of managerial communications. The next stage of the 

research needs to evaluate survivors' perceptions of the information they were receiving 

concerning the redundancies from both senior and line management. This will help to 
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establish the effectiveness and implications of communication during the redundancy 

process on survivors' reactions. 

8.1.4 Caretaking of Leavers 

The final aspect of the redundancy process which was found to influence survivor 

reactions was the way in which those leaving the organisation were treated. Brockner et 

at (1987) suggest that the way in which the organisation compensates those who leave 

through redundancy influences survivors organisational commitment and work 

performance. To some extent the results from the current study support their findings in 

that survivors made judgements about the compensation received by leavers. However, 

in the current study survivors were often resentful and envious of individuals who were 

seen to be leaving with generous pay-outs and ̀ getting out' of the insecure environment. 

As the results have shown in the Finance Company, survivors were more concerned 

with the way in which leavers were treated on the notification day (i. e., marched off 

site). Similarly, in the Power Company survivors were more concerned with the way in 

which leavers were segregated to another site location. Therefore, the current findings 

support those of Brockner et at (1987) but illustrate that the way in which survivors 

evaluate the treatment of leavers goes beyond the provision of adequate monetary 

compensation and outplacement provision. 

In summary, Stage 2 has highlighted that the five main elements of the redundancy 

process can be seen to influence survivors' reactions. However, the next stage will 

continue to explore how survivors' evaluate the redundancy process including; the 

decision making, the selection criteria, the notification process, explanations and the 

caretaking of those who leave the organisation. The next stage will also investigate the 

extent to which each element influences survivors' reactions and the implications for the 

organisation. 

8.2 The Individual Perspective 

The individual perspective relates to individual characteristics and work setting 
characteristics found to influence survivors' reaction to redundancy. The following 

section discusses those characteristics identified in the interviews as being influential in 

understanding survivors' reactions; survivors' career orientation, specific co-worker 
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relationships, line manager relationships, the extent of job change and peer group 

influence. Previous research (Brockner et al., 1988; Brockner et al., 1992; Brockner et 

al., 1993) has identified other individual characteristics such as work ethic, work effort 

and self esteem, however these were not found to be salient during the interviews. 

8.2.1 Career Orientation 

The results from the Finance Company suggest that those survivors with a strong career 

orientation perceived the restructuring as more negative than those who were not 

concerned with their career. The results suggest that of the Finance Company survivors 

over half of them felt that the restructuring had reduced their future career advancement 

opportunities. In particular survivors witnessed the removal of many middle managers, 

which for many survivors would have been their next career move. Numerous 

researchers (Herriot, Pemberton and Hawtin, 1996; Herriot and Pemberton, 1995; 1997) 

have illustrated how the career opportunities and expectations are changing for middle 

managers but little research has specifically looked at the redundancy situation and non 

managerial survivors' career orientation. Herriot and Pemberton (1997) suggest how 

the psychological contract is changing and employer expectations continue to demand 

commitment without the offer of job security for middle management. The current 

study highlights another issue, in that non managerial employees might perceive the 

disappearance of middle management as increasing the space between rungs in the 

career ladder. In support of this, Doherty (1996) suggests that new organisational 

structures are having a significant impact on survivors' personal career plans and in 

their ability to realise a progressive career. Further investigation is needed to establish 

the importance of survivors' future career expectations and implications for the 

downsizing organisation. 

Dopson and Stewart (1990) suggest that in the past two decades the role of middle 

management has been disintegrating and lost due to increases in information and 

communication technology. The current study results support this view in that many of 
those targeted for redundancy were indeed middle management. However, the current 

results suggest that this may also be influencing the reaction of survivors remaining in 

these downsized organisations. The question arises, as to whether downsizing 
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organisations are replacing traditional hierarchical career progression with appropriate 

alternatives. Holbeche (1997) suggests that promotion in the conventional sense usually 

brings about enhanced status, and financial progress in terms of salary and benefits. 

However, Holbeche (1997) goes on to suggest that 

"With flatter structures and fewer opportunities for the majority of staff to be 
promoted through a clearly demarcated set of job grades, the challenge is for 
organizations to find other ways of helping employees feel that they are making 
progress. Reward and recognition may be a key means of enabling people to 
feel that they are progressing even if they are actually at the same level in the 
organization" (Holbeche, 1997: 47) 

This suggests that in terms of the current study, the change in the organisational 

structure has more implications than expected. Not only has the employee 

psychological contract changing from transactional to relational with less job security as 

suggested by Rousseau (1994), but the traditional career opportunities which were often 

embedded and associated with longevity and tenure are also disappearing. The next 

stage of the research needs to further identify survivors career expectations following 

the redundancies and how important their perceive the own career progression. This 

may help to identify to what extent career orientation influences survivors' reactions and 

their intention to remain or leave the organisation. 

Job Dependence and Skill Transferability 

The results from the current study suggest that the extent to which survivors rely on 

being employed by the organisation may influence their reaction to the redundancies. 

Brockner (1990) highlighted a number of moderator variables suggested to influence 

survivors' reactions to layoffs. Amongst these moderator variables Brockner (1990) 

suggests that environmental conditions such as survivors' dependence on remaining 

employed can influence their response to redundancy. Specifically, the current results 
indicate that if survivors perceive themselves to be secure financially, they were less 

likely to be so threatened by the onset of redundancy. In contrast, those who had an 

economic need to remain employed reacted in a more negative way to the redundancies 

and job insecurity was perceived a greater threat. This also supports work conducted by 

Greenhalgh and Rosenblatt (1984) who introduce demographic characteristics such as 

economic security to understand individual reactions to threats to job security. 
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Greenhalgh and Rosenblatt (1984) suggest that individuals who are highly dependent on 

their current jobs are more likely to respond negatively to job threat. Further research is 

needed to investigate the importance of job dependence in understanding survivors' 

reactions to redundancy in terms of their commitment to the organisation and their 

intention to leave on their own accord to find more `economically secure' employment. 

In the current study, another element of job and organisational dependency which 

appears to influence survivors' reactions relates to their own mobility and skill 

transferability. The results suggest that those who perceived they could find work easily 

elsewhere were less inclined to worry about future redundancies. In contrast, those who 

felt that it would be difficult to find comparable work elsewhere appeared to react more 

negatively. These findings support Brockner (1990) who argues that survivors who 

perceive they can find comparable work elsewhere are less likely to experience high 

levels of job insecurity. The findings also reflect the new concept of employability, 

whereby employees are increasingly becoming aware of the transferability of their skills 

across different companies and industries (Stiles et al, 1997). The next stage of the 

research needs to investigate this further and establish how `transferable' survivors 

perceive their skills to be, and how easy they feel they could get a job elsewhere. 

8.2.3 Co-worker Relationships 

Previous research (Sheehan, 1993; 1995; Yperen, Hagedoorn and Geurts, 1996) has 

suggested that in certain situations co-worker relationships can influence employee 

attitudes and behaviours. In direct relation to redundancy, previous research (e. g. 

Brockner, 1988; Brockner and Greenberg, 1990, Brockner et al., 1990) suggests that 

where survivors were `dependent' on leavers in terms of carrying out their work their 

responses were more negative towards the organisation. The findings in the current 

research support this in that survivors from the Power Company had close working 

relationships with leavers and that this created unsympathetic reactions towards 

management and the organisation. Similarly, survivors from the Finance Company were 

sympathetic towards leavers with whom they had worked. The next stage of the 

research needs to investigate the extent to which each of the survivors were personally 

or professionally `close' to leavers and whether they perceived the leavers had been 

treated with dignity and respect. It is suggested that those who have a close working or 
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personal relationship with leavers are more likely to react negatively if they perceive 
Leavers to be treated unfairly. 

8.2.4 Managerial Relationships 

The current results suggest that the type of relationship a survivor has with their 

immediate manager can influence the type of reaction they have to redundancy. The 

line manager role appears to change considerably during the redundancy situation, line 

managers are expected to inform, support and guide employees through the redundancy 

process (Thornhill et al., 1996). In the Power Company survivors' perceived that 

management had not fulfilled this role during the redundancy process, leaving many of 

them feeling insecure, uncertain and confused. The results suggest that during 

redundancy survivors become vitally aware of the skills and actions of their immediate 

manager. In effect, each stage of the redundancy process became a number of elements 

where management were subjectively evaluated for fairness and equity. The results 

from the Power Company and the Finance Company both suggest that survivors began 

to re-evaluate the people management skills of their immediate manager. Specifically, 

in the Finance Company, the results suggest that survivors' perceived their managers 

were in managerial positions due to their specialist knowledge or expertise, rather than 

for their people management skills. It is suggested here that redundancy is a people 

management process that many line managers may be lacking the knowledge, skills or 

experience to deal with effectively. What these results have highlighted is the lack of 

training and preparation provided for the implementers of redundancy and change. The 

results suggest that this failing becomes more evident when the organisation is 

experiencing downsizing and when line managers are expected to take on these extra 

roles. 

The next stage of the research needs to evaluate the difference between senior and line 

management roles during the redundancy process and their importance in understanding 

survivor reactions. 

8.2.5 Job Content Change 

Previous research investigating job content change suggests that removing layers of 
management can ̀ enrich' prevailing jobs by increasing the span of control for survivors 
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and empowering more employees with decision making authority (Greenberger & 

Strasser, 1986). However, the current results suggest that the increase in control and 

empowerment is not what the survivors experienced following the redundancy 

programme which removed layers of their management. In particular, respondents from 

the Finance Company were experiencing an increased workload, increased stress and 

more pressure following the redundancies. This supports Kozlowski et al (1993) who 

suggested that changes which do not `enrich' current jobs often overload survivors 

resulting in negative consequences. These results also support the findings of Brockner 

et al. (1993) who found that survivors' who perceive their job has become less 

intrinsically enjoyable following changes are more likely to react negatively. The next 

stage of the research should attempt to measure, the extent to which survivors' perceive 

their job has changed in terms of workload, pressure, quality, and variety of work. 

8.2.6 Peer Group Influence 

During the redundancy process, it was noted in the current study that the use of informal 

networks and communications increased dramatically. This suggests that in the absence 

of sufficient communication and information survivors turn to their colleagues for 

information and support. This raises the question as to whether survivors' reactions are 

influenced by the reactions of those around them and those who they communicate with. 

Brockner et al (1993) argues that in an uncertain or stressful situation, individuals take 

cues from their relevant others concerning the appropriate way to define and behave in 

the situation. The results from the two case studies to some extent support this 

assumption in that survivors appeared to take cues from others within their 

communication network. The next stage of the research needs to investigate this 

phenomena in more detail and establish whether survivors who perceive their co- 

workers' reactions as negative are more likely to react negatively themselves. For 

example, it is suggested that if survivors perceive their co-workers to be looking for 

work elsewhere they are more likely to look for alternative work themselves. 

In summary, there are a number elements highlighted in Stage 2 which will be 

investigated further in the next stage of the research, including survivors career 

orientation, their relationship with their co-workers, managerial relationships, the extent 

of job content change and peer group influence. Although, little evidence was found of 
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the importance of other aspects of individual characteristics previously identified in the 

literature (e. g., work ethic, work effort, self esteem) these will be explored in the second 

stage alongside those identified in the interviews. 

8.3 Survivor Reactions 

The current results suggest that the range of reactions to redundancy can be wide and 

varied and are influenced by the survivors perception of the redundancy process, their 

environment and their own personal circumstances. However, in comparison to 

previous studies the current research has highlighted a number of emotions and attitudes 

which were particularly strong and have not been noted in earlier research. 

The current results have shown that in the two case study organisations the most 

frequently experienced emotions were of unfairness, worry, shock, stress and 

demoralisation. Clearly, not positive emotions in terms of the organisations in question. 

The results in both organisations suggest that survivors perceived certain elements of 

the redundancy process as unfair, whether it was the selection criteria or the way in 

which individuals were treated. Survivors worry stemmed from the threat of future 

redundancies and the uncertainty of their own job security. Following the 

announcement day survivors reported feeling as if they were in shock, survivors were 

often surprised by those who were chosen to leave and those who remained. The whole 

experience of redundancy demoralised survivors and left many feeling dissatisfied and 

disgusted with management. However, each of these reactions have been noted 

previously in earlier studies (i. e., Brockner, 1985; Brockner & Greenberg, 1990; Sutton 

& D'Aunno, 1989; Finn, 1993; Armstrongstassen, 1993b), the current study also 

highlights a number of reactions which have not previously been noted. The reactions 

and the areas which they were found to relate to are shown in Table 15. The list is not 

supposed to be exhaustive but formed to give a general idea of the types of reactions 

which were being experienced by survivors in the current study. 

As can be seen in the first column of Table 15, some of the reactions to the redundancy 
process are fairly dramatic. Survivors reported feeling devastated and in a state of panic 
following the announcement of redundancies. These are two emotions which have not 

previously been highlighted. Similarly the negative reactions to management were also 
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found to be particularly strong, survivors reported feeling animosity and aggressive 

towards management. 

Table 15: Summary of Reactions 

Reactions Towards Reactions Towards Reactions Towards General Reactions 
the Process M anagement Work 

" Unfairness " Mistrust " Stressed " Isolated 

" Shock " Disgust " Overworked " Strange 

" Fear " Bitterness " Undervalued " Frustrated 

" Disbelief " Angry " Pressurised " Depressed 

" Panic " Aggressive " Powerless " Lack of Sleep 

" Devastated " Sarcastic " Unmotivated " Traumatised 

" Threatened " Suspicious " Demoralised " Tired 

" Upset " Hurt " Apathy " Cynical 

" Sceptical " Unsettled 

" Animosity " Worried 

However, this appeared only to materialise in terms of sarcasm amongst survivors rather 

than acts of violence. In terms of survivors' attitudes to work, one of the most prevalent 

reactions was that of feeling undervalued and overworked. Surely those who remain in 

an organisation following downsizing are the most valued members of staff, however, 

this is clearly not being communicated to survivors. Overall, it can be seen that 

redundancies may have the potential to endanger individuals health. If survivors are 

losing sleep, feeling tired and becoming depressed there are definitely signs of a stressed 

workforce, which could in turn lead to increased sickness levels and absenteeism. The 

question arises as to how well the organisations can really perform with such 

demoralised workforce. 

8.4 Summary 

In summary, the results from Stage 1 and Stage 2 have shown that the factors, which can 

influence survivors' reactions to redundancy, are more complex than first thought. The 

original framework was developed to incorporate the findings from the literature review. 

The refined framework can be seen in Figure 8 and incorporates findings from Stages I 

and 2 alongside factors identified in the literature (i. e., work ethic, work effort and self 

esteem). As you can see the framework can be broken down into three main areas, the 

organisational perspective, the individual perspective and survivor reactions. From this 

framework a number of investigative questions were developed. Each aspect of the 

framework and the respective questions are outlined below. 
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Figure 8: Refined Conceptual Framework for Understanding Survivors' Reactions to 
Redundancy 
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8,4.1 The Organisational Perspective: Organisational Redundancy Process 

The organisational redundancy process refers to the justice of the actual process as 

perceived by survivors. It is assumed (through Stages 1 and 2) that survivors evaluate 

the redundancy process through five different areas, the amount of notification they 

receive, the redundancy selection criteria, certain decision making processes, the 

communication process and the aftercare of those who leave. The propositions are as 

follows: 

Notification: 
1) Survivors who perceive the advance notice to be adequate are less 
likely to have negative reactions. 

Selection Criteria: 
2) Survivors who perceive the selection/filter criteria to be fair are less 
likely to react negatively. 
3) Survivors who are clear (understand) about the selection/filter criteria 
are less likely to react negatively. 

Decision Making: 
4) Survivors who perceive redundancies to happen too frequently and 
perceived avoidance strategies are not considered are more likely to react 
negatively to redundancies. 
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Explanations: 
5) Survivors are less likely to react negatively if there has been clear and 
adequate explanation for the redundancies. 
6) Survivors are less likely to react negatively if the information 
believable and credible. 

Caretaking: 
7) Survivors are less likely to react negatively if they believe that: i) the 
victims were treated with dignity and respect; ii) the victims were 
adequately compensated 
8) Survivors are less likely to react negatively if they perceive the 
organisation helped the victims to find comparable or alternative work. 

8.4.2 Individual Perspective: Individual Characteristics 

Individual characteristics refers to the characteristics which are inherent to the 

individual survivor. It was found (through the literature and current results) that four 

aspects of a survivors character have the potential to affect the way they react to the 

organisational redundancy process. These relate to characteristics inherent to the 

individual regardless of the redundancy situation such as job dependence, work ethic, 

work effort/involvement, self esteem and career orientation. The propositions are as 
follows: 

Job Dependence: 
9) Survivors who have a high economic need to work are more likely to 
react negatively to the redundancies. 
10) Survivors whose skills are easily transferable are less likely to react 
negatively. 

Work Ethic: 
11) Survivors with a strong work ethic are more likely to react 

negatively. 

Work Effort: 
12) Survivors who perceive that they work hard and are dedicated to 
their work are more likely to react negatively. 

Self Esteem: 
13) Survivors with low work self esteem are more likely to react 
negatively. 

Career Orientation: 
14) Survivors with a strong career orientation and who believe that the 
redundancies have negatively affected their career opportunities are more 
likely to react negatively. 
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8.4.3 Individual Perspective: Work Setting Characteristics 

Work setting characteristics were refer to the characteristics of survivors surrounding 

work environment. The results from Stage 1 and 2 indicate that a survivors' 

environment has the potential to influence the way in which they respond to a 

redundancy situation. The work setting characteristics include the way survivors 

perceive their job to have changed, their relationship with management and their co- 

workers. The propositions for this section are as follows. 

Relationship with Management: 
15) Survivors who have a "good" relationship with their immediate line 
manager (supervisor) are less likely to react negatively. 
16) Survivors who i) trust management; ii) believe the reasons for the 
redundancies are less likely to react negatively 

Relationship with Co-workers: 
17) Survivors who have a close personal or working relationship with 
the victims are more likely to react negatively. 
18) Survivors who perceive themselves to be similar to the victim are 
more likely to react negatively. 

Job Content: 
19) Survivors who perceive the intrinsic quality of the content of their 
job to have decreased relative to before the redundancy are more likely to 
react negatively. 

Peer Group Influence: 
20) Survivors who perceive their co-workers to react negatively are 
more likely to react negatively themselves. 

Each of these propositions formed the basis of the questionnaire design. Items were 

designed to capture all elements of the research questions. The questionnaire which 

formed the basis of Stage 3 can be found in Appendix 4. The final section in the 

framework relates to the effect of survivor reactions on the organisation in terms of a 

number of outcome measures. The survivor reactions are measured in terms of their 

level of job insecurity, organisational commitment, job satisfaction, work related stress 

and turnover intention22. The next chapter outlines the results from the Finance 

Company in response to the questionnaire. 

22 Descriptions of the scales used can be found in the Appendix 4. 
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CHAPTER 9 

Stage 3 

Company Wide Survey: The Results 

9.0 Chapter Outline 

The quantitative analysis of the two case study organisations is broken down into three 

main parts. The first part (Chapter 9: Part One) looks at the results from the Finance 

Company in terms of preliminary analysis involving univariate and bivariate statistics. 

The second part (Chapter 9: Part Two) investigates the preliminary results of the Power 

Company in comparison to the Finance Company. The final section (Chapter 9: Part 

Three) involves a secondary analysis of the quantitative data using multivariate statistics 

in particular regression analysis. 

Part One: The Finance Company 

9.1 Introduction 

The aim of this chapter is to explore the results from the first case study, the Finance 

Company. The first part of the chapter will introduce the general demographics of the 

respondents, followed by the analysis of each of the propositions . The propositions are 

in italics at the beginning of each section under the corresponding section of the 

conceptual framework. 

As specified in the methodology (see section 4.3.4) each aspect of the conceptual 
framework was addressed in the questionnaire. The results therefore, are analysed as 

per the framework and discussed from two perspectives; i) the organisational viewpoint 

and ii) the individual viewpoint, and incorporate the effect on the organisation in terms 

of the outcome measures. 
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9.1.0 Demographics 

The final section (section 9) of the questionnaire was designed to elicit the 

demographics of the respondents. Survivors were asked to note their gender23, age, 

marital status, income level and qualification level. Survivors were also asked to define 

their organisational level and length of service within the organisation. 

Table 16 indicates the results from the demographics and shows that the respondents are 

mainly women (71%), married and with 70% of them being between the ages 26 and 50. 

Table 16: Demographics (n=129) 

Item No. (%) Response 
Gender 37 29 Male 

92 71 Female 
Age 27 21 Up to 25 years 

46 36 26 to 35 years 
46 34 36 to 50 years 
10 8 Over 50 years 

Marital Status 94 73 Married/Living together 
23 18 Divorced/Separated 
11 8 Single/Never Married 
1 1 Widowed 

Income at home 22 17 Least important 
51 40 Equally as important 
56 43 Most important 

Length of Service 0 0 Up to one year 
15 12 Up to 3 years 
95 73 3 to 10 years 
5 4 11 to 15 years 
14 11 Over 15 years 

Organisational Level 33 26 Managerial 
96 74 Non-managerial 

Highest Qualification 24 19 15 GCSE grade D to F or equivalent 
44 34 GCSE grade C to A or equivalent 
24 19 A level or equivalent 
12 9 ONGOND or ITEC 
8 6 HNC or HND 
9 7 Degree 
4 3 Post Graduate 
0 0 Trade/professional qualification 

The majority of Finance Company respondents were non-managerial (74%) and had 

achieved up to A Level or equivalent as their highest qualification level. This education 

level may reflect the type of organisation, in that the respondents were mainly 

administration staff from the customer services division of the Finance Company. 

Hence there were few with professional qualifications. The majority of respondents had 

Z' Gender has not been analysed further as the aim was to investigate survivors as a whole rather than 
differences between men and women. See also section 1.4. 
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been employed within the company between 3 and 10 years. Therefore, all of the 

respondents had worked for the company during the redundancieslt was not possible to 

estimate whether the respondents were representative of the whole organisation, as this 

information was not available from the participating organisation. 

Organisational Viewpoint: The Redundancy Process 

The first part of the conceptual framework relates to the organisational viewpoint, 

shown as the shaded area in Figure 9. This aspect of the framework relates to the 

organisational redundancy process. Each aspect of the redundancy process will be 

discussed in turn. The first section will discuss employee notification of the 

redundancies. 

Figure 9: The Organisational Viewpoint of the Conceptual Framework 
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9.1.1 Notification 

Proposition 1: Survivors who perceive the advance notice to he adequate are 
less likely to have negative reactions. 

The first proposition relates to the notification aspect of the redundancy process. As 

outlined in the methodology (see section 4.3.4) three items were used to test this 

proposition. The three elements of notification asked whether; i) survivors felt senior 

'`4 Numbers do not sum to 129 due to missing data. 
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management gave them `enough' advance notice; ii) whether survivors felt they were 

given `enough' time to `come to terms with' the changes and iii) whether survivors felt 

their line manager had given them a clear idea of `when' changes would happen. These 

three items were combined together to create a notification scale. To test the reliability 

of the scale, the Cronbach's Alpha was calculated. The results found that the 

notification scale held a Alpha score of 0.69. Edwards et al (1997: 125) state that 

research ̀ should try and use dimensions that have internal consistency reliabilities of 

0.70 or greater'. As this Cronbach's score was slightly low, further analysis was 

conducted to try and establish why. After conducting a correlation analysis between the 

three items it was found that there was a significant positive correlation between each of 

the items, in particular items advance notice and acceptance time (r = 0.60, p=0.01). 
As there are only three items in the scale a factor analysis was not conducted. 

Primarily, to understand the implications of notification on survivor reactions, the 

respondent population was divided into two independent samples: the managers and the 

non-managers. The independent t-test was used to compare the means of these two 

groups (see section 4.3.6.3). The results are shown in Table 17, there was a significant 

difference between the advance notice, the acceptance time and the timing element 

perceived by managerial and non managerial survivors. The results suggest that 

managerial survivors are more likely to perceive that senior management gave them 

`enough' advance notice. These results reflect the outcomes from stage 2 of the 

research with regards to the organisations communications system. The results from 

stage 2 indicated that the higher in the organisational hierarchy you were situated the 

more information you received and in greater detail. It follows then that there was also 

a significant difference in the perceptions of managers and non managers in relation to 

the amount of time they were given to accept the redundancies, in that the higher in the 
hierarchy you reside, the sooner you receive information (see Table 17). 

Table 17: Independent i-tests for the Notification Process 
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Notification Manager 
(Mean Score) 

Non-manager 
(Mean Score) 

Levenes 
'Test of 
Equality 

P T-Value 1-tail sig. 

Scale 9.94 8.07 1.34 0.249 3.59 0.000**** 

Advance notice (q39) 3.18 2.36 0.87 0.354 3.67 0.000**** 
Acceptance time (q40) 3.27 2.66 0.08 0.772 2.98 0.002** 
Timing of changes (q54) 3.48 3.07 4.10 0.045 1.94 0.028* 
Level of Significance 
****pc 

. 
000; ***p< 

. 
001; **pc 

. 
01; *p<_ . 05 

The analysis of the notification process was to investigate differences between aspects 

of the process and the outcome measures. Figure 10 illustrates the expected 

relationships between the notification process and the outcome measures. 

Figure 10: Expected Relationships between Notification Process and Outcome Measures 
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In order to understand the effects of the notification process on survivor reactions, a one 

way analysis of variance was calculated and is shown in Table 18. 

Table 18: One-way Analysis of Variance for the Notitication Process 

Notification Job 
Insecurity 

Or1l 
Commitment 

Job 
Satisfaction 

Job Related 
Stress 

Turnover 
Intention 

F ratio F ratio F ratio F ratio F ratio 
Scale 1.40 2.02* 2.37** 1.77 1.39 
Advance notice (q39) 1.76 1.28 0.88 0.17 0.34 
Acceptance time (q40) 2.55* 3.52** 3.60** 3.11 * 3.10* 
Timing of changes (q54) 2.77* 3.47* 2.64* 5.64**** 3.20* 
L. evei_o! , ý! gnincance: '-T-p s . uuu; pL uui; --p s . uº; -p s . u) 

As can be seen when treated as a scale, the notification process is significantly related to 

organisational commitment and job satisfaction. Exploratory box plots illuminated the 
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nature of these significant relationships. When survivors' perceptions of the notification 

process were negative, organisational commitment (the median dropped from 30 to 22) 

and job satisfaction (median dropped from 19 to 13) decreased. However, following a 

breakdown of the scale into its three independent items results show that only the 

amount of time given to accept the changes and the knowledge of when changes would 

happen were significantly related to the outcome measures (p< 0.05). The use of box 

plots found that perceived lack of acceptance time was positively related to job 

insecurity (median increased from 10 to 14) and turnover intention (median increased 

from 3 to 5) and job related stress (median increased from 33 to 49) and negatively 

related to organisational commitment (median dropped from 30 to 22), job satisfaction 

(median dropped from 19 to 13). This suggests that as the acceptance time increases, so 

does the level of survivors commitment to the company and survivors satisfaction of 

their job. The exploratory box plots also indicated that if survivors perceived they were 

not given a clear indication of when changes would happen this had a positive 

relationship with job insecurity (median increased from 10 to 12), turnover intention 

(median increased from 2.5 to 6) and job related stress (median increased from 35 to 50) 

and a negative relationship with organisational commitment (median dropped from 30.5 

to 24) and job satisfaction (median dropped from 18.5 to 13). 

Each of these results indicate that the time which is given to survivors to accept and 

come to terms with the changes has the potential to influence survivors' level of 

commitment, satisfaction, job insecurity and turnover intention. These results also 

suggest that these reactions are influenced by where the information comes from, 

whether it stems from senior or line management. 

To understand the results further, frequencies show that only 22.5% of respondents felt 

that senior management gave survivors enough advance notice that there was going to 

be staff reductions. Further, that 40% survivors felt that senior management did not 

give them enough time to come to terms with the changes. This may suggest that 

changes appear to happen impulsively or perhaps that information is not disseminated 

quickly enough. However, this may also be a reflection of the amount of information 

survivors' receive from senior management. That, in reality they actually receive very 
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little information from senior management and the majority of information comes from 

line management. 

The frequencies show that 47.3% of respondents felt that their line manager had given 

them a clear idea of when changes would happen. These results support the earlier 

suggestion that survivors receive more information or maybe clearer information from 

their line managers as opposed to the information they receive from senior management. 

This also illustrates an important distinction between how survivors may perceive 

information from these sources, namely senior and line management. As suggested in 

the proposition, the notification process is related to survivors' reactions and their 

impact on the organisation. However, the results have shown that it is not the extent of 

advance notice survivors are given, but the amount of time they are given to come to 

terms with the redundancies and whether or not they know exactly when the changes 

will take place. Figure 11 summarises the results to investigative question 1, the dark 

shaded areas are the outcome measures found to be significantly related to elements of 

the notification process. 

Figure l 1: Summary Results for the Notification Process and Outcome Measures 
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Overall, these results suggest that if survivors perceive they have been given enough 

time to cope with redundancy, their reactions will be less negative. Secondly, it is 

living with uncertainty which can cause problems for the organisation. 
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9.1.2 Selection Criteria 

P 2: Survivors who perceive the selection/filter criteria to he fair are less likely 
to react negatively. 

P 3: Survivors who understand the logic of the selection/filter criteria are less 
likely to react negatively. 

The selection criteria of a redundancy process refers to how individuals are chosen for 

either voluntary or compulsory redundancy. Respondents were asked whether they 

understood the basis of the redundancy selection criteria (five point Likert scale). In 

order to gain a clear idea of what the survivors perceived the selection criteria to be, the 

survivors responded to two open ended questions. The first question asked them `what 

they thought the criteria were' and the second asked them `why they thought that criteria 

had been used'. Figure 12 outlines the proposed relationship between the selection 

criteria and the outcome measures. 

Figure 12: Expected Relationships between Selection Criteria and Outcome Measures 
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Of the survivors from the Finance Company, 63% responded to both questions. Their 

responses can be seen in table format in Appendix 6. 

There were many views from the respondents as to what the selection criteria for 

redundancies might have been and why it was used by management. There was a cross 

section of responses ranging from perceived subjective criteria such as `personality 
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characteristics' to a more objective perspective such as `the need for a flatter 

organisational structure'. The results show two alternative viewpoints, respondents who 

viewed the criteria as a strategic management decision (objective decision) and those 

who perceived it as a personal violation of employment rights by management 

(subjective decision). 

First, those who considered the criteria as objective appeared to feel that redundancies 

were enforced by external factors and were beyond managerial control. From this 

perspective survivors felt that it was departments, hierarchical levels and profit areas 

which were targeted rather than individuals. This perspective suggests that survivors 

blamed the redundancies outside of the organisation i. e., the recession, mutuality and 

the industry environment. The second perspective is that the selection criteria was 

subjective and survivors' believed that the redundancies were a `bad decision' enforced 

by management. These views appear to be two opposite ends of a continuum. 

From the most objective end of the continuum, the most common criteria noted was 

length of service and last in first out (LIFO). Survivors felt that those who had only 

been with the organisation for a short amount of time were the most likely to be made 

redundant. Survivors felt this was fair and would save money on training. Other 

criteria mentioned was age, experience, performance, flexibility and willingness to 

change. From the subjective end of the continuum, the most negative criteria suggested 
by respondents was `personal vendettas' and ̀ whether or not your face fits'. 

However half of the respondents felt that there was no formal criteria and it was more a 

case of `not what you know but who you know'. In reality, management stated that the 

official selection criteria was based on a number of items including performance, length 

of service and experience. 

Of these two perspectives, the results suggest that those who perceived the criteria as 
subjective, viewed the redundancy as more unfair than those who placed the blame 

outside of the organisation. As mentioned above, the respondents were asked to rate 

their level of understanding of the basis by which leavers were made redundant. There 
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was a wide variety of responses from the survivors. Yet only 30% actually agreed to the 

statement that they understood why the perceived selection criteria had been used. The 

rest of the respondents either disagreed or were not sure. This might illustrate a general 
lack of clarity in why and how people were chosen for redundancy. Alternatively, this 

may simply suggest a lack of communication and information flow with regards to this 

aspect of the redundancy process. 

To clarify these results further, an independent t-test was used to determine whether 

there were any significant differences between managers and non-managers' perceptions 

of the selection criteria. There were no significant differences between the responses of 

managers and non managers. This implies that the respondents of all hierarchical levels 

were either equally uninformed or confused about the selection criteria. 

In order to discover whether the lack of understanding of the selection criteria was 

related to survivors' reactions, a one way analysis of variance was calculated (see Table 

19). Exploratory box plots found that the level of understanding is positively related to 

job satisfaction (median increasing from 14.5 to 17.5) and organisational commitment 
(median increasing from 22 to 31.5) and negatively related to turnover intention 

(median dropped form 6 to 3.5). Interestingly, there was also positive relationship 
between level of understanding of the selection criteria and job related stress (median 

increased from 38 to 48), which suggests that the more an individual understands the 

selection criteria, the greater level of stress. 

Table 19: One-way Analysis of Variance for the Redundancy Selection Criteria 

Selection Criteria Job Orgn'l Job Job Related Turnover 
Insecurity Commitment Satisfaction Stress Intention 

F ratio F ratio F ratio F ratio F ratio 
Level of understanding (q36) 1.74 9.98**** 4.53** 4.95*** 6.81**** 
Level of Signiticance: ""**p s Uuu; "**p s . uu1; **p s . u1; *p s . u, 3 

One reason for this result may be that when survivors understand the selection criteria 

they may perceive less control over their employment situation. Thus increasing the 
feelings of powerlessness and increasing the level of stress. The results from the 

selection criteria aspect of redundancy are summarised in Figure 13. 
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Immure 13: Summary Relationships between Selection Criteria and Outcome Measures 
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As can be seen the only outcome measure which appears unrelated is survivors' level of 

job insecurity. Further research is needed to fully understand the implications of 

selection criteria on survivor reactions. 

9.1.3 Decision Making 

P 4: Survivors who perceive redundancies to happen too frequently and 
perceived avoidance strategies are not used, are more likely to react negativdry. 

The current study aimed to establish whether survivors perceived that restructuring 

happened too frequently. The results have already shown that individuals felt that they 

were not given enough time to `come to terms with the changes', and that this has 

potentially negative implications on commitment and satisfaction. Perhaps this also 

indicates that there are too many changes happening within the organisation. 

Respondents were asked to rate on a five point Likert scale (1-- disagree to 5= agree) 

whether restructuring took place `too frequently' and whether redundancies `could have 

been avoided'. Figure 14 illustrates the expected relationships between elements of 

redundancy decisions and the organisational outcome measures. As there were only two 

items measuring the decisions surrounding redundancy, these were not combined into a 

scale and the items were considered independently. 
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hure 14: Expected Relationships between Decision Making and Outcome Measures 
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Of the respondents nearly 70% felt that restructuring takes place too frequently. This 

may help to explain why survivors felt they were not given enough advance notice or 

time to get accustomed to changes. These results support those from Stage 2 of the 

research where it was found that survivors perceived management to be making changes 

simply to be seen to be moving forward (see section 5.8.1). It is clear from the results 

that although survivors perceived that restructuring lakes place too frequently, 52% felt 

that this could not have been avoided. This attitude may acknowledge survivors' 

perception of the industry climate and economic situation during the downsizing. 

However, an alternative explanation might be that survivors simply are not aware of 

options other than staff reductions, such as job share or relocation. 

Further investigation of the two items found that there was a significant yet weak 

positive correlation between them (r = 0.311, p=0.01). Also, it was found that there 

was no difference between managerial and non-managerial responses, using the 

independent t-test. A one way analysis of variance was used to establish whether there 

was any relationship between the survivor perceptions of the decision making and the 

outcome measures. Table 20 indicates that there were only tour relationships found to 

be statistically significant. To explore the relationships further, box plots were used. 
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Table 20: One-way Analysis of Variance for the Decision Making Process 

Decision Making 
Job 

Insecurity 
Ort; n'I 

Commitment 
Job 

Satisfaction 
Job 

Related 
Turnover 
Intention 

F ratio F ratio F ratio Stress 
F ratio 

F ratio 

Frequency o[' restructuring (q41) 4.33** 1.89 2.35 2.51* 2.47* 

Avoidance strategies (q43) 2.04 0.79 1.18 2.74* 1.45 
Level of ticance: '""p < Uuu; "'Ps . 001; -'Ps . iii; -p -S All 

The exploratory box plots found that there was a weak positive relationship between the 

frequency of restructuring, and job insecurity (median increasing 12 to 13). This 

suggests that the more redundancy programmes survivors experience, the more negative 

the effect on the individual, in the form of increased job insecurity. The results also 

show a significant relationship between frequency of restructuring and turnover 

intention (median ranges from 5 to 2 to 4). The exploratory box plots suggest an U 

relationship where, if an individual perceives there to be a lot of restructuring they are 

more likely to want to leave their job. However, if they disagree with the statement, 

they are also likely to leave the organisation. This might simply reflect the high degree 

of uncertainty and that many survivors were considering leaving the organisation due to 

the unstable environment. Finally shown in Table 20, as expected a significant 

relationship was found between the use of avoidance strategies and job related stress 

(median increases from 33.5 to 48), this indicates that if survivors perceive other 

options, other than redundancy, have been considered, they were less likely to feel 

stressed at work. Figure 15 summarises the findings related to decision making. 

Figure 15: Summary of Relationships between Decision Making and Outcome Measures 
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9.1.4 Explanation/ Reasoning 

P 5: Survivors are less likely to react negatively if there has been clear and 
adequate explanations for the redundancies. 

P 6: Survivors are less likely to react negatively if the information is believable 

and credible. 

The first stage of the research indicated that communication may be good within the 

organisation, but unless there is trust between the survivors and management, an 

individual may simply not believe the information they are given. Therefore, it is 

important to understand whether or not survivors `believed' the information they 

received during the redundancy process. Respondents were asked two questions to 

ascertain their perception of communication from their senior manager/s. First, they 

were asked whether they `generally believe' what they senior management was telling 

them and second, whether senior management explained the reasons for the 

redundancies `clearly'. The respondents were also asked two questions to determine 

their perception of communication from their line manager. As with the previous 

communication items, respondents were asked to rate their degree of `belief' and 

`clarity' in their line managers' explanations of the redundancies. As well as these four 

items being analysed individually they have also been analysed as a scale. Figure 16 

outlines the expected relationships between the communications process and the 

organisational outcome measures. 

figure 16_Ex ep cted Relationships between Communication and Outcome Measures 
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When the items were taken together as a scale, the reliability analysis scored 0.72 

Cronbachs Alpha, which can be interpreted as reliable (Edwards et al, 1997). Further 

analysis indicated that several items were significantly correlated with each other. 

Survivors belief in their team leader and their perception of team leader clarity were 

positively correlated with each other (r = 0.433, p=0.01). Similarly, survivors belief in 

the management team and their perception of the management teams' clarity were also 

positively correlated (r = 0.583, p=0.01). Belief in team leader communications and 

the management team communications were also positively correlated (r = 0.532, p= 

0.01). 

As these four items were only just interpreted as reliable, factor analysis was used to 

investigate whether or not it was in fact measuring one concept. Using varimax 

rotation, the items did indeed come out as one factor. The scale was found to explain 

55% of the variance (Eigen value = 2.20). In other words, the scale was found to be 

measuring only one concept (Bryman and Cramer, 1995). 

Independent t-tests were conducted to explore whether there were any significant 

differences between managerial and non-managerial responses to the communications 

process. The results found that there was a significant difference between managerial 

and non managerial perceptions of communications. However, when the scale was 

broken down, the results indicate two significant differences between managers and 

non-managers. Table 21 shows that non-managerial employees were significantly more 

likely to perceive that they did not receive a clear explanation from senior and line 

management, than managerial employees. As suggested earlier in the notification 

process, the hierarchical cascade communication processes within the Finance Company 

may explain this phenomena. Results from Stage 2 suggested that non-managerial 

survivors felt that they did not always receive the whole story when it came to 

communication about the organisation. Hence, the amount of management levels 

information was channelled through affects the accuracy and adequacy of the message. 
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Table 21: Independent t-tests for the Communications Process 

Reasons/Explanations 
Manager 
(Mean 
Score) 

Non- 
manager 
(Mean 
Score) 

Levenes 
Test of 
Equality 

P T-Value 1-tail sig. 

Communications Scale 13.33 11.91 0.22 0.640 2.28 0.012* 
S/Management - Belief (q44) 3.09 2.76 1.76 0.188 1.42 0.795 
S/Management - Clarity (q45) 2.94 2.39 0.03 0.874 2.72 0.004** 
Line manager - Belief (q46) 3.85 3.73 3.56 0.061 0.57 0.284 
Line manager - Clarity (q53) 3.45 3.06 0.10 0.757 1.87 0.032* 
Level of Significance: "*"p 5 UUU; *'*p s . uu1; **p s .ut; 'p 5 . u. ) 

The following stage of the analysis involved further investigation of the relationships 

between the survivors' perception of believability and clarity of senior management and 
line management explanations. Table 22 illustrates the significant differences found 

between the communication process and the organisational outcome measures. 

Table 22: One-way Analysis of Variance for the Communication Process 

Job Orgn'1 Job Job Related Turnover 
Reasons/Explanations Insecurity Commitment Satisfaction Stress Intention 

F ratio F ratio F ratio F ratio F ratio 
Communications Scale 2.53** 4.55**** 4.49**** 4.05**** 2.66** 
S/Management-Belief (g44) 6.01*** 19.56**** 13.81**** 10.45**** 9.04**** 
S/Management - Clarity (g45) 3.30* 6.97**** 4.56*** 5.51**** 3.58** 
Line manager-Belief(g46) 4.39*** 7.41**** 8.63**** 9.89**** 7.83**** 
Line manager - Clarity (q53) 1.83 2.04 2.57* 1.41 0.80 
Level of Significance: **'"p s UOU; "p s . uu1; "p s . u1; -p s . u) 

The communications scale is significantly related to each of the outcome measures. 
However a closer look at the results illustrate that there are certain elements of the 

communications which appear to hold stronger relationships with the outcome 

measures. For example, the belief in senior management communications have a 

particularly strong relationship with organisational commitment increases from (median 

increases from 20 to 34), job satisfaction (median increases from 12 to 21) and job 

related stress (median decreases from 49 to 28). Line manager clarity on the other hand 

has only a weak relationship with job satisfaction (median increases from 13 to 19). The 

use of exploratory box plots suggest that if survivors believe what senior management 

and their line manager tells them, they are less likely to leave the organisation and more 
likely to feel secure in their job. 

In order to understand the extent of survivors belief in management, frequencies were 

analysed. The results show that 37% of survivors believed senior management 
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communication. This might suggest a low level of trust in senior management and their 

communications. However, regardless of whether or not respondents believed senior 

management, only 17% of survivors felt that the reasons for the redundancies were 

explained clearly. This illustrates not only a lack of trust but a lack of clarity. 

Almost in complete contrast, survivors' perceptions of line management indicate that 

74% of survivors believe what their line manager communicated about redundancies. 

This may be explained by the amount of information they receive from their line 

manager relative to the amount of information they receive from senior management. 

Also, survivors may have a closer relationship with their line manager than with senior 

management, therefore it makes sense that survivors believe the information coming 

from a source closer to them. These results support those found in relation to the 

notification of the redundancy process which may be considered part of an overall 

redundancy communication process. 

In contrast to the survivors' perception of senior management clarity, a higher 

percentage (37%) of survivors' felt that line managers had explained the reasons for 

redundancies clearly. This implies the communication skills of line managers are 

considerably better than those of senior management. The results from this section are 

summarised in Figure 17 below, with the significant relationships represented by the 

shaded boxes. 

Figure 17: Summarised Results of Communication and Outcome Measures 
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9.1.5 Caretaking of Leavers 

P7&8: Survivors are less likely to react negatively if they believe that: 1) the 
leavers are treated with dignity and respect, 2) the leavers were adequately 
compensated, and 3) the organisation helped them to find comparative or 
alternative work. 

Survivors were asked five questions relating to this proposition, each question relating 
to a different aspect of the perceived after care of leavers. The five items were 

combined into a single scale to measure survivors' perceptions of the caretaking 

process. In order to understand responses to the care taking process, an independent t- 

test was used to see whether managers and non-managers' perceptions differed. 

Table 23: Independent t-tests for the Caretaking Process 

Caretaking 
Manager 
(Mean 
Score) 

Non-manager 
(Mean Score) 

Levenes 
Test of 
Equality 

p T- 
Value 

1-tail 
sig. 

Caretaking Scale 15.81 14.48 0.47 0.495 1.74 0.043* 
Dignity and respect (q62) 3.00 2.63 0.00 0.965 1.83 0.035* 
Adequate compensation (q63) 3.63 3.15 0.00 0.962 2.43 0.008* 
Well looked after (q64) 3.22 3.02 1.76 0.187 1.04 0.150 
Outplacement (q65) 3.03 2.88 0.98 0.325 0.78 0.219 
Inplacement (q66) 2.94 2.81 0.34 0.559 0.67 0.251 
Level of Signlfican¢e_""'"p 5 . 000; ***p5 . 001; *"p5ui; 'p 5 . 0) 

The expectation was that those higher in the organisational hierarchy were more likely 

to receive information on the treatment of leavers and would tend to respond more 

positively (see Table 23). The results show that there is a significant difference between 

survivors' responses to the overall scale, in that managers have a higher mean score 

suggesting they perceive a better caretaking process than non managers. In support of 

this, the results suggest that managers were more likely to perceive that the leavers had 

been treated with dignity and respect and had received adequate compensation. 
However, there appears to be no significant difference between managerial and non- 
managerial perceptions of leavers being well looked after, receiving outplacement or 
inplacement. Further analysis involved investigating the relationships the caretaking 
process and their responses to the outcome measures see Figure 18. 
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Figure 18: Expected Relationships between Caretaking; and Outcome Measures 
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The reliability score of the combined five items for the caretaking process was 

Cronbach's Alpha 0.85, which is considered reliable. A correlation analysis of the same 

five items found that they were all significantly positively related to one another, in 

particular survivors' perceptions of `adequate compensation' and whether leavers were 

`well looked after' (r = 0.812, p=0.01). 

Further investigation into the scale involved the use of factor analysis. The results 

found that the scale appeared to measure two elements of caretaking. The first factor 

explained 62% of the variance whilst the second factor explained only 20% of the 

variance. Using the varimax rotation, factor I consisted of items relating to 

interpersonal treatment (dignity and respect) and outplacement provision. The second 

factor consisted of items relating to survivors being `well looked after' and 'adequate 

compensation'. However, due to the particularly high reliability score, the current study 

continued to use the scale as a whole. Further studies may wish to attempt to break 

down the original scale into a number of sub-scales. 

Analysis of variance was used to establish whether there were any differences between 

survivors' perceptions and their responses to the outcome measures (see Table 24). 
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Table 24: One-way Analysis of Variance for the Caretaking Process 

Caretaking 
Job 

Insecuri 
Orgn'l 

Commitment 
Job 

Satisfaction ! 
Job Related 

Stress 
Turnover 
Intention 

F ratio F ratio ( F ratio F ratio F ratio 
Caretaking Scale 1.11 2.05** 1.68* 1.54 1.28 
Dignity and respect (q62) 1.12 4,84** 2.44 3.34** 2.54* 
Adequate compensation (q63) 2.01 3.82** 1.66 0.94 1.70 
Well looked after (q64) 1.18 2.31 1.52 0.90 0.54 
Outplacement (q65) 2.67* 1.91 1.10 1.44 1.29 
Inplacement (q66) 1.93 0.95 1.64 2.83* 1.60 
Level of Significance: ****p s UuO; **'p s uuI; --p svI; -P5. ul 

The caretaking scale appears to be significantly related to organisational commitment 

and job satisfaction. Exploratory box plots suggest a weak positive relationship, in that 

as survivors perceive better treatment of leavers, organisational commitment (median 

increases from 19 to 32.5) and job satisfaction (median rises from 14.5 to 21.5) 

increases. However, a closer look at the individual items suggest that different elements 

of the caretaking process are actually related to different outcome measures. In 

particular, survivors' perceptions of interpersonal treatment of leavers (in terms of 

dignity and respect) and perceived adequacy of compensation is significantly related to 

organisational commitment (p < 0.01). Interpersonal treatment was also found to be 

significantly related to job related stress and turnover intention (see Table 24). 

Exploratory box plots suggest that when survivors felt leavers had been mistreated they 

were more likely to become stressed (median increases from 35 to 48) and look for jobs 

elsewhere (median increases from 4 to 5). Secondly, the offer of outplacement was 

related to levels of job insecurity and inplacement was related to job related stress. 
Two exploratory box plots suggest that if survivors perceived adequate outplacement 

provision they had lower levels of job insecurity (median decreases from 16 to 11) and 

yet if survivors perceived inplacement provision this increased job related stress 

(median increases from 39 to 41). Perhaps, this may be explained by outplacement 

offering the chance to leave the organisation for a better job, whereas inplacement may 

potentially lead to an equally insecure and stressful job. 

To further understand survivors' reactions, frequencies were analysed. Of the 

respondents 37.5% felt that leavers were not treated with dignity and respect, however, 

on the other hand 42.2% were ̀ not sure'. This might suggest that survivors had very 
little knowledge of what actually happened to leavers. This reflects the results from 
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Stage 2, where survivors stated that they unaware of what happened to those who left. 

These results also support the human resource manager's viewpoint, who felt that 

survivors did not know the effects on those who left. 

Many survivors from the Finance Company (50.8%) were not aware of the 

compensation package that was received by those who left. However, there were 35.9% 

who felt that the package had been adequate. Of the survivors, 53% were not sure 

whether those who left had been well looked after. Together these results suggest a 

combination of effects, first this might simply reflect a lack of communication within 

the customer services division with respect to redundancy and downsizing. Second, this 

may indicate the distance between those who left and those who remained. It may be 

that those survivors who completed the questionnaire were not close to any of those 

who left and therefore were unaware of the interpersonal treatment they received. 

However, earlier results suggest that it is most likely that survivors were simply not told 

about leavers. Hence, this gives little indication as to the actual treatment of those who 

left the company. 

Similarly a high percentage of survivors were unsure of outplacement (53%) and 

inplacement (56%) provision for leavers. Together with the earlier findings in this 

section, this clearly shows that survivors were not given sufficient information 

regarding the treatment of leavers. Figure 19 illustrates the significant relationships 

between survivors' perceptions of the caretaking process and the organisational outcome 

measures. 
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Figure 19: Summarised Relationships between Caretaking and Outcome Measures 
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As can be seen, the caretaking process is related in some way to each of' the 

organisational outcome measures. However, as an overall scale the only significant 

relationships were found with organisational commitment and job satisfaction. 

Individual Viewpoint: Individual and Work Setting 
Characteristics 

The individual viewpoint identifies the individual characteristics of the individual 

survivor and their respective work settings and investigates how these characteristics 

influence their reaction to redundancy. The individual perspective of the framework is 

broken into two separate sections. The first relates to individual personal differences (to 

herewith be referred to as individual characteristics) including, work ethic, work effort, 

job dependence, career orientation, and self esteem. The second relates to work setting 

characteristics, including job content, peer group influence, survivor relationships with 

co-workers and management. The first section covers individual characteristics, as 

highlighted by the shaded area in the conceptual framework (see Figure 20). 
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Figure 20: The Individual Characteristics of the Individual Viewpoint 
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9.2 Individual Viewpoint: Individual Characteristics 

9.2.1 Job Dependence 

P 9: Survivors with a high economic need to work are more likely to react 
negatively to the redundancies. 

P JO. - Survivors whose skills are easily transferable are less likelvv to react 
negatively to redundancies. 

The first stage of the current study suggests that those individuals with a high economic 

need to remain in employment and who would find it hard to find alternative 

employment may react badly to redundancy. The qualitative results suggested that 

those who might find it hard to find a job elsewhere were those who were over the age 

of 45 and highly specialised within the industry. Therefore, it was important to 

establish whether this was the case for survivors in the Finance Company. 

One item was used to ascertain survivors' perceptions of their skill transferability. 

Respondents were asked to rate their agree with the statement with my skills and 

qualifications I think I could easily get a job elsewhere'. Demographics were also used 

to establish how important survivors' income was in their household. Figure 21 
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illustrates the relative importance (%) of the survivors' income in their own household. 

The results suggest that for the majority of respondents, they consider their income the 

most important or equally important as their partners. This implies that each of the 

survivors are financially dependent on remaining employed. 

Figure 21: Household Income 

Survivors perceptions of their income 
50 

40 

30 

20 

10 

0 
Least important Equally important Most important 

Income at home 

Of the Finance Company survivors 55% felt that they could `easily' get a job elsewhere. 

This indicates a fairly high level of survivor confidence and skill transferability. The 

independent t-tests indicated that there were no significant differences between 

managers' perceptions of skill transferability and non-managerial perceptions. Figure 

22 illustrates the expected relationships between skill transferability and organisational 

outcome measures. 

Figure 22: Expected Relationships between_Skill Transferability and Outcome Measures 

I SKILL 'T'RANSFERABILITY 

Influencing Factor Effect on the Organisation 
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The one-way analysis of variance (see Table 25) produced an interesting result in that 

the only significant relationship was between skill transferability and job insecurity. An 

exploratory box plot found that feelings of job insecurity drop as perceptions of skill 

transferability increase (median decreases from 18 to 10). 

"fahle 25: One-way Analysis of Variance for Survivors Job Dependence 

Job Orgn, l Job Job Related 't'urnover 
Job Dependence Insecuri Commitment Satisfaction Stress Intention 

F ratio F ratio F ratio F ratio F ratio 
Skill transferability (q29) 4.84** 0.79 0.53 1.74 1.22 

Level of Signiticancc: ****p: 5; . 000; "'p s . uu i; --p S MI; -P5 . u. ) 

This result may suggest that the ability to move jobs increases confidence in survivors, 

reducing their fear of job loss and reducing job insecurity. Figure 23 summarises the 

significant relationship found between survivors' perceptions of their skill 

transferability and outcome measures. 

Figure 23: Summary of Relationships between Skill Transferability and Outcomes Measures 
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Interestingly, there was no significant relationship between skill transCerahility and 

turnover intention. This contrasted the results from Stage I which found those survivors 

with the most transferable skills were often the first to leave and organisation. Hence as 

also discovered in Stage 2 (see section 7.3.1), companies often lose their most valuable 

workers in the primary stages of a redundancy programme. Further research into the 

relationship between employee skills and turnover intention is still required. 
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9.2.2 Work Ethic 

P 11: Survivors with a strong work ethic are more likely to react negatively to 
redundancies. 

The work ethic scale is based on the premise of the Protestant Work Ethic, where the 

belief' that hard work is a moral obligation. A six item scale was used to measure 

survivors' work ethic (see section 4.3.4). The proposed relationships between survivors 

level of work ethic and the outcome measures are illustrated in Figure 24. 

Figure 24: Expected Relationships between Work Ethic and Outcome Measures 
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The reliability of the scale was calculated and a Cronbach's Alpha of 0.44 was found, 

this is particularly low and should therefore he interpreted with caution. In order to 

understand why there may be a particularly low reliability, a correlation table was 

calculated. The results show that item I had a weak negative correlation with items 2 

and 4 (r = -. 296, p=0.01 and r=-. 266, p=0.01 respectively). Furthermore, there was 

a positive relationship between item 2 and item 4 (r =- 0.454, p=0.01) and between 

item 5 and 6 (r = 0.261, p=0.01). 

Factor analysis found that there were actually two separate elements of work ethic being 

measure by the one scale. Two factors were found, factor I consisted of items related to 
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aspects of `hard' work and explained 28% of the variance. Factor 2 consisted of items 

relating to failure, uneasiness and satisfaction, these items explained 23% of the 

variance. However, as splitting the scales into two makes them into particularly small 

scales both with fairly low reliability, the preliminary analysis the items will continue to 

be used as a single scale. Figure 25 draws attention to the overall level of work ethic. 
The overall mean score was 20.46, however this tells us relatively high and suggests a 

fairly strong work ethic among survivors in the Finance Company. 

Table 26 depicts the results from an independent t-test, which analyses the difference 

between managers and non-managerial responses to the work ethic scale. As can be 

seen there is a significant difference between managerial and on managerial levels of 

work ethic. 

Table 26: Independent t"test for Work Ethic Scale 

Work Ethic Manager 
(Mean 
Score) 

Non-manager 
(Mean Score) 

Levenes 
Test of 
Equality 

P T. 
Value 

1-tail sig. 

Work Ethic Scale 22.00 19.93 0.206 0.650 3.16 0.001 
Hard work = little success (ql) 3.42 2.90 0.446 0.505 2.12 0.018* 
Hard work = good life (q2) 3.85 3.34 14.641 0.000 2.93 0.002** 
People fail = not tried hard enough 
(q3) 

2.88 2.72 8.184 0.005 0.82 0.208 

Hard work = success (q4) 3.70 3.46 5.902 0.017 1.29 0.100 
No work = uneasy (q5) 4.06 3.83 0.155 0.695 1.01 0.157 
good job= satisfaction (q6) 4.09 3.68 0.691 0.408 2.03 0.023* 
a. cvci ut aIgnhºIcancc; ----p S uuu; ---p 5 uul; Tp ul; "p 5 . U7 
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The mean scores suggest that managers have a significantly higher work ethic than non 

managerial survivors. Upon closer inspection however, there are only three items of the 

scale (1,2, & 6) which illustrate a significant difference between the managerial 

perspective and non managerial perspective. 

As can be seen, managers are significantly more likely to perceive that hard work offers 
little guarantee of success than non managers. However, in contrast managers perceive 
hard work leads to a good life and satisfaction. Further investigations into the separate 

items of the work ethic scale support these findings. The frequency analysis found that 

survivors felt that hard work had its rewards, in that 61% of survivors felt that hard 

work would lead to a good life and 79% of survivors felt uneasy when there was little 

work for them to do. This is coupled with the result that 70% of survivors felt that there 

were few satisfactions equal to the doing a good job. These results suggest that work is 

important to survivors at the Finance Company, but there is an imbedded fear that when 
there is little work to be done, this may lead to uneasiness and uncertainty. 

Table 27 explores the differences between work ethic and the organisational outcome 

measures. The work ethic scale was found to be significantly related to each of the 

outcome measures except job insecurity. However, a break down of the scale illustrated 

that two items were in fact significantly related to job insecurity as well as the other 

outcome measures. 

Table 27: One-way Analysis of Survivors Work Ethic 

Work Ethic Job OMn'l Job Job Related Turnover 
Insecuri Commitment Satisfaction Stress Intention 

F ratio F ratio F ratio F ratio F ratio 
Work Ethic Scale 1.23 4.11**** 2.67*** 2.36** 3.31**** 
Hard work = little success 
(ql) 

2.40 6,92**** 5.34*** 2.70** 4.72*** 

Hard work = good life (q2) 2.45* 5.42**** 6.49**** 4.65 6.24**** 
People fail = not tried hard 
enough(g3) 

0.98 1.04 2.65* 1.81 2.21 

Hard work = success (q4) 2.74* 3.50** 4.29** 2.95* 3.08* 
No work = uneasy (q5) 0.70 0.52 0.80 1.08 0.56 
good job= satisfaction (q6) 0.53 1,14 1.22 0.56 1.25 
L cvei or aignmcance. ----P-% uvu; ---p s uul; --P5 uz; -p s . u3 

Exploratory box plots suggest that those survivors who perceive hard work leads to 

success are more likely to have higher organisational commitment (median rises from 
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21.5 to 32), job satisfaction (median increases from 16.5 to 19.5) and reduced job 

insecurity (median drops from 14 to 11), job related stress (median drops from 46 to 31) 

and turnover intention (median drops from 5 to 2.5). The results also suggest that when 

survivors perceive failure comes to those people have not tried hard enough this is 

positively related to job satisfaction (median rises from 13 to 16). This suggests that 

survivors believe that job satisfaction is related to hard work and effort. Interestingly, 

item 5 which looks at uneasiness related to work levels is not directly related to any of 

the outcome measures, as you might expect in a redundancy situation. Figure 26 

summarises the results of the analysis. Note that the direction of the signs has changed 

following investigation. 

These results suggest that those individuals with a strong work ethic have higher levels 

of organisational commitment and job satisfaction and lower levels of job related stress 

and turnover intention. This suggests, contrary to the proposition, that survivors with a 

strong work ethic are less likely to be negatively effected by the redundancies. 
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9.2.3 Work Effort 

P 12: Survivors who perceive they are more involved and put more effort into 

their work, are more likely to respond negativehv to thc re(huulancies. 

The results from the qualitative stage of the research suggested that those survivors who 

perceived they worked hard for the organisation and put in a great deal of effort were 

more likely to respond to the redundancies negatively. The preliminary results suggest 

that this is because the survivors perceived a greater injustice and felt more `let down' 

by the organisation than those who did not work as hard. Six items measured survivors 

level of job involvement and work effort. Details of the scale can be found in section 

4.3.4. Figure 27 depicts the expected relationships between work effort and survivor 

reactions. 

Figure 27: Expected Relationships between Work effort and Outcome Measures 

SURVIVORS WORK EFFORT 

Influencing Factors Effect on the Organisation 

W Personal Job Insecurity curity 0 involvement (+) 
R 
K Great deal of effort Orgn' Commitment 

into job 

F Level of unpaid Job Satisfaction 
F overtime ('> 
O 
R Job Related Stress 

Effort put into 
outside activities 

S Avoid taking on Turnover Intention 

C extra 
A responsibility 

p; I use to care more 
about work 

The Cronbach's Alpha was calculated to test the reliability of the work effort scale, the 

results indicate a relatively low score of 0.59. Further investigation into the items 

making up the work effort scale found that there were numerous significant correlations 

between the scale items. Positive correlations were found between personal 

involvement and job effort (r = 0.341, p=0.000), personal involvement and amount of 

overtime (r = 0.307, p=0.000) and personal involvement and amount of effort put into 

outside activities (r = 0.301, p=0.001). This suggests that perhaps several items may 
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in fact be measuring the same thing. The only item which was not significantly 

correlated to the other items in the scale was the level survivors ̀cared for their work 

now' in relation to before the redundancies. 

To understand more about the low reliability of the work effort scale, factor analysis 

with varimax rotation was calculated. The factoring found that the effort scale was 

made up of two separate components. The first factor could explain 35% of the 

variance and the second factor was found to explain 17% of the variance. The first 

factor contained items relating to overtime (q16), responsibility (q18) and effort into 

outside activities (q17). The second factor included personal involvement (q14), job 

effort (q15) and survivors level of care about work following redundancy (q19). 

However, as dividing these scales would make them significantly smaller with similarly 

low reliability, the scale will be used as a singular scale and the results should be 

interpreted with caution. Future research may involve the development of a different 

scale or set of sub-scales. 

The independent t-test, table 28 below illustrates the difference between managers and 

non-managers' reactions to redundancy in terms of the level of work effort and 

involvement. 

Table 28: Independent t-test for Work Effort Scale 

Work Effort Manager 
(Mean 
Score) 

Non- 
manager 
(Mean 
Score) 

Levenes 
Test of 
Equality 

P T. 
Value 

1-tail sig. 

Work Effort Scale 23.79 22.48 1.92 0.168 2.65 0.045* 
Personal involvement (q14) 4.03 3.53 14.747 0.000 2.65 0.005** 
Great deal of effort into job (q15) 4.52 4.48 1.388 0.241 0.29 0.387 
Level of unpaid overtime (q16) 4.36 3.74 8.278 0.005 2.80 0.003** 
Effort to outside activities (q17) 2.42 2.68 1.620 0.205 -1.11 0.136 
Avoid extra responsibility (q18) 2.00 1.95 1.116 0.293 0.25 0.403 
Used to care more about work (q19) 2.70 2.65 0.940 0.334 0.19 0.425 
Level of Significance: ****p s UUU; ***p 5 uui; -p s ui; -ps . U3 

The results from the t-test suggest that overall there is a significant difference between 

managers and non managers' level of work effort. However, as the scale is fairly 

unreliable, the scale has also been broken down into its individual items. The only 
difference between managers and non managerial responses in terms of the work effort 
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items were related to their perception of personal involvement and the amount of unpaid 

overtime. First, the mean scores suggest that managers perceived themselves to be more 

personally involved in their work than non managers. Second, managers appear to be 

more likely to spend extra time at work without getting paid for it (see Table 28). One 

way analysis of variance finds several significant relationships between work effort and 

the outcome measures (see Table 29). 

Table 29: One-way Analysis of Variance of Survivors Work Effort 

Work Effort 
Job 

Insecurity 
Orgn'l 

Commitment 
Job 

Satisfaction 
Job 

Related 
Turnover. 
Intention 

F ratio F ratio F ratio Stress 
F ratio 

F ratio 

Work Effort Scale 1.57 2.80*** 2.76*** 2.47** 2.03* 
Personal involvement (q14) 0.42 4.55** 3.65** 2.86* 1.75 
Great deal of effort into job (q15) 0.82 1.35 1.25 1.72 1.78 
Level of unpaid overtime (q16) 0.48 2.44 1.14 0.83 0.85 
Effort to outside activities (q17) 1.58 4,44** 2.34 2.06 2.21 
Avoid extra responsibility (q18) 0.14 0.55 0.18 0.41 0.36 
Used to care more about work (q19) 1.79 9.04**** 10.46**** 11.58**** 13.99**** 
Level of Significance: ****p 5 . 000; ***p 5 uul; "p s ul; -p s u' 

As can be seen from the results in Table 29, as a scale, survivors work effort is 

significantly related to organisational commitment, job satisfaction, job related stress 

and turnover intention. However, when the scale is broken down, it becomes clear that 

none of the items are related to job insecurity. As exploratory box plots have shown 

personal involvement is positively related to organisational commitment (median 

increases from 20 to 31), job satisfaction (median increases from 11 to 18.5) and 

negatively related to job related stress (median drops from 41 to 34). This suggests that 

when survivors perceive they are personally involved in their work, they are less likely 

to react negatively. 

Exploratory box plots have also shown that there is a strong negative relationship with 
survivors who used to care more about their work (prior to redundancies) and 

organisational commitment (median decreases from 31 to 22), job satisfaction (median 
drops from 20 to 11.5) and a positive relationship with job related stress (median 

increases from 35 to 49) and turnover intention (median increases from 2 to 6.5). This 

suggests that those who care less about their work following redundancies are more 
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likely to have lower commitment, satisfaction, higher levels of stress and turnover 

intention. 

The frequency analysis shows that 69% of survivors felt personally involved in their 

work. Second, a high percentage of survivors (97%) felt that they put a great deal of 

effort into carrying out their job. In support of this finding, 74% of survivors were 

found to do overtime even if they were not paid for it. The results suggest that the 

Finance Company survivors worked hard but did not `play' hard as only 28% of 

respondents put more effort into activities outside work. Finally, in relation to 

responsibilities at work only 13% of survivors felt that they avoided responsibility. 

Overall, these results suggest that Finance Company survivors put a great deal of effort 

into their work and this in turn influences their commitment and satisfaction. A 

summary of the relationships are shown in Figure 28. 

Figure 28: Summary Relationships for Work Effort and Outcome Measures 
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It should be noted that personal involvement is reversed (R), as it was seen to increase 

organisational commitment and job satisfaction and be negatively related to job related 

stress. 
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9.2.4 Self Esteem 

P 13: Survivors with low self esteem are more likely to react negatively to 

redundancy. 

Self esteem is seen as the personal judgement of worthiness that is expressed in the 

attitudes the individual holds towards their self (Campbell, 1984). The current study 

investigated individuals' self esteem at work and how survivors perceived themselves in 

the work environment. In order to measure self esteem four items were added to the 

questionnaire. Each item contained two bipolar adjectival descriptors separated by a 

five point continuum and respondents rated how they saw themselves at work. The 

items are considered together and separately as a scale. 

Figure 29: Expected Relationships between Self Esteem and Outcome Measures 

SELF ESTEEM 

Influencing Factors Effect on the Organisation 

The self esteem at work scale was a predetermined scale developed by Quinn and 

Shepard (1974) and as seen, employs four items to measure self esteem in a job related 

context. The original study using the self esteem scale recorded a coefficient alpha of 

0.70, however in the current study the coefficient alpha was lower at 0.57, which 

indicates that the results should be interpreted with caution (Edwards et al, 1997). To 

further analyse the validity of the scale, correlations and factor analysis using the 

varimax rotation were used. The results show that there are significant positive 

relationships between survivors success and important (r = 0.391, p = 0.000), success 

and doing ones best (r = 0.231, p=0.008), and success and happiness (r = 0.275, p= 
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0.002). There was also a significant positive relationship between importance and 
happiness (r = 0.254, p=0.004) and doing ones best and happiness (r = 0.280, p= 
0.001). The factor analysis found only one factor with an Eigenvalue of 1.78, which can 

explain 45% of variance (Norusis, 1985). This suggests that even with the low 

reliability, the scale was measuring only one element. Therefore, further multivariate 

analysis will continue to use the scale as a single scale. 

In their initial study (N=1496; 38% female) a mean score of 6.01 (s. d. = 0.96) was 
determined from a seven item scale. The Finance Company (N=129; 71% female) 

found a mean score of 3.72 (s. d. = 0.58) from a five item scale. Adjusting the current 

results from a five item scale to a seven item scale gives the current study a mean score 

of 5.21 (s. d. = 0.81), which is slightly lower than the initial study. The original study by 
Quinn and Shepard (1974) also recorded a correlation coefficient of 0.50 with overall 
job satisfaction (using Quinn and Staines, 1979), the current study recorded a similar 

correlation between general job satisfaction (using Hackman and Oldham, 1975) of 
0.51. 

In order to establish the differences between managers and non managers level of self 

esteem an independent t"test was calculated. The results in Table 30 illustrate that there 

is a significant difference between the overall scale scores of managers and non 

managers self esteem. However a closer look at the results suggest that there is one 
item in the scale (doing my best) which does not differ by organisational level. 
Survivors appear to perceive they are doing their best regardless of their position within 
the organisational hierarchy. 

Table 30: Independent t-tests for Self Esteem Characteristics 

Self Esteem Manager Non- Levenes 
(Mean Score) manager Test of P T-Value 1-tail sig. 

(Mean Equality 
Score) 

Self Esteem Scale 15.55 14.66 0.995 0.320 1.92 0.029* 
Successful 4.0 3.64 3.516 0.063 2.27 0.013* 
Importance 3.45 3.10 0.579 0.448 1.74 0.043* 
Doing my best 4.36 4.52 0.942 0.334 -1.18 0.121 
Happiness 3.73 3.40 2.005 0.159 1.69 0.047* 

v. palýlwpllV\+. P- vvv, ,- -p vv 1, pa . v1, -p w 
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Further analysis using one way variance indicates a number of relationships between the 

different aspects of self esteem at work and the organisational outcome measures. The 

significant relationships are shown in Table 31 below. 

Table 31: One-way Analysis of Variance for Survivors Self Esteem Characteristics 

Self Esteem 
Job 

Insecuri 
Orgn'l 

Commitment 
Job 

Satisfaction 
Job Related 

Stress 
Turnover 
Intention 

F ratio F ratio F ratio F ratio F ratio 
Self Esteem Scale 2.04* 4.63**** 4.59**** 5.50**** 4.49**** 
Successful 0.16 3.95** 4.94*** 3.16* 1.97 
Important 4.78*** 7.10**** 5.50**** 6.22**** 5.63**** 
Doing my best 0.90 1.88 1.50 0.93 4.18* 
Happiness 7.31**** 17.10**** 16.63**** 21.25**** 20.41**** 
Level of Significance: ****p 5 UOU; ***p S Uul; **p :s ul; °p sm 

The results suggest that survivors' level of self esteem at work, is significantly related to 

their level of commitment, satisfaction, stress and behaviours such as intention to leave 

the organisation. A breakdown of the esteem scale finds that survivors' perception of 

their success at work is significantly related to organisational commitment, job 

satisfaction and job related stress (see Table 31). However, survivors' perception of 

their level of importance is strongly linked to each of the outcome measures as is 

survivors' level of happiness. Interestingly, a survivors' perception of how well they 

are working is only related to a survivors' turnover intention. Exploratory box plots 

suggest that the strongest relationships are between happiness and the outcome 

measures. In particular happiness is positively related to organisational commitment 

(median increases from 18 to 33), job satisfaction (median increases from 10 to 21) and 
negatively related to turnover intention (median decreases from 9.5 to 2), job related 

stress (median drops from 63.5 to 33) and job insecurity (median drops from 18 to 11). 

The results from frequency analysis are shown in Tables 32 A/B/C/D. They indicate 

that overall survivors' perceived themselves to be fairly successful, not particularly 
important, relatively happy and doing their best at work. The results in Table 32C are 

particularly prominent in that all of the respondents felt scored highly indicating they 

were `doing their best'. 
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Table 32A/B/C/D: Self Esteem at Work" 

Response (Score) A Frequency Percent 

Successful (5) 20 15.5 
62 48.1 
40 31.0 
6 4.7 

Unsuccessful (1) 1 0.8 

Response (Score) B Frequency Percent 
Important (5) 14 10.9 

34 26.4 
48 37.2 
29 22.5 

Not Important (1) 4 3.1 

Response (Score) C Frequency Percent 

Doing my best (5) 74 57.4 
43 33.3 
12 9.3 
0 0 

Not doing my best (1) 0 0 

Response (Score) D Frequency Percent 
Happy (5) 17 13.2 

50 38.8 
46 35.7 
10 7.8 

Unhappy (1) 6 4.7 

These results may be somewhat misleading as it is highly unlikely that employees 

whose jobs are potentially at risk would admit to not working their hardest. In support 

of this suggestion, the results from the stage one of the research indicated that survivors 

from the Finance Company were unwilling to stand out in the crowd in fear of being 

selected for future redundancy situations. Figure 30 summarises the relationships found 

between organisational outcome measures and their perceptions of self esteem at work. 

23 Items related to the self esteem scale were reverse scored in order to calculate the scale correctly. 
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As can be seen all of the outcome measures have the potential to be affected by 

survivors' level of self esteem at work. The proposition is supported in that those with a 

high sense of self esteem react more positively than those with a low sense of self 

esteem at work. The next section investigates the relationship between survivors' career 

orientation and the organisational outcome measures. 

9.2.5 Career Orientation 

P 14: Survivors with a strong career orientation and who believe that the 
redundancies have negatively affected their career opportunities are more likely 
to react negatively. 

The results from the qualitative stage of the current research suggested that those 

individuals who wished to extend their career within the organisation were more 

sensitive to changes within the organisational structure (see section 7.1.2). Survivors 

were asked whether they were looking for promotion and how important their career 

was to them. Those who agreed to both statements were identified as having a strong 

career orientation. 

The two items measuring career orientation were not considered together as a scale so 

the analysis explores their relationships independently. An independent 1-test was 
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conducted to establish any significant differences between managerial and non- 

managerial career orientation levels (see Table 33). 

Table 33: Independent t-tests for Survivors Career Orientation 

Career Orientation Manager Non- Levenes 
(Mean manager Test of P T-Value 1-tail sig. 
Score) (Mean Equality 

Score) 
My career is important to 4.42 3.81 6.15 0.014 3.57 0.000**** 

me (q7) 
I would like to get promoted 3.70 3.63 0.35 0.555 0.28 0.392 
in the next year (q28) 
Level of Significance: ""p <_ . uuu; '"*'p <_ uul; T'p s . ui; -p L . u. 3 

As can be seen in Table 33, managers' perceive their career to be more important than 

non-managerial respondents. This may be that it is easier to advance once you are a 

manager rather than lower grade staff. The results from stage 2 indicated that the 

hierarchy was very tall in the Finance Company. In particular, non-managerial 

survivors had felt that opportunities were diminishing and that the redundancies had 

effected career opportunities for staff. Interestingly, the questionnaire results suggest no 

significant differences with respect to survivors' promotion expectations. Figure 31 

outlines the expected relationships between career orientation and the outcome 

measures. 

Figure 31: Expected Relationships between Career Orientation and Outcome Measures 

CAREER ORIENTATION 

Influencing Factors Effect on the Organisation, 

Job Insecurity 
(+) 

Or gn'I Commitment 
My career is H important to me 

Job Satisfaction 
I would like to get (') 

promoted in the 
next year Job Related Stress 

(+) H 
Turnover Intention 

(+) 
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Further analysis using the one way analysis of variance (see Table 34) shows that the 

only significant relationship is between career importance and survivors' turnover 

intention. The results from an exploratory box plot suggest that this relationship is 

positive as the turnover intention median increases from 4 to 7 as career importance 

increases. This is as expected as those with a strong career orientation may be more 

likely to search for work outside of a downsizing organisation. 

Table 34: One-way Analysis of Variance for Survivors Career Orientation 

Job Orgn'l Job Job Turnover 
Career Orientation Insecurity Commitment Satisfaction Related Intention 

F ratio F ratio F ratio Stress F ratio 
F ratio 

My career is important to me (q7) 0.65 1.11 2.14 1.26 2.79* 
I would like to get promoted 0.42 1.70 1.54 0.25 0.89 
within the next year (q28) 
Level of Signiticance: "+ "p <_ . 00u;; -'p <_ uul; --p s ui; -p . u: ) 

The frequency analysis found that 58% of survivors wanted to get promoted within the 

next year and an even higher percentage (62%) felt that their career was important to 

them. This indicates that survivors at the Finance Company had a strong career 

orientation. Figure 32 illustrates the relationships between career orientation and 

survivors outcome measures. 

Figure 32: Summarised Relationships between Career Orientation and Outcome Measures 

CAREER ORIENTATION 

Influencing Factors 1Effect on te Organisation 

my career is 
important to me 

Jo P6" Insecurity P(+) 

Orgn' 

commitment (-) 

rJob Satisfaction 

Job Related Stress 
(4) 

'Iurnovcr Intention 

I would like to 
get promoted 

In summary, Figure 32 suggests that the only significant relationship between elements 

of career orientation is with survivors intention to leave the organisation. 
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9.3 Individual Viewpoint: Work Setting Characteristics 

The following section relates to conditions termed as `work setting characteristics', see 

the shaded area in Figure 33. These are aspects of the survivors' individual situation 

specific to their work environment. Stage I and 2 of the research (see chapters 6 and 8) 

identified a number of areas relative to an individuals environment which appeared to 

influence the way in which they reacted to the redundancy situation. The aim of the 

questionnaire was to identify how far each of these characteristics actually affected 

survivors' reactions. The characteristics include; i) the survivors' relationship with their 

line manager, ii) their relationship with their co-workers and iii) aspects of their job 

which may have changed due to the redundancies. The first section will cover 

survivors' relationship with their line manager. 

Figure 33: The Work Setting Characteristics of the Individual Viewpoint 

ORGANISATIONALIN_DIV DDUAL SURVIVOR 
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(Individual 
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Content 
oup In llue uar 

ENVIR0NMENTAL 
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Job Insecurity 11 
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ON 

ORGANISATION 

9.3.1 Survivors Relationship with their Line manager 

P 15: Survivors who have a 'good' relationship with their immediate line 

manager are less likely to react negatively to the redundancies' 
P 16: Survivors who trust management and believe the reasons for the 
redundancies are less likely to react negatively. 

The first stage of the current research identified that those individuals with a `good' 

relationship with their line manager felt more positive about the redundancy situation. 

A relationship was considered ̀ good' if communication and trust were well established. 
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In the current study, the respondents were asked to rate their level of agreement with six 

statements relating to their relationship with their line manager. The items included the 

ability to talk and communicate with their line manager, the ability of the line manager 

to give clear expectations and to make them feel part of a group. Independent t-tests 

found that there was no significant difference between managerial and non-managerial 

perceptions of managerial relationships. Figure 34 outlines the expected relationships 

between survivors relationship with management and the organisational outcome 

measures. 

Figure 34: Expected Relationships between Managerial Relationships and Outcome Measures 

MANAGERIAL RELATIONSHIP I 

Influencing Factors Effect on the Organisation 

My managers too Job Insecurity 
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N 
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T 
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I know what is Job Related Stress 

expected of me 5 
C I have the Turnover Intention 

A opportunity to air ý-) 

L my views 

F My manager 
considers feelings 
when giving bad 

news 

The six items relating to management were combined in order to gather an overall view 

of survivors perception of the managerial relationship. To test the reliability of these six 

items as a scale, Cronbach's Alpha was calculated. The scale achieved a highly reliable 

score of 0.90 (Edwards et al, 1997). Correlation analysis indicated that there was a 

strong positive and significant relationship between each of the items in the scale. All 

of the relationships scored r< 0.55 with a significance level of p=0.000. To support 

this, factor analysis indicated that there was only one factor with an Eigenvalue of 4.08 

explaining 68% of the variance (Norusis, 1985). This suggests that the scale was indeed 

only measuring one element. 
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The next stage used one way analysis of variance. The results in Table 35 indicate that 

there were numerous relationships between the survivors' relationship with their line 

manager and the organisational outcome measures. Interestingly, the only aspect of the 

relationship noted to relate to job insecurity is the perception of whether the survivor 

feel part of a work group by their manager. 

Table 35: One-way Analysis of Variance for Survivors Relationship with their Line manager 
Job Orgn'l Job Job Related Turnover 

Relationship with Line manager Insecurity Commitment Satisfaction Stress Intention 
F ratio F ratio F ratio F ratio F ratio 

Managerial Relationship Scale 1.18 1.90* 2.09** 2.97**** 2.12** 
Too busy to talk (q47) 1.75 4.26** 5.14*** 5.51**** 3.80** 
Ability to talk to (q48) 1.83 3.89** 4.11** 9.89**** 5.65*** 
Feel part of a group (q49) 2.70* 8.58**** 8.37**** 4.07** 8.13**** 
Expectations (q50) 1.29 5.34*** 9.35**** 7.09**** 6.00*** 
Opportunity to air views (q51) 1.22 3.61** 3.76** 11.85**** 4.76** 
Considers feelings (q52) 1.71 6.02*** 5.00*** 10.88**** 4.17** 
Level ofSißniticance: '4'41"p5 . 000; *11"p5 . 001; **ps . ui; 'p -S . u. ) 

The results found a strong relationship between line manager relationships and 

organisational commitment, job satisfaction, job related stress and turnover intention. 

In particular there is a strong relationship between the opportunity for survivors to air 
their views and job related stress (f--11.85). An exploratory box plot suggests that this 

relationship is negative with the median decreasing from 57 to 35. Another strong 

relationship appears between line managers consideration of survivors feelings and job 

related stress (f=10.88). A further exploratory box plot found that this relationship is 

also negative with the median score dropping from 53 to 34. 

Frequency analysis shows that in the Finance Company only 17% of survivors felt that 

their line manager was too busy to talk to them about the changes to the organisation. 
This reflects a reasonably good communication flow between survivors and line 

management. A high percentage of survivors (74%) also noted that if they had a 

problem they would happily go to their line manager. This reinforces the previous 
finding and suggests that the relationship is fairly strong. Of the respondents (86%) felt 

that due to the way their line manager managed they knew exactly what is expected of 
them. This is particularly important after a major restructuring or downsizing 

programme. However, it appears from the results that survivors were not made to feel 
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part of a team by their line manager (68%). This may be due to the organisational 

structure or simply by lack of training of the middle management. This lack of a `team' 

environment may have implications for survivors facing recent or imminent 

redundancies. Further research is needed to establish the importance of teams in a 

downsizing environment. 

The communication aspect of the survivor-line manager relationship also appears 

strong. As 70% of respondents feel that they always have the opportunity to discuss 

work related matters with their line manager. This suggests there is clear two - way 

communication between hierarchical levels. Furthermore, 70% of respondents feel that 

their line manager is sensitive about communicating bad news to employees. This can 

be considered very important as redundancy can clearly be considered as an aspect of 

bad news. This highlights a level of respect and trust between survivors and their line 

management. Figure 35 summarises the relationships found between managerial 

relationships and the organisational outcome measures. 

Figure 35: Summary Relationships between Managerial Relationships and Outcome Measures 
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These results suggest that survivors' relationship with their line manager has a 

significant relationship with the way in which survivors react to a redundancy situation. 

Line managers clearly have an important role in maintaining the commitment and 

satisfaction of the remaining staff and have the potential to reduce survivor intention to 

leave the organisation. The next section considers survivors relationships with their co- 

workers and relationships with the outcome measures. 

9.3.2 Relationship with Co-workers 

P 17 & 18: Survivors who have a close personal or working relationship with 
those who leave are more likely to react negatively to the redundancies 

These results relate to survivors relationships with their co-workers. It is suggested that 

the closer survivors were to leavers, the more negative their reaction towards the 

organisation in terms of the outcome measures. The aim was to establish whether 

survivors had either close working or personal relationships with those who left. These 

items were not considered together as a scale as there were only two items. Independent 

t-tests found no significant differences between managerial and non-managerial co- 

worker relationships. Figure 36 highlights the expected relationships with the outcome 

measures. 

Figure 36: Expected Relationships between Co-worker Relationships and Outcome Measures 
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The results show that very few respondents had either a close working (9%) or close 

personal (6%) relationship with one or more of those who left through redundancies. 
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This may support the earlier finding which suggested that survivors received little or no 

information concerning the leavers. This may also indicate why survivors were unclear 

about they kind of treatment leavers were receiving. Further analysis of variance does 

show however, that survivors' working relationships with leavers was related to levels 

of job insecurity and their intention to turnover (see Table 36). Exploratory box plots 

suggest that working relationships are positively related to job insecurity (median 

increases from 10 to 15). Similarly working relationships are positively related to 

turnover intention (median increases from 4 to 6). Therefore if survivors had close 

working relationships with leavers, they were more likely to feel insecure or leave the 

organisation. 

Table 36: One-way Analysis of Variance for Survivors Relationship with their Co-workers 

Relationship with Co-workers Job Orgn'1 Job Job Related Turnover 
Insecurity Commitment Satisfaction Stress Intention 

F ratio F ratio F ratio F ratio F ratio 
Close working relationship (q57) 10.87**** 0.16 0.34 0.23 3.26* 
Close personal relationship (q58) 1.93 0.87 0.18 0.32 0.96 
Level of Significance: ""'p _< . 000; '"*p <_ out; 11 pS ui; -p Ul 

The results shown above suggest that the relationship survivors have with their work 

colleagues may be indicative of their responses to the organisation. However, these 

results should be interpreted with some caution, as it was clear that there were few 

survivors who had close relationships, whether working or personal, with the leavers. 

Figure 37 summarises the results found in this section of analysis. 

Figure 37: Summarised relationships between co-worker relationships and outcome measures. 
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9.3.3 Job Content Change 

P 19: Survivors who perceive the intrinsic quality of the content of their job to 
have decreased relative to before the layoffs are more likely to react negatively 

The current research indicated that the extent to which a survivor's job had changed 
following redundancies influenced their reactions to the redundancy programme (see 

section 7.3.2). Those individuals who perceived the changes to have negatively affected 

their job, were more likely to react negatively towards the organisation. The 

questionnaire included five items to capture how redundancies had affected the survivor 
jobs. When the items were taken together as a scale, their reliability score was high at 
0.81 (Edwards et al, 1997). 

Analysis of the scale items found that there were significant positive relationships 
between each of the scale items. The strongest correlation was between survivors 

perception of the amount of effort they had to put into their work since the redundancies 

and the amount of work they are given (r = 0.694, p=0.000). Varimax rotation factor 

analysis found that the scale did indeed measure only one factor with an Eigenvalue of 
2.88 explaining 58% of the variance (Norusis, 1985). Further multivariate analysis 

should continue to use the scale as it stands. 

Analysis using independent t-tests found that there were no significant differences 

between managerial and non managerial perceptions of job content change. Figure 38 

illustrates the expected relationships of survivors' perception of job content change with 
the organisational outcome measures. 
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Figure 38: Expected Relationships between Job Content and Outcome Measures 
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Analysis of variance investigated the relationships with job content change and the 

outcome measures (see Table 37). The results show that as a scale, the extent of job 

content change was related to job related stress. 

Table 37: One-way Analysis of Variance for Survivors Job Content Change 

Job Content Job 
Insecurity 

0 rgn'1 
Commitment 

Job 
Satisfaction 

Job Related 
Stress 

Turnover 
Intention 

F ratio F ratio F ratio F ratio F ratio 
Job Content Scale 1.25 0.88 1.50 2.07* 1.09 

variety (q31) 1.59 2.32 5.41*** 3,34* 3.09* 
involvement (q32) 2.28 4.75** 8.73**** 9.35**** 6.37**** 
workload (q33) 1.02 2.13 2.39 1.90 1.53 

effort (q34) 1.55 0.81 1.93 1.12 0.66 

quality (q35) 0.15 0.35 0.71 1.10 0.44 
Level of Significance: '""'p <_ . 000; "p <_ uui; -mPS ui; -p s . u) 

An exploratory box plot found that as the extent of job content change increased so did 

survivors level of job related stress (median increased from 49 to 54). A breakdown of 

the scale items found that there were two aspects of survivors' job content change which 

were related to survivors' reactions: the increase in variety and level of involvement. 

Exploratory box plots found that as the level of involvement and variety increased 

survivors level of job satisfaction also increased, and job related stress and turnover 

intention decreased. The other aspects of job content change were not found to be 

significantly related to the outcome measures. A summary of the relationships found 

can be seen in Figure 39. 
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The frequency analysis of the individual scale items illustrated that since the changes at 

the Finance Company over half of the respondents (53.5%) felt that the variety of work 

had increased and 63% of survivors felt that there was more work to do. However, there 

was a distinct level of uncertainty among survivors when asked whether or not they felt 

more involved in their work since the changes. Over half of the respondents (54%) felt 

that they had to work harder following the redundancies. On the other hand 36`%, of 

respondents did feel that the quality of their work had not increased since the changes. 

This might indicate that due to the increased workload and increased variety, the level 

of quality of work may suffer. 

Figure 39: Summarised Relations between Job Content-and Outcome Measures 
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These results suggest that the extent to which survivors' job changes following and 

during the redundancy programme is related to survivors' level of organisational 

commitment, job satisfaction, job related stress and turnover intention. The next section 

considers the influence of survivors remaining co-workers responses to their own 

reactions to redundancies. 
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9.3.4 Peer Group Influence 

P20. - Survivors who perceive their co-workers are reacting negatively are more 
likely to react negatively themselves 

Another aspect of the individuals work environment expected to influence survivors' 

reactions was their peer group. In relation to the current study, the research question 

suggests that if survivors perceive their work colleagues to react badly to the 

redundancy programme, they were more likely to react negatively themselves. In a 

downsizing situation, it is presumed that employees would tend to group together, in 

opposition of the organisation and its management in order to retain a level of control. 

The respondents were asked three questions relating to their perceptions of co-worker 

responses to the changes. The items were considered together as a scale, and scored a 

Cronbach's Alpha of 0.79 from the reliability analysis. Further analysis of the scale 

involved correlation and factor analysis. The correlation analysis found significant 

positive correlations (r < 0.46, p=0.000) between the three items of the scale, 

suggesting survivors are responding similarly to each item. The factor analysis found 

that there was only one factor with an Eigenvalue of 2.12 explaining 71% of the 

variance, hence it was measuring only one element (Norusis, 1985). The scale will 

therefore continue to be used as a single scale using all of the three items. Independent t- 

tests found no significant differences between managers and non managers' responses to 

peer group influence. 

Further analysis was then conducted using analysis of variance. Figure 40 illustrates the 

expected relationships between the influence of a peer group on survivors' reactions. 
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Fjure 40: Expected Relationships between Peer Groupjpfluence and Outcome Measures 

I PEER GROUP INFLUENCE 

rganisation Influencing Factors Effect on the 

Co-workers would 

S rather not be 
working here 

C 

A 
Co-workers less will 
to spend extra time 

L at work 

F Co-workers looking 
for work elsewhere 

Job Insecurity 
(+) 

Orgn'I Commitment 
(-) 

Jo ahs action 
(-) 

Job Related tress 
(+) 

Turnover Intention 
(+) 

Table 38 illustrates the significant differences between survivors peer group inlluence 

and their reactions. 

Table 38: One-way Analysis of Variance for Peer Group Influence on_Surv_ivors 
Peer Group Influence Job 

Insecuri 
Orgp'1 

Commitment 
Job 

Satisfaction 
Job Related 

Stress 
Turnover 
Intention 

F ratio F ratio F ratio F ratio F ratio 
Peer Group Influence Scale 3.21*** 3.71**** 2.56** 2.95*** 

.;. 
35**** 

rather not be working (q59) 4.56*** 2.18 2.75* 5.30*** 3.70** 
spend extra time (q60) 8.24**** 7.46**** 6.58**** 0.25 7.18**** 
jobsearching (g61) 5.10*** 7.01**** 3.72** 3.28** 5.1I*** 
Level of S gniticancc: *"*"p: 5 . 000; ***p5 . 001; "P :s . ui; -p s AD 

As can he seen, looking at the overall scale there were significant relationships with all 

aspects of survivor reactions including, job insecurity, organisational commitment, job 

satisfaction, job related stress and turnover intention. This would imply that survivors 

respond to the reactions of their work colleagues and to some extent this is related to 

their reactions to redundancy. However, in terms of organisational commitment, 

survivors' perception of co-workers commitment appears unrelated. Also, survivors 

perception of co-workers overtime levels appears unrelated to survivors' job related 

stress. Exploratory box plots found that overall, as peer group influence increased so 

did job insecurity (median increased from 10 to 17), job related stress (median increased 

from 36.5 to 53) and turnover intention (median increased From 4 to 8.5), whereas 

organisational commitment (median dropped from 27.5 to 19.5) and job satisfaction 
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(median dropped from 18 to 12.5) fell. Figure 41 illustrates the summarised 

relationships between peer group influence and the organisational outcome measures. 

Figure 41: Summarised Relationships between Peer Group Influence and Outcome Measures 

Frequency analysis shows that 52% of survivors felt that their work colleagues would 

rather not be working for the organisation. This is a relatively high percentage which 

indicates that survivors' perceptions of morale were not very positive. Of the Finance 

Company survivors, 50% felt that their colleagues were less willing to spend extra time 

at work. This again highlights that survivors' perceive their colleagues as less 

committed after the redundancies. Finally, 43% of workers felt that their colleagues 

were looking for work elsewhere26. During a redundancy situation it is logical to 

assume that employees will consciously look for work elsewhere. This may illustrate a 

natural defence mechanism or simply a `safety net' for those who fear losing their job. 

In summary, the results suggest that the influence of co-worker reactions on survivors' 

reactions was related to their level of organisational commitment, job satisfaction, job 

insecurity, job related stress and turnover intention. 

2" Of the respondents, 38% were 'not sure' of their colleagues job seeking activities. This may indicate a 
lack of communication between co-workers concerning job seeking activities, or insecurity in divulging 
that type of information to the researcher. 
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The following section will draw together the most significant results from the 

quantitative analysis of the Finance Company before outlining the results of the Power 

Company. 

9.3.5 Summary 

The first section of the quantitative results from the Finance Company gave some broad 

insights into the reactions of survivors. Each element of the framework has been 

investigated using univariate and bivariate statistical analysis. The results have 

highlighted numerous significant relationships between the dependent (organisational 

outcome measures) and independent variables (i. e., survivors' work ethic). To facilitate 

understanding of the numerous results, this summary will be divided into two main 

parts. The first section will deal with aspects of the organisational viewpoint in terms of 

the redundancy process and the second section will deal with aspects of the individual 

viewpoint. 

9.3.6 The Organisational Viewpoint 

The organisational redundancy process was broken down into five main elements; 

notification, selection, decision making, communication and caretaking. The results 
from the Finance Company found that in general survivors felt that they were not given 

enough advance notice and time to come to terms with the redundancy. However, the 

strength of these reactions depended on where survivors were situation in the 

organisational hierarchy. Managerial survivors were found to have more positive 

perceptions of the redundancy than non-managerial survivors. Overall the notification 

process was significantly related to organisational commitment and job satisfaction. 

In terms of the selection criteria, there were two main findings. Survivors fell into two 

schools of thought, those who perceived the selection criteria as fair and those who 

perceived it as unfair. The results suggested that those survivors who perceived the 

greater injustice, were those who felt that the selection criteria had been subjective and 

was based on personality and whether your `face fits'. The level of understanding in the 

selection criteria was positively related to job satisfaction, organisational commitment 

and job stress, and positively related to turnover. 
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The extent to which redundancy had been a well informed decision, appeared to 

influence survivors' reactions significantly. The results show that 70% of survivors' felt 

that redundancy happened too frequently and that the decision was made hastily. The 

frequency of redundancy was found to be significantly related to job insecurity, job 

related stress, and turnover intention. 

Survivors' perceptions of the redundancy communication process was found to be 

highly relevant in understanding how survivors react to redundancy. The results 

indicate that the majority of survivors' felt they were given inadequate explanations of 

the reasoning behind the redundancy. Secondly, that survivors were more inclined to 

believe information coming from their line manager than from their senior manager. 

Each aspect of the communication process was found to be significantly related to each 

of the five organisational outcome measures. 

The final aspect of the redundancy process, relates to the survivors' perceptions of the 

caretaking of leavers. The results show that many survivors were not aware of the help 

available to leavers. However, this aspect was found to have the potential to affect 

survivors' organisational commitment and job satisfaction. In effect, each aspect of the 

redundancy process was shown to have an affect on survivors' reactions in terms of at 

least one of the outcome measures. 

9.3.7 The Individual Viewpoint 

As the results indicated the individual perspective was divided into two sections, the 

individuals personal characteristics and their work setting characteristics. First, as 

proposed, survivors perception of their job dependence (in terms of skill transferability) 

was found to be related to their level of job insecurity. Hence, suggesting that those 

more confident about their ability to find a job elsewhere are less likely to feel insecure 

following redundancy. 

Second, it was shown that survivors exhibited significantly different levels of work ethic 

relating to their hierarchical level. Managers were found to exhibit stronger levels of 

work ethic than those in non-managerial positions. In turn, survivors' work ethic was 

found to be related to organisational commitment, job satisfaction, job related stress and 
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turnover intention. Similarly, managers were found to perceive greater work effort than 

non-managerial survivors. The analysis also indicated that work effort was related to 

organisational commitment, job satisfaction, job stress and turnover intention. 

The current research proposed that those survivors with a strong career orientation 

would be more negatively effected by the redundancies. The results indicated that 

managers illustrated a stronger career orientation than non-managers. Also, that the 

importance of a survivors career was found to be related to their turnover intention. In 

other words, those survivors who career was of importance were more likely to leave the 

organisation. 

The results from the Finance Company suggest that although their was no significant 

difference between managerial and non-managerial survivors' overall level of self 

esteem, managers perceive themselves to be more `successful' than non-managers. 

Survivors' self esteem was clearly important in understanding survivors' reactions to 

redundancy, in that self esteem was found to be significantly related to each of the 

outcome measures. 

In terms of the survivors' work environment, the current study considered their co- 

worker and managerial relationships and the extent of job change. Each aspect of the 

work environment was found to have an impact on the outcome measures. First, the 

results indicated that each aspect of the managerial relationship was strongly correlated 

with commitment, satisfaction, job stress and turnover intention. However, the only 

aspect of the relationship which was significantly related to job insecurity was the line 

managers ability to make the survivor feel part of a work group. 

Secondly, the Finance Company results show that very few survivors had close 

personal/working relationships with leavers. However, the results also suggest that 

those with a close working relationships were more likely to feel insecure. Third, the 

results show that if the content of a survivor's job changes this had the potential to 

affect their reactions to redundancy. The results have shown that survivors were 

working harder, were more involved and had a larger workload than before the 
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redundancies. It was found that the increase in involvement was related to commitment, 

job satisfaction, stress and turnover intention. Also, that the increase in variety was 

related to job satisfaction, stress and turnover. This suggests that changes in job content 

can have both positive and negative implications on survivors. 

The final aspect of the work environment relates to the influence of peers on survivors. 

The research proposed that those survivors who perceived their co-workers to react 

negatively were more likely to react negatively themselves. The research found that peer 

group influence did influence survivors' reactions and that this influence was 

significantly related to each of the organisational outcome measures. 

The results from the first part of this analysis involving the Finance Company, do 

indeed suggest that aspects of the conceptual framework 
, both organisational and 

individual variables, have the potential to influence survivor reactions. However, the 

next chapter will attempt to compare and contrast the findings from the Finance 

Company with those of the Power Company before drawing the results together in a 

discussion of the findings. 
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Part Two: The Power Company 

9.4 Introduction 

The aim of this section of Chapter 9 is to explore the results from the second case study, 

the Power Company in comparison with the Finance Company. As with the results 
from the Finance Company, each aspect of the conceptual framework and it 

corresponding propositions will be addressed in turn. To put the results into context, the 

demographics of the respondents will be discussed first. The results will then be 

discussed from the organisational viewpoint and the individual viewpoint, following the 

same format as the Finance Company results section (9.1.1 to 9.3.7). 

9.4.1 Demographics 

All of the respondents of the questionnaire were employees who had survived the last 

five years of restructuring and redundancy programmes. In particular, they had all 

experienced the most recent redundancy programme which had taken place six months 

prior to the distribution of the questionnaire. Information was not available to identify 

accurately whether or not the respondents were representative of the entire population. 
However, the HR manager indicated that the demographics of the respondents were 

representative of those affected by the redundancies. The respondents were asked a 

number of demographic questions, the outcome of these questions are shown in Table 

39. Together these results illustrate a fairly homogeneous group of respondents. 

The table of demographics highlights that the majority of respondents are male (90%), 

over the age of 36 (67.5%), married (84%), consider themselves the main income 

earners and have been working for the company over 15 years. This sample therefore 

can be considered different to the more female dominated sample from the Finance 

Company, which provides a useful comparative element. There are slightly more non 

managerial respondents (58%) than there are managerial, which reflects the population 

of the organisation. There are varying levels of education with over half (53.5%) of the 

survivors having received further education in the form of ONC/OND or higher, 
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Table 39: Demographics (n=77) 

Item No. (%) Response 
Gender 69 90 Male 

8 10 Female 
Age 4 5 Up to 25 years 

6 8 26 to 35 years 
52 67.5 36 to 50 years 
15 19.5 Over 50 years 

Marital Status 65 84 Married/Living together 
5 7 Divorced/Separated 
7 9 Single/Never Married 

Income at home 4 5 Least important 
19 25 Equally as important 
54 70 Most important 

Length of Service 1 1 Up to one year 
I I Up to 3 years 
6 8 3 to 10 years 
7 9 11 to 15 years 
62 81 Over 15 years 

Organisational Level 32 42 Managerial 
45 58 Non-managerial 

Highest Qualification 3 4 GCSE grade D to F or equivalent 
19 28 GCSE grade C to A or equivalent 
1 1.5 A level or equivalent 
18 26.5 ONGOND or 13TEC 
8 12 HNC or IIND 
9 13 Degree 
2 3 Post Graduate 
8 12 Trade/professional qualification 
9 12 Missing data 

The education level of the Power Company survivors is higher than those in the Finance 

Company. This might be explained by a higher level of technological (in terms of 

qualifications) knowledge required to run a power station, with many of the respondents 

having mechanicalelectrical or engineering training. 
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Organisational Viewpoint: The Redundancy Process 

As with the Finance Company (Chapter 9, Part One), each aspect of the redundancy 

process will be discussed and its affects on survivor reactions, in particular, the 

organisational outcome measures. The following section outlines the influence of the 

notification process on survivor reactions. 

9.4.2 Notification 

P 1: Survivors who perceive the advance notice to be adequate are less likely to 
have negative reactions. 

As noted earlier, the respondents were asked to respond to a number of statements 

relating to the notification process. In order to establish the value of the three items of 

notification as a combined scale, a reliability analysis using Cronbachs Alpha was 

calculated, the notification scale score 0.75, which is slightly below the accepted level 

of reliable (0.8) as suggested by Bryman and Cramer (1992). To understand the scale 
further a correlation analysis was conducted on the three items. The results indicate 

that there is a significant and strong positive relationship between advance notice and 

acceptance time (r = 0.737, p=0.000) and a slightly weaker positive relationship 
between the other variables (r >0.358, p=0.01). To establish whether or not the scale 

was in fact measuring one idea or a number of elements factor analysis was used. The 

factor analysis found one factor which explained 67% of the variance with an 
Eigenvalue of 2.01. These results suggest that it would be fair to use these three items 

as a scale for further multivariate analysis. 

An independent t-test to found there were no significant differences between managers' 
and non managers' perceptions of the notification process. These results differ from 
those found in the Finance Company where a significant difference (p = 0.000) was 
found between managers and non-managers' perceptions of the notification process. 

Figure 42 highlights the expected relationships between the notification process and the 

organisational outcome measures. Analysis of variance was used to establish the 

relationships between the notification process and the organisational outcome measures 
(see Table 40). 
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Figure 42: Expected relationships between the Notification Process and the Outcome 
Measures. 

Influencing Factors Effect on the Organisation 
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p time 
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Table 40: One-way Analysis of Variance for the Notification Process 

Notification Job 
Insecurity 

Orgn'1_ 
Commitment 

Job 
Satisfaction 

Job Related 
Stress 

"Turnover 
Intention 

F ratio F ratio F ratio 1' ratio F ratio 
Scale 1.19 3.34*** 1.26 2.33* 1.43 
Advance notice (q37) 0.09 2.00 0.59 0.52 0.24 
Acceptance time (q38) 2.58* 4.16** 2.54* 3.27* 1.82 
Timing of changes (q52) 2.24 8.34**** 3.16* 7.64**** 1.89 
Level of Significance 
"*"* 

p< . 000; *** p< . 001; ** p <_ . 
01; * p5 . 

05 

Table 40 illustrates that the notification scale has a significant relationship with 

organisational commitment and job related stress. However a breakdown of the scale 

suggests that only two items in each scale were related to the outcome measures. In 

particular, the lack of acceptance time was related to the level of job insecurity, 

organisational commitment, job satisfaction and job related stress. Exploratory box- 

plots indicated that if survivors' perceive they have been given `enough time to collie to 

terms with the changes' the level of job related stress (median score dropped from 59.5 

to 45) and job insecurity (median dropped from 16 to 14) fell, yet levels of 

organisational commitment (median went from 22 to 29) and job satisfaction (median 

from 15 to 21) increased. Similarly, if survivors know when changes are going to 
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happen this is significantly related to three outcome measures, organisational 

commitment, job satisfaction and job related stress in the same way. 

The frequency results from the Power Company indicate that over 70% of survivors felt 

that they were given enough advance notice. This is in complete contrast to the Finance 

Company where only 22.5% felt that they were given enough advance notice. 'T'his 

might suggest that Power Company survivors responses would be less negative. 

However, similar to the Finance Company (40%) only 49% of Power Company 

survivors felt that they were given enough time to come to terms with the changes. 

These results suggest that survivors not only need warning that there are impending 

changes but that they need time to adjust to the implications of that change. The first 

stage of results (Stage 2) indicated that survivors mainly received information from their 

immediate supervisors. 

Further investigation found that only 40% of Power Company survivors felt that their 

team leader gave them a clear idea of when changes would happen. This is slightly 

lower than found in the Finance Company, which might suggest the communication 

processes in the Power Company are less effective (the communication process is 

discussed in more depth in section 14.4). . 

Figure 43: Summarised relationship between Notification and Outcome Measures 

I Influencing Factors Effect on the Organisation 
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There was also a strong relationship between the survivors' perception team leader 

notification of when the changes would happen and organisational commitment and job 

satisfaction and job related stress. Figure 43 illustrates a summary of the relationships 

outlined in the above results. As can be seen in Figure 43, the lack of acceptance time 

and knowledge of when changes are likely to happen was found to be related to four of 

the outcome measures; job insecurity, organisational commitment, job satisfaction and 

job related stress. Interestingly, turnover intention was not found to be significantly 

related to the notification process. 

9.4.3 Selection Criteria 

P 2: Survivors who perceive the selection/filter criteria to he fair are less likely 
to react negatively. 

P 3: Survivors who are understand the logic of the selection/filter criteria are 
less likely to react negatively. 

Due to the timing and sensitivity of the research, only one question was allowed to be 

asked relating to the selection/filter criteria in the Power Company. All other questions 

referring to the redundancy selection criteria were removed by the II R manager 

overseeing the project. Respondents were asked whether they understood the basis of 

the redundancy selection criteria using a five point Likert scale. This differs from the 

open ended question used in the Finance Company, these differences make cross- 

company comparison somewhat difficult. Figure 44 outlines the expected relationships. 

Figure 44: Effected relationship between the Selection Criteria and the Outcome Measures 

Influencing Factors Effect on the Organisation 
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Of the Power Company survivors 54.6% of respondents were either ̀ not sure' or did 

not understand the basis for the selection criteria. This may be due to a lack of 

information regarding the decision process or simply that they did not understand the 

information they received regarding why and how certain individuals were chosen. 

An independent t-test was used to determine whether there were any significant 
differences between managers' and non-managers' perceptions of the selection criteria. 

Unlike the survivors of the Finance Company, a significant difference was found 

between the managers and non managers of the Power Company. 

Table 41: Independent t-test for the Selection Criteria Process 

Selection Criteria Manager Non-manager Levenes 
(Mean (Mean Score) Test of P T-Value 1-tail sig. 
Score) Equality 

Understand decisional basis 3.47 2.42 1.191 0.279 2.79 0.004** 
Level of signiticance .... ps uuu; ... ps uui; -- p5 . vº; -pmv, 

As shown in Table 41, managers exhibited a higher level of understanding (mean = 

3.47) of the selection criteria than those who did not manage staff (mean = 2.42). This 

may be due to the amount of information they were receiving in relation to the decision 

making. Managers might be closer to the decision makers and therefore be more aware 

of why certain criteria were chosen. 

In order to check that there was a significant difference between the means as suggested 
by the t-test, a non-parametric Mann-Whitney U statistic was also calculated giving a 

significance level of 0.003. Further bivariate analysis using analysis of variance 
indicates that there is no significant relationship between the understanding of the 

selection criteria to any of the organisational outcome measures. This disputes the 

results of the Finance Company which noted a relationship between understanding and 

organisational commitment, job satisfaction, job related stress and turnover intention. 
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9.4.4 Decision Making 

P 4: Survivors who perceive redundancies to happen too frequently and 
perceived avoidance strategies are not considered are more likely to react 
negatively to redundancies. 

As with the Finance Company, respondents from the Power Company were asked to 

rate their level of agreement regarding whether restructuring took place ̀too frequently' 

and whether redundancies ̀could have been avoided'. 

The results show that more survivors from the Power Company (77.9%) than the 

Finance Company (70%) felt that the restructuring took place too frequently. This may 

reflect the large amount of redundancies which have take place in the power industry 

over the last five years. The Power Company survivors' experienced massive 

downsizing since the privatisation which lost over 1,000 employees. In particular these 

redundancies happened consistently over a number of separate redundancy programmes. 

This compares to the somewhat smaller figure of 400 employees at the Finance 

Company, which were implemented over a shorter period of time. This may explain 

why 32% of Power Company survivors felt that the redundancies could not have been 

avoided, compared to 52% of Finance Company survivors. This may reflect the nature 

of the restructuring (i. e., privatisation) of the Power Company. In other words, the 

Power Company was being effected by external forces to the move from the public 

sector into the private sector, rather than an internal rationalisation as in the Finance 

Company. 

As with the Finance Company, no significant differences were found between 

managerial and non-managerial perspectives of the decision making aspect of 

redundancy using the independent t-test and the Mann Whitney U test. Correlation 

analysis found that there was no significant relationship between the two variables; 
frequency and avoidance, Figure 45 depicts the expected relationships between the 

redundancy decisions and outcome measures. 
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Figure 45: Expected relationships between Decision Making and Outcome Measures 
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Analysis of variance between decision making and the organisational outcome 

measures. As can be seen from Table 42, there were two significant relationships, 

interestingly different from those found in the Finance Company. 

Table 42: One-way Analysis of Variance for the Decision Making-Process 

Decision Making 
Job 

Insecurity 
Orgn, l 

Commitment 
Job 

Satisfaction 
Job Related 

Stress 
Turnover 
Intention 

F ratio F ratio F ratio F ratio F ratio 
Frequency of restructuring 
(q39) 

1.36 3.85** 1.99 8.03**** 1.21 

Avoidance strategies (q41) 0.76 0.95 0.44 1.36 1.79 

Level of Significance: "'"" p<_ . uuu; -ps uu i; -- p5 . uu I; - p' "u-I 

The frequency of restructuring is significantly related to organisational commitment. 

By looking at a box-plot of the frequency of redundancy and the organisation 

commitment scores (median scores dropped from 30 to 24) the relationship was 

negative. Suggesting the more frequent the survivors' perceived the restructuring to he, 

the lower their commitment to the organisation. A strong relationship was also noted 

between job related stress and the frequency of the restructuring. An exploratory box 

plot indicated this relationship was curvilinear `U' relationship. The median scores 

ranged from 54.5 to 41 back to 55.5. This suggests that both a high level of 

restructuring and a low level of restructuring is related to high levels of stress. Further 

research is needed to investigate this relationship in more depth. Figure 46 illustrates 

the significant relationships found in this section. 
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Figure 46" Summarised relationships of Decision Making and Outcome Measures 
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9.4.5 Explanation/ Reasoning 

P 5: Survivors are less likely to react negatively if there has been clear and 
adequate explanations for the redundancies. 

P 6: Survivors are less likely to react negatively if the information is believable 

and credible. 

Power Company respondents were asked four questions to ascertain their perception of 

communication from their top management and their immediate supervisor. When the 

four items were taken together as a scale, it scored a 0.82 Cronhach's Alpha which is 

considered reliable and significantly stronger than the Finance Company (Alpha - 0.72). 

Subsequent correlation analysis indicated significant and positive relationships between 

all of the items (r > 0.46, p=0.000). Factor analysis supported this finding in that there 

was only one factor with an Eigenvalue of 2.62 and which explained 66°rß, of the 

variance. For further multivariate these items may be used as a scale. 

As with the previous sections of the organisational redundancy process, the independent 

t-test was conducted to establish whether there are differences between the mean scores 

of managers and non managers. 
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Table 43: Independent t-tests for the Communication Process 

Reasons/Ex1)lanations 
Manager 
(Mean 
Score) 

Non- 

manager 
(Mean 
Score) 

Levenes 
Test of 
Equality 

P "I'-Value I -tail sig. 

Scale 11.50 9.24 1.53 0.219 2.54 0.014* 

Management - Belief (q42) 2.56 1.78 5.84 0.018 2.73 0.004** 

Management - Clarity (q43) 2.56 2.13 3.37 0.070 1.30 0.099 

Team Leader - Belief (q44) 3.22 2.76 0.02 0.879 1.38 0.086 
Team Leader - Clarity (q51) 3.16 2.58 0.03 0.866 1.85 0.034* 
Level of Jýgniticance: "Týý ps uuu; TT- p . uul, 

As shown in Table 43, there is a significant difference between managerial and non 

managerial perceptions of the communications process, with managers holding a more 

positive view. However, a breakdown of the scale indicated that the significant 

differences were between managerial and non managerial perceptions of `believe in 

management' and `team leader clarity'. The results suggest that non managers are less 

inclined to believe in the senior management explanations than managerial staff (mean 

scores 1.78 and 2.56 respectively). These results differ from the Finance Company 

results where differences were found between perceptions of senior management clarity 

rather than belief. 

Figure 47 outlines the expected relationships between the communication process and 

the organisational outcome measures. 

Figure 47: Proposed Relationships between Communication and the Outcome Measures 

Influencing Factors Effect on the Organisation 
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Further analysis using the one-way analysis of variance shows significant differences 

between the communications scale and the survivors outcome measures (see Table 44). 
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Table 44: One-way Analysis of Variance for the Communications Process 

Reasons/Explanations 
Job 

Insecurity 
Orgn'l 

Commitment 
Job 

Satisfaction 
Job Related 

Stress 
Turnover 
Intention 

F ratio F ratio F ratio F ratio F ratio 
Scale 3.45**** 4.60**** 3.46**** 3.04*** 2.83** 
Management - Belief (q42) 7.36**** 8.38**** 7.11**** 5.80**** 3.59* 
Management - Clarity (q43) 3.38** 4.75** 2.38 4.44** 0.75 
Team Leader - Belief (q44) 10.84**** 6.89**** 5.69*** 3.98** 5.85*** 
Team Leader - Clarity (q51) 4.41** 6.44*** 2.71* 9.34**** 3.58* 
Level of Nigniticance: TIT ps uuu; TT- PI., vul; -- pm. . ui; -P --a ua 

A breakdown of the scale found that each item in the scale had significant relationships 

with the organisational outcome measures. Following exploratory box plots, the results 

indicate that as the belief in explanations in both from the senior management and the 

team leader increases, job insecurity (median score dropped from 16 to 12) and turnover 

intention (median dropped from 6 to 2) falls, showing a negative relationship. In 

contrast, as the belief in explanations increases, organisational commitment (median 

rising from 23 to 33) and job satisfaction (median rising from 14 to 22) also increases, 

highlighting a positive relationship. A curvilinear `U' relationship is noticeable 

between belief in explanations and job related stress (i. e., median went from 57 to 37 to 

51). Suggesting that at particularly high or low levels of belief, job related stress 

increases. 

Similar results were found related to clarity. The clarity of information from both the 

management team and team leaders display a slightly less significant relationship with 

the organisational outcome measures (see Table 44). Exploratory box plots found that 

perceived clarity from the management team indicated a negative relationship with job 

insecurity (median from 16 to 13), a positive relationship with organisational 

commitment (median from 24 to 33) and a curvilinear relationship with job related 

stress (median went from 56 to 35 to 44). However, clarity from team leaders has the 

potential to affect more outcome measures and is seen here to have a negative 

relationship with job insecurity (median drops from 18 to 13) and turnover intention 

(median drops from 7.5 to 3), a positive relationship with organisation commitment 
(median rises from 18 to 33) and job satisfaction (increase from 14 to 20) and a `U' 

relationship with job related stress (median scores change from 59.5 to 35 to 44). 
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By taking an even closer look at survivors' responses, the frequency analysis found that 

in the Power Company only 19.5% of survivors' believed what the senior management 

team was telling them. This is a significantly lower percentage than the Finance 

Company (37%) and illustrates a significant lack of trust in the information that 

survivors were receiving. 

It appears that not only do the Power Company survivors disbelieve what senior 

management is telling them but only 31% felt that the reasons for the redundancies were 

explained `clearly'. This might reflect the fact that survivors receive the majority of 

information directly from their team leader rather than from the actual senior 

management team. Communication from the management team was limited to formal 

written communication and one or two meetings where announcements were made to all 

company staff. Although this is remains a relatively low figure, it is still significantly 

higher response than the Finance Company score of 17%. This may suggest that overall 

trust in senior management is very low, yet within the Power Company, the information 

regarding redundancies was more clearly defined to the survivors during the redundancy 

process. 

The results suggest that the survivors of the Power Company, were more inclined to 

believe information coming from their team leader (42%), not unlike those from the 

Finance Company (74%). Again, the reason for this may be due to the level of 

information they receive from their team leader as opposed to the senior management 

team. This may suggest that survivors are also more likely to have a close and hence 

more trusting relationship with their team leader. 

Of the Power Company respondents, 35% felt team leader explained the redundancies 

clearly. This is similar to those within the Finance Company (37%). These are still 

particularly low figures, and suggests that communication regarding the redundancy and 

its process was not clearly divulged to employees. Figure 48 illustrates the summarised 

relationships between the communications process and the outcome measures. 
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Figure 48: Summarised Relationships between Communications and Outcome Measures 
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In effect, the results suggest that the communications process plays an important role in 

understanding the effects of redundancy on the organisation, in terms of the 

organisational outcome measures and in particular, the believability and clarity of the 

redundancy related communications. 
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9.4.6 Caretaking of Leavers 

P7&8: Survivors are less likely to react negatively if they believe that: 1) the 
leavers are treated with dignity and respect, 2) the leavers were adequately 
compensated, and 3) the organisation helped them to find comparative or 
alternative work. 

Survivors were asked five items related to the caretaking process of redundancy. These 

five items were combined to form a caretaking scale. These items were found to be 

highly reliable as a scale (Cronbach's Alpha = 0.86), similar to those results in the 

Finance Company (0.85). Correlation analysis indicated that there was a significant 

positive relationship between each of the items in the scale. In particular there was a 

strong relationship between survivors' perceptions of adequate compensation and 

leavers being well looked after (r = 0.768, p=0.000). Factor analysis using varimax 

rotation found that there was only one factor with an Eigenvalue of 2.23 which could 

explain 65% of the variance. For further multivariate analysis it is therefore assumed 

that these items could be used together as a single scale. 

Independent t-tests found significant differences between managerial and non 

managerial perceptions of the after care of leavers. The results indicate that as an 

overall scale, managers perceive the caretaking process significantly more positively 

than non managers. A breakdown of the scale indicates only three items where 

managers and non managers opinion differed. As can be seen in Table 45, managers 

were more likely to feel that leavers have been treated with dignity and respect. 

Secondly, managers were more likely to perceive that the leavers had received adequate 

compensation and were well looked after. This is not an unlikely result as it possible 

that the managers dealing with the leavers on a one to one basis and delivering the bad 

news. However, there are no significant differences between survivors' perceptions of 

the provision of outplacement and inplacement. This suggests that all survivors 

perceived the same provision for leavers in terms of these facilities (outplacement, etc. ). 
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Table 45: Independent t-tests for the Caretaking Process 

Caretaking 
Manager 
(Mean 
Score) 

Non- 

manager 
(Mean 
Score) 

Levenes 
Test of 
Equality 

P T-Value I -tail sib;. 

Scale 14.88 12.27 0.10 0.920 2.14 0.018* 
Dignity and respect (q60) 2.50 1.86 2.35 0.130 2.30 0.012* 
Adequate compensation (q61) 3.66 2.95 1.55 0.217 2.06 0.022* 
Well looked after (q62) 2.81 2.27 0.06 0.805 1.73 0.044* 
Outplacement (q63) 3.47 3.14 3.48 0.066 1.16 0.126 

Inplacement (q64) 2.44 2.05 2.73 0.103 1.26 0.105 
Level of Significance: "*** pS . 000; *** p <_ Mut; -- PS -ui; - Ps . u) 

The next section looks at the expected relationships between the caretaking process and 

the organisational outcome measures (see Figure 49). Further analysis was conducted 

using a one-way analysis of variance to investigate the relationship between the 

organisational outcome measures and the after care of leavers. Table 46 below shows 

the results and significance levels. 

Figure 49: Proposed Relationships between Caretaking and Outcome Measures 

Influencing Factors 
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dignity & respect 

S Leavers receive 
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outplacement 
Leavers receive 

inplacement 

Effect on the Organisation 

Job Insecurity 
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Orgn'l 
Commitment (+) 

Job Satisfaction 

Stress Job Related 

Turnover Intention 

1 (-) 

The results indicate that the caretaking scale is significantly related to each of the 

outcome measures. The breakdown of the scale items show that there are certain 

elements of the process which are not related to particular outcome measures. For 

example, the perceived provision of adequate compensation is only related to 

organisational commitment and job satisfaction (sec Table 46). 
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Table 46: One-way Analysis of Variance for the Caretaking Process 

Caretaking 
Job 

Insecurity 
Orgn'l 

Commitment 
Job 

Satisfaction 
Job Related 

Stress 
Turnover 
Intention 

F ratio F ratio F ratio F ratio F ratio 
Scale 3.18*** 3.14*** 1.94* 2.34** 2.38** 
Dignity and respect (q60) 3.34* 8.83**** 5.13** 5.42*** 3,13* 
Adequate compensation (q61) 1.79 3.69** 3.20* 2.11 2.17 
Well looked after (q62) 3.29* 6.46*** 3.54* 5.33*** 2.30 
Outplacement (q63) 2.81* 5.89*** 4.36** 3.56** 3.79** 
Inplacement (q64) 4.83** 5.70*** 4.74** 3.14* 3.08* 
Level of Significance: **** p: 5 UUU; *** ps uui; *- p5 ui; -ps u-no 

Exploratory box plots found that when survivors' perceive that leavers have been treated 

well by the organisation, the level of job insecurity falls (median drops from 16 to 13) 

and survivors intention to leave the organisation is reduced (median drops from 9 to 4). 

A strong positive relationship was also identified between after care and organisational 

commitment (median increased from 16.5 to 35) and job satisfaction (median increased 

from 10.5 to 21). A negative relationship was detected between job related stress and 

after care (median decreased from 59 to 32). 

A frequency analysis allowed a more in depth analysis of what was happening. The 

results show that the majority of the Power Company survivors (68.4%) felt that those 

people who left through the redundancies were not well treated by the organisation. In 

other words, survivors felt that leavers were not treated with dignity and respect. This is 

a significantly higher figure than the Finance Company (37.5%) but may be explained 

by the close relationships the Power Company survivors had with the leavers. 

Although, survivors felt that individual leavers were not treated with dignity and 

respect, there appears to be a belief that the leavers had received adequate compensation 
(54%). These results are in line with those from the qualitative results (see section 
5.3.2) where survivors felt that the leavers were often the ̀ lucky ones'. It was felt that 

certain leavers, who were perceived to be `bad' workers were walking straight into other 
jobs with large amounts of compensation. This result should be interpreted with caution 
because what may seem ̀adequate' to one individual may not be `adequate' to another. 

A further question asked survivors' perception of whether leavers had been well looked 

after. Over half of Power Company respondents (54%) felt that those made redundant 
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had not been well looked after. Concerning perceptions of outplacement provision, the 

organisation did employ an outplacement company to help find those made redundant 

alternative work. However, there was no attempt to understand the impact of this 

outplacement provision on those who remained. The results indicated that 55.31%, of 

respondents felt outplacement provision helped leavers. 

As can be seen in Figure 50, each element of the caretaking process was found to be 

related to one or more of the organisational outcome measures. This suggests that the 

management of leavers is important in understanding the effects of redundancy on 

survivors. 

Figure 50: Summarised Relationships between Caretaking and the Outcome Measures 

Influencing Factors Effect on the O rganisation 
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Individual Viewpoint: Individual Characteristics 

The individual viewpoint is sub-divided into two separate sections; the first relating to 

actual individual differences such as; survivors level of job dependence, career 

orientation, and self esteem. The second relates to a survivors' work setting 

characteristics, such as the affect of redundancy on their job content, the influence of the 

survivors' peer group and survivor relationships with their co-workers and management. 

9.5 Individual Viewpoint: Individual Characteristics 

9.5.1 Job Dependence 

P 9: Survivors with a high economic need to work are more likely to react 
negatively to the redundancies. 

P 10: Survivors whose skills are highly specialised to the organisation and 
hence not easily transferable are more likely to react negatively to 
redundancies. 

In order to establish survivors economic need to remain in the organisation, the 

respondents were asked to rate the importance of their income within their household. 

The results can be seen in Figure 51 below. 

Figure 51: Household Income 
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As you can see from the graph above, the majority of survivors (70%) rated their 

income as the most important in their household. This is as expected as the majority of 

respondents were over the age of 36 and male. Respondents were also asked their 

perceptions of their ability to get a job elsewhere, half of the respondents (50%) felt that 

they could easily find a job outside the organisation, however another 24% of survivors 

were unsure of their ability to get a job elsewhere. These results suggest that the 

survivors had a high economic need to work, and yet their skill transferability was 

relatively low. These results indicate a higher degree of uncertainty than those found in 

the Finance Company. 

The independent t-test was applied to investigate whether there were any differences 

between managerial and non-managerial responses. The results indicated that there was 

no significant difference between the mean scores of managers and non managers. The 

results were the same using a non-parametric test Mann-Whitney U. Figure 52 

illustrates the expected relationships between skill transferability and the organisational 

outcome measures. 

Figure 52: Expected Relationships of Skill Transferability and Outcome Measures 

I Influencing Factors Pam the Organisation 

Job Insecurity 

0i. ) 

Orgn 

Commitment (-) 

ick ofability to Job SSatiss 
transfer skills i-) 

(+) 

:r Ii 

(+) 

The analysis of variance between skill transferability and the outcome measures found 

no significant differences. In other words, these results suggest that the lack of skill 

transferability is not related to survivors' reactions. These results differ to those found 

in the Finance Company where lack of skill transferability was related to survivors' 

level of job insecurity. 
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9.5.2 Work Ethic 

P 11: Survivors with a strong work ethic are more likely to react negatively to 
redundancies 

As mentioned previously (section 4.3.4), survivors work ethic scale was based on a 

scale developed from the theory of the Protestant work ethic and was made up of six 

items. When tested as a complete scale the Cronbach's Alpha was calculated as 0.52, 

which is not considered reliable and should therefore be interpreted with caution. 

Further analysis into the elements of the scale found that there were several positive and 

negative correlations between certain items in the scale. In particular items 3 and item 4 

(r = 0.505, p=0.000) and items 2 and 4 (r = 0.385, p=0.001), which each look at the 

level of effort put into work and its expected outcomes. In order understand why the 

reliability score was low, a factor analysis using varimax rotation was calculated. 

The factor analysis found that the scale was actually measuring three elements of work 

ethic rather than one. These results differ from those in the Finance Company, where 

the work ethic scale could be subdivided into two sub-scales. In the Power Company 

however, the analysis shows that there may be three factors, the first (Eigenvalue = 

1.94) explained 32% of the variance, the second (Eigenvalue = 1.28) explained 21% of 

the variance and the third (Eigenvalue = 1.07) explained 18% of the variance. The first 

factor consisted of items 2,3, and 4, the second factor consisted of items 5 and 6, and 

the final factor was simply item 1. These results differ from the Finance Company, 

where although found two scales, they consisted of different sets of items. Further 

research is needed to develop of a more accurate work ethic scale or set of sub-scales. 

Figure 53 illustrates the survivors level of work ethic, the overall mean score was 20.05, 

slightly lower than survivors in the Finance Company (mean = 20.46). 
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Figure 53: Survivors Level of Work Ethic 

Independent t-tests were conducted to investigate whether there were any significant 

differences between managerial and non managerial levels of work ethic. The results, 

illustrated in Table 47, suggest that the only significant difference is in relation to 

survivors perception as to failure at work. The results support the suggestion that 

managers feel that if individuals fail, they have not tried hard enough. Again, these 

results are different to those found in the Finance Company, where differences were 

found on three of the items (see section 9.2.2). 

Table 47: Independent t-test for Survivors Level of Work Ethic 

Work Ethic Manager 
(Mean 
Score) 

Non- 
manager 
(Mean 
Score) 

Levenes 
Test of 
Equality 

P T-Value 1. -tail 
Sig. 

Work Ethic Scale 20.69 19.60 0.049 0.826 1.23 0,112 
Hard work = little success (q1) 2.84 2.58 6.329 0.014 0.89 0.198 
Hard work = good life (q2) 3.56 3.27 5.973 0.017 1.10 0.139 
Fail = not tried hard enough (q3) 3.00 2.33 0.064 0.802 2.45 0.009** 
Hard work = success (q4) 3.72 3.36 3.648 0.060 1.41 0.081 
No work = uneasy (q5) 3.69 4.00 1.056 0.307 -1.24 0.109 
good job = satisfaction (q6) 3.88 4.07 2.556 0.114 -0.75 0.229 
Levey otsigniticance: **" ps vuu; .. ps uul; -- pm. uj; - ps .w 

Figure 54 illustrates the proposed relationships between the work ethic scale and items 

and the organisational outcome measures. 
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Figure 54: Expected Relationship of Work Ethic and Outcome Measures 
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To establish whether there is any relationship between the organisational outcome 

measures and survivors work ethic, analysis of variance was used (see Table 48). The 

results indicate that in the Power Company, the only significant relationship was 

between the work ethic scale and job related stress. Exploratory box plots found this 

relationship to be negative with the job stress median dropping from 57.5 to 50. 

However a breakdown of the scale suggests that in fact survivors' perceptions of hard 

work in relation to success have a weak relationship with job satisfaction. An 

exploratory box plot suggests that this relationship is positive with the median rising 

from 18 to 21. These results are expected as noted earlier, the work ethic scale is 

measuring more than one element which when combined together neutralises the effects 

of the different elements of work ethic. This contrasts the results of the Finance 

Company, where a significant relationship was found between work ethic and 

organisational commitment, job satisfaction, job related stress and turnover intention. 
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Table 48: One-way Analysis of Survivors Level of Work Ethic 

Work Ethic Scale Job 
Insecurity 

Orgn'l 
Commitment 

Job 
Satisfaction 

. 
Jot) 

Related 
'furnON'er 
Intention 

F ratio F ratio F ratio Stress 
F ratio 

F ratio 

Work Ethic Scale 0.95 1.30 1,56 1.98* 1.33 

1-lard work = little success (ql) 0.78 1.08 2.17 1.14 0.52 
Hard work = good life (q2) 1.51 1.57 0.83 1.12 0.94 
Fail = have not tried hard enough (q3) 0.97 0.99 1.68 1.49 1.80 
Hard work = success (q4) 1.92 1.54 2.57* 1.79 1.83 
No work = uneasy (q5) 0.63 0.45 1.22 1.12 0.91 
Good job = satisfaction (q6) 1.02 1.02 0.70 1.44 1.05 
Level of Significance: "" p<_ . 000; *ý^ ps mu I; -- p u1; -p u-: ) 

Figure 55 illustrates the summarised relationships found between work ethic and the 

organisational outcome measures. 

Figure 55 Summarised Relationships between Work Ethic and Outcome Measures 
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As can be seen the reverse to the hypothesis happened whereby those who perceive hard 

work to lead to success were more likely to he satisfied in their job. Similarly, those 

with a strong work ethic experienced less job related stress. 
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9.5.3 Work Effort 

P 12: Survivors who perceived they are more involved and put more effort into 
their work, are more likely to respond negatively to redundancies. 

Six items were used to measure survivors work effort. These items were also combined 

together to form a work effort scale. When considered as a scale the Cronbachs Alpha 

score was 0.65, which is not considered reliable and should therefore be interpreted with 

caution. However, this is a higher reliability than found for the same scale in the 

Finance Company (Alpha = 0.59). Correlation analysis suggests that there are 

significant positive relationships between several of the scale items. For example, 

personal involvement is positively correlated with job effort (r = 0.396) and unpaid 

overtime (r = 0.387) both with a probability of p=0.001. Secondly, there was a 

correlation (r = 0.361) between ̀ effort into outside activities' and `I used to care more 

about work' (p = 0.000). One explanation for the low reliability score of the scale is 

given by the factor analysis results. Factor analysis using the varimax rotation extracted 

two factors from the work effort scale. These factors were different to those highlighted 

in the Finance Company. The Power Company results show that the first factor 

(Eigenvalue = 2.29) explains 28% of the variance, whereas the second factor 

(Eigenvalue = 1.08) explains 18% of the variance. The first factor consists of items 14, 

16,17 and 18 whereas the second factor consists of items 15 and 19 (see Figure 15 for 

item numbers. Further multivariate analysis should consider using the items of this 

scale individually or as two sub-scales in order to increase the validity of the results. 

The results from the independent t-test (see table 49) suggest that, in contrast to the 
Finance Company results, there is a significant difference between managerial and non 

managerial levels of work effort (in terms of the overall scale). Managers in the Power 

Company report a significantly higher level of work effort (mean = 23.38) than non 

managerial survivors (mean = 20.91). 
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Table 49: Independent t-test for the Survivors Work Effort 

Work Effort Manager Non- Levenes 
(Mean manager 'l'est of P 'I'-Value 1-tail sig. 
Score) (Mean Equality 

Score) 

Work Effort Scale 23.38 20.91 0.323 0.572 2.37 (). 010** 
Personal involvement (q14) 4.25 3.62 6.775 0.011 2.32 0.003** 
Great deal of effort into job 4.38 4.47 0.122 0.728 -0.55 0.292 
(q15) 
Level of unpaid overtime 3.94 3.24 1.668 0.200 2.00 0.025* 
(q16) 
Effort to outside activities 3.44 3.31 0.689 0.409 0.41 0.341 
(ql7) 
Avoid extra responsibility 4.16 3.69 0.908 0.344 1.63 0.054 
(q18) 
Used to care more about work 3.22 2.58 0.675 0.414 1.74 0.043* 
(q19) 
Level of Significance: ****p <_ . 000; ***p :s uul; -p s . ui; -Ps . u3 

The differences in these results may be explained by the low reliability of the scale. 

However, by investigating the individual items of the scale, it was found that the results 

in the Power Company were the same as those in the Finance Company. Power 

Company managers' perceived themselves to be more involved in their work than non 

managerial survivors and more likely to do unpaid overtime. 

Figure 56 highlights the expected relationships between work effort and the 

organisational outcome measures. 

Figure 56: Proposed Relationships between Work Effort and (Outcome Measures 
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Table 50 shows the results of the analysis of variance between work effort and the 

outcome measures. The results indicate that the overall work effort scale is not related 
to any of the organisational outcome measures, which contradicts the findings of the 

Finance Company. When taking into account the individual scale items, it can be seen 
that perceived level of personal involvement is significantly related to organisational 

commitment, job satisfaction and job related stress. 

Table 50: One-way Analysis of Variance for Survivors Work Effort 

Job Orgn'l Job Job Turnover 
Work Effort Insecuri Commitment Satisfaction Related Intention 

F ratio F ratio F ratio Stress 
F ratio 

F ratio 

Work Effort Scale 1.66 1.60 1.53 1.70 1.11 

Personal involvement (q14) 2.31 5.13*** 3.11* 2.96* 1.78 
Great deal of effort into job (q15) 0.60 2.82* 1.14 0,65 0.34 
Level of unpaid overtime (q16) 0.75 1.55 1.26 1.58 0.64 
Effort to outside activities (q17) 0.10 1.08 0.87 0.75 1.13 
Avoid extra responsibility (q18) 1.02 2.18 0.84 2.15 0.33 
Used to care more about work (q19) 5.24*** 8.79**** 18.16**** 5.02*** 9.61**** 
Level ofsianiticance: "ps . uuu; ***ps . uut; --ps ut; -ps va 

Exploratory box plots suggested that if survivors perceive greater personal involvement, 

they are more likely to be committed (median from 26.5 to 31) and satisfied (median 

from 16.5 to 20) and less likely to perceive job related stress (from 36 to 50). Survivors 

level of effort is also seen to be related to organisational commitment (median increases 

from 14.5 to 27). Perhaps the most significant result, see Table 50, is in relation to 

survivors' perception about how they feel about work now in relation to before the 

redundancies. The findings in the Power Company suggest that this is significantly 

related to all of the organisational outcome measures. Exploratory box plots found that 

the more survivors used to care about work prior to redundancies, the lower their level 

of commitment (median drops from 33.5 to 24) and job satisfaction (median drops from 

21 to 15) and the greater their job insecurity (increase from 13 to 16), job related stress 
(median increases from 36 to 55) and turnover intention (median increases from 2.5 to 
6). This implies that those who care less about work now, are more likely to have the 
stronger negative reactions towards the redundancies. 

The frequency analysis of the survivors responses to the work effort items are 
particularly interesting. As with the Finance Company, the majority of Power Company 
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survivors (92%) felt that they put a great deal of effort into their work. Of the survivors, 

74% also felt very much personally involved in their work. As with the Finance 

Company, the Power Company survivors (62%) reported that they often did overtime, 

without getting paid and only 28% put effort into other activities outside work. These 

findings suggest that survivors' perceive themselves to put a lot of effort into their work, 

in relation to other aspects of their life. Figure 57 summarises the relationships found 

between work effort and the organisational outcome measures. 

Figure 57: Summarised Results of Work Effort and Organisational Outcome_Measures 
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9.5.4 Self Esteem 

P 13: Survivors with low self esteem are more likely to react negativehv to 

redundancy. 

The respondents in the Power Company, were asked to rate themselves on a self esteem 

scale developed by (Quinn & Shepard, 1974). As a scale, self esteem was not 

considered reliable, as it scored only 0.68 Cronbach's Alpha and should therefore he 

interpreted with caution. However, to understand why there may have been a low 

reliability score, correlation and factor analysis were conducted. 'The results from the 

correlations show that there is a significant and positive relationship between perceived 

success and importance (r = 0.587, p=0.000) and perceived success and happiness (r "- 

0.362, p=0.001). The factor analysis using varimax rotation found that there was only 

one factor (Eigenvalue = 2.04) which explained 51% of the variance. To increase the 

overall validity of the results, the scale items will be considered individually as well as 
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part of a scale. Further multivariate analysis should consider redesigning the scale to 

increase its reliability. 

A number of independent t-tests were conducted to explore whether there were any 
significant differences between managerial and non managerial perceptions of 

themselves at work (see Table 51). 

Table 51: Independent t-tests for Self Esteem at Work Characteristics 

Self Esteem Manager 
(Mean 
Score) 

Non- 
manager 
(Mean 
Score) 

Levenes 
Test of 
Equality 

P T-Value 1-tail sig. 

Self Esteem Scale 15.34 13.60 0.520 0.473 2.60 0.006** 

Successful 3.91 3.36 4.297 0.042 2.30 0.012* 
Importance 3.53 2.84 1.906 0.172 2.71 0.004** 
Doing my best 4.25 4.42 1.249 0.267 -0.90 0.185 
Happiness 3.66 2.98 0.615 0.436 2.71 0.004** 
t, evei or bigmncance: '***ps . uuu; *l-ps . uui; r -ps . vi; -ps . u: ) 

As can be seen, there were significant differences as to how survivors' perceived 
themselves at work. Surviving managers were found to have significantly higher levels 

of self esteem (mean = 15.34) than non managers (mean 13.60). Managers show a 
tendency to perceive themselves as more successful, more important and happier in their 

work, than non managers do. These results differ from the first case study (Finance 
Company) in that the only difference found between managers and non managers was in 

relation to perceptions of success. This might suggest a greater managerial divide in the 
Power Company, in terms of survivors' perceptions of `them and us'. 

Figure 58 outlines the expected relationships between self esteem and the organisational 

outcome measures. For example, those with low self esteem are expected to react more 
negatively in terms of the organisational outcome measures. 
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Figure 58 Expected Relationships between Self Esteem and Outcome Measures 

F Influencing Factors Effect on the Organisation 

The results from the analysis of variance between perceived self esteem at work and the 

organisational outcome measures can be seen in Table 52. 

Table 52: One-way Analysis of Variance for Survivors_'_ Self Esteem 

Self Esteem 
Job 
Insecurity 
F ratio 

Orkn, l 
Commitment 
F ratio 

Job 
Satisfaction 
F ratio 

Job Related 
Stress 
F ratio 

't urnover_ 
Intention 
F ratio 

Self Esteem Scale 3.40**** 4.18**** 6.47**** 2.54** 3.23*** 
Successful 4.50** 3.16* 3.36* 2.96* 2.62* 

Important 6.96**** 6.33**** 7.09**** 1.66 4.80** 
Doing my best 0.78 1.81 0.85 1.38 1.01 
Happiness 7.61**** 11.05**** 10.06**** 5.58*** 8.44**** 
Level of Significance: ****p < . 000; "'p s . UU i; -'p s ml; -p s "v1 

There is no significant relationship between a survivors perception of their performance 

(i. e., `doing my best') with any of the organisational outcome measures, which supports 

in part the results found in the Finance Company (see section 9.2.4). However, there are 

strong relationships between happiness, success and importance with organisational 

commitment, job satisfaction and job related stress. Exploratory box plots suggest that 

as perceptions of success, importance and happiness increase, so does organisational 

commitment (median increases from 18.5 to 36), job satisfaction (median increases 

from 10 to 22). Furthermore as these elements increase, job insecurity (median 

decreases from 17.5 to 10), turnover intention (median decreases from 8 to 3) and job 

related stress (median from 57 to 21) decreases. 
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A further breakdown of the results using frequency analysis found similar results to 

those found in the Finance Company (see Table 53A-D). The Power Company survivors 

rated themselves as fairly successful, not particularly important, not particularly happy 

yet doing their best. The most significant results from the individual characteristics of 

self are related to individuals perception of their performance and how important they 

feel. As can be seen from the tables above, 90% of individuals rated themselves highly 

on `doing my best'. This may reflect the insecurity of the redundancy situation, where 

individuals are not likely to admit to not putting in effort at work for fear of making 

themselves vulnerable to future redundancies. The scores also suggest that individuals 

do not see themselves as particularly important in their work environment. 

Table 53A/B/C/D: Frequencies of Self Esteem at Work27 

15 A 
Response (Score) 

Frequency Percent 

Successful (5) 16 20.8 
29 37.7 
21 27.3 
6 7.8 

Unsuccessful (1) 5 6.5 

15 B 
Response (Score) 

Frequency Percent 

Important (5) 9 11.7 
19 24.7 
31 40.3 
9 11.7 

Not Important (1) 9 11.7 

15 C 
Response (Score) 

Frequency Percent 

Doing my best (5) 39 50.6 
30 39.0 
5 6.5 
2 2.6 

Not doing my best 
(1) 

1 1.3 

15D 
Response (Score) 

Frequency Percent 

Happy (5) 13 16.9 
18 23.4 
26 33.8 
16 20.8 

Unhappy (1) 4 5.2 

In effect, the results suggest that how survivors see themselves in their work 

environment is a fairly good indicator of their reactions to the redundancy situation. In 

that the higher their level of self esteem the more likely they are to have positive 

reactions in terms of the organisational outcome measures. Hence, the proposition was 

proven in that those survivors with low self esteem had more negative reactions which 

supports the findings from the Finance Company. Figure 59 illustrates the summarised 

relationships between self esteem at work and the organisational outcome measures. 

27 Items related to the self esteem scale (Quinn & Shepard, 1974) were reverse scored in order to calculate 
the scale correctly. 
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Figure 59: Summarised Relationships between Self Esteem and the Outcome Measures 

9.5.5 Career Orientation 

P 14: Survivors with a strong career orientation and who helieve that the 

redundancies have negatively affected their career opportunities are more likely 

to react negatively. 

As with the Finance Company, two items were designed to measure career orientation 

The first being `I would like to advance or get promoted within the next year' and the 

second being `Having a career is important to me'. Those who agreed to both 

statements were identified as having a strong career orientation. 

The two items were considered independently and not as part of a scale. The results 

found that the majority of survivors (59%) agreed with the statement concerning 

advancement and promotion suggesting that career orientation was fairly strong. Of the 

survivors from the Power Company, a high percentage (87%) felt that having a career 

was important to them. In line with the hypothesis, this might suggest that the power 

company survivors were particularly prone to react negatively to the redundancies due 

to their strong career orientation. 

Figure 60 outlines the expected relationships between career orientation and the 

organisational outcome measures. 
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Figure 60: Expected Relationship between Career Orientation and Outcome Measures 

Influencing Factors Effect on the Organisation 

Independent t-tests found there were no differences between managerial and non 

managerial career orientation levels. These results differ to those found in the Finance 

Company, where managers were found to perceive a career as more important to them 

than non managers. 

The analysis of variance does not support the current hypothesis, as there appears to be 

no significant relationship between characteristics of career orientation and the 

organisational outcome measures. Again, this differs from the results of the Finance 

Company, where the level of career importance was found to be significantly related to 

survivors' turnover intention. 
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9.6 Individual Viewpoint: Work Setting Characteristics 

The work setting characteristics relate to three separate areas; i) the survivors' 

relationship with their team leader, ii) their relationship with their co-workers and iii) 

content of survivors job which may have been affected by the redundancies. 

9.6.1 Survivors Relationship with their Team Leader 

P 15: Survivors who have a `good' relationship with their immediate line 
manager are less likely to react negatively to the redundancies' 
P 16: Survivors who trust management and believe the reasons for the 
redundancies are less likely to react negatively. 

To measure survivors relationship with their team leader, survivors were asked to rate 

their level of agreement with six statements. These six statements were also taken 

together to be considered as a scale of managerial relationship. The reliability of the 

scale was strong, scoring 0.86 Cronbachs Alpha and can therefore be considered in 

relation to the organisational outcome measures with more confidence. 

Independent t-tests were conducted with the results from this section to identify whether 

there were any differences between the responses from managers and non managers. It 

should be pointed out that no matter where in the organisational hierarchy the individual 

was, they still had a team leader. As with the Finance Company, the Power Company 

results of the t-test indicate that there were no significant relationships between the 

managerial and non managerial respondents. 

Figure 61 illustrates the expected relationships as suggested by the proposition. In order 

to understand the relationship between the organisational outcome measures and 

survivors relationship with their team leader, one-way analysis of variance was 

calculated, the results are shown in Table 54. 
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Figure 61: Expected Relationship between Manager Relationships and the Outcome Measures 

Influencing Factors Effect on the Organisation 
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The results indicate that as an overall scale, survivors' relationship with their learn 

leader was significantly related to each of the organisational outcome measures. When 

broken down into the individual elements of the scale, similar results were found to 

those in the Finance Company. All aspects of managerial relationships were related to 

the organisational outcome measures. 

Table 54: One-way Analysis of Variance for Survivors Relationshi with their'l'eann Leader 

Relationship with Team Leader 
Job 

Insecuri 
OMn'1 

Commitment 
Jqh- 

Satisfaction 
Job Related 

Stress 
Turnover 
Intention 

F ratio F ratio F ratio I: ratio F ratio 
Scale 1.88* 2.70** 3.29**** 2.50** 2.19** 
Too busy to talk (q45) 3.35* 3.23* 3.17* 5.15*** 2.40* 
Ability to talk to (q46) 5.22*** 9.56**** 7.04**** 3.90** 4.99** 
Feel part of a group (q47) 6.41*** 14.76**** 8.63**** 6.63**** 6.78****____ 
Expectations (q48) 4.32** 6.07*** 7.27**** 4.95*** 7.41**** 
Opportunity to air views (q49) 2.76* 8.40**** 6.07*** 5.82**** 3,58 
('onsiders feelings (q50) 4.09** 5.14** 5.70*** 2.95* 3.86** j 
Levi of Significance: """`p 5 . 000; "'*p <_ Ou ; **p s ui; -p s u. ) 

Exploratory box plots found that a `good' relationship with ones supervisor is positively 

related to organisational commitment (median increases from 15.5 to 33) and Job 

satisfaction (median increases from 9 to 21.5) and negatively related to job stress 
(median drops from 64.5 to 46), turnover intention (median drops from 7.5 to 3) and job 

insecurity (median drops from 17 to 13). The most significant result was found to be 
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the strong relationship between the team leaders ability to make the survivor feel part of 

a group and their level of organisational commitment. Further investigation using box 

plots found that the more a survivor was made to feel part of a group, the greater their 

organisational commitment (median rises from 17 to 34). Perhaps this may be the key 

to maintaining organisational commitment following a series of redundancies. 

A closer look at survivors responses through frequency analysis found that 36% of 

survivors felt that their team leader was too busy to talk to them. This is a higher 

percentage than those survivors within the Finance Company (17%). This might reflect 

the fact that the team leaders were going through the same changes themselves and were 

therefore happier to discuss eminent changes. A more positive response followed as 

over half (56%) of the respondents felt that they could go to their team leader with a 

problem. However, this response is significantly lower than that reported in the Finance 

Company (74%). One explanation for this difference may be the demographic and 

hierarchical make up of the two companies. First, the Finance Company survivors were 

mainly women, whereas in the Power Company they were men (perhaps by nature less 

likely to discuss problems openly). Second, the Power Company respondents worked 

shifts often meaning that their team leader was less accessible. 

Contrary to the previous two items which indicated fairly strong links to team leaders, 

survivors (55.5%) feel that the way in which their team leader managed does not make 

them feel like part of a work group. An alternative explanation may be the type of 

organisational structure. The Power Company was a heavy industrialised organisation 

where individuals were expected to work shifts, including `lates', `nights' and ̀ earlies'. 

This kind of work structure may not be conducive to working in groups, or the team 

leader may not be expected to encourage work group cohesion. 

In a redundancy situation, an individual's job is very likely to change, their level of 
responsibility might alter and even the tasks which they have to perform. Particularly, 

the organisations expectations of employees is also likely to change. It is the role of the 
team leader to provide information, support and understanding during the changes. 
Table 55 shows the uncertainty of survivors feelings towards their team leaders' 

management approach. An equal amount of respondents agree as disagree with the 
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statement, showing survivors were split down the middle. There is no clear consensus 

between survivors, which suggests that individuals all have different relationships with 

their team leaders. This is in contrast to the Finance Company, where 8O% of their 

survivors felt they knew what was expected of them. 

"Table 55: The way my team leader manages means that I know exactly what is erected of me 

Response (Score) Frequency Percent 

Disagree 16 20.8 
Tend to Disagree 14 18.2 

I'm not sure 16 20.8 

Tend to Agree 21 27.3 

Agree 10 13.0 

In terms of communication with their team leaders, 60% of survivors felt that they were 

given the opportunity to air their views on work related matters. Finally, over half of the 

respondents (51%) felt that their team leaders did not think about the employees feelings 

before imparting bad news. This may be due to a number of reasons; First, the team 

leaders were in a similar position themselves and experiencing the same stress. Second, 

they received no training on how to deliver had news. Third, they were simply not 

perceived as being sensitive by employees. This is in contrast to the Finance Company, 

where survivors (70%) felt that their line managers were sensitive when delivering bad 

news. 

Figure 62: Summarised Relationshi s between Managerial Relationship and Outcome 
Measures 

r Inf uencing Factors [Effect on (lie Organisation 

My managers too Job Insecttrfty 
I' 

busy 
( +) to talk to me (R) 

N My managers easy Orgtt'I ('ofntitilntent 

E to talk to t-i 

nj 
My manager makes nie 

feel part ofa group 
JCtb ! tltSl4Cttttn 

I know what is Jr>h KchUcýi Stress 

expected of me ff1 
S 

I have the if urlnover Inltlnttttn 

A opportunity to air (. f ) 
H 

my views 

My manager considers 
feelings when giving 

bad news 

363 



Survivors of Redundancy 

In effect, the results suggest that survivors' relationship with their team leader or 

immediate manager is important in understanding the effects of redundancy on the 

individual and the organisation. As can be seen in the summary in Figure 62, each 

aspect of the managerial relationship is related to each of the organisational outcome 

measures. Therefore the proposition stands that those survivors with a good relationship 

with their manager are less likely to react negatively towards the organisation. 

9.6.2 Relationship with Co-workers 

P 17 & 18: Survivors who have a close personal or working relationship with 
those who leave are more likely to react negatively to the redundancies 

Survivors were asked to rate their agreement on two items relating to their working and 

personal relationships with their departing co-workers. The results found that 90% of 

survivors had experienced a close working relationship with one or more of the leavers, 

and 46% had a close personal relationship. This would suggest that survivors might be 

particularly sensitive to the treatment of those leavers by the organisation. Correlation 

analysis found that there was a significant weak positive relationship between survivors 

close personal and close working relationship (r = 0.389, p=0.001), suggesting that 

those who had a close working relationship also felt they had a close personal 

relationship with those individuals. 

Independent t-tests were calculated to investigate if there were any significant 

differences between managerial and non managerial responses, The analysis found no 

significant differences between groups. This might be explained by the close 

community culture which was apparent in the Power Company, The culture was clearly 

traditional with survivors describing it as a `family' atmosphere. This shows that the 

majority of survivors had close working relationships with at least one or more of the 

leavers, regardless of their status within the organisational hierarchy. 

Figure 63 highlights the expected relationships between survivors co-worker 

relationships and the organisational outcome measures, 
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Figure 63: Expected Relationship between Co-worker Relationships and Outcome Measures 

Influencing Factors Effect on the Organisation 
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One-way analysis of variance was used to explore the relationship between co-worker 

relationships and the organisational outcome measures. The results show no signi ficant 

relationships between the survivors close working or personal relationship with the 

leavers and their levels of job insecurity, organisational commitment, job satisfaction, 

job related stress, or turnover intention. Thus indicating a null hypothesis. This is 

interesting as in the Finance Company a significant relationship was found between co- 

worker relationships and job insecurity, job related stress and turnover intention. In 

these circumstances this may be explained by the organisational culture of the Power 

Company. All of the respondents were close to those who left, hence making no 

significant difference to the levels of stress and insecurity. 

9.6.3 Job Content 

P 19: Survivors who perceive the intrinsic quality of the content of their job to 
have decreased relative to before the layoffs are more likely to react negativdry 

The intrinsic quality of survivors jobs was measured in teens of variety, involvement, 

workload and quality of outcomes. These five items were combined together to form a 

job content scale. The reliability test using Cronbachs Alpha result was 0.73, which is to 

be considered reliable. Further analysis of the scale found that there were significant 

positive relationships between the items of the scale. The strongest relationships were 

with variety and workload (r = 0.548, p=0.000), involvement and quality ofwork (r -- 
0.483, p=0.000), and workload and effort (r = 0.674, p-0.000). 1lowever to further 

test the scale, factor analysis using varimax rotation found two factors were being 

measured by the job content scale. The first factor (Eigenvalue = 2.47) consisted of 
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items relating to variety, workload and work effort and explained 50% of the variance. 
The second factor (Eigenvalue = 1.14) consisted of items involvement and quality and 

explained 23% if the variance. These results differ from those found in the Finance 

Company where the scale was considered reliable and only one factor was being 

measured. This suggests that the job content scale may be organisationally specific. 

Further analysis is needed to understand why these results differ. Future studies and 

analysis should consider using two sub-scales as opposed to a single five item scale as 
in the current study. 

To explore whether there were any significant differences between managerial and non 

managerial independent t-tests were calculated (see Table 56). The results show that 

level of involvement in the survivors job was considered higher in managers (mean = 
3.59) than in non managers (mean = 2.73). 

Table 56: Independent t-test for Survivors Job Content 

Job Content Manager 
(Mean Score) 

Non-manager 
(Mean Score) 

Levenes 
Test of 
Equality 

P T-Value 1-tail sig. 

Scale 18.78 17.20 1.60 0.210 1.59 0.058 

variety (q31) 4.00 3.89 0.28 0.593 0.36 0.362 
involvement (q32) 3.59 2.73 4.27 0.042 2.90 0.003** 

workload (q33) 4.44 4.22 1.95 0.167 0.95 0.172 
effort (q34) 3.91 3.89 2.69 0.105 0.06 0.476 

quality (q35) 2.84 2.47 1.03 0.313 1.27 0.104 
Level of Significance: ""-*p: 5 ODU; *"""p :s uul; **p s . ui; 'p s . u. 3 

One explanation for this may be the extent upon which line managers and team leaders 

are depended on during times of redundancy. These results differ to those in the 

Finance Company, where there was no difference between managerial and non 

managerial perceptions of job content change. 

The expected relationships between job content and the organisational outcome 

measures are shown in Figure 64. 
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Figure 64: Expected Relationship between Job Content Change and Outcome Measures 
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Analysis of variance investigated the proposed relationships (see Table 57). The job 

content scale and its individual elements were tested to see their relationship with each 

of the outcome measures. 

'Fable 57: One-way Analysis of Variance of Survivors'_Jnb Content 

Job Content Job 
Insecurity 

9-11J, 
Commitment 

Job 
Satisfaction 

Job-Related 
Stress 

I'll rfON CI 
Intention 

F ratio F ratio F ratio F ratio 1" ratio 
Scale 1.32 1.85* 1.69 1.52 1.19 

variety (q31) 1.11 2.06 0.92 2.49* 0.85 
involvement (q32) 4.38** 10.41**** 5.52*** 5.38*** 3.78** 

workload (q33) 0.63 0.48 0.58 1.33 0.16 

effort (q34) 2.42 1.04 1.44 0.56 1.57 

quality (q35) 2.36 8.21**** 4.83** 7.42**** 4.21** 

Level oI Si; niticance: ****p < . 000; ***p s uui; --p s ut; -p s . uý 

As a scale, the only outcome measure which was related to job content was 

organisational commitment. However a breakdown of the scale found that the level of 

perceived involvement in the new work situation shows a strong relationship to both 

organisational commitment and job satisfaction. Exploratory box plots Cound this 

relationship to be positive. For example, as perceived involvement increased 

organisational commitment median scores increased from 16 to 30 and job satistaction 

increased from 11 to 21. In support of the Finance Company findings, as involvement 

increased, job related stress actually fell (median dropped from 60 to 44). Significant 

relationships were also found between involvement and jot) insecurity and turnover 

intention. Box plots indicated that this relationship was negative with higher levels of' 
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involvement leading to lower levels of job insecurity (median drops froml7 to 14) and 
turnover intention (median drops from 8 to 4). Finally, a significant relationship was 
found between quality and organisational commitment, job satisfaction, job related 

stress and turnover intention. Exploratory box plots found that survivors who perceive 

the quality of their work to have improved during the redundancies had higher levels of 

organisational commitment, job satisfaction, and a lower levels of stress and intention to 

turnover. This is in contrast to the results from the Finance Company, where quality of 

work was not related to any of the organisational outcome measures. 

A closer look at the results show that 75% of survivors felt that the variety of work has 
increased since the changes, this is probably due to the decrease in staff numbers, whilst 

output has had to remain the same. Survivors are expected to use more skills and 
become more flexible in their job. The question here is whether this is seen as a 

positive or negative aspect of the redundancies. Table 58 highlights the results to the 
level of involvement survivor perceive since the staff changes. It can be seen that the 

responses are fairly even, with some individuals who feel that their work has become 

more involved and others who disagree. 

Table 58: 1 feel more involved in my work since the staff changes 

Response (Score) Frequency Percent 
Disagree (1) 12 15.6 
Tend to Disagree (2) 20 26.0 
I'm not sure (3) 8 10.4 
Tend to Agree (4) 23 29.9 
Agree (5) 14 18.2 

On the other hand, it is clear from the results that survivors (70%) perceive there to be 

more work to do since the changes. This is to be expected considering the amount of 
redundancies which were undertaken, These results are significantly higher than those 

in the Finance Company, suggesting that the Power Company redundancies had a more 
direct affect on survivors' jobs and work loads. As to be expected, survivors (70%) 

perceive that they have had to work harder since the redundancies, this might reflect the 
increase in workload and variety. However, an alternative explanation for this highly 

positive response might be that survivors do not wish to admit that they are not working 
hard due to the uncertainty of future redundancy programmes. Identifying themselves 

as not `working hard' may be perceived as having a negative affect on their future 
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employability within the company. Whether these changes were considered positive or 

negative, may be reflected in the level of work quality since the restructuring. Over 

50% of respondents felt that the quality of their work had decreased since these changes. 

Figure 65 summarises the relationships discovered between the extent of job content 

change and survivors' reactions. 

Figure 65: Summarised Relationshers between Job Content Change andnutcomc Measures 

Influencing Factors Effect on the Organisation 

Job Insecurity 
has increased 

recl more 
involved in work 

Increased work 
load 

Have to work 
harder 

Vuauty of wore: 
has increased 

Commitment (+) 

(0 

(-) 

iio%li I(ItC111IOU 

I. ) 

In summary, as can be seen in Figure 65, each aspect of the job content scale was found 

to be related to at least one of the organisational outcome measures. This supports the 

proposition in that the extent to which an individuals' job content changes (luring 

redundancies are related to their reactions. 

9.6.4 Peer Group Influence 

P 20: Survivors who perceive their co-workers are reacting negative/j, are more 
likely to react negatively themselves 

Survivors were asked three corresponding items relating to their perceptions of co- 

worker reactions to the redundancies. The three corresponding items were also 

combined together as a scale designed to measure peer group influence. The reliability 

was found to be Cronbachs Alpha of 0.67, which is not considered reliable and should 

therefore be interpreted with caution. 

Further analysis of the scale found that there was a significant positive correlation 

between each of the scale items. In particular, survivors' perceptions of their colleagues 
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work effort and job seeking activities (r = 0.574, p=0.000). Although there are only 

three items in the scale, factor analysis using varimax rotation was calculated. The 

results found that there was only one factor (Eigenvalue = 1.85) explaining 62% of the 

variance. Further research is still needed to refine the scale, perhaps by adding more 

items to make it more comprehensive. 

Analysis using independent t-tests found no significant differences between managers 

and non-managers' perceptions of their colleagues intentions to leave and commitment. 

This supports the parallel findings from the Finance Company. Figure 66 outlines these 

items and their expected relationships with the organisational outcome measures. 

Fiý; urc 66: Expected Relationships between PGI and Or&anistional Outcome Measures 

Influencing Factor Effect on the Organisation 
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One way analysis of variance was used to investigate the relationships between peer 

group influence on survivors and the organisational outcome measures (see Table 59). 

Table 59: One-way_Analyis of Variance for Survivors' Year Group Influence 

Peer Group Influence Job 
Insecurity 

Qrxn'1__ 
Commitment 

Job 
satisfaction 

Job Related. 
stress 

I'M nuN rr 
Intention 

F ratio F ratio F ratio F ratio 
-- 

i ratio 
Scale 1.41 3.00** 2.37* 2.67** 2.09* 
rather not be working (q57) 2.50 4.42** 4.37** 4.14** 4.04** 

spend extra time (q58) 1.80 4.62** 3.88** 5.98**** 1 -T 2.56* - 

Job searching (q59) 2.26 6.53*** 4.73** 6.04**** * 8* 43 
Lcvel of Significance: ****p <_ . 000; ***p <_ . 001; **p 5 . 01; *PS . 05 

As can be seen, the scale and each of its items are related to all of the outcome measures 

except job insecurity. This differs from the Finance Company results where significant 

differences were found between all of the outcome measures. However, exploratory 
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box plots indicate that when the Power Company survivors perceived their colleagues 

would rather not be working for the organisation, less willing to do overtime or job 

searching their organisational commitment (i. e., scale median drops from 35 to 23) and 

job satisfaction (scale median drops from 21.5 to 12). This perhaps suggests that 

survivors are influenced by their co-workers reactions. Furthermore the results of 

exploratory box plots suggest that when survivors' perceive their co-workers to be 

unhappy, their turnover intention (scale median increases from 3.5 to 7) and job related 

stress (scale median rises from 29.5 to 60) increases. Figure 25 summarises the 

relationships found between organisational outcome measures and survivors' 

perceptions of their co-workers responses to redundancy. 

However, looking at the individual items of the scale, the results from the Power 

Company differ from those in the Finance Company. In the Power Company, 70% of 

survivors reported that their colleagues would rather not be working for the company, 

compared to 52% in the Finance Company. This may suggest that the survivors would 

also rather not be working for the Power Company. 

Furthermore 60% of survivors felt that their colleagues were less willing to spend extra 

time at work. This is similar to the perceived commitment levels found in the Finance 

Company where 50% felt their colleagues were less willing to spend extra time at work. 

The majority of Power Company respondents (74%) perceive that their colleagues are 

looking for work elsewhere compared to 43% in the Finance Company. However, in 

both companies, this can be considered a fairly high percentage. During a redundancy 

situation it is logical to assume that employees will consciously look for work 

elsewhere. This may illustrate a natural defence mechanism or simply a `safety net' for 

those who fear losing their job. 
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Figure 67: Summarised Relationships between PGI and Outcome Measures 
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This suggests that the proposition is correct and survivors' reactions are related to the 

reactions of their co-workers. The following section will attempt to draw together some 

of the most significant findings of this chapter in order to further the understanding of 

survivor reactions. The summary will discuss survivor reactions from the perspective of 

the organisational and the individual. 

9.7 Summary 

The Power Company has yielded numerous results in support of those found in the 

Finance Company and several results in contrast to the Finance Company. The aim of 

this summary is to draw together the main findings from the Power Company and lead 

the way to a discussion of these findings. The first section will deal with the 

organisational viewpoint in terms of the redundancy process and the second section the 

individual viewpoint. 

9.7.1 The Organisational Viewpoint 

The first aspect of the redundancy process is the notification process. Power Company 

survivors felt that although they knew the redundancies were coming it (lid not give 

them enough time to come to terms with it. This may be particularly relevant in terms 

of the company culture. By this it is suggested that survivors found it harder to come to 

terms with the redundancies even though they were given advance notice. Aspects of 

the notification process were found to be related to four out of the five outcome 

measures; job insecurity, organisational commitment, job satisfaction and job related 
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stress. This supports the findings from the Finance Company and shows that the 

notification process is related to survivor reactions. 

The second element of the redundancy process was related to the redundancy selection 

criteria. It was found in the Power Company that managers were more likely to 

understand the criteria but these were not related to the organisational outcome 

measures. This is contrary to the findings in the Finance Company where the selection 

criteria was found to be related to the outcome measures. 

The third aspect of the redundancy process was the redundancy decision making. The 

results indicated that the majority of survivors (managers and non managers) felt that 

change happened too frequently. The frequency of redundancies was found to be 

significantly related to organisational commitment and job related stress. These results 

reflect those in the Finance Company where decision making was related to insecurity, 

stress and turnover intention, which supports the proposition. 

One of the most important aspects of any change process is usually the communication 

processes involved. In the current study, this was certainly found to be the case. The 

results indicated that all aspects of the communication process were strongly related (p 

= . 001) to at least three organisational outcome measures. With all aspects of 

communication being related to job insecurity, organisational commitment and job 

related stress. Again, this reflects the Finance Company results where communication 

was related to all of the organisational outcome measures. This provides strong support 

for the proposition. 

The final aspect of the redundancy process, and the element which appeared to cause the 

most unrest among the Power Company survivors (see Stage 2 results) was the 

caretaking process. Over half of the Power Company survivors felt that lcavcrs were 

not treated with dignity or respect. Interestingly, it was also found that managers 
feelings were less negative than non managerial survivors in relation to their perceptions 

of interpersonal treatment of leavers and the perception of adequate compensation. 
Each aspect of the caretaking process was found to be related to at least four of the 
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organisational outcome measures (except) adequate compensation. This reflects the 

results from the Finance Company where all of the organisational outcome measures 

were influenced by an aspect of the caretaking process, which supports the proposition. 

9.7.2 The Individual Viewpoint 

In contrast to the Finance Company, the Power Company survivors were more likely to 

rate their income as the `most important' in their household than the Finance Company 

survivors. However, this may easily be explained by the demographic differences 

between the two groups. In terms of skill transferability, Power Company survivors 

were fairly unsure of their ability to get work elsewhere, however there was a clear 

economic need to work considering these survivors felt they were the main income 

earners. 

As with the Finance Company, the Power Company survivors exhibited a fairly strong 

work ethic, suggesting their reactions would be more negative. However, the Power 

Company results show that work ethic was only significantly related to one survivor 

outcome measure, job related stress. This compares to the Finance Company where 

work ethic was related to all of the organisational outcome measures. On the other 

hand, survivors' perceptions of their work effort was related to all of the outcome 

measures including job insecurity, job related stress, job satisfaction, turnover intention 

and organisational commitment. This is similar to the Finance Company where four of 

the five organisational outcome measures were related to work effort. 

The main finding in relation to work effort was that those survivors who felt they used 

to care more about their work illustrated a strong relationship with each of the outcome 

measures; job insecurity, organisational commitment, job satisfaction, job related stress 

and turnover intention. 

Of the Power Company survivors, 87% felt that their career was important to them, 

suggesting a strong career orientation. However, the results found that career 

orientation was not related to any of the organisational outcome measures, suggesting a 

null hypothesis. This differs from the results in the Finance Company where career 
importance was found to be related to survivors' turnover intention. 
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Another element of the survivors characteristics was measured by their level of self 

esteem. As this scale was found to be relatively unreliable, its individual items were 

also investigated. Interestingly, 90% of Power Company survivors rated themselves as 

`doing their best' and 58% of them as ̀ being successful'. Significant differences were 

found between hierarchical level and survivors' perception of success, importance and 

happiness. Each suggesting that the higher in the organisation you are the more 

successful, important and happy you perceive yourself to be. Perceptions of success, 

importance and happiness were all found to be related to at least four of the 

organisational outcome measures. These findings mirror those found in the Finance 

Company and support the proposition. 

The final aspect of the individual viewpoint are those elements which depict the 

survivors' work setting, such as the extent of job change caused by redundancy and their 

relationship with their team leader/ line manager. 

A survivors' relationship with their team leader was found to be significantly related to 

each of the outcome measures, including, job insecurity, organisational commitment, 

job satisfaction, job related stress and turnover intention. These results support those in 

the Finance Company and support the proposition that survivors' reactions are related to 

their relationship with immediate management. 

Another aspect of the work setting is a survivors' relationship with their departing co- 

workers. In the case of the Power Company, the majority (90%) of the survivors had a 

close working relationship with one or more of the leavers. Therefore we would expect 

them to react more negatively if they had perceived their colleagues to be treated 

unfairly (which many survivors did). However, the results found that the co-worker 

relationship was unrelated to all of the organisational outcome measures. This differs 

from the results in the Finance Company where significant relationships were found 

between working relationships and job insecurity and turnover intention. 
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As a redundancy is put in place a survivor's job is very likely to be effected or changed 

in some way. This was certainly true with the Power Company survivors, who felt they 

were having to work harder, with an increase in workload and job variety. Managerial 

survivors in particular felt that they had become more involved. In turn involvement 

and the quality of work not produced, were both found to be significantly related to the 

organisational outcome measures. Again, this mirrored the results from the Finance 

Company. 

The final element of the individual viewpoint is in respect to the influence of survivors' 

peers. The research in the Power Company found that the majority of survivors felt that 

their colleagues were reacting negatively to the redundancies. In terms of their 

influence on the outcome measures, the results show that peer group influence is 

significantly related to organisational commitment, job satisfaction , job related stress 

and turnover intention. However, it is not related to job insecurity. Again, this differs 

from the Finance Company where job insecurity was also found to be related to peer 

group influence. 

These results suggest that there are elements of the organisational perspective and the 

individual perspective which have the potential to influence survivor reactions. 

However there are also elements which appear not be significant in understanding why 

survivors respond in the way that they do. The next section explores and contrasts the 

overall effects of redundancy on the two case study organisations. 

9.8 Organisational Outcome Measures 

This section of the results summarises survivor reactions in terms of the organisational 

outcome measures in both the Finance Company and the Power Company. This is to 

give an overview of the impact of redundancy on the two case study organisations. 

Each of the organisational outcome measures are discussed independently, where 

possible comparisons have been made with previous studies using the same or similar 

scales of employee attitudes. Correlation matrixes, factor analysis and reliability 

analysis has been conducted in relation to each of the scales. The first section looks at 

survivors' level of job insecurity. 
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9.8.1 Job Insecurity 

For the purpose of the current study survivors job insecurity is defined as the extent to 

which an individual feels insecure in their job situation and within their organisation. 

Four items were used to measure individuals concern for their job insecurity (see section 

4.3.4). The scale used for job insecurity was developed specifically for use within the 

current research. Hence, the items had not been pre-tested prior to the current study. 

First inter item correlations were calculated (see Appendix 7). In the Finance Company, 

significant weak positive correlations were found between each of the scale items (r > 

0.457; p=0.01)28. However, in the Power Company significant positive correlations 

were found between survivors belief in future departmental redundancies and job 

searching (r = 0.362; P=0.00), future departmental redundancies and possibility of job 

loss (r = 0.286; p=0.01) and future departmental redundancies and organisational 

redundancies (r = 0.372; p=0.001). 

To test the reliability of the scale, Cronbach's Alpha was calculated. The results 

indicted that the Alpha scores were slightly below the expected rule of thumb (0.7). 

Within the Finance Company the Alpha was calculated as 0.66 and within the Power 

Company as 0.56. As the reliability scores of these scales was fairly low, a factor 

analysis was performed on the results from both case study organisations (Norusis, 

1985). Factor analysis using varimax rotation was calculated to investigate the low 

reliability score of the scale. The results found that in both case study organisations, the 

scale was in fact measuring only one element of job insecurity29. Further development 

is required of this scale to increase its reliability. As it stands the results of this scale 

should be interpreted with some caution. 

Figure 68 below illustrates survivors' level of job insecurity at the Finance Company 

and the Power Company. As can be seen, the insecurity levels of Power Company 

survivors appear to be slightly higher than at survivors from the Finance Company. To 

Ze The forth item was reverse scored: ̀ I don't think I will lose my job due to organisational changes'. 
29 Within the Power Company, one factor was identified explaining 45% of the variance, with and 
Eigenvalue of 1.79. However, within the Finance Company, the same factor was identified and could 
explain 50% of the variance and held an Eigenvalue of 2.00. 
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explore whether or not there was a significant difference between the two organisations, 

an independent t-test was conducted (see Table 60). 

Figure 68: Comparative levels of job insecurity 

Survivors level of job insecurity 
30 

20 

10 

Case Study 

Finance Company 

0 Power Company 
öööö8ööä ý3 öööööööö 
a0 cD ti ad rn oNV It V 1d Co rn 

Level of Job Insecurity (4 = Low; 20 = high) 

As can be seen in Table 60, there is a significant difference between the job insecurity 

scores of survivors in the Finance Company (mean = 11.20) than in the Power Company 

(mean = 14.91). Survivors in the Power Company felt significantly more insecure than 

those in the Finance Company. This may be due to the fact that, over time, the 

survivors of the Power Company had experienced significantly more redundancies (in 

number) than those survivors at the Finance Company. 

"Table 60: Independent t-test of Job Insecurity 

Finance Power Levenes 
Company Company Test of 1' 'T-Value 1-tail sig. 

Equality 
Job Insecurity Scale 11.20 14.91 0.251 0.617 -8.295 0,000**** 

Lcvel of S, gnitlcancc **** ps Uou; *** ps moI; -- ps ui; -ps . u3 

This supports the findings from Stage 2, whereby survivors from the Power Company 

were showing significantly more job anxiety during their interviews than those at the 

Finance Company. 
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9.8.2 Organisational Commitment 

The scale used to measure organisational commitment was designed by Cook and Wall 

(1980). The scale was made up of eight items and significant correlations were found 

between each of the scale items (see Appendix 7). In terms of reliability analysis the 

Finance Company scored 0.84 and the Power Company scored 0.83, hence both were 

considered reliable (Edwards et al., 1997). Further reliability analysis was conducted 

using the organisational commitment sub-scales, the results can be seen in Table 61 and 

62. Both tables illustrate the Alpha scores for the original study by Cook and Wall and 

the current study. As the original scale used by Cook and Wall utilised a seven point 

scale, the results from the current study have been adjusted3° accordingly. 

As can be seen in Table 61 (Finance Co. ), the alpha scores have dropped considerably 
from the original study for both the involvement sub-scale and the loyalty sub-scale. 

However, the score for the identification sub-scale has risen to 0.77 in the current study. 

Table 61: Cronbach's Alpha for the OCS sub-scales in the Finance Company 

Cook & Wall (1980) 
(N= 390) 

Finance Co. 
Five item 
(N=129) 

Finance Co. 
Seven item (adjusted) 

(N=129) 

Sub-scales Alpha Mean Std. 
Dev. 

Alpha Mean Std. 
Dcv. 

Mean Std. Dev. 

" Identification 0.74 15.04 4.38 0.77 10.54 2.82 14,75 3.95 
" Involvement 0.87 15.77 4.00 0.60 7.82 1.64 - - 
" Loyalty 0.82 12.63 5.51 0.67 8.78_ 1 2.81 10.95 3.93 

Table 62: Coefficient Alphas for the OCS sub-scales in the Power Company 

Cook & Wall (1980) Power Co. 
(N= 390) Five item 

(N=76) 

Power Co. 
Seven item (adjusted) 

(N-76) 
Sub-scales Alpha Mean Std. Alpha 

Dev. 
Mean Std. 

Dev. 
Mean Std. Dev. 

" Identification 0.74 15.04 4.38 0.78 9.57 3.35 13.40 4.69 
" Involvement 0.87 15.77 4.00 0.67 7.88 1.92 

" Loyalty 0.82 12.63 5.51 0.98 9.74 1.91 13.64 2.67 

'o To recalculate the adjusted scores, the five item scale results were divided by five and multiplied by 
seven, to achieve a comparable seven point score. 
31 One item has been removed from this sub-scale, as it was deemed unsuitable for the current study. 
This reduces the comparability of the 'involvement' sub-scale with the original sub-scale developed by 
Cook and Wall (1980). 
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For the Power Company (Table 62), on the other hand, both the identification sub-scale 
(0.78) and the loyalty sub-scale (0.98) has risen, and only the involvement sub-scale 
shows a lower alpha scale (0.67). This is expected for the organisational involvement 

sub-scale had one of the original items removed. The adjusted mean scores of 
identification and loyalty also indicate significantly lower mean scores than that of the 

original study. The question remains as to whether or not this was caused by 

redundancy or simply due to the different organisational environments. 

In order to establish whether or not there were any significant differences between 

organisational commitment in the Finance and Power Company, an independent t-test 

was calculated. As can be seen in the results shown in Table 63, although there is not 

significant difference between the two organisations using the overall commitment 

scale, a closer look identifies significant relationships between two of the sub-scales; 
identification and loyalty. The results in Table 63 suggest that survivors from the 

Finance Company have a significantly stronger sense of organisational identification 

(mean = 10.53) than the Power Company survivors (mean = 9.58). 

Table 63: Independent t-test for Organisational Commitment and its Sub-scales 
Finance 
Company 

Power 
Company 

Levenes Test 
of Equality P T-Value 1-tail sig. 

Commitment Scale 27.14 25.86 1.13 0.289 1.37 0.087 
" Identification 10.53 9.58 3.38 0.067 2.19 0.015** 
" Involvement 7.82 7.88 1.67 0.197 -0.24 0.407 
" Loyalty 8.78 9.74 12.53 0.000 -2.65 0.005** 
Level of Significance ****p5 . 000; *** p5 . 001; **ps . ul; "ps . U5 

However, the results also show that survivors from the Power Company have a 
significantly stronger sense of organisational loyalty (mean 9.74) than survivors in the 

Finance Company (mean = 8.78). Comparative bar charts of organisational loyalty and 
identification can be seen in Appendix 8. 

The results of stage 2 indicated that survivors were more comfortable describing the 

commitment of others, rather than themselves and of the Finance Company survivors 
44% of the respondents felt that their colleagues may be 'looking for work elsewhere' 
outside the company. The Power Company survivors on the other hand were 
significantly more pessimistic with 74% of the respondents indicating that their work 
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colleagues were looking for work elsewhere. A relatively percentage of Power 

Company survivors (70%) and Finance Company survivors (73%) expressed a wish to 

remain within the company. However, this may simply be a reflection of fear 

concerning potential job loss, as opposed to loyalty and attachment to the organisation. 

In summary, these results suggest that survivors in both case study organisations have a 

similar sense of overall commitment. However, Power Company survivors were found 

to have greater organisational loyalty and Finance Company survivors a stronger sense 

organisational identification. 

9.8.3 Job Satisfaction 

The job satisfaction scale was designed to measure ̀the degree to which an employee is 

satisfied and happy with their job'. The scale was taken from Hackman and Oldham 

(1975) broad ranging Job Diagnostic Survey. A correlation analysis found significant 

correlations between each of the scale items (see Appendix 7). As with the previous 

two scales, a reliability analysis using Cronbach's Alpha was conducted on the job 

satisfaction scale. Table 64 explores the results in comparison to previous studies. 

In the current study, the scale of job satisfaction reports a Cronbach's Alpha score of 

0.85 and 0.82 in the Power Company and Finance Company respectively. This was a 

high score in relation to previous studies using this scale and can be considered 

internally reliable (Edwards et al., 1997). The mean scores for the current study are 

relatively high compared to previous studies, which suggests that these survivors had 

fairly high levels of overall job satisfaction. It is important to note that all of the 

previous studies were conducted prior to 1980, which implies different environmental 

and economic conditions. Alternatively, an explanation for this may be that individuals 

do not wish to make it known that they were unsatisfied, for fear of isolating themselves 

for future redundancy programmes. 
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Table 64: Comparison Table for General Job Satisfaction 

Study Alpha/ Mean Standard 
*Spearman Score Deviation 

Brown 
Current Study (Finance) 0.82/0.79* 4.68 1.18 

(adjusted) 
Current Study (Power) 0.85/0.82* 4.68 1.42 

(adjusted) 
Hackman & Oldham (1975/6) 0.76* 4.62 1.18 

Oldham, Hackman & Stepina (1978) 0.77* 4.65 1.27 

Wall, Clegg & Jackson (UK: 1978) 0.74 4.23 1.31 

Hackman, Pearce & Wolfe (1978): 
Before change - 4.52 1,17 

After change - 3.90 1.23 
Adapted from Cook, Hepworth, Wall and Warr (1981) The Experience of Work: A compendium and 
review of 249 measures and their use, Academic Press, London, pp 27-28. 

To explore whether or not there were any significant differences between the Finance 

Company and the Power Company, an independent t-test was calculated, no significant 
differences were found. 

9.8.4 Work Related Stress 

In the current study, work related stress was measured in terms of individual survivors' 

emotions. Emotions are considered products of how people construe what is happening 

in their environment. Hence, emotions are of great diagnostic value, as their intensity 

and quality reveal how people think they are managing what is important to them, in a 

particular context. In the current study, Folkman and Lazarus' (1985) scale was used to 

understand survivors appraisal and coping strategies of the redundancy. As part of the 

questionnaire, survivors were asked to indicate the extent to which they felt 15 different 

emotions. Unlike the original study, as well as being considered sub-scales of the stress 
scale, each of the emotions were considered separately to gauge an understanding of the 

feelings and emotions of survivors at that point in time. 

A correlation analysis found numerous significant relationships between the emotions 
(see Appendix 7). In particular a strong positive correlation was found between worry 

and fear (r = 0.79, p=0.000), worry and anxiety (r = 0.78, p=0.000), and fear and 

anxiety (r = 0.80, p=0.000) in the Finance Company. Similarly in the Power Company 
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strong positive correlations were found between worry and fear (r = 0.88, p=0.000), 

worry and anxiety (r = 0.83, p=0.000), and fear and anxiety (r = 0.84, p=0.000). 

To test the reliability of the job related stress scale, Cronbach's Alpha was calculated. 
The results found the scale was reliable in both case study organisations, with an Alpha 

of 0.88 in the Finance Company and 0.92 in the Power Company (Edwards et al., 1997). 

Further analysis compared the reliability of the individual sub-scales (threat, harm, 
benefit and challenge), the results are shown in Tables 65 and 66. 

Table 65: Comparative results for Benefit and Challenge sub-scales 
Benefit Challen ge 

Alpha Mean Std. Dev. Alpha Mean Std. Dev. 
Finance Company 0.83 10.70 3.59 0.80 9.06 3.12 
Power Company 0.87 9.78 3.79 0.83 7.79 3.02 

The results in Table 65 illustrate that both the Benefit and Challenge sub-scales can be 

considered reliable, as they score an Alpha over 0.8 in both case study organisations. 

These reliability scores are considerably better than found in the original study 

conducted by Folkman and Lazarus (1985) who cited Alphas of 0.78 and 0.59 for the 
Benefit and Challenge sub-scales respectively. With respect to the mean scores of the 

sub-scales, the results in Table 66 suggest that the Finance Company survivors perceive 

their situation in a more positive light than those in the Power Company. 

Table 66: Comparative results from Harm and Threat sub-scales. 
Harm Threat 

Alpha Mean Std. Dev. Alpha Mean Std. Dev. 
Finance Company 0.83 11.78 4.93 0.92 6.91 3.50 
Power Company 0.86 13.83 5.68 0.95 9.57 4.00 

Table 66 shows that similar to the two earlier sub-scales, the sub-scales Harm and 
Threat can also be considered reliable, with both scales in both companies scoring above 
Alpha 0.8. In particular, the Threat scale scores above 0.9 highlighting that it is highly 

reliable (Bryman and Cramer, 1992). In the original study, Folkman and Lazarus (1985) 

quoted alpha scores of 0.80 and 0.84 for the Threat and Harm scales respectively. The 
following bar chart (Figure 69) shows graphically how the results differ between the 

two case study organisations. A more detailed graphical representation can be found in 
Appendix 10. 
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Figure 69: Job Related Stress Sub-scales results for the Finance and Power Company 
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As you can see in vigure 09, the rower Iurnpany appear to ne experiencing greater 

threat and harm than the Finance Company survivors. The Power Company survivors 

also appear to perceive less benefit and challenge within their organisation than the 

Finance Company survivors. In order to identify whether these differences between the 

Finance Company and Power Company were significant, independent 1-tests were 

conducted. The results are shown in Table 67. 

Table 67: Independent t_tests of job related stress 
Job Related Stress Finance 

Company 
Power 
Company 

Levenes 
'l'est of 
Equality 

P 'I'-Value I-tail Sig. 

Job Related Stress Scale 40.90 47.51 4.641 0.032 -3.62 0.000**** 
" Benefit 10.70 9.78 0.073 0.787 1.74 0.042* 
" Challenge 9.06 7.79 0.003 0.960 2.96 0.002** 

" 1-farm 11.78 13.83 1.696 0.194 -2.74 0.004** 

" Threat 6.91 9.57 2.962 0,087 -5.021 0.000**** 
Lcvcl_ of Significance **** p<_ . 

000; *** p5 . 001; '" ps . UI; 'ps . u) 

As the results indicate in Table 67, there are significant differences found between the 

overall stress scale and each of sub-scales and the two case study organisations. Figure 

70 illustrates the significant differences between the level of job related stress in the 

Finance Company and the Power Company. 
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Figure 70: Comparative Levels of Job Related Stress 

To support this finding, a single item in the questionnaire asked survivors to rate 

whether they felt stressed over the last few months. The results found that Power 

Company survivors were significantly (p = 0.01) more likely to feel stressed (mean 

3.7) than Finance Company survivors (mean = 3.5) using the independent t-test. 

As suggested earlier a breakdown of the emotions which made up the 
. 
job related stress 

scale are also indicative of the survivors' reactions at the time of the survey. Table 68 

below illustrates the emotions and attitudes rated by survivors in both organisations. It 

is important at this stage to note that the first two items which appear in the table were 

not included in the original scale by Folknian and Lazarus (1985) but have been added 

for further clarification in the current study. The emotions and attitudes are sorted in to 

hierarchical order, those which were felt strongest by survivors are shown first in each 

case study. 

As can he seen, `tired' and `stressed' appear to be the most prevalent emotion by 

survivors in both case study organisations. However, beyond the first two items, it is 

clear to see that the Finance Company survivors illustrate much more positive emotions 

such as `confident', `happy' and `eager' than those in the Power Company who rate 

highest `angry', `worried' and `disappointed'. It is also interesting to note that very lCw 

of the survivors from either case study organisation reported feeling `guilty'. A 

graphical representation of these results are shown in Appendix 10. 
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Table 68: Survivors Emotions and Attitudes 

Finance Company Power Company 

Emotion Mean Score Emotion Mean Score 
Tired * 3.636 Tired * 3.671 
Stressed * 3.488 Stressed * 3.658 
Confident 3.202 Angry 3.273 
Happy 3.047 Worried 3.247 
Eager 3.023 Disappointed 3.221 
Angry 3.008 Anxious 3.195 
Pleased 3.000 Fearful 3.039 
Hopeful 2.915 Sad 3.000 
Disappointed 2.853 Hopeful 2.662 
Anxious 2.504 Happy 2.558 
Worried 2.419 Disgusted 2.545 
Sad 2.341 Confident 2.532 
Exhilarated 2.333 Eager 2.532 
Relieved 2.318 Pleased 2.532 
Disgusted 2.194 Relieved 2.494 
Fearful 1.984 Exhilarated 2.091 
Guilty 1.380 Guilty 1.649 

* not included in original scale designed by Follanan and Lazarus (1985). 

In summary, the investigation into survivors' level of job related stress suggest that the 

stress in both organisations was high. However, survivors in the Power Company were 

more likely to feel stressed than survivors in the Finance Company. Secondly, that 

survivors in the Power Company perceived more negative emotions and attitudes such 

as ̀ anger', ̀worry' and ̀disappointment'. The Finance Company survivors on the other 
hand were more inclined to feel `confident', ̀ happy' and ̀ eager'. This is a further 

indication that survivors in the Power Company were suffering more from the 

redundancy than those in the Finance Company. 

9.8.5 Turnover Intention 

Survivors' turnover intention, was defined in the current study as an individual's desire 

to leave an organisation. The turnover intention scale was designed specifically for the 

current study. The survivors were asked two questions, first, whether they considered 

quitting their job and secondly, as a result of concerns over job security are they looking 
for a new job outside the organisation. A correlation analysis of the items in the scale a 

significant and strong positive correlation between the two items (r - 0.61, pa0.000) in 

the Finance Company and in the Power Company (r = 0.63, p=0.000), see Appendix 7. 

In order to test the scale reliability, Cronbach's Alpha was used, in the Finance 
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Company, the scale reported a 0.75 alpha score and in the Power Company a score of 

0.77 was reported. Hence both were considered internally reliable (Edwards et al., 

1997). The results in Figure 71 illustrate that overall, survivors turnover intention 

appear similar in both case study organisations. 

Figure 71: Comparative Levels of Survivors Turnover Intention 

However, further analysis using an independent t-test found that there was a significant 

difference between the Finance and Power Company survivors intention to leave their 

respective organisations (see Table 69). As expected Power Company survivors show a 

higher level of turnover intention (mean = 5.26) than Finance Company survivors (mean 

= 4.62). 

Table 69: Independent t-test of Survivors Turnover Intention 

Turnover Intention Finance Power I. evenes 
'l'est of 1' l'-Value I -tail sib. 
Equality 

Turnover Intention 4.62 5.26 3.421 0.066 -1.84 0.034* 
Level ofSIBnificance **** PS . 

000; *** p5 . UOI; "" P5 . UI; " pS . 05 

In summary, these results suggest that the Power Company survivors were more likely 

to be searching for work elsewhere in an attempt to leave the organisation than the 

Finance Company survivors. Perhaps this can be explained by the high level of stress 

and insecurity noted earlier. 
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9.8.6 Summary 

The primary concern of this section has been to examine the organisational outcome 

measures, their reliability as measures and their correlation with each other. A 

secondary concern has been on the comparison between the two case study 

organisations. To some extent, the results are as expected and reflect those in the earlier 

sections in that the survivors in the Power Company experienced more negative 

reactions than those in the Finance Company. In particular, survivors from the Power 

Company experience higher levels of job insecurity, and work related stress. Survivors 

from this company reported more negative emotions such as anger, worry, 
disappointment and anxiousness. On the other hand, survivors from the Finance 

Company reported higher levels of organisational commitment and job satisfaction. 
Survivors from this company reported more positive emotions such as confidence, 
happiness and eagerness. The following section (Part Three) will consider the affect of 
the influencing factors on the organisational outcome measures using multiple 

regression analysis. 
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Part Three: What Influences Survivor Reactions the Most? 

9.9 Introduction 

This section of chapter 9 will discuss the second level of analysis using multivariate 

analysis in the form of multiple linear regression. The aim is to redefine the conceptual 

framework to encapsulate those factors which have the most explanatory power of the 

organisational outcome measures. By identifying those factors which have the greatest 

influence on the survivors' reactions, the refined conceptual framework becomes a more 

effective tool through which to measure and predict the effects of redundancy on 

survivors. 

Part Three is sub-divided into two sections, the first dealing with the organisational 

perspective (the redundancy process) and the second with the individual perspective 

(individual and work setting characteristics). The results from each case study are 

compared and discussed. The final aspect of this chapter will discuss the similarities 

and differences found between the two case study organisations to draw together the 

basis of the refined framework. 

Regressional analysis enables an estimate to be made on the explanatory power of the 

influencing factors (independent variables) on the organisational outcome measures 

(dependent variables) such as job insecurity, turnover intention, organisational 

commitment, job satisfaction and work related stress. Prior to the regression analysis, 

correlation coefficients were calculated and variables which had a Pearson's r exceeding 

0.80 were not included in order to avoid multicollinearity (see section 4.3.6.4 for 

explanation of analysis used). Where there was more than one item measuring an aspect 

of the redundancy process, such the notification elements, the items have been entered 

into the regression equation. Using stepwise regression in SPSS, criteria were set 

whereby independent variables could be entered and removed from the equation. The 

probability was set for F<= . 050 to enter and F>= 0.100 to remove. Hence there were a 

number of variables which were excluded from the equations'. In each case the 

11 All of the independent variables are shown in the tables for completeness 
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standardised regression co-efficient or beta weights (denoted by `ß' in the current study) 

are shown. 

The following results begin by looking at the explanatory power of elements of 

redundancy notification on each of the organisational outcome measures, job insecurity, 

organisational commitment, job satisfaction, job related stress and turnover intention. 

The Organisational Perspective: The Redundancy Process 

9.9.1 Notification 

This first section takes a look at the relationship between the three elements of the 

redundancy notification and the organisational outcome measures. The three elements 

relate to survivors knowledge of when redundancies would happen, the time allowed to 

come to terms with the change and the amount of advance notice. The results in Table 

70 relate to the Finance Company, showing the standardised regression coefficient. 

Table 70: Finance Company: Notification predictors of organisational outcome measures 

Predictor Job 
Insecurity 

Commitment Job 
Satisfaction 

Job Related 
Stress 

Turnover 

1 12 1 1 1 
Timing of changes -. 20* . 31t . 22* . 26** -. 35t -. 28*** 

Acceptance time - - . 22* - - - 
Advance notice - -- - - - 

R2 . 041 . 094 . 136 . 070 . 125 . 080 
R2 adjusted . 033 . 087 . 122 . 062 . 118 . 072 
R2 change . 041 * 
Level of Significance: tp S . 000; "**p :S . uut; "gyps ui; -p s ma 

As can be seen in the table (70) above, survivors' perceptions of when changes were 

going to happen is consistently significant in explaining each of the survivor outcome 

variables. In particular, timing of changes together with the amount of time given to 

survivors to come to terms with the changes can be seen to explain 14% of the variance 

in organisational commitment. Both independent variables in this case are of equal 

importance (ß = 0.22, p=0.05) controlling for other variables. 
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Table 71: Power Company: Notification predictors of organisational outcome measures 
Predictors Insecurity Commitment Job Satisfaction Job Related Stress Turnover 

12 1 2 12 3 12 3 1 
Timing of -- . 55t . 4511 "37*** . 28` . 30" -. 42t -. 32"0 -. 35+" -. 25+ 

changes 
Acceptance -"33** -. 60t - . 25* . 25+ . 48"* - -. 26" - - 
time . 50"' 
Advance - . 37* - - -- -. 34$ - . 340 

notice 

R2 . 106 . 171 . 299 . 352 . 136 . 187 
. 239 

. 176 . 232 . 285 . 064 
R2 adjusted . 094 . 148 . 290 . 334 . 125 . 165 . 208 . 165 . 211 . 255 . 052 
R2 change . 065" . 053' . 051' . 052" . 056" . 053" 
Level of Significance: +p: 5 . 000; ***p 5 . 001; **p 5 . 01; *p 5 . 05 

The results from the Power Company (see Table 71) suggest that elements of 

redundancy notification have strong relationship to organisational commitment (R2 = 

0.35), job satisfaction (R2 = 0.24) and job related stress (R2 = 0.29). Similar to the 

results from the Finance Company when knowledge of when changes were going to 

happen (ß = 0.45, p=0.000) was combined with the amount of time given to come to 

terms with the redundancies (ß = 0.25, p=0.05) the level of organisational 

commitment increased. In the Finance Company the results show that only the timing 

of changes effected job satisfaction, however in the Power Company the results suggest 

that the amount of acceptance time (ß = 0.48, p=0.01) and timing (ß = 0.30, p 0.01) 

both predict the changes in survivors' job satisfaction. It should also be noted that the 

extent of advance notice is negatively related to job satisfaction suggesting that as the 

amount of notice increases the level of job satisfaction decreases (p = -. 34, p=0.05). 

This is supported by the similar results from job related stress. The results suggest that 

the timing of the changes (ß = -. 35, p=0.01), acceptance time allowed (1 = -. 50, p= 

0.001) and advance notice (ß = 0.34, p=0.05) when added into the equation 

significantly predict survivors' level of job related stress (R2 = 0.29). 

9.9.2 Decision Making 

This section explores the relationship between the two elements of redundancy 
decisions and the organisational outcome measures. The two independent variables are 
the frequency of restructuring and whether or not the organisation explored strategies 

other than redundancy. The first set of results relate to the Finance Company. 
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Table 72: Finance Company: Decision making predictors of organisational outcome measures 
Predictor Job Commitment Job Job Related Turnover 

Insecurity Satisfaction Stress 
111I1 

Frequency of restructuring . 28** -. 19* - . 21 * . 20* 
Avoidance Strategies ----- 

R2 . 076 . 038 - . 044 
. 039 

R2 adjusted . 
069 . 030 - . 036 

. 031 
R2 change 
Level of Significance: tp S . 000; ***p: 5 . 001; "PS . ui; *p S u. ) 

In terms of aspects of the redundancy decision making, the results show that in the 

Finance Company the frequency of restructuring can to some extent predict survivors' 

level of job insecurity, organisational commitment, job related stress and turnover 

intention (see Table 72). However, in each case the R2 is relatively low and therefore 

offers little in explanatory power. Table 73 shows the results from the Power Company. 

Table 73: Power Company: Decision making predictors of organisational outcome measures 

Predictors Insecurity Commitment Job Job Related Turnover 
Satisfaction Stress 

I1 1 11 
Frequency of - -. 37*** -. 25* . 38*** 
restructuring 
Avoidance -- - -- 
strategies 

R2 - . 140 . 060 . 141 
R2 adjusted - . 128 . 047 . 129 
R2change 
Level of Significance: tp 5 . 000; ***p -, q . 001; "*P :s . u1; *p S . u5 

In the Power Company, the results of the regression show that organisational 

commitment, job satisfaction and job related stress are to some extent predicted by the 

frequency of redundancies within the organisation. This differs from the results within 

the Finance Company, whereby job insecurity and turnover intention were found to be 

predicted by the frequency of redundancies and job satisfaction was not. 

9.9.3 Communication 

This section explores the relationship between four elements of communication and the 

organisational outcome measures. The four elements relate to belief and clarity of 

communication from both senior and line management. The first set of results relate to 
the Finance Company (see Table 74). 
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Table 74: Finance Company: Communication predictors of organisational outcome measures 

Predictor Job 
Insecurity 

Commit. Job Satisfaction Job Related Stress Turnover 

1 1 12 12 12 

S/Mgt - Belief -. 37t . 60t . 56t . 40 -. Sot -. 36t -. 471t -. 30 

L/Mgt - Belief - - - . 22* - -. 25** - -. 26** 
S/Mgt - Clarity 
L/Mgt - Clarity 

R2 . 135 . 358 . 309 . 344 . 244 . 289 . 224 . 271 
R2 adjusted . 128 . 353 . 303 . 333 . 238 . 277 . 218 . 259 
R2 change . 035* 

. 045** . 047*0 

Level of Significance: ?p :s . uuu; **'p s Mu 1; --p . u1; 'P . u. 

In terms of the communication that survivors receive from management the results show 

that survivors belief in information passed on by senior management is consistently 

significant in explaining each of the outcome measures. In particular, 36% of variance 

in organisational commitment can be predicted by belief in senior management (ß = 

0.60, p=0.000) controlling for other variables. Similarly, belief in senior management 

combined with belief in line management communications can be seen to predict 34% 

of the variance in job satisfaction in the Finance Company survivors. 

Table 75: Power Company: Comm'n predictors of the organisational outcome measures 

Predictors Insecurity Commitment Job Sat. Job Related Stress Turnover 

12 12 1 12 1 
S/Mgt - Belief - -. 25" . 54t . 43t . 52t - -. 26" 
L/Mgt - Belief -. 57t -. 43t -- - - ""461' 
S/Mgt - Clarity -- - - ' 
L/Mgt - Clarity -- - . 25'' - -. 41 f -. 290 - 

R' . 325 . 369 . 295 . 347 . 275 . 170 . 224 . 207 

R2adjusted . 316 . 352 . 286 . 329 . 265 . 158 . 203 . 196 
R2 change . 045 . 051 * . 054" 
Level of Significance: Tp 5 UOU; ***p s uui; --p s . u1; -p s- 

Similar to the results found in the Finance Company, in the Power Company the results 

show that believability in communications can predict survivors' level of job insecurity, 

organisational commitment, job satisfaction, job related stress and turnover intention 

(see Table 75). However, where in the Finance Company the clarity of communication 

was not significant, the results shown above suggest that clarity of line manager 

communications helps to predict organisational commitment (R2 = 0.35) and job related 

stress (R2 = 0.22) when added to the regression analysis. 
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9.9.5 Caretaking 

This section investigates the relationship between the five elements of the caretaking 

process and the organisational outcome measures. The five elements relate to leavers 

being treated with dignity and respect, providing adequate compensation, outplacement, 
inplacement and generally looking them. The first set of results relate to the Finance 

Company (see Table 76). 

Table 76: Finance Company: Caretaking predictors of organisational outcome measures 
Predictor Job Insecurity Commitment Job 

Satisfaction 
Job Related Turnover 

Stress 

12 11 11 

Dignity and respect - -. 28** . 34v . 23** -. 30*** -. 22* 
Adequate . 20* . 31*** -- -- 
compensation 
Well looked after -- -- -- 
Outplacement -- -- -- 
Inplacement -- -- -- 

R2 . 038 . 104 . 117 . 054 . 089 . 050 
RZ adjusted . 030 . 089 . 110 . 046 . 082 . 042 
Rlchange . 066** 
Level of Significance: tp 5 . 000; ***p 5 . 001; **p :S . 01; *p: 5 . 05 

The results suggest that survivors' perceptions of leavers being treated with dignity and 

respect are consistently significant in predicting survivors' reactions in terns of the 

outcome measures. However, the RZ scores are shown to be relatively low (R= < 0.20). 

The next table (77) illustrates the results from the Power Company. 

Table 77: Power Company: Caretaking predictors of organisational outcome measures 
Predictors Insecurity Commitment Job Satisfaction Job Turnover 

Related 
Stress 

1 12 12 1 1 
Dignity and respect - . 55t . 43t . 43t . 33** -. 48t - Inplacement - - . 30** - . 24* 
Well looked after -. 39t 
Adequate - -- -- - - 
compensation 
Outplacement - -- -- - _. 34** 

R2 . 154 . 301 . 375 . 187 
. 237 

. 227 
. 117 

R2 adjusted . 143 . 291 . 358 . 176 . 216 . 217 . 105 
R2 change . 074** . 050* 

eves of wgnuicance: Tp s uuu; ---P. % . uui; --p 1 ut; -p 5 . U3 
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The results from the Power Company, support those from the Finance Company in that 

the treatment of leavers does predict survivors' reactions in terms of organisational 

commitment, job satisfaction, job related stress and turnover intention. However, the 

results from the Power Company also suggest that job insecurity can be explained by 

how well survivors perceive leavers to have been looked after (ß = -. 039, p=0.000). 

The R2 scores in the Power Company are relatively stronger than those found in the 

Finance Company. 

9.9.6 Summary 

In order to summarise the findings from both case study organisations, Figure 72 

illustrates those variables which were found to predict one or more of the organisational 

outcome measures. As can be seen in the Figure below, in terms of notification, all 

three elements of the process were found to explain variance in the outcome measures. 

In particular it should be noted that advance notice often had a reverse effect - meaning 

that too much advance notice reduced satisfaction and increased work related stress. 

Another aspect of communication throughout the redundancy process looked at 

communications from different levels within the organisational hierarchy. The results 

show that belief in management and team leader communications is important in 

understanding survivors' reactions to redundancy. Similarly, clarity of communication 

coming from the line managerial level was also found to predict survivor reactions. 

Figure 72: What organisational variables influence survivors' reactions? 

" Timing of changes " Belief in management 
" Acceptance time " Belief in team leader 
" Advance notice " Clarity from team leader 

Outcome 
Measures 

" Frequency of " Dignity & Respect 
redundancies " Adequate compensation 

" Outplacement 
" Well looked after 
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In terms of how redundancies are implemented, the frequency of redundancy 

programmes and the implementation of redundancy as a downsizing method was found 

to predict survivor reactions. Finally, the way in which survivors perceived leavers 

were treated throughout the redundancy programme was seen to predict each of the 

organisational outcome measures, in particular, organisational commitment. The next 

section looks at the influence of individual characteristics on the organisational outcome 

measures. 
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The Individual Perspective: Individual and Work Setting 
Characteristics 

9.10.1 Work Ethic 

This first section explores the importance of elements of work ethic in explaining the 

organisational outcome measures. The independent variables relating to work ethic 

measure survivors' perceptions of the outcomes of hard work, what work means to them 

and the affect it has on their life. The first set of results relates to survivors from the 

Finance Company (see Table 78). 

Table 78: Finance Company: Work ethic predictors of the organisational outcome measures 
Predictors Insecurity Commitment Job Satisfaction Job Related Stress Turnover 

12 1 2 12 12 1 2 3 
Hard work . 26*' . 21' -. 41ß -. 33f - -. 27'" . 18' - . 25" . 25*' 
" little 

success 
Hard work -- - . 27"' 

. 39t . 3lt -. 34f -. 29" ". 40f -. 33+ -. 34f 
- good life 
Fail - not -- - - - -- - - - 
tried hard 
enough 
IIard work - -. 20' - - - -- - - 

success 
No work' -- - - -- -- - - 
uneasy 
good job - -- - - -- - - - -. 16' 
satisfaction 

R2 . 068 . 106 . 166 . 231 . 151 . 218 . 114 . 143 . 163 . 221 . 248 
R2 adjusted . 061 . 092 . 159 . 219 . 144 . 206 . 107 

. 129 
. 157 . 209 . 230 

R2 change . 038' . 066*' . 068'*' . 0280 
. 058** . 0270 

0 

Level of Significance: Tp S . 000; -*p s uu i; --p s ui; -p s . u-3 

The results suggest that survivors' work ethic to some extent explains each of the 

organisational outcome measures. In particular, survivors' perceptions of hard work 
leading to success, a good life (ß = -. 34, p=0.000) and satisfaction (P = -. 16, p=0.05) 

can be seen to explain 25% of the variance in turnover intention, controlling for other 

variables. In contrast survivors' perceptions of hard work leading to little success (P _- 

. 33, p=0.000) and a good life (ß = . 27, p=0.000) can also be seen to explain 23% of 

variance in organisational commitment. 

397 



Survivors of Redundancy 

Table 79: Power Company: Work ethic predictors of the organisational outcome measures 
Predictors Insecurity Commit. Job Satisfaction Job Relatcd Turnover 

Stress 
11 12 11 

Hard work = little success - -. 23* -. 30** -. 26* -- 
Hard work = good life -- - - 
People fail = not tried hard -- - . 25* -26* 
enough 
Hard work = success -- -- -- 
No work = uneasy -- -- - 
good job = satisfaction -- -- -- 

R2 - . 052 . 091 
. 149 

. 069 
R2 adjusted - . 039 . 079 . 127 . 057 - 
R2 change . 058* 
Level of Significance: to 5 . 000; ***o: 5 . 001; **D :s . 01; *P-5 . 05 

In the Power Company, the elements of work ethic have less influence on the 

organisational outcome measures than within the Finance Company (R2< 0.15). 

However, to some extent the results mirror those within the Finance Company in that 

the perception of hard work leading to little success is seen to predict organisational 

commitment and job satisfaction. Interestingly, in the Power Company, survivors' 

perceptions of the root of failure appear to predict both job satisfaction (ß = 0.25, p 

0.001) when added to their perception of success. Similarly, survivors' perception of 
failure can be seen to predict job related stress (ß = -. 26, p=0.05). 

9.10.2 Work Effort 

This section explores the influence of work effort on survivor reactions. The first set of 

results relate to the Finance Company (see Table 80). The results suggest that the extent 

to which survivors perceive they used to care about work is the most important variable 
in predicting each of the organisational outcome measures. However in terns of 

organisational commitment when personal involvement (ß = 0.25, p 0.01) and effort 
into outside activities (ß = -0.17) were added to the equation 31% of the variance in 

commitment could be explained. 
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Table 80: Finance Company: Work effort predictors of the organisational outcome measures 

Predictors Insecur. Commitment Job Satisfaction Job Related Turnover 
Stress 

1 1 2 3 1 2 12 12 
Used to care . 21* -. 45f -. 42f -. 40+ -. 49+ -. 47+ . 48+ . 46+ . 54t* . $2f 
more about work 
Personal - - . 2911 . 25** - . 27*** - -. 24*0 -. 17* 
involvement 
Effort to outside - - - -. 17* - -- - 
activities 
Level of unpaid - - - - - -- -- 
overtime 
Great deal of - - - - - - -- - 
effort into job 
Avoid extra - - - - -- - 
responsibility 

R2 . 044 . 202 . 287 . 314 . 244 . 314 . 232 . 289 . 287 . 315 
R2 adjusted . 036 . 195 . 276 . 298 . 238 . 303 . 226 . 278 . 282 . 304 
R=change . 086+ . 0270 . 069*** 

. 058** . 0280 

Level of Significance: tp 5 . 000; ***p: 5 . UU1; --p s -Ui; -PS . u-3 

Similarly, survivors' level of personal involvement was also found to influence levels of 

job satisfaction (ß = 0.27, p=0.01), job related stress (ß = -0.24, p=0.01) and turnover 

intention (ß = -0.17, p=0.05) when added to the equation. To support this finding, 

these results were reflected in the Power Company (see Table 81). 

Table 81: Power Company: Work effort predictors of the organisational outcome measures 

Predictors Insecurity Commitment Job Satisfaction Job Turnover 
Related 
Stress 

1 12 12 11 
Used to care more about . 43t -. 50t -. 431, -. 6lt -. 56t . 45t' . 47t 
work 
Personal involvement - - . 281" - . 20' -- 
Effort to outside activities - -- -- -- 
Level of unpaid overtime - -- -- - 
Great deal of effort into job - -- - -- 
Avoid extra responsibility - -- -- -- 

R2 . 183 . 248 . 320 . 375 . 413 . 206 . 220 
R2 adjusted . 172 . 237 . 302 . 366 . 397 . 195 . 210 
R2 change . 073'1 

. 0391 
Level of Significance: 4p: 5 . 000; ***p :g . 001; "'*p :S . U1; *p :S . 05 

The results above show that survivors' perceptions of how much they used to care about 

work compared to after the redundancies is the most important variable in predicting 

each of the organisational outcome measures. Also, survivors' level of personal 
involvement increases the explanatory power of both organisational commitment and 
job satisfaction. 
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9.10.3 Self Esteem 

The following results illustrate the influence of survivors' self esteem at work on the 

outcome measures. Again, the Finance Company results are shown first (see Table 82). 

In terms of self esteem, survivors' level of happiness was the most important and 

consistently significant variable able to predict the organisational outcome measures. 

Table 82: Finance Company: Self esteem predictors of the organisational outcome measures 
Predictors Insecurity Commitment Job Satisfaction Job Related Stress Turnover 

1 12 12 12 1 
Happiness -. 32f . 59f . 5311 . 591, 

. 55f -. 63f -. 57f -. 61f 

Importance - - . 24"'" - . 160 -. 23"$* - 
Doing my best - -- - - ' 
Successful - - - 

R2 . 105 . 344 . 396 . 348 . 371 . 395 . 445 . 371 
R2 adjusted . 098 . 339 . 387 . 343 . 361 . 391 . 436 . 366 
R2 change . 052""" . 0220 . 049000 

The results show that survivors level of happiness predicts job insecurity (RI = 0.11) 

and turnover intention (R2= 0.37). When survivors' perception of their own importance 

was added to the equation, 40% of the variance in organisational commitment could be 

explained, as could 37% of job satisfaction and 45% of job related stress when 

controlling for other variables. 

Table 83: Power Company: Self esteem predictors of the organisational outcome measures 
Predictors Insecurity Commitment Job Satisfaction Job Related Stress Turnover 

12 12 12 12 12 
Happiness -. 53f -. 42f . 61f . S0f . 59f . 46f -46f -. 56f -. 47f 

"38""" 
Importance - -. 33**" - . 34f . 36f -- - -. 27*0 
Doing my -- -- - - -- 
best 
Successful -- -- -- - -. 220 - 

w . 277 . 374 . 368 . 471 . 344 . 460 
. 207 . 248 . 313 . 376 

R2 adjusted . 267 . 357 . 360 . 457 . 335 . 445 . 196 . 228 . 304 . 359 
R2 change . 097*"" 

. 103f . 115f . 041* . 063"0 

Level of Significance: tp 5 . 000; ***p :g . 001; **p 5 ul; -p 5 . u3 

The results in the Power Company support those found in the Finance Company in that 

survivors' level of happiness was seen as the most important variable in predicting the 

variance in each of the organisational outcome measures. The results from the Power 

Company also suggest that survivors' perception of their own importance within the 

organisation can explain their level of job insecurity (ß = -. 33, p=0.001), their level of 

organisational commitment (ß = 0.34, p=0.000), their job satisfaction (P = 0.36, p= 
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0.000) and their turnover intention (ß = -0.27, p=0.01) when added to happiness. 

Interestingly and in contrast to the results in the Finance Company, job related stress in 

the Power Company can be predicted by individuals' perceptions of their own success 

as well as their level of happiness. 

9.10.4 Career Orientation 

This section relates to survivors' perceptions of their career orientation. In the Finance 

Company, survivors' perceptions of their career were not found to predict any of the 

organisational outcome measures. However, in the Power Company the reverse was 

found, whereby the importance of survivors' career was found to be important in 

understanding the variance in all but one of the organisational outcome measures (see 

Table 84 below). This may be linked to the previous finding that in the Power 

Company survivors' perceptions of personal success were found to predict their level of 

job related stress (see Table 83). 

Table 84: Power Company: Career orientation predictors of the organisational outcome 
measures 
Predictors Insecurity Commitment Job Job Related Turnover 

Satisfaction Stress 
11111 

Career importance -. 27** . 24* . 27* - -. 30** 
Promotion opportunities ----- 

R2 . 071 . 058 . 075 - . 088 
R2 adjusted . 059 . 045 . 062 

. 075 
R2 change 
Level of Significance: Tp 5 . 000; "p s uul; **p s . u1; -p 5 . u. ) 

It should be noted that the R1 are fairly low (R2 < 0.09) in relation to the explanatory 

power of organisational outcome measures. The next section relates to the work setting 

characteristics of the survivors including their relationship with management, their co- 

workers, job content change and the influence of their peer group. 

9.10.5 Managerial Relationshi 

First, the results look at the importance of managerial relationship variables in 

explaining the change in the organisational outcome measures. Table 85 below shows 
the results from the Finance Company. 
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Table 85: Finance Company: Managerial relationship predictors of the organisational outcome 
measures 
Predictors Insecurity Commitment Job Job Related Stress Turnover 

Satisfaction 
1 1112 1 

Feel part of a group -. 28*** . 464, - -. 521t -. 33*" -. 40 
Expectations - - . 484 - -. 25* - 
Too busy to talk - ---- - 
Ability to talk to - ---- - 
Opportunity to air views - ---- - 
Considers feelings - ---- - 

R2 . 078 . 207 . 226 . 266 . 294 . 191 
R2 adjusted . 071 . 201 . 220 . 261 . 282 . 184 
R2 change . 027* 
Level of Significance: Tp 5 . 000; "*"p :S . uuI; -p 5 . ui; Ts . u3 

Of those predictors found to be significant, management's ability to make survivors feel 

part of a team was the most important independent variable in predicting job insecurity 

(ß -. 28, p=0.001), commitment (ß = 0.46, p=0.000), job related stress (ß = -0.52, p 

= 0.000) and turnover intention (ß = -0.44, p=0.000). In relation to job stress adding 

survivors' perceptions of clear expectations from management were found to reduce 

survivors' level of stress (ß = -. 25, p=0.05). Interestingly, clear expectations from 

managers (ß = 0.48, p=0.000) was found to be the most important variable influencing 

survivors' level of job satisfaction. 

Table 86: Power Company: Managerial relationship predictors of the organisational outcome 
measures 
Predictors Insecurity Commitment Job Job Related Turnover 

Satisfaction Stress 
I II 1 1 

Feel part of a group -. 51 t . 66t . 54t -. 52t -. 50t 
Expectations - -- - 
Too busy to talk - - 
Ability to talk to - -- - 
Opportunity to air views - -- - 
Considers feelings - -- - - 

R2 . 256 . 438 . 290 . 265 . 251 
R2 adjusted . 246 . 430 . 280 . 255 . 241 
R2 change 
Level of Significance: Pp :5 . 000; "'"p 5 . UU1; "p s . ul; 'p s . u5 

Unlike the Finance Company, the results from the Power Company (sec Table 86) 

illustrates that a managers ability to make survivors feel part of a team was the most 
influential variable in all of the organisational outcome measures. In particular, feeling 

part of a team could explain 44% of the variance in organisational commitment (ýJ 

0.66, p=0.000). 
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9.10.6 Co-worker Relationships 

This section explores the extent to which survivors relationship with the leavers 

influences the organisational outcome measures. Table 87 shows the results from the 

Power Company. The results suggest that survivors' working relationship with leavers 

can predict survivors' level of job insecurity (ß = 0.46, p=0.000) and together with 

their personal relationships predict job related stress and turnover intention. 

Interestingly the results suggest that personal relationships appear to reduce survivors' 

stress (ß = -0.27, p=0.05) and turnover intention (ß = -0.32, p=0.01). 

Table 87: Finance Company: Co-worker relationship predictors of the organisational outcome 
measures 
Predictors Insecurity Commit. Job Sat. Job Related Stress Turnover 

11 112 12 
Close working relationship At . 26*' 

. 42t . 22* . 40t 
Close personal relationship -- - -. 27* - -. 32** 

R2 . 209 - - . 069 . 117 . 050 . 117 
R2 adjusted . 203 - - . 062 . 103 . 042 . 103 
R2 change . 048* . 067$ 
Level of Significance: tp S . 000; ***p: 5 . 001; **p S . 01; *p: 5 . 05 

However, neither organisational commitment or job satisfaction were influenced by 

survivors' relationship with leavers. It should be noted here that few survivors in the 

Finance Company reported having close personal/working relationships with leavers 

which may have skewed the results. 

Table 88: Power Company: Co-worker relationship predictors of the organisational outcome 
measures 
Predictors Insecurity Commitment Job Job Related Turnover 

Satisfaction Stress 
1111 

Close working relationship . 23* -- . 24* - 
Close personal relationship ---- 

R2 . 054 . 055 - 
R2 adjusted . 041 -- . 043 - 
R2 change . 054* -- . 055* 
Level of Significance: fp 5 . 000; **'p 5 . Uu1; "p 5 . u1; 'p s . U5 

In contrast the results from the Power Company are slightly different. Again, working 

relationships were found to be the most important variable in explaining the 

organisational outcome measures. However, only job insecurity (P = 0.23, p-0.05) 

and job related stress (ß = 0.24, p=0.05) could be predicted by co-worker relationships 

and personal relationships were not found to be significant at all. 
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9.10.7 Job Content 

This section explores the influence of job content change on the organisational outcome 

measures. The Finance Company results are shown first (see Table 89). The model 

suggests that the extent to which a survivors job changes through the process of 

redundancy does influence their reaction to redundancy. 

Table 89: Finance Company: Job content change predictors of the organisational outcome 
measures 
Predictors Insecurity Commitment Job Satisfaction Job Turnover 

Related 
Stress 

1 12 12 1 12 
Involvement -. 23** . 34t . 47t . 451, . 57t -. 43f -. 37f -. 50t 
Quality - - -. 25** - -. 24** - - . 26** 
Workload - -- -- - -- 
Effort - -- -- - -- 
Variety - -- -- - -- 

R2 . 051 . 117 . 163 . 203 . 244 . 181 . 137 . 185 
R2 adjusted . 044 . 110 . 149 . 197 . 232 . 174 . 130 . 172 
R2 change . 046** . 042** 

. 048** 
Level of Significance: tp s uuu; ***p :s uui; **p s ui; -p s . u, ) 

The results shown above suggest that consistently the increase in job involvement the 

most important and significant in explaining the variance in the organisational outcome 

measures. The results suggest that controlling for other variables that as the level of 
involvement increases job insecurity decreases (ß = -. 23, p=0.01) and job related stress 
decreases (ß = -. 43, p=0.000). In relation to commitment, satisfaction and turnover 

intention, survivors' perception of the increase in quality negatively predicts the change 

in each of the measures. 

Table 90: Power Company: Job content predictors of the organisational outcome measures 
Predictors Insecur. Commitment Job Satisfaction Job Related Stress Hirn. 

over 
1 12 1 2 3 12 3 1 

Involvement -. 44f - . 34** 
. 47* . 54f . 42f - -. 224 -. 28" -. 38*'0 

Quality 
. 56f . 38f . 25+ 

". 54f -. 43f ". 43f 
Workload - -- - -. 27** -. 27*" ., 240 
Effort 
Variety 

R2 . 191 . 308 . 397 . 223 . 293 . 342 . 287 . 323 . 376 . 148 
R2 adjusted . 180 . 299 . 380 . 213 . 274 . 315 . 277 . 305 

. 350 . 136 
R1 change . 088** . 07000 . 049+ 

. 037+ 
. 0530 

Level of Significance: tp 5 . 000; ***P :g . 001; **P: 5 . 01; *p s . 05 

In the Power Company the results are slightly more complicated. First, survivors' 

perception of involvement is the only and most important independent variable in two of 

404 



Survivors of Redundancy 

the five outcome measures, job insecurity (ß = -0.44, p=0.000) and turnover intention 

(ß = -0.38, p=0.001). Second, involvement (ß = 0.42, p=0.000) when joined by 

increased workload (ß = -0.27, p=0.01) and quality (ß = 0.25, p=0.05) can explain 

34% of the variance in job satisfaction. 

However, in relation to organisational commitment and job related stress, survivors' 

perception of the change in quality was seen to be the most influential variable, 
followed by involvement and workload. 

9.10.8 Peer Group Influence 

Finally, this section explores the affect of peer group influence on the organisational 

outcome measures. The results from the Finance Company are shown below in Table 

91. 

Table 91: Finance Company: Peer group influence predictors of the organisational outcome 
measures 
Predictors Insecurity Commitment Job Satisfaction Job Related Turnover 

Stress 
111I1 

Spend extra time . 36+ -. 42+ -. 40+ 
. 38+ 

. 34+ 
Rather not be ----- 
working 
Job searching ----- 

R2 . 129 . 179 . 156 . 143 
. 115 

R2 adjusted . 122 . 172 . 150 
. 136 

. 108 
R2 change 
Level of Significance: tp 5 . 000; ***p: 5 . 001; ""p 5 . 01; *p 5 . 05 

Of the three variables related to peer group influence, only one variable was significant 

in explaining the variances in the organisational outcome measures, this was survivors' 

perception of their co-workers willingness to spend extra time at work. The results 

show that in particular survivors level of job satisfaction (p = -. 42, p=0.000) and 

commitment (ß = 0.40, p=0.000) could be explained by co-workers lack of willingness 

to spend extra time at work. 
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Table 92: Power Company: Peer group influence predictors of the organisational outcome 
measures 
Predictors Insecurity Commitment Job Sat. Job Related Stress Turnover 

1 12 1 12 1 
Spend extra time . 30** - -. 28* - . 501t . 34"* 
Rather not be - -- - -- - 
working 
Job searching - -. 464 -. 30** -. 45t - . 28* . 38'"* 

R2 . 089 . 214 . 265 . 206 . 248 . 302 . 148 
R2 adjusted . 077 . 203 . 245 . 195 . 238 . 282 . 136 
R2 change . 052* . 054* 

Level of Significance: 4p S . 000; ***p :g . 001; "'PS . u1; *p s . u5 

In contrast, the results from the Power Company support the Finance Company in that 

co-workers willingness to spend extra time at work is important in predicting job 

insecurity and job related stress. Yet, survivors' perceptions of their co-workers job 

searching activities appears to predict both organisational commitment, job satisfaction 

and turnover intention. 

9.10.9 Summary 

In order to summarise the results from the individual perspective Figure 73 has been 

drawn up to combine the results from both of the case study organisations. Those 

variables shown in the Figure are those found to be significant in predicting at least one 

of the organisational outcome measures. The top four boxes of the diagram relate to 

those individual characteristics inherent to the individual. The results here suggest that 

elements of survivors' work ethic and work effort are able to predict survivor reactions 

to redundancy. In terms of self esteem, survivors' perceptions of their happiness, 

importance and success at work were seen to predict each of the organisational outcome 

measures. Career orientation was found to important in only one case study 

organisation (Power Company) which may be a reflection of the type of respondents. 

The second set of boxes relate to those aspects of the survivors' work environment. The 

results have shown that in both case study organisations the way in which line managers 

manage has the ability to influence survivor reactions. In particular, when a manager 

makes a survivor feel part of a team this not only increases commitment and job 

satisfaction but reduces job insecurity, job related stress and turnover intention. 
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The results have shown that co-worker relationships with both leavers and survivors can 
influence the outcome measures. In particular, close working relationships with leavcrs 

can increase stress and insecurity, where close personal relationships can reduce stress 

and turnover. This suggests that personal relationships might provide a type of social 

support system enabling survivors to cope with redundancy. This provides support for 

Cohen and Lazarus (1979) coping strategies, which includes `turning to others for help 

and emotional support' as one of their five categorisations. On the other hand, the 

results might be interpreted in that those survivors who had close working relationships 

with leavers are more likely to be negatively effected due to a change in their work 

environment and/or workload. Similarly, survivors' perceptions of their co-workers 

reactions can influence their own reactions to the redundancy process. In particular, 

when survivors see their co-workers less willing to spend extra time at work, this is 

reflected in their own insecurity and turnover intention, reduced commitment and 

satisfaction. Finally, survivors' perception of the extent to which their own job had 

changed through the redundancy process in terms of levels of involvement, quality and 

workload were all found to predict their reactions. In particular, when survivors' 

perceived their workload to have increased, their level of job satisfaction decreased. 

Figure 73: What individual independent variables influence survivors' reactions? 

Work Ethic Work Effort Self Esteem Career 

" Hard work = little " Used to care more Orientation 

success about work " Happiness 

" Hard work = good " Personal involvement " Importance " Career 
life " Effort into outside " Success importance 

" Good job activities 
satisfaction 

Survivor ý,. Managerial Outcome 1cer Group 
Relationship Measures Influence 

" Feel part of a group " Spend extra time 
" Clear expectations working 

--Co-worker o Content " Job searching 
Relationship 

" Close working " Involvement 
relationship " Quality 

" Close personal " Workload 
relationship 
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In summary, the results in this chapter have shown that there are particular elements of 

the redundancy process, individual characteristics and the work environment which can 

help to predict survivors' reactions to redundancy in terms of organisational 

commitment, satisfaction, insecurity, stress and turnover intention. The next chapter 

discusses these findings in relation to previous literature and research in this field. 
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CHAPTER 10 

Stage 3 

Company Wide Survey: A Discussion 

10.1 Introduction 

The aim of this chapter is to discuss the results from Stage 3 of the research in relation 

to previous research and literature in this field. The discussion will highlight the main 

findings from the company wide survey in both organisations (see section 9.1.0 and 

9.4.1 for their demographic characteristics) and show how this supports, contradicts or 

extends previous studies. The final section of this chapter will discuss the overall 

findings (all three stages) to form a basis for the new conceptual framework and the 

final conclusions. This chapter will begin by outlining the quantitative findings from 

the organisational perspective of the framework. 

10.2 The Organisational Perspective 

At the end of Stage 2 the revised framework for understanding survivor reactions was 

outlined and can be seen in Figure 8. The revised framework offered a basis for the data 

collection of Stage 3 and the propositions (see section 8.4). The data collection and 

analysis from Stage 3 enabled a new framework to be produced. The following 

discussion will respond to each of the propositions before illustrating the new. 

Survivors who perceive the advance notice to be adequate are less likely to have 
negative reactions. 

In both case study organisations the notification process was found to be important in 

understanding survivor reactions to the redundancy programme. In the Finance 

Company survivors felt that they were not given enough advance notice or enough time 

to come to terms with the redundancy decision. Similarly, the Power Company 

survivors felt they received enough advance notice but felt they were not given enough 

time to come to terms with the changes. This was reflected in both sets of survivors, 
level of organisational commitment and job satisfaction suggesting it is a significant 
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part of the redundancy process. This also suggests that the management in both 

organisations did not consider the amount of time needed to allow employees to accept 

and adjust to the effects of redundancy. This suggests a lack of forward planning and 

the implications of redundancy from the very first announcement. 

In terms of previous studies, Van den Bos et al. (1997) suggest that individuals' 

perceptions of fairness are affected by both the importance and timing of information. 

This is supported by the current results in that the timing of notification and the amount 

of time given to come to terms with redundancy does influence survivors' reactions 

toward the organisation. Similarly, Alexander and Ruderman (1987) argue that 

procedural fairness can be conceptualised into three different categories, meta- 

procedures, allocation procedures and appeal procedures. The notification process falls 

into the meta-procedures and in the current study survivors' perceptions of the 

redundancy process were formed before the redundancies were implemented - when 

announcements were made. In direct comparison, the results support those of Brockner 

et al. (1994) who also found that the amount of time individuals were given to prepare 

and accept the redundancy decision influenced their perception of fairness. The current 

study has shown therefore that advance notice is important in understanding survivors' 

reactions to redundancy. The results also show that elements of the notification process 

can predict survivors' level of job insecurity, organisational commitment, job 

satisfaction, job related stress and turnover intention. These results were particularly 

strong in the Power Company. 

Survivors who perceive the selection criteria to be fair and clear are less likely to react 
negatively. 

In both case study companies a voluntary redundancy method was used, although 

survivors were subjected to a filter criteria where individuals were identified as ̀ allowed 

to leave'. In the Finance Company, the results have shown that survivors' perceptions 

of fairness were influenced by the perceived subjectivity of the selection criteria. In 

particular unfairness was perceived when survivors felt that the selection criteria used 

was not the criteria stated by management. This was found to be significantly related to 
job satisfaction, commitment, stress and turnover intention. This also implies that 
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survivors had a different interpretation of the filter criteria than management. Similar 

results were found in the Power Company, where there was a significant difference 

between the managers and the non managers understanding of the filter criteria. It is 

argued that the selection/filter criteria is important in understanding survivors' reactions 

and that it is imperative that the criteria is communicated effectively and to all levels 

and that management implement what is communicated. 

Previous research has argued from a distributive justice perspective that the allocation of 

resources or decision rule for making individuals redundant has the potential to affect 

survivors' reactions (Brockner, 1988). In particular Brockner (1988) argues that the 

several types of selection criteria - random, merit, seniority based - each affect reactions 

in a different way, producing either survivor guilt or increased productivity. Although 

productivity was not measured directly in the current study, the survivors in both case 

study organisations reported a significant increase in workload and stress. The current 

study also adds to this argument in that it is not only the type of selection criteria used 

but whether survivors' perceive the criteria communicated to be the one used by 

management. Furthermore that the criteria needs to be explained to all employees. 

Survivors who perceive redundancies to happen too frequently and when avoidance 
measures are not used are more likely to react negatively. 

Thornhill and Gibbons (1995) suggest that survivors' reactions are particularly 

pronounced when numerous redundancy programmes have been implemented. The 

current research has shown that, in both case study organisations, survivors' perceive 

redundancy happens too frequently and is implemented as a first rather than a last resort. 

The results also suggest that the frequency of redundancy can predict survivors' 

reactions towards the organisation in terms of organisational commitment, job 

satisfaction, job related stress and turnover intention. It is argued that redundancy, as a 

downsizing mechanism, has perhaps been used too hastily in both case study 

organisations without alternative options being considered or examined. 

Leventhal (1980) hypothesised that fair procedures are ones that are consistent, without 

self interest, based on accurate information, offer opportunities to correct the decision, 

have all interests in mind and based on ethical and moral standards. The results from 
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the current study suggest that the decision to use redundancy as a downsizing method 

was not open to discussion and was implemented from the `top down'. This apparent 

lack of consultation and opportunity for recourse has clear implications on the future of 

the organisation and the reactions of survivors. Perrin (1998) argues a similar case in 

that redundancy should be an action of last resort rather than the first option, which 

appears to be the situation in the current research. This supports the argument in that, 

before redundancies are implemented employees should be given the opportunity to 

discuss options and alternatives to redundancy, such as job share and early retirement. 

Survivors are less likely to react negatively if here has been clear and adequate 
explanations and when information is believable and credible. 

The results from both the Finance Company and the Power Company have shown the 

significance and importance of clear and believable communications from both senior 

and line management in the redundancy situation. The results show that although 

survivors may receive the majority of information from their line manager, the 

credibility of communications often relies on the initial source of the information, senior 

management. In both organisations there was a distinct lack of trust and belief in 

communications from senior management. It is argued that this may be a reflection on 

the lack of consultation and discussion prior to the redundancy decision making. 

Previous research which has specifically looked at communications through an 

interactional justice perspective suggest that for explanations to be considered fair, they 

need to be both clear and adequate (Brockner et al., 1994; Mellor, 1992). The current 

findings suggest that communications (especially from senior management) were not 

perceived to be adequate or clear. The lack of adequate communications was found to 

predict survivors' reactions in terms of their level of job insecurity, commitment, 

satisfaction, stress and turnover intention. This further supports the work of Mellor 

(1992) who found that explanations could influence levels of post redundancy 

commitment. Therefore, the current results both support the findings from stage I and 2 

and previous research in the field and also extends the understanding to suggest that the 

`origin' of communications may also influence survivors' reactions considerably. 

412 



Survivors of Redundancy 

Survivors are less likely to react negatively if they believe that leavers were treated with 
dignity and respect, adequately compensated and helped to find alternative work- 

In the current study several aspects of the caretaking process were found to be 

influential in terms of survivors' reactions to redundancy. In the Finance Company it 

became apparent that few survivors were aware of the treatment that leavers had 

received from the organisation, however their perceptions of the process were found to 

be related to their level of organisational commitment and job satisfaction. In contrast 

the Power Company survivors who held strong relationships with leavers were more 

influenced by their perceptions of the caretaking process. This implies that the 

caretaking process is an important element of the redundancy process, when survivors' 

have close working and personal relationships with the leavers and when they do not 

have close working and personal relationships with leavers. 

Novelli et al (1995) suggest that interactional justice can help to understand individuals' 

responses to change. They argue that treating people with dignity and respect can be a 

strong indicator of responses. The current study results support this proposition in that 

treating people with dignity and respect and offering outplacement provision were all 

related to survivors' reactions in terms of the organisational outcome measures. This 

argument is supported further by the results from Naumann, Dies and Martin (1995) 

who suggest that organisational support for leavers can influence the level of 

organisational commitment following redundancy. However, interestingly, in the 

Power Company the results suggest that survivors were not influenced by the level of 

compensation received by leavers. This is contrary to the results found by Brockner ct 

al. (1987) who found that survivors reacted more negatively when they perceived 

leavers to have been inadequately compensated. One explanation for this may be that 

the Power Company survivors' perceived the compensation to be more than adequate 

and were often envious of those leaving due to the substantial monetary pay out. It is 

argued therefore that the caretaking process is important in predicting survivors' 

reactions to the redundancy process but where monetary compensation is adequate, it is 

the interpersonal treatment elements of that process that are of particular importance. 
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10.3 Individual Perspective: Individual Characteristics 

The following section discusses the results from the individual perspective, both in 

terms of the individual survivor characteristics and the work setting characteristics 

experienced by survivors. 

Survivors with a high economic need to work and less transferable skills will react more 
negatively to redundancies. 

The results have shown that in both case study organisations survivors had a high 

economic need to work, particularly in the Power Company where the respondents 

considered themselves to be the main income earners. In the Finance Company the 

results show that the transferability of skills was related to survivors level of job 

insecurity, although in the Power Company this relationship was not found. This 

suggests that the transferability of skills, as perceived by survivors, is situational to their 

work environment and their own personal evaluation of the job market and 

opportunities. 

Previous studies have not specifically looked at the transferability of skills amongst 

survivors of redundancy and the results from the current study suggest that further 

research is needed. In particular, further research should attempt to identify how 

individuals evaluate their mobility and the affect this has on their turnover intention in a 

redundancy or downsizing organisation. As mentioned at the end of Stage 2, perhaps 

this could be linked to the new concept of employability as suggested by Stiles et al. 

(1997). 

Survivors with a strong work ethic and who perceive they work hard are more likely to 

respond negatively. 

Previous research has suggested that those individuals with a strong work ethic and who 
have perceived an injustice, such as redundancy, are more likely to respond negatively 

to redundancies (Shamir, 1986; Brockner, Grover & Blonder, 1988). However, in the 

current study the results appear to contradict this proposition. The results in both case 

studies show that survivors who are more involved in their work following redundancies 
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and believe that work brings success are less likely to respond negatively to redundancy. 

This suggests that perhaps the activity of being involved following redundancy gives 

survivors a stronger sense of security and commitment to the organisation. 

An alternative explanation may be related to the work by Cosier and Dalton (1983) who 

suggests that individuals' reactions are dependent on their previous experience of 
inequity. In this sense, it could be argued that these survivors did not perceive a great 

injustice and hence their sense of work ethic was not altered by the redundancy. 

The results do support the work of Saks, Mudrack & Ashforth (1996) who found that 

those with a high work ethic were less likely to leave the organisation than those with a 

low work ethic. It is argued in the current study that level of work ethic may be an 

indicator into their ability to cope with the changing environment and loss of co-workers 

through redundancy. However, it is suggested in the current study that these results 

show that survivors' work ethic is not a direct indicator of their reactions to redundancy, 

rather it is an indicator of their level of engagement with work as a whole. Further 

research is needed to explore the changing nature of the work ethic in this environment 

of global competition and downsizing. 

In relation to work effort, the survivors in both case study organisations were found to 

care less about work and spend more time doing outside activities following the 

redundancies. Again, contrary to the proposition the results also show that those 

individuals with a high work effort were less likely to respond negatively to 

redundancies in terms of the organisational outcome measures. The results show that 

survivors with a stronger sense of involvement and who care more about work were 

found to have higher levels of organisational commitment, job satisfaction and reduced 

job related stress. From a slightly different perspective, IIrockner ct al. (1992) predict 

work effort as a dependent variable in relation to perceived job insecurity. They found 

that job insecurity was related to work effort in an inverted U fashion, where at high or 

low levels of job insecurity work effort and performance were lower than at moderate 

levels of job insecurity. Although the current study has used work effort as an 

independent variable to predict job insecurity and other organisational outcome 
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measures, the results suggest that the extent to which survivors feel involved in their 

work can predict their reactions to redundancy. Interestingly, Brockner et at. (1988) 

suggest that layoffs can reduce employees' involvement with their jobs and the 

organisation. This is supported by the current research where the majority of survivors 

from both case study organisations were found to care less about work following the 

redundancies. Further research is needed to explore the nature of work effort and 

involvement and how it changes following large scale redundancies. 

Survivors with low self esteem are more likely to react negatively. 

The results from both of the case study organisations suggest that a survivors' sense of 

self esteem at work is a good indicator of their reactions to redundancy. In the Finance 

Company, the results show that managers were more likely to perceive themselves as 

successful than non managers. In the Power Company managerial survivors' perceived 

themselves as more happy, successful and important than non managerial survivors. In 

turn, survivors' perceptions of their self esteem was related to the organisational 

outcome measures, in particular their level of `happiness'. Hence, this supports the 

proposition and shows that survivors with a high level of self esteem are less likely to 

react negatively to redundancy. This contradicts the work of Eagly (1967) who found 

that those individuals with a high level of self esteem were more resistant to change than 

those with low self esteem. It is argued here that survivors with a high level of self 

esteem were able to cope better with the redundancies than those with a low self esteem. 

These reactions also support the work of Brockner and Guare (1983) and Brockner 

(1988) who found that individuals with low self esteem are more likely to blame 

themselves for problems and failures, which in turn effects their performance. Hence 

the current results suggest that those individuals with a low sense of self esteem have 

lower job satisfaction, commitment and a higher perception of job related stress. 

The results also show that survivors with a low self esteem are more likely to leave the 

organisation than those with a high self esteem. This contradicts the results of Mone 

(1994) who found that the low self esteem employees were more inclined to remain 

within an organisation following downsizing. Further research is needed to understand 
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what motivates individuals to leave an organisation and also whether an individual's 

intention to turnover is ever actualised. Hence, it may be argued that although low self 

esteem individuals report that they wish to leave, whether or not they actually leave is 

another matter. 

Survivors with a strong career orientation and believe that the redundancies have 
negatively effected their career opportunities are more likely to react negatively. 

As suggested by Holbeche (1997) redundancies leading to flatter structures and fewer 

opportunities for staff is an increasing reality for employees today. In both case study 

organisations survivors were faced with changing organisational structures and reduced 

career opportunities. In the Finance Company managerial survivors reported having a 

stronger career orientation than non managerial survivors and this was correlated to 

survivors' intention to leave the organisation. In the Power Company survivors' career 

orientation predicted survivors' level of job insecurity, organisational commitment, job 

satisfaction and their intention to leave the organisation. This supports the work of 

Allen et al., (1995) who also found that career stage can influence job satisfaction, 

organisational commitment and reduced job involvement. In the case of the current 

study, it could be that due to the Power Company survivors' career stage (mid-life, aged 

36+), they are more worried about their careers than the younger survivors in the 

Finance Company. This also relates to the work of Herriot, Pemberton and Hawtin 

(1996) who state that long serving managers (similar to those in the Power Company) 

are more resistant to change and less willing to accept different career options. 

Similarly, this supports the work of Thomas, Dunkerley and Morris (1997) who argue 

that the new psychological contract may be a poor substitute for the more traditional 

hierarchical career progression model. It is argued in the current study that survivors, 

particularly within the Power Company where they have been used to traditional career 

progression for many years, are less willing to accept the new alternatives and are hence 

less satisfied and more inclined to leave the organisation. 
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10.4 Individual Perspective: Work Setting Characteristics 

Survivors who have a good relationship with their line manager are less likely to react 
negatively. 

In both the Finance and the Power Companies results, the relationship survivors had 

with their line manager was found important in understanding their reactions to 

redundancy. In particular, the ability of a line manager to make employees feel part of a 

team was found to predict survivors level of organisational commitment, job insecurity, 

job related stress and turnover intention. This supports the earlier findings that 

survivors who feel more involved are less likely to react negatively to redundancies. 

This further suggests that the line managers' role is becoming very important in 

facilitating this perception of involvement and teamwork in a downsizing organisation. 

Previous studies in this field have not directly explored the relationship of line 

management in the redundancy process. However, Thornhill et al. (1996) have noted 

that the line manager role appears to change during the redundancy situation, with more 

emphasis on informing, support and guidance. Further research in this area may wish to 

explore this aspect of the redundancy process from a social support perspective. In 

particular research conducted by Cohen and Syme (1985) could provide a backdrop for 

this development. For example, Wills (1985) suggests that there are six different types 

of support including: esteem support, status support, informational support, instrumental 

support, social companionship and motivational support. The results from the current 

research suggest that survivors' turn to their line managers for informational support to 

increase their understanding of what is happening and how their role is changing. 

Secondly, the results suggest that survivors may require motivational support through 

the development of social networks to make them feel part of a team. Similarly, the 

work of Karasek et al. (1982) argue that social support offers acts as a buffer between 

stressors and work stress. In particular, their research suggests that supervisor support is 

a stronger buffer than co-worker support. This reflects the current research were line 

manager relationships where stronger predictor of the outcome measures than the co- 

worker relationships. 
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In summation, further research in this area should begin to look at the changing role of 

the line manager and their ability to provide different types of support throughout and 

following the redundancy process. 

Survivors who have a close personal or working relationship with the leavers are more 
likely to react negatively. 

The results have shown that in the Finance Company few of the survivors had close 

relationships with the leavers, which is in contrast to the Power Company where the 

majority of survivors reported being close to those who lef. However in both 

organisations a close working relationship with those who left was found to predict 

survivors level of job insecurity and their job related stress. It is argued therefore that 

survivors who have close working relationships with colleagues may perceive 

themselves to be similar to the leavers and at more risk to future redundancies than if 

they did not have close working relationships with them. This supports the work of 

Brockner and Kim (1993) where individuals were found to compare themselves with the 

leaver and react more negatively. However, further research is needed to explore this 

relationship, particularly from a social comparison perspective to discover who 

employees are comparing themselves to, why, and the affect this is having on their 

reactions. 

Interestingly, working relationships were seen to increase levels of insecurity and stress 

where personal relationships were found to decrease job related stress. To some extent 

this contradicts the work of Brockner et al. (1987) who argued that those individuals 

with a close working or personal relationship were more likely to react negatively. The 

current research suggests that although close working relationships can increase 

insecurity and stress, close personal relationships can have the opposite effect. An 

explanation for this phenomenon may be that personal relationships provide support 

which enables survivors to handle difficult and emotionally laden situations more 

effectively. As with the previous section, this may be further explained by social 

support theory (Cohen & Lyme, 1985; Karasek et al., 1982) whereby personal 

relationships can improve a survivors ability to cope with a stressful situation. More 
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research is needed to investigate the moderating role of co-worker support in a 

redundancy situation to broaden understanding of this phenomenon. 

Survivors who perceive the intrinsic quality of their job to have decreased relative to 
before the redundancies are likely to react more negatively. 

The results from the both case study organisations have shown that survivors are 

working harder, are more involved and have a larger and more varied workload than 

before the redundancies. This was found to be significantly related to a number of the 

organisational outcome measures. In particular, the increase in involvement was found 

to predict survivors level of insecurity and job related stress. Interestingly, survivors' 

perceptions of the increase in the quality of their work was negatively related to 

organisational commitment and job satisfaction and positively related to turnover 

intention. This might suggest that the pressure to produce high quality services during 

redundancy conditions actually increases survivors desire to leave the organisation and 

find work elsewhere. These results to some extent support those discussed by Brockner 

et al. (1993) who perceive that when a survivor's job becomes more intrinsically 

enjoyable, then their attitudes and behaviours are more positive. In both the Finance 

and the Power Company the results suggest that survivors perceive their job to become 

more involved which is translated into feelings of increased commitment and 

satisfaction. However, on the other hand, survivors also appear to be under pressure to 

produce a similar quality service with considerably less manpower to support them. 

Perhaps, redundancy therefore has been implemented without a clear restatement of 

managerial expectations of productivity and performance from remaining employees. 

Significant downsizing clearly has severe implications on the ability of the remaining 

employees to maintain previous output levels and support or at least understanding from 

management such problems should ideally be built into the new infrastructure and 

objectives. 

Survivors who perceive their co-workers to react negatively are more likely to react 
negatively themselves. 

Previous research has suggested that in uncertain or stressful situations, individuals take 

cues from relevant others concerning the appropriate was to define or behave in a 
situation (Brockner et al., 1993; Festinger, 1954; Schacter, 1959). The results in both 
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case study organisations found that survivors were influenced by the reactions of their 

peers. In the Finance Company survivors' perception that their co-workers were less 

willing to spend extra time at work predicted and increase in job insecurity, job related 

stress and turnover intention and a significant decrease in organisational commitment 

and job satisfaction. Similarly, in the Power Company survivors' reactions were 

predicted by co-worker willingness to work overtime and also co-workers' job seeking 

activities. It is argued here that survivors may have a harder time justifying remaining 

with the organisation when they are witnessing their co-workers attempts to leave, 

hence they react more negatively to maintain their own sense of equity with the 

organisation. 

As no previous research has looked specifically at the influence of co-workers in a 

redundancy situation, there is little to which to compare the results. However, these 

results do support those found in the first two stages of the research, where survivors 

were found to take cues from their immediate co-workers and colleagues from within 

their own informal networks. Also, it is interesting to note that peer group influence is a 

stronger predictor in the Power Company than the Finance Company, this may be 

explained by the family oriented culture (ex public sector ethos) of the organisation, 

where the informal networks were seen to be particularly strong. Future research may 

wish to explore this phenomenon further, particularly from a redundancy perspective, 

and within different organisational cultures. 

The overall results in terms of the organisational outcome measures illustrate that the 

Power Company was experiencing more negative reactions from their survivors. The 

Power Company reported significantly higher levels of job insecurity, job related stress 

and turnover intention than the Finance Company. Interestingly, there was no 

significant differences between the two organisations level of job satisfaction or overall 

commitment scale. However, when the organisational commitment scale was broken 

down into its three sub-scales significant differences were found between the two case 

studies. The Finance Company survivors reported a significantly higher level of 

organisational identity and the Power Company survivors reported a significantly 

stronger sense of organisational loyalty. These results support the earlier findings that 
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individuals in the Power Company reacted more negatively to the redundancies and are 

exhibiting higher levels of insecurity, stress and turnover intention. However, the 

results appear somewhat contradictory as the Power Company survivors also reported a 

strong sense of organisational loyalty. This may be aligned to the organisational culture 

of a recently privatised organisation, where individuals are still reminiscent of the 

traditional public sector style of management. This is supported by the qualitative 

results where survivors' in the Power Company often talked about `the way we used to 

be' prior to the redundancies. These results contradict the work of Taub (1990) who 

argued that downsizing led to a reduced sense of organisational loyalty which could lead 

to a heightened intention to leave the organisation. Further research is needed from a 

more longitudinal perspective to map the change in organisational commitment. 

In summary, this discussion has highlighted how the findings from both the Finance and 

the Power Company survey have supported, contradicted and extended previous 

research in the field. It has touched on certain areas which appear not to have been 

studied before and offers a basis for future research in this area. For completeness the 

next section will draw together the discussions from each of the three stages, qualitative 

and quantitative in order to form the backdrop for the new conceptual framework and 

conclusions. 

10.5 Overview of the research findings 

This section of the discussion will bring together the findings from all three stages of the 

research in order to form the back drop for the new conceptual framework. 

10.5.1 Stage 1 

In Stage 1 the research questions explored both the range of reactions experienced by 

survivors and the factors which were influencing those reactions from two perspectives; 

senior management and non managerial survivors. The expert interviews took a view 
from the senior managerial perspective, or the `executioners' as described by Kets de 

Vries (1997) on the effects and implications of a redundancy process. Three downsizing 

companies each using different redundancy strategies were examined. The results 
indicated that the way in which the redundancy process was managed clearly had an 

effect on the way in which survivors reacted to the redundancy programme, the 
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organisation and its management. In particular, those organisations where the 

redundancy programmes were not managed well (in terms of the treatment of leavers, 

communication and decision making) senior managers were experiencing a lack of 

motivation and commitment from their remaining staff. The companies could be easily 

labelled into three categories; the good, the bad and the ugly, each one having used 

redundancy and yet each experiencing different survivor reactions. The expert 

interviews exposed lack of forward planning in two of the organisations, where strategic 

thinking had not gone far beyond the implementation and cost cutting elements of 

redundancy. This went some way in explaining the more negative consequences and 

reactions from survivors. The results from this stage also indicated that survivor 

reactions were in fact more complicated than the senior managers may have been aware. 

The senior managers did recognise feelings of loss in survivors and reactions such as 

anger towards management. In terms of the influencing factors, the results suggested 

that in some cases management were not paying attention to the procedural and 

interactional justice elements of the redundancy process and were more concerned with 

the distributive aspect of redundancy. As a whole these results both contradicted 

(Konovsky & Folger, 1991) and supported findings (Brockner et al., 1993; Thornhill & 

Saunders, 1996) from previous studies. 

This stage also involved a number of focus groups with non managerial survivors of 

redundancy. The focus groups covered a variety of topics surrounding redundancy and 

the effects on the individual. The analysis of the results highlighted a broad range of 

survivor reactions and a number of themes which appeared to influence these reactions. 

Reactions from survivors ranged from resistance to change, confusion, stress, feeling 

undervalued, angry and vulnerable to fear, cynicism, shocked and tearful (sec Tables 11 

and 12). This range of reactions both supported previous research (Sutton & D'Aunno, 

1989; Brockner et al., 1986; Noer, 1990 etc. ) but also extended the previous findings in 

terms of emotions such as feeling `undervalued' and 'used' by the organisation. 

Survivors' reactions were found to be influenced by their level of involvement in the 

redundancy process which supported findings from previous research conducted by 

Daly and Geyer (1994). The focus groups also highlighted the importance of procedural 

and interactional justice in the form of communication throughout the redundancy 
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process. In support of Shapiro, Buttner and Barry (1994) it was also found that 

information was not being delivered with sincerity, sensitivity or in the correct form. 

Another influencing factor was found to be both the communication and treatment 

individuals received on the announcement day. Previous research had not identified 

these specific aspects of the redundancy implementation process as particularly 

important to survivors. However, this first stage of results recognises that survivors' 

perceptions of the actual announcements and notification day of redundancy is a strong 

indicator of how survivors will evaluate management and respond to the overall 

redundancy process. 

10.5.2 Stage 2 

Stage 2 of the research involved a more in-depth analysis of two case study 

organisations who had undergone large scale redundancies within the last year. At this 

stage the emphasis was on investigating survivors emotional, attitudinal and behavioural 

responses to redundancy and again what was influencing these responses. 

The results from the in-depth interviews were both enlightening and powerful in a 

number of ways. First it became clear that survivors emotions ran very deep and were 

strongly associated with the redundancy process and its implementation. In the Finance 

Company among the strongest feelings were those of worry, stress, unfairness, shock, 

fear and demoralisation. In the Power Company the feelings also included worry, stress, 

unfairness and shock but there were a number of attitudes which were more directed at 

management such as mistrust and disgust. A summary of the reactions can be seen in 

Table 15. Some of the emotions and attitudes not noted in previous research were 

feelings of devastation and panic in response to the process, and feelings of animosity 

and aggression towards management. From the organisational perspective the results 

found that the influencing factors were related to the redundancy decision making, the 

selection criteria, the notification day, explanations given for the decisions and the 

caretaking of the leavers. From the individual perspective the influencing factors were 
found to be survivors' career orientation, their job dependence, relationships with 
leavers, managerial relationships, the extent of job content change and peer group 
influence. For example, survivors with a strong career orientation were found to react 
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more negatively to redundancies, as were those who had had close relationships with 

those who left. 

The factors which were identified in the current study as being influential in 

understanding survivors' reactions were combined with other individual characteristics 

previously identified as being important such as self esteem (Brockner et al., 1985), 

work ethic (Brockner et al., 1988) and work effort (Brockner et al., 1992) to form a 

refined conceptual framework (see Figure 8). 

10.5.3 Stage 3 

The refined framework (Figure 8) formed the basis for Stage 3. Here the research 

involved a company wide survey in two case study organisations examining each aspect 

of the framework. In particular, survivors' perceptions of the redundancy process, 

senior and line management, communications and their responses in terms of 

organisational commitment, job insecurity, turnover intention, job related stress and job 

satisfaction. The results have shown that, in support of previous studies, there are 

aspects of both the redundancy process and individuals characteristics which can 

influence survivors' reactions to redundancy (Campbell, 1999a). Furthermore that 

aspects of the work setting and environment can predict survivors' reactions (Campbell, 

1999b). 

The results have shown that in the Finance Company the survivors have responded less 

negatively than those in the Power Company, although similar factors have influenced 

their responses. For example, in both organisations the relationship between 

management and survivors was found to be related to each of the organisational 

outcome measures. Similarly, the clarity and belief in communications from both senior 

and line management was strongly related to survivors' reactions. 

Previous research has identified various independent factors which may influence 

specific outcomes such as job related stress or turnover intention (Armstrongstasscn, 

1993, Brockner et al., 1990). However, this research has identified a greater range of 
individual variables (e. g. career orientation, job dependence, work ethic) and 
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organisational variables (e. g. notification, caretaking) which have been influential in 

understanding the way in which survivors react to redundancy and why (see Figure 8). 

It has been shown in this study that survivors' reactions can be highly emotional and 

synonymous with grieving. Attitudes towards management can change, with increased 

mistrust, anger and hostility. Attitudes towards work are shifting to encompass self 

preservation and career loyalty rather than organisational loyalty. And behaviours such 

as turnover intention and job searching activities are seen to increase. Figure 74 below 

illustrates a refined framework following the analysis of Stage 3. The framework 

incorporates the findings of each stage of the research and highlights specific elements 

of the redundancy process, individual characteristics and work environment which were 
found to be influential in understanding survivors' reactions. The framework forms the 

basis for concerns in the future study of redundancy and organisational policy concerns. 
Chapter 11 will conclude this thesis by discussing both the research and practical 
implications of the conceptual framework which has been developed from the current 

study. 

426 



Survivors of Redundancy 

Figure 74: Conceptual Framework for Understanding Redundancy 

RESEARCH IMPLICATIONS AND ORGANISATIONAL POLICY CONCERNS 

The Redundancy Process Individual Characteristics Work Environment 
(based on distributive, procedural 

and interactional fairness) Work Ethic Managerial Relationship 
" Building on a strong work ethic " Making employees feel part 

Decision Making and recognition of good of a team 

" Consider alternatives performance " Clarity of expectations 

Selection Criteria Work Effort Co-worker Relationship 
" Using and communicating the " Involving employees in decisions " Social support through 

same criteria " Engaging employees in infom .l networks 
organisational culture 

Notification Job Content Change 

" Sufficient and adequate notice 
Self Esteem " Work and role overload 

of redundancy 
" Establishing employee self 

esteem through good Peer Group Influence 

Communication interpersonal treatment and " Fair and equal interpersonal 

" Clear, honest, sincere and recognition treatment 

sensitive communication from Career Orientation/Skills 
" Informal communication 

networks all levels of management 
" Matching career initiatives to the 

Caretaking new structure 

" Treating employees with 
dignity and respect 

" Supporting leavers and 
survivors 

Survivor Outcomes 

Emotional reactions such as worry, fear, shock and anger. 
Attitudinal changes towards management and the organisation. 
Behavioural changes towards the organisation and working life 

Organisational Concerns from Redundancy 
Mismanagement 

Increased Job Insecurity 
Reduced Organisational Commitment 

Decreased Job Satisfaction 
Increased Job Related Stress 
Increased Turnover Intention 
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CHAPTER 11 

CONCLUSIONS 

11.0 Introduction 

The aim of this final section is both to summarise and draw conclusions from the 

research which has been conducted in this project. This chapter will discuss both the 

research and practical implications of the conceptual framework which has been 

developed. Finally, there will be notes on reflections of the research process and 

implications for future research in this field. 

11.1 Research Implications 

As mentioned at the beginning of this research, downsizing has become an increasingly 

familiar phenomena for organisations in Britain. The increase in global competition and 

fast moving technological change has meant that organisations have had little option but 

to become more efficient, effective and competitive. As a method of downsizing, 

redundancy has remained one of the most frequently used processes. However, whilst 

the expected outcome of redundancy is improved organisational performance and 

efficiency, these outcomes are often not realised. One of the main aims of this research 

was to identify the effects of redundancy on those individuals who remain in a post 

redundancy organisation, the survivors. Understanding the reactions of survivors helps 

to comprehend why many of the downsizing objectives are not being realised. 

First, there have been very few studies which investigated the impact of redundancy in 

an organisational setting. Laboratory studies cannot adequately capture the innumerable 

dynamics which exist within an organisation, especially within the case of redundancy. 

Therefore the findings of this study provide a more realistic view of the affect of 

redundancy on survivors. These findings contribute to our understanding of how 

survivors react to redundancy as well as providing practitioners with information on 

how to minimise the potentially negative effects of a downsizing. Second, this study 

provides researchers with a more comprehensive and holistic model of the impact of 

redundancy on survivors than those currently in the literature. The framework also 
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incorporates existing research organisational justice literature (e. g., Bies & Moag, 1986; 

Thibaut & Walker, 1975; Deutsch, 1985) and survivor theory (e. g., F3rockner ct at., 

1990). 

The research and theory used to understand survivors' reactions has drawn on a range of 

literature emanating from both the psychological and social sciences. Organisational 

justice theory has enabled a deeper understanding of how individuals' perceive and 

evaluate the organisational redundancy process. The results have shown that although 

previous research has relied heavily on the distributive and procedural aspects of 

organisational processes, in a redundancy situation the interactional justice of a process 

was found to be most important to survivors during the redundancy process. In 

particular, the communication and caretaking aspects of the redundancy process were 

found to influence survivors' overall reactions to the organisation and its management. 

For example, survivors' perceptions of the interpersonal treatment received by leavers 

was particularly important during the redundancy process, rather than the provision of 

monetary compensation. In terms of the contribution to theory, the current research has 

shown that redundancy should be considered as a series of processes rather than an 

isolated incident. It has shown that organisational justice theory can offer a greater 

understanding of how survivors' evaluate each aspect of the redundancy process and the 

importance of each aspect of that process. It has also shown that a failure to 

acknowledge particular parts of the redundancy process (especially the interpersonal 

elements) can create strong negative reactions from survivors and have powerful 

negative implications for the organisation as a whole. 

The research has attempted to understand which individual and work setting 

characteristics influence survivors' reactions to the redundancy processes. Drawing 

from both psychology and social psychology disciplines, theories of self esteem (Eagly, 

1967; Brockner & Guare, 1983), work ethic (Weber, 1956; Brockner et al., 1988) and 

work effort (Brockner et al., 1992a) have all been used. However, the first two stages of 
the research identified a number of other individual and work setting characteristics 

which appeared to be important during the redundancy process evaluation. These 

characteristics included survivors' career orientation, their level of job dependence and 
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skill transferability, their relationship with management and co-workers and the extent 

to which their job had changed due to the redundancy process. The research has shown 

that the strongest predictors of survivors' reactions to redundancy relate to their 

relationship with their immediate line manager and in particular the line managers' 

ability to make the survivor feel part of a team. A strong relationship was also found 

between survivors' reactions and the level of job involvement and workload following 

redundancy and the reactions of fellow co-workers. These findings have extended 

previous research (i. e., Brockner et al., 1990, Thornhill & Gibbons, 1995) and highlight 

a number of areas for future research. For example these results suggest that the role of 
both social and supervisor support may be important in understanding survivors' 

reactions as well as the role of job design and redesign. 

As suggested earlier, previous research in this field has attempted to isolate independent 

variables which may be influencing survivors' reactions to redundancy, whereas the 

current research has taken a more holistic view with the aim of deriving a conceptual 
framework of understanding. This has been achieved through the three stage multi- 

method approach which has enabled the variety, depth and strength of emotions to be 

explored. This method has also enabled the measurement of employee attitudes 

surrounding both the redundancy process, management, working life and the 

implications for the organisation. The conceptual framework (Figure 74) illustrates 

each of the areas found to be important in the current study in understanding why 

survivors react in the way that they do. It should be noted that the framework is not 

supposed to be an exhaustive list rather an attempt to collate some of the more salient 
issues for survivors' experiencing redundancy. It is acknowledged that there are 

environmental factors such as the job market, economy and government policies which 

may also influence survivors' overall response to redundancy. Similarly, survivors' 

own personal circumstances were found to affect their reactions to redundancy, such as 
their economic need to work and family situation. The variables associated with the 

redundancy process and the work environment are, to some extent, within the control of 
the organisation and may be influenced by management. Those variables which relate 
to the individual characteristics of employees can be seen as indicators for 

430 



Survivors of Redundancy 

understanding survivors' reactions. The next section discusses the practical 

implications of the conceptual framework. 

11.2 Organisational Policy Concerns 

As suggested at the beginning of this thesis, it was noted that due to the nature of this 

thesis the results are of value to practitioners who may be considering or conducting 

downsizing within their organisation or others. In response, it would be remiss not to 

consider the value of these results in the business world. 

The research has shown that redundancy is implemented in British organisations with 

varying levels of success. The results have shown that redundancy can be easily 

mismanaged with devastating implications for survivors. The results of stages 1 and 2 

illustrate the variety of emotions and attitudes survivors' can experience, ranging from 

shock and disbelief, to anger, aggression and feeling undervalued and used by the 

organisation. The results have shown that overall employees reported feeling stressed, 

overworked and tired. It is not surprising therefore that organisations get stuck into a 

cycle of decline and objectives are not realised. The results have shown that, in support 

of previous research (Kahn, 1999), survivors' emotions are somewhat synonymous with 

grieving as feeling of loss are experienced when co-workers leave and `the way it used 

to be' changes beyond recognition (Noer, 1993). This has highlighted an area of interest 

which, although outside of the current research aims, could be pursued in further 

research. Changes in survivors' behaviour has been noted as an increase in their job 

seeking activities and a heightened desire to leave the organisation. With a demoralised 

and distrusting workforce and increased turnover intention, organisations are faced with 

losing their best workers and motivational problems. Hence, the current research offers 

a number of organisational policy concerns related to redundancy implementation and 

its effects. 

In relation to the conceptual framework (Figure 74), there are three areas for 

organisational concern when managing redundancy. The redundancy process, 

individual characteristics and the work setting environment. The relevance and 

importance of these three areas will be discussed in turn. 
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Organisational Redundancy Process 

First, the results have shown that survivors' reactions are influenced by their evaluation 

of the redundancy process. The results have shown that the major concern for 

organisations is not simply the distributive justice of the redundancy process (who 

should leave and who should stay) but the procedural justice (the fairness of procedures 

used to decide and implement redundancy) and the interactional justice (interpersonal 

treatment of individuals). In a practical sense, this means that management needs to 

concern itself with each element of the redundancy process from beginning to end. The 

decision making process should ideally be based on consultation and participation with 

employees. In particular, management should discuss the choices and alternatives open 

to them prior to the decision to implement redundancies. When the decision to 

implement redundancies has been taken, management should be able to justify the 

reasons for this choice, which in the eyes of employees may increase their perceptions 

of organisational justice. The current research has shown that the next stage in the 

process, deciding on the selection criteria, not only has to be fair and equitable but needs 

to be the one seen to be used. Trust in management can be easily destroyed if 

employees' perceive that they are being told one thing and yet experiencing another. 

The current research has shown that perhaps the most important part of the redundancy 

process relates to interactional justice. This is operationalised as the communication of 

redundancy and the interpersonal treatment employees, both leavers and survivors 

receive. The organisational needs to concern itself with how individuals are told, when 

they are told and the amount of time they are given to come to terms with the 

redundancy. This needs to be supported by continuous and consistent information from 

all levels of the organisation, in particular with support from senior management. The 

results have shown the importance of senior managerial commitment and 

communication before, during and after the redundancies in instilling confidence in 

employees. 

The final element of the redundancy process which should be considered an 

organisational concern relates to the interpersonal treatment and caretaking of lcavcrs. 
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The results have shown that not only does the level of caretaking and interpersonal 

treatment of leavers affect those made redundant but also those who remain. Survivors 

have been found to react more negatively when they perceive those who left to have 

been treated unfairly or without dignity and respect. In terms of organisaitonal policy 

the results suggest that caretaking is more than the provision of outplacement and 

adequate compensation but dealing with the employees with respect and sensitivity. 

Organisational policy should also consider the provision of support for survivors as well 

as for leavers. As part of the psychological contract employees have expectations that 

they will be treated with dignity and respect by their organisation, in a redundancy 

situation this comes under close scrutiny. The results of the current study suggest that 

support needs to be offered to both leavers and survivors during a redundancy situation. 

This may be something as simple as the provision of a independent counsellor or even a 

confidential help line where individuals can get advice on coping with change and 

uncertainty or even stress. 

Individual Characteristics 

The second area identified in the conceptual framework are those characteristics that the 

individuals bring to work and can be affected by redundancy. The results have shown 

that those individuals with a strong work ethic are less likely to react negatively, 

therefore building on employees belief that hard work brings success may create a more 

resilient workforce. In terms of work effort, the results have shown that those 

individuals who feel more involved in their work following redundancies are less likely 

to leave and will remain committed to the organisation. Individuals with a high self 

esteem at work also responded more positively, suggesting that recognition and good 
interpersonal treatment can reinforce self esteem. 

Another issue for concern is employees' career orientation and their perception of their 

own transferability of skills. The results have shown that a redundancy situation 
increases employees awareness of the changes to the organisational structure and the 
abundance or invariably lack of career opportunities. Therefore, organisational policy 

needs to consider the development of new career and training initiatives that match the 
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new organisational structure. Similarly, these need to be realistic and achievable in the 

eyes of employees. In terms of employees' perceptions of skill transferability, the 

results have shown that the increase in redundancy has influenced a shift from 

organisational to career loyalty. In a redundancy situation, organisations need to 

concern themselves with retaining key employees (with key skills) to ensure that their 

skills and knowledge base is not lost through downsizing. 

Work Environment 

The third area focuses on the survivors' immediate work environment. The results have 

illustrated the importance of both managerial and co-worker relationships. The 

immediate line manager has been shown to be increasingly important during a 

redundancy situation and plays a major role in supporting, communicating and 

involving employees in the redundancy process. Organisations need to devise support 

structures and training for line managers who may have previously had no experience of 

delivering bad news or dealing with redundancy. The results have also shown that 

survivors evaluate not only the treatment they receive themselves but the treatment of 

others during the redundancy process. In this sense co-worker relationships and the 

influence of peers is undeniably important during the redundancy process. This 

reinforces the notion of fair and consistent treatment across the organisation to ensure 

that employees' perceive themselves and others to be treated equitably. 

In addition, during a redundancy process the lack of sufficient or adequate 

communication from management can lead to a rapid increase in the grapevine. The 

results suggest that the grapevine is the source of many damaging rumours and where 

survivors often take cues from co-workers about the way to react to redundancy. This 

can work against the organisation and leads survivors to despondency and cynicism. In 

a redundancy situation, the organisation needs to work on the same basis as the 

grapevine by utilising all the forms of communication, with both speed and accuracy. 
Furthermore, organisations should be aware of the extent to which individual work roles 

are becoming overloaded during the redundancy process. The results have shown that 

the source of stress for many survivors was the increase in workload due to the 

decreasing number of employees and the lack of simultaneous prioritisation or 
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rationalisation of tasks. Employees should be given clear and realistic expectations 
from management and supervisory support to achieve changes in work load and work 

roles. 

Organisational Outcomes 

The conceptual framework provides a holistic perspective of the influencing factors 

needed to understand survivor reactions to redundancy. The framework offers insight 

into elements of the redundancy process, the individual and the work environment 

which each have the potential to influence survivors' reactions. However, the research 

also highlights the potentially negative implications of redundancy on a number of 

organisational outcome measures; job insecurity, organisational commitment, job 

satisfaction, job related stress and turnover intention. The results have shown that when 

injustice of the redundancy process is perceived, job insecurity, job related stress and 

turnover intention can all increase. On the other hand, job satisfaction and 

organisational commitment can decrease. The implications of the increase of employee 

insecurity, stress and turnover and the lack of organisational commitment and job 

satisfaction will restrict the acheivement of organisational downsizing objectives. The 

management of redundancy, is by no means a simple task and the implications are 

clearly complex and difficult to understand, however the framework offers a basis upon 

which to establish more effective practice and policy. However, as a final point, it is 

argued here that redundancy should be the last resort rather than first or only option 

considered, as Worrall, Cooper & Campbell (1999a) suggest redundancy is the most 

damaging of organisational change methods. 

11.3 Reflections on the Research Process and Methodology 

Upon reflection of the research process and methodology used during this thesis, there 

are numerous strengths and weaknesses which can be noted. One of the main strengths 

of the research has been the use of a multi-method approach which has allowed for both 

triangulation and an in-depth analysis of survivors' emotional and attitudinal reactions 

within organisational settings. The qualitative interviews and focus groups have 

highlighted a wealth of understanding into individuals' reactions to redundancy and 
identified the impact of redundancy on individuals' work lives. Unfortunately, the 
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richness of the data could only be touched upon in a thesis of this size and nature. On 

the other hand, the quantitative approach has allowed the research to investigate 

relationships between independent and dependent variables and supported by the 

qualitative data this provided a strong basis for the conceptual framework. 

One of the main difficulties experienced in conducting the research was associated with 

attaining access to downsizing organisations. Many months were spent establishing 

contacts, waiting and often being let down due to the sensitive and potentially exposing 

nature of the research (even after assurances of confidentiality and anonymity). 

Furthermore, to make the research longitudinal in nature would have been ideal, yet due 

to the access limitations this was unachievable. Future research into survivors should 

consider establishing contacts with organisations prior to redundancy implementation to 

enable data collection prior to, during and following a redundancy process in order to 

capture the development and progression of survivors' reactions and coping strategies. 

However, the current research has been able to take a focused snapshot of the potentially 

damaging effects of redundancy on survivors. 

11.4 Future Research 

There are numerous implications for future research which arise from this study of 

survivors' reactions. Primarily, future research should be directed to further test, 

evaluate and develop the conceptual framework to provide an even greater 

understanding of the implications of redundancy. However, there are three perspectives 

which can provide specific focus. First, the research has identified a large number of 

emotional and attitudinal responses to redundancy. Future research may wish to 

measures how these reactions change over time, before, during and after redundancy. 

These results could then be compared with other coping processes such as the grieving 

and bereavement process. Alternatively, researchers may wish to investigate how their 

reactions to redundancy impact on individuals' personal lives. 

Second, this research has identified a number of salient issues which influence survivor 

reactions from two different perspectives; the organisational and the individual. Further 

research may wish to investigate the interactions between these variables and the 
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moderating effects they may have on one another. For example, a strong work ethic 

may cancel out the negative implications of an unfair selection criteria on survivors' 

reactions. 

Third, the results have identified a number of reliable scales through which to measure 

specific aspects of the redundancy process, such as notification, communication and 

caretaking. Future research may wish to test these scales further and explore 

organisations within different industry sectors to examine similarities and differences. 

Scales have also been developed to measure elements of the individual characteristics 

and their work setting. Further research may wish to develop these scales, in particular 

those found to have low reliability scores, such as employees' work ethic and work 

effort. 

Finally and in conclusion, future research in this area needs to continue to investigate 

the phenomenon of redundancy within organisational settings in Britain, Europe and the 

US which can lead to further cross cultural and international comparisons. 
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Appendix 1 

Emotions, Psychological States, Attitudes and Behaviours 

The following three tables illustrate the types of emotions which have been recognised 
in previous studies, the types of behaviours and reported measures. 

Table 1: Reported Feelings and Emotions 

Emotions/ 
Feelings 

Source 

Anger Brockner & Greenberg (1990), Noer (1990) Doherty & IIorsted (1994) 
Gibbons et al (1995) Kets de Vries & Balazs (1996) 

Anxiety Brockner et al (1986), Noer (1990) Chiumento (1995) Clarke & Koonce 
(1995) Payne (1995) 

Betrayal Machlowitz (1983) Smith & Vickers (1994) Gibbons et at (1995) 

Bitterness Doherty & liorsted (1994) 

Blame Brockner & Greenberg (1990) Kets de Vries & Balazs (1996) 

Confused Grosvenor (1995) 

Cynical Smith & Vickers (1994) 

Depression Noer (1990) Noer (1993) Clarke & Koonce (1995) Grosvenor (1995) 
Kets de Vries & Balazs (1996) 

Disbelief Grosvenor (1995) Thornhill & Gibbons (1995) 

Disorientation Grosvenor (1995) 

Envy Cameron, Freeman & Mishra (1991) Doherty &l lorsted (1994) 
Grosvenor(1995) 

Fairness 
(Perceived) 

Brockner (1985), Brockner & Greenberg (1990), Konovsky & Folger 
(1991) Novelli, Kirkman & Shapiro (1995) Kets de Vries & Ilalazs 
(1996) 

Fatigue Noer (1993) 

Fear Brockner et al (1986), Noer (1990) Volluran and Ilalazs (1993) 
Chiumento (1995) Payne (1995) Kets de Vries & Balazs (1996) 

Frustrated Smith & Vickers (1994) Thornhill & Saunders (1996) 

Grief (sense of 
bereavement) 

Gibbons et al (1995) Clarke & Koonce (1995) Cozzi (1995) 

Guilt Machlowitz (1983), Brockner et al (1986), Noer (1990) Doherty & 
Horsted (1994) Cozzi (1995) Grosvenor (1995) Thornhill & Gibbons 
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(1995) Kets de Vries & Balazs (1996) 

Hurt Finn (1993) 

Inadequacy Clarke & Koonce (1995) 

Isolation Machlowitz (1983) Sahdev & Vinnicombe (1998) 

Loss of self 
confidence 

Machlowitz (1983) Doherty & Horsted (1994) 

Lucky Payne (1995) 

Mistrust Gibbons et al (1995) Sahdev & Vinnicombe (1998) 

Motivation Brockner et al (1993) 

Powerlessness 
(Lack of control) 

Ashford, Lee & Bobko (1989) Gibbons et al (1995) Grosvenor (1995) 
Thornhill & Saunders (1996) 

Productivity Brockner (1985), Ichniowski (1986) Shechans (1991) 

Relief Brockner et al (1986) Thornhill & Gibbons (1995) 

Remorse Brockner (1985) 

Self absorbed (self 
centred) 

Cascio (1993) Payne (1995) 

Self preservation Doherty & Horsted (1994) 

Sense of loss Noer (1990) 

Shell shocked 
(Shock) 

Finn (1993) Gibbons et al (1995) Grosvenor (1995) 

Stress (under 
pressure) 

Sutton & D'Aunno (1989), Ashford, Cc--e& l obko (1989) Tombaugh & 
White (1990) Armstongstassen (1993) Noer (1993) Gibbons et al (1995) 
Grosvenor (1995) Thornhill & Saunders (1996) Shaw & Barrett-Power 
(1997) Sahdev & Vinnicombe (1998) 

Suspicious Smith & Vickers (1994) 

Threat Sutton & D'Aunno (1989) 

Turnover intention Taub (1990) Davy, Kinicki & Scheck (1991) Gibbons et al (1995) 
Grosvenor (1995) 

Uncertainty Sutton & D'Aunno (1989) Vollman and Balazs (1993) Chiumento (1995) 
Thornhill & Gibbons (1995) Sahdev & Vinnicombe (1998) 

Worry Sutton & D'Aunno (1989) Brockner et al (1993) l3rockner (1995) 

-Z 



Appendix I 

Table 2: Reported Measures used to investigate survivors 

Measure Source 

Job Insecurity Brockner et al (1988) Armstongstassen (1993) Clarke & Koonce (1995) 
Grosvenor (1995) Thornhill & Saunders (1996) Sahdev & Vinnicombe 
(1998) 

Organisational Brockner et al (1988) Davy, Kinicki & Scheck (1991) Mellor (1992) 
Commitment Cascio (1993) Reilly, Brett & Stroh (1993) Allen, Freeman, Reizenstein 

and Rentz (1995) Naumman, Bies, Martin (1995) Kets de Vries & Balazs 
(1996) 

Organisational Taub (1990) Davy, Kinicki & Scheck (1991) Reilly, Brett & Stroh (1993) 
Loyalty Kets de Vries & Balazs (1996) Sahdev & Vinnicombe (1998) 

Organisational Armstongstassen (1993) Cascio (1993) Wyatt (1995) Sahdev & 
Morale Vinnicombe (1998) 

Job Satisfaction Brockner et al (1988) Tombaugh & White (1990) Davy, Kinicki & 
Scheck (1991) Allen, Freeman, Reizenstein and Rentz (1995) Wyatt 
(1995) 

Table 3: Reported Behaviours 

Behaviours Source 

Bad mouthing the organisation Isabella (1989) Smith & Vickers (1994) 

Defensiveness Noer (1990) 

Distrust of management Konovsky & Folger (1991) Armstongstasscn (1993) 
Cascio (1993) Kets dc Vries & Balazs (1996) 

Gossiping Grosvenor (1995) 

Increased absenteeism Finn (1993) 

Increased sickness levels Finn (1993) 

Lack of concentration Grosvenor (1995) 

Less prepared to go extra mile Smith & Vickers (1994) 
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Loss of key staff Gibbons et al (1995) Grosvenor (1995) 

Narrow minded Cascio (1993) 

Poor co-operation Gibbons et al (1995) Grosvenor (1995) 

Poor time keeping Gibbons et al (1995) Grosvenor (1995) 

Presenteeism Cooper (1994) 

Reduced job involvement Allen, Freeman, Reizenstein and Rentz (1995) 

Resistance to change Isabella (1989) Doherty & Ilorsted (1994) 

Risk avoidance Noer (1990) Cascio (1993) Doherty & Ilorsted (1994) 

Sabotage Grosvenor (1995) 

Theft Grosvenor (1995) 
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Focus Group Notes & Questions 

Opening statement to include: 

"Welcome to our session on `The Effects of Change and Redundancy'. " 

"There are no right or wrong answers, but rather differing points of view. Please share 
your point of view even if it differs from what others have said. We are just as 
interested in negative comments as positive comments and at times the negative 
comments are the most helpful"'. 

"Before we begin, let me share some ground rules. This is strictly a research project. 
Please speak up - only one person should talk at a time. We're tape recording the 
session because we don't want to miss any of your comments. If several talk at the same 
time, the tape will get garbled and we'll miss your comments. You may be assured of 
complete confidentiality and anonymity". 

"We will be discussing your reactions to redundancy and change in your company and 
I'd like to begin by asking you ... " 

Questions to Include 

Process of Redundancy: 
What was your experience of Redundancy? 
How do you feel the process was managed? 
How fair did you perceive the process to be? 
How do you think the process could have been improved? 
How has the redundancies made you feel about the organisation and 
management? 

Reactions: 
How has redundancy affected you? 
How has your job/work life changed since the redundancies? 
What made you react in that way? 
What has been your strongest emotion/reaction to the changes? 
How do you feel about the organisation since the redundancies? 
How do you feel about your job since the redundancies 
How do you feel about working life in general now? 
How do you think your colleagues are coping with the changes? 
What are your expectations in the near/distant future? 

Things to Remember 

Do remember to use: 
- open ended questions 
- well worded questions 
- single dimensional questions 
- what or how questions 
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Avoid: 

- probes; ̀ would you explain further'; `is there anything else'; `give me an 
example'; `please describe what you mean', `what experiences have you had that 
makes you feel that way', etc. 

- why and do you questions 
- head nodding or shaking 
- suggesting your own opinion 

Finally remember to: 
- appear interested 

- be curious 
- believe they have the wisdom 
- respect what they say 
- use eye contact to encourage non talkers 
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Semi-structured Interview Questions 

The following questions were used as a guide during the interview and enabled the 
research to remain focused on the reactions of redundancy. The first section however, 
were used to establish rapport and to gather background information on the interviewee. 
The majority of questions were asked during the interview but not necessarily in the 
order in which they appear below. The interviews were semi-structured and hence 
participants were simply encouraged to talk about their experiences about redundancy, 
the organisation, their co-workers and their reactions to the redundancy process. 

Introduction/Background 

How long have you been working at the Finance/Power Company? 
What does your job involve? How do you feel about your job? Are you a 
manager/supervisor? 
Have you experienced any redundancies/major changes/restructuring in the past 6 
months? 
Do you work as part of a team or independently? 

How many redundancies/rounds of redundancies have there been since you have been 
with this company? 
Have any of those redundancies been in your department? 
Was anyone you knew ̀ well' made redundant? 
How did this make you feel? What made you feel like that? Can you give me an 
example? Do you think your reaction would have been different if you didn't know 
them? Why? 

When and how did you find out about the redundancies/changes? 
What was your first reaction following the notification that there was going to be 
redundancies? 
What was your second reaction once the idea had settled in? 
Were you expecting it? What effect did this have on your work, if any? 
How did this effect the atmosphere at work and relationships with your colleagues? 

What is relationship like with your co-workers? Would you see them outside work? 
How similar do you feel you are to your co-workers? 
Were you close to anyone that was made redundant? 

How did management communicate to you and your co-workers throughout the 
redundancy process? How did you feel about this? Could it have been improved? 
Do you feel you were told the whole story? 
When bad news has been communicated do you feel it has been communicated 
sensitively/sincerely and consistently? 
If you had a problem, who would you talk to? 
How much opportunity do you have to express your own views? Now? 

How were the reasons for the redundancies explained to you? 
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Do you think the reasons were fair? Were alternatives to redundancies considered? 

How were the decisions concerning redundancy made? 
How did this make you feel about management? 
How were the changes planned? Were they well thought through? 
How was the selection criteria decided? Do you think the criteria was fair? Were the 
cutbacks shared at managerial levels? 

What do you think of management? 
How much do you trust in management and their decisions? 
Are management committed to the organisation and to its future? 

How have the changes affected your hopes for advancement/promotion/career 
development? How do you feel about this? 
Do you feel you have been given enough time to come to terms with the changes? 

In terms of those who left, how do you feel these people were treated? How much 
advance notice was given to those leaving? 

Was the remuneration package inadequate/adequate/generous? 
Were leavers given any help or support when they were leaving? 

What was the atmosphere like when people were leaving? 
How were you informed of the treatment leavers were receiving? 
As survivors were you given any help or support? 

How do you feel the redundancies have affected the overall morale/commitment/loyalty 
and motivation of the survivors? 
How do you see the future of this organisation developing and your position within it? 

Is there anything you would like to add? 
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The aim of this questionnaire is to elicit YOUR views and attitudes on 
working for this company, its management and recent changes you may have 
been through. 

" The results will be used to convey your views and ideas to management 
towards creating better managerial practices for the future. 

Complete Confidentiality 

" No-one within the company will ever see a completed questionnaire 

" Results will only be reported in summary form 

You will not be identified from the information you provide and all 
replies will be treated in the strictest confidence. 

How to Answer 

Please answer all of the following questions in relation to your personal 
experiences at work. 

" Please complete each question by circling or ticking the most appropriate 
response or using the space provided to write your answer. 

" There is no right or wrong answer, your first thoughts are usually the best! 
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YOUR OPINIONS ABOUT WORKING LIFE IN GENERAL 

Read each of the statements and circle the response which is closest to how you feel. 

PLEASE CIRCLE YOUR CHOICE 

Disagree Tend to I'm Tend to Agree 
disagree not sure agree 

1. Hard work offers little guarantee of success 12345 

2. If people work hard enough they are likely to 12345 

make a good life for themselves 

3. People who fail at a job have usually not tried 12345 
hard enough 

4. Any one who is able and willing to work hard has 12345 
a good chance of suceeding 

5. I feel uneasy when there is little work for me to 12345 
do 

6. There are few satisfactions equal to the 1234S 

realisation that you have done your best at a job 

7. Having a career is important to me 12345 

8. Here are some words and phrases which ask you how you see yourself to your 
work. For example, if you think that you are very successful, tick box tl right next to 
the word "successful". If you think that you are not at all successful in your work, tick 
box 0 right next to the words "not successful". If you think you are somewhere in 
between, tick the box Q where'you think it belongs. 

A. Successful Not QIQzQ3Q4Qs 
successful 

B. Important El 
1 

1: 12 E] 
a 

El 
4QS impoNot rtant 

C. Doing my j''ý Not doing 
best 

Q1 Q2 Q3 Qa 
t.,,,. 1s my best 

D. 
Happy 

Q1Q2Q3Q4Q3 
Sad 
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HOW DO YOU FEEL ABOUT YOUR JOB? 

Read each of the statements and circle the response which is closest to how you feel. 

PLEASE CIRCLE YOUR RESPONSE 

Disagree Tend to I'm Tend to Agree 
disagree not sure agree 

9. Generally sneaking. I am very satisfied with this 12345 
job. 

10. I frequently think of quitting this job. I 

11. 1 am generally satisfied with the kind of work I 1 
do in this job. 

12. Most people doing this job are satisfied with it. 1 

13. I believe that people doing this job often think of 1 
quitting. 

14. I am very much involved personally in my work 1 

15. In general I put a great deal of effort into carrying 1 
out my job 

16. I'll stay after normal finishing time to get the job 1 
done, even if I'm not paid for it 

17. I put more effort into other activities not 1 
associated with my work 

18. I avoid taking on extra duties and responsibilities I 
in my work 

19. 1 used to care more about my work 1 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 4 $ 
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HOW DO YOU FEEL ABOUT WORKING FOR YOUR ORGANISATION? 

Read each of the statements and circle the response which is closest to how you feel 

PLEASE CIRCLE YOUR CHOICE 

Disagree Tend to I'm Tend to Agree 
disagree not sure agree 

20. I am proud to be able to tell people who I work 1 2 3 4 5 
for 

21. I sometimes feel like leaving this employment for 1 2 3 4 5 
good 

22. I'm not willing to put myself out to help the 1 2 3 4 5 
organisation 

23. Even if the firm were not doing too well 1 2 3 4 5 
financially, I would be reluctant to change to 
another employer 

24. I feel I am part of the organisation 1 2 3 4 5 

25. I like to think that both the company and I benefit 1 2 3 4 5 
from my efforts 

26. The offer of more money with another employer 1 2 3 4 5 
would seriously make me think of changing my 
job 

27. I would not recommend a close friend to join our 1 2 3 4 5 
staff 

28. I would like to advance or get promoted within 1 2 3 4 5 
the next year 

29. With my skills and qualifications I think I could 1 2 3 4 5 
easily get a job elsewhere 
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30. Over the past few months, has working for your organisation made you feel the 
following.....? 
Remember your first choice is usually the best! 

PLEASE TICK 0 THE BOX OF YOUR CHOICE 

Not at all b A great deal 

A. Worried LI Q2 Q3 Q4 -15 

B. Fearful Q1 Q2 Q3 Q4 QS 

C. Anxious Q1 Q2 Q3 El 
4 

El 
5 

D. Confident Q1 Q2 Q3 Q4 El 

s 

E. Hopeful 

1 

Q2 Q3 04 Qs 

F. Eager Q2 Q3 Q4 Qs 

G. Angry Q2 Qý Q4 Qs 
K Sad 13, Q2 Q3 Q4 Qs 
I. Disappointed El 

1 

Q2 Q3 El 

4 

os 

J. Guilty Q1 Q2 Q3 Q4 Q$ 

K. Disgusted Q1 02 Q3 Q4 (- 
6.. 1s 

L. Exhilarated E31 02 E33 Q4 Qs 

M. Pleased Q1 Q2 113 Q4 Qs 

N. Happy El 
1 

Q2 Q3 04 Qs 

0. Relieved Q1 Q2 03 El 
4 

0s 

P. Tired Q Q2 Q3 Q4 0s 

Q. Stressed 131 Q2 Q3 04 0s 
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WHAT ARE YOUR OPINIONS ABOUT RESTRUCTURING AND RECENT 
CHANGES? 

Read each of the statements and circle the response which is closest to how you feel. 

PLEASE CIRCLE YOUR CHOICE 

Disagree Tend to 1'm Tend to Agree 
disagree not sure agree 

31. The variety of work has increased in my job since the 1 2 3 4 5 

staff changes 

32. I feel more involved in my work since the staff 1 2 3 4 5 

changes 

33. I have more work to do since the staff changes 1 2 3 4 5 

34. I have worked harder since the staff changes 1 2 3 4 5 

35. The quality of the work I produce has increased since 1 2 3 4 5 
the staff changes 

36. 1 believe I understand the basis upon which people are 1 2 3 4 5 
made redundant in this organisation 

37. With specific reference to redundancy what do you think the selection criteria were 
for deciding who would stay in the organisation? (Please write in the space provided) 

38. Why do you think that those criteria were used? (Please write in the space provided) 

............................................................................................................................................. 

............................................................................................................................................. 
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HOW DO YOU FEEL MANAGEMENT HAVE DEALT WITH TILE CHANGES? 

Read each of the statements and circle the response which is closest to how you feel. 

PLEASE CIRCLE YOUR CHOICE 

Disagree Tend to I'nm Tend to Agree 
disagree not sure agree 

39.1 believe that the senior management gave me enough 12345 
advance notice that there was going to be staff 
reductions 

40. Senior management have given me enough time to 
come to terms with the changes to the organisation 

41. I believe that restructuring takes place too frequently 

42. It is unusual for there to be redundancies 

43. I think that redundancies could have been avoided 

44. I generally believe what senior management are telling 
me 

45. I feel senior management explained the reasons for the 
redundancies clearly 

12 3 4 5 

12 3 4 5 

12 3 4 5 

12 3 4 5 

12 3 d 5 

12 3 4 5 
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HOW DO YOU FEEL ABOUT THE WAY YOUR LINE MANAGER MANAGES? I 

If you do not have a line manager, please go to Question SS. 

Read each of the statements and circle the response which is closest to how you feel. 

PLEASE CIRCLE YOUR CHOICE 

Disagree Tend to I'm Tend to Agre 
disagree not sure agree 

46.1 believe what my line manager tells me about changes 12345 
to the organisation 

47. My line manager always seems too busy to talk to me 
about changes to the organisation 

48. I feel that if I have a problem I can go to my line 

manager 

49. The way my line manager manages means that I really 
feel part of my work group 

50. The way my line manager manages means that I know 

exactly what is expected of me 

51. I always have the opportunity to give my line manager 
my views on work related matters 

52. I believe that my line manager really thinks about 
individual employees feelings before giving bad news 

53. My Be manager clearly explained the reasons for staff 
reductions 

54. My line manager gave me a clear idea of when 
changes to the organisation would happen 

55. Do you manage people? 
Yes L] No 

ý 
Qz 

54. How long have you worked for this company? 
up to 1 year Q 

up to 3 years Q 
2 

3 years to 10 years Q 
3 

11 to 15 years Ll 
a 

2 3 4 S 

2 3 4 S 

2 3 4 S 

2 3 4 S 

2 3 4 S 

2 3 4 S 

2 3 4 S 

2 3 4 S 
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Over 15 years Q 
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HOW DO YOU FEEL ABOUT YOUR WORK COLLEAGUES? 

Read each of the statements and circle the response which is closest to how you feel. 

PLEASE CIRCLE YOUR CHOICE 

Disagree Tend to I'm Tend to Agree 
disagree not sure agree 

57. I had a close working relationship with one or more of 12 3 4 5 
those who left through redundancy 

58. I had a close personal relationship with one or more of 12 3 4 S 
those who left through redundancy 

59. During changes which involved redundancies, I get the 12 3 4 S 
impression that my colleagues would rather not be 
working for this organisation 

60. As a result of past redundancies, I think that my 12 3 4 S 
colleagues are less willing to spend extra time at work 

61. As a result of past redundancies, I think that my 12 3 4 5 
colleagues may be looking for work elsewhere 

62. I feel that those people affected by the redundancies 12 3 4 5 
were treated with dignity and respect 

63. I believe that those who left were adequately 12 3 4 5 
compensated 

64. I believe that those who left were well looked after 12 3 4 5 

65. I believe that the organisation helped those who left to 12 3 4 5 
find comparable work elsewhere 

66. I believe that the organisation helped those who left to 12 3 4 S 
find comparable work elsewhere in the company 
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HOW DO YOU FEEL ABOUT THE FUTURE IN YOUR ORGANISATION? 

Read each of the statements and circle the response which is closest to how you feel. 

PLEASE CIRCLE YOUR CHOICE 

Disagree Tend to 1'm Tend to Agree 
disagree not sure agree 

67. I believe more redundancies are likely to occur in the 
near future; 
a) in my department 

b) in the Society 

68. As a result of concerns over my job security, I will 
probably look for a new job within the next six months 

69. I don't think that I will lose my job due to 
organisational changes 

70. Keeping my job at Company X is very important to me 

71.1 think the future for Company X is looking good 

1 2 3 4 S 

1 2 3 4 S 

1 2 3 4 S 

1 2 3 4 S 

1 2 3 4 S 

1 2 3 4 S 

72. Do you have anything else you would like to add? Or any comments about this 
questionnaire? 

............................................................................................................................................. 

"!!! I!.!!.!!!!.!!!!! r!! Ie!!.!!!! r!!!.. lr!!!.!!!!!!!!!!.! l.. 1!!.!!!!!!!!!!!!!! i!!!!!!. l1.!!!!! 1!!!!!!!!!!!!! i.!! 11!!!!! t!!!!!!!!..! 1!!!!! ý!!!! 

.. ""..... . .... "". "". ".. """.. "".. ".. "". ""....... ".. "... ".... ".. """""". ". "u"". """... ". ""r".... "r"rr"... r.............. n""r""sr"" 6.0 ""rrr "r""r. 

.......................................................................................................................... 0.................. 

.................................................................................................................................. ........... 

.............................................. 1...................... 1.................... 1... 1.1.... 1.................... 1... t...... 4 I****** 
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BACKGROUND INFORMATION 

This final section of the questionnaire is to elicit data for statistical comparison only. 
Please reply to all items. This will not be used to identify you. Please tick the 

appropriate box 0 for each question or write in the space provided. 

73. Gender: 

74. Age: 

Male EI 

up to 25 years Q 

26 to 35 years Q 

75. Marital Status: 

Married/living together 
as a couple 

Qi 

Divorced/Separated 
Q3 

76. In your household is your income.... 

Least important 
Ql 

77. What is your full job title? 

Female a 

36 to 50 years Q 

over 50 years Q 

Single (never married) 

Widowed 
QL 

Equally important as others 
Q2 

Most important 

Q3 

................................................................................. .................................................. .......... 

78. What are your main duties? 

............................................................................................................................................. 

79. What is your highest qualification? 

GCSE grade D to F or CSE o 

GCSE grade C to A or'O'Level Q 
z 

ZINC or IIND 

Degree c36 
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'A' Level or equivalent Q Post graduate 
3 

Q 
7 

ONC/OND or BTEC Trade or Q (Please 
4 professional (lescribe) 

THANK YOU FOR COMPLETING THIS QUESTIONNAIRE 

Please check that you have answered all of the questions and return it to me in the 
FREEPOST envelope provided. 

Fiona K Campbell 
Cornerways Research Centre 

Cheltenham & Gloucester College of Higher Education 
The Park, Cheltenham 

Gloucestershire 
GL50 2QF 

Contact Tel: (01242) 532822 
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Breakdown of Questionnaire Items for the Conceptual Framework 

To clarify the research design, the questionnaire items will be discussed in association 

with the corresponding investigative research question. All of the following items were 
based on a5 point likert response scale unless otherwise stated. 

Notification: Survivors who perceive the advance notice to be adequate are less likely 

to have negative reactions. 

To understand the effects of notification of the redundancies, three items were designed 

specifically for the current study. The items relate to the timing of the redundancies, the 

amount of advance notice and the level of acceptance time given. These items also 

considered communication from both senior management and line management. 

1) I believe that senior management gave me enough advance notice that there 
was going to be redundancies 
2) Senior management have given me enough time to come to terms with the 
changes to the organisation 
3) My line manager gave me a clear idea of when changes to the organisation 
would happen 

To allow for further comparison, these three items were combined into a scale to 

measure ̀notification'. 

Selection Criteria: Survivors who perceive the selectionlfrlter criteria to be fair are 

less likely to react negatively. Survivors who arc clear (understand) about the 

selection/filter criteria are less likely to react negatively. 

To measure survivors perceptions of the selection criteria three items were design 

specifically for the current study. The questions were designed to understand survivors 

level of understanding of the criteria, and their perceptions of fairness. however, due to 

restrictions enforced by the HR management in each organisation, items 2 and 3 were 

only included in one case study organisation. 
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1) I believe I understand the basis upon which people are made redundant in this 
organisation. 

2) With specific reference to the redundancy, what do you think the selection 
criteria were for deciding who would stay in the organisation? 
3) Why do you think that those criteria were used? 

Items 2 and 3 were open ended, respondents were asked to write in the space provided 

and were given approximately three lines. It is worth noting that the 1111 Manager of 

Case Study 1 dictated the wording of these two questions. It is felt that these questions 

could have been worded in a clearer and more direct way. 

Decision Making: Survivors who perceive redundancies to happen too frequently and 

perceive avoidance strategies are not considered are more likely to react negatively to 

redundancies. 

Two items were designed specifically to extract survivors perceptions of the frequency 

of redundancy and whether or not avoidance strategies could have been used. 

1) I believe that restructuring takes place too frequently 
2) 1 think that redundancies could have been avoided 

Explanations: Survivors are less likely to react negatively if there has been clear and 

adequate explanations for the redundancies. Survivors are less likely to react 

negatively if the information is believable and credible. 

Four items were designed specifically for the current study to understand survivors 

perceptions of the reasoning and explanation given by management. Two items were 
designed to measure clarity and believability of senior management communication and 
two items were designed to measure line manager clarity and believability. 

1) I generally believe what senior management are telling me 
2) I feel senior management explained the reasons for the redundancies clearly 
3) I believe what my line manager tells me about changes to the organisation 
4) My line manager clearly explained the reasons for redundancies 
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To allow for further comparison, these four items were combined into a scale to 

measure ̀ communication'. 

Caretaking: Survivors are less likely to react negatively if they believe that: 1) the 

victims are treated with dignity and respect; ii) the victims were adequately 
compensated. Survivors are less likely to react negatively if they perceive the 

organisation helped the victims to find comparative or alternative work elsewhere. 

To gain a full picture of survivors perception of the caretaking provided by the 

organisation five items were designed. These measure the perceived provisions for 

leavers in terms of compensation, outplacement and interpersonal treatment. 

1) I feel that those people affected by the redundancy were treated with dignity 

and respect 
2) I believe that those who left were adequately compensated 
3) I believe that those who left were well looked after 
4) I believe that the organisation helped those who left to find comparable work 
elsewhere 
5) 1 believe that the organisation helped those who left to find comparable work 
elsewhere in the company. 

These items were combined together into a scale to measure the level of perceived 
`caretaking'. 

Job Dependence: Survivors who have a high economic need to work, are more likely to 

react negatively to redundancy. Survivors whose skills are easily transferable are less 

likely to react negatively. 

To identify those survivors with a high economic need to work, survivors were asked 

the level of importance of their income within their household, whether it was `nlost 

important', `equally as important' or `least important'. It was suggested that those who 

perceived their income to be most important held a high economic need to work. To 

evaluate the level of skill transferability the following item was designed. 

1) With my skills and qualifications I think I could easily get a job elsewhere 
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Work Ethic: Survivors with a strong work ethic are more likely to react negatively. 

This scale is based on the premise of the Protestant Ethic, where the belief that hard 

work is a moral obligation. The question therefore is whether people who enter the 

workforce today still believe in the Protestant Work Ethic and behave in the same way. 

The current study adapted a Protestant Ethic Scale developed by Mirels and Garret 

(1971). The authors interpret the scale to measure a belief in the importance of hard 

work and frugality which acts as a defence against sloth, sensuality, sexual temptation 

and religious doubt. To be relevant in the context of work today, only those items 

related to the importance and consequences of hard work were used. 

From the original scale (Mirels & Garret, 1971), items number 4,10,11,13,17, and 18 

were chosen. The aim of this scale was to establish the importance of work and its 

effect on individuals lives and success. The items used were: 

1) Hard work offers little guarantee of success (R) 
2) If people work hard enough they are likely to make a good life for themselves 
3) People who fail at a job have usually not tried hard enough 
4) Any one who is able and willing to work hard has a good chance of 
succeeding 
5) I feel uneasy when there is little work for me to do 
6) There are few satisfactions equal to the realisation that you have done your 
best at ajob 

Item number 1 was reverse scored. The overall score was obtained by summing across 

all items; higher scores reflected agreement with the Protestant Work Ethic ideals. 

Work Effort: Survivors who perceive that they work hard and are dedicated to their 

work are more likely to react negatively. 

The aim of this scale was to measure the amount of effort an individual survivor puts 
into their work and the extent to which they spent time at work as opposed to other 

activities. The current study used a adaptation of the scale used by Lodahl and Kcjner 

(1965). The authors define job involvement in terms of the extent to which an 
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individual's work performance affects his/her self esteem. An individual scoring a high 

job involvement is a person for whom paid employment plays a central part in life and 

who is affected personally by his or her employment circumstances. The original scale 

comprised of twenty items, seven of which were negatively phrased. However for the 

current study, only five items were used, three of which were reverse scored. The items 

which were chosen, were those which were closely related to issues which had been 

raised in Stage 1 and Stage 2 during the interviewing process. The items used were as 

follows: 

1) I am very much involved personally in my work 
2) In general I put a great deal of effort into carrying out my job* 
3) I'll stay after normal finishing time to get the job done, even if I'm not paid 
for it 
4) I put more effort into other activities not associated with my work (R) 
5) I avoid taking on extra duties and responsibilities in my work (R) 
6) 1 used to care more about my work (R) 

* Item 2 was designed specifically for the current study and was devised out of the 

qualitative results from Stages 1 and 2. Items 4,5 and 6 were reverse scored. The 

scores from the six items were combined to create a work effort scale. 

Self Esteem: Survivors with low work self esteem are more likely to react inegatively. 

As part of a 'quality of employment survey' in the early 1970s, Quinn & Shepard, used 

four items to measure Self esteem in a job-related context. The items were bipolar 

adjectival descriptors (Quinn & Shepard, 1974). The original items were measured on a 

seven point continuum. However, in the current study a five point continuum was used 

to maintain similar scoring to other scales within the questionnaire. Respondents were 

asked to indicate how they saw themselves at work. All the original items were used in 

the current study in order to compare scores with previous studies. The items were: 

Successful - Not successful, 
Important - Not important, 
Doing my best - Not doing my best, 
Happy - Sad. 
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The instructions preceding the items were as follows: `here are some words and phrases 

which ask you how you see yourself in your work. For example, if you think that very 

successful, tick box right next to the word "successful". If you think that you arc not at 

all successful in your work, tick box right next to the words "Not successful". If you 

think you are somewhere in between, tick the box where you think it belongs. ' (Quinn 

& Shepard, 1974). The level of self esteem was calculated by summing the four items. 

A high score indicate a high level of self esteem at work. To enable comparison to 

previous studies, the mean results were divided by five and multiplied by seven to 

achieve a comparative seven point scale score. 

Career Orientation: Survivors with a strong career orientation and who believe that 

the redundancies have negatively affected their career opportunities are more likely to 

react negatively. 

To understand survivors career expectations, two items were included in the 

questionnaire. These items were as follows: 

1) I would like to advance or get promote within the next year. 
2) Having a career is important to me. 

These two items were designed to establish the perceived importance of survivors 

careers and their immediate career expectations. 

Relationship with Management: Survivors who have a 'good' relationship with their 

immediate line manager (supervisor) are less likely to react negatively. Survivors who 

i) trust management and ü) believe the reasons for the redundancies are less likely to 

react negatively. 

The following items were designed to measure survivors' relationship with their line 

manager. In particular, this includes the openness of communication, trust and 
interpersonal skills. 

1) My line manager always seems too busy to talk to me about changes to the 
organisation 
2) 1 feel that if I have a problem I can go to my line manager 
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3) The way my line manager manages means that I really feel part of my work 
group 
4) The way my line manager manages means that I know exactly what is 

expected of me 
5) I always have the opportunity to give my line manager my views on work 
related matters 
6) I believe that my line manager really thinks about individual employees 

feelings before giving bad news 

These six items were combined during the analysis to form a overall scale of survivors' 

managerial relationships. 

Relationship with Co-workers: Survivors who have a close personal or working 

relationship with the victims are more likely to react negatively. Survivors who 

perceive themselves to be similar to the victim are more likely to react negatively. 

The items in this section examined individual's relationships with their work colleagues 

(adapted from Brockner, 1990) who had to leave the organisation. 

1) 1 had a close working relationship with one or more of those who left 
through redundancy 
2) I had a close personal relationship with one or more of those who left 
through redundancy 

The following section outlines the adapted and adopted scales used to measure the effect 

of survivors reactions on the organisation. 

Job Content: Survivors who perceive the intrinsic quality of the content of their job to 
have decreased relative to before the redundancies are more likely to react negatively. 

This section was made up of self designed questions which analysed individual's job 

content and the extent to which an individuals job had changed through the 

restructuring. 

1) The variety of work has increased in my job since the redundancies 
2) I feel more involved in my work since the redundancies 
3) I have more work to do since the redundancies 
4) I have worked harder since the redundancies 
5) The quality of the work I produce has increased since the redundancies 
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These items were combined together to form a ̀ job content change' scale. The scores 

were calculated by summing the scores of each item. 

Peer Group Influence: Survivors who perceive their co-workers to react negatively 

are more likely to react negatively themselves. 

Three items were designed specifically for the current study to measure the extcnt of 

peer group influence on survivors reactions. These items focused on survivors 

perceptions of their remaining co-workers organisational commitment and turnover 

intention. 

1) During changes which involved redundancies, I get the impression that my 
colleagues would rather not be working for this organisation 
2) As a result of past redundancies, I think that my colleagues arc less willing to 
spend extra time at work 
3) As a result of past redundancies, I think that my colleagues may be looking 
for work elsewhere 

These three items were subsequently combined to create a single score which related to 

peer group influence. The higher the score the greater perceived peer group influence. 

Survivor Outcome Measures 

Job Insecurity 

Numerous researchers (Greenhalgh & Rosenblatt, 1984) have attempted to measure job 

insecurity, in particular and perhaps the most widely used is the scale developed by 

Ashford, Lee and Bobko (1989). However, in the current study there was a limitation 

on the number of items which could realistically be included in the questionnaire. 
Therefore rather than including a large complex scale, a smaller scale which provided an 

overview of survivors perceptions of insecurity was used. Three items were designed to 

estimate survivors expectation of future redundancies and the level of their own risk in 

terms of those redundancies. 

1) I believe more redundancies are likely to occur in the near future; 
a) in my department 
b) in the Society 

2) As a result of concerns over my job security, I will probably look for a new 
job within the next six months 
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3) 1 don't think that I will lose my job due to organisational changes 

Organisational Commitment 

The aim of this scale was to measure the survivor's level of commitment to the 

organisation. As this was deemed an important measure for the current study a well 

known scale was used, The Organisational Commitment scale devised by Cook and 

Wall (1980) was designed when the authors noted a need for a short robust scale which 

was easily completed by blue collar workers. This is exactly what was required for the 

current study, a simple, easy to complete, short and robust scale. The scale drew upon 

work by Buchanan (1974), and Porter, Steers, Mowday and Boulian (1974) who viewed 

Organisational Commitment in terms of three interrelated components; identification, 

involvement and loyalty. Their original scale was constructed of nine items over a seven 

point likert scale, the scale used in the current study however, uses only eight of those 

items over a five point likert scale. The original measure was made up of three 

interrelated sub-scales; identification, involvement and loyalty. 

Identification; pride in the organisation, internalisation of the organisations goals. 
Involvement; willingness to invest personal effort as an employee of the 
organisation 
Loyalty; sense of attachment to the organisation and wish to remain an employee 
of the organisation (Cook and Wall, 1980) 

However, in the current study organisational involvement was constructed of two of the 

original items, rather than three (one item was eliminated as it was deemed unsuitable 

for the current study). Items 1,5, and 8 covered identification; items 3,6 and 9 covered 

involvement and items 2,4, and 7 covered loyalty. As suggested, item 9 was not used 

as it was considered too similar to item number 6 following the pilot study. The items 

used in the current study were as follows: 

Identity 
1) I am proud to be able to tell people who I work for 
2) I feel I am part of the organisation 
3) I would not recommend a close friend to join our staff (R) 

Loyalty 
4) I sometimes feel like leaving this employment for good (R) 
5) Even if the firm were not doing too well financially, I would be reluctant to 
change to another employer 
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6) The offer of more money with another employer would not seriously make 
me think of changing my job 

Involvement 
7) I'm not willing to put myself out to help the organisation (R) 
8) 1 like to think that both the company and I benefit from my efforts 

Items 3,4 and 7 were reverse scored. The responses were scored on a five point liked 

scale (1 = disagree to 5= agree). In order for the results of the current study to be 

compared to the original study by Cook and Wall (1980), the results were recalculated 

to be in line with a seven point scale (means scores divided by five, multiplied by 

seven). 

Job Satisfaction 

In order to measure job satisfaction, a scale of 'General Job Satisfaction' was used. 

Within their well know Job Diagnostic Survey, Hackman & Oldman (1975) describe 'an 

overall measure of the degree to which an employee is satisfied and happy with the job'. 

Their measure contained five items which were inserted in different sections of the 

questionnaire. For the purpose of the current study all the items were used but kept 

together in order to maintain a 'flow' in the questions. The original scale employed a 

seven point response scale, ranging from 'strongly disagree' to 'strongly agree'. As 

mentioned in the section above a five point scale was used to maintain homogeneity 

with the other items in the questionnaire. The items used were as follows: 

1) Generally speaking, I am very satisfied with this job. 
2) 1 frequently think of quitting this job. (R) 
3) I am generally satisfied with the kind of work I do in this job. 
4) Most people doing this job are satisfied with it. 
5) I believe that people doing this job often think of quitting. (R) 

Items 2 and 5 were reverse scored. A overall score was calculated by summing all 
items. As with the previous measures, the scores were adjusted in order to make 
comparisons with previous studies. 

Job Related Stress 

Again one of the most widely used scales to measure stress derives from the work of 
Folkman and Lazarus (Armstongstassen, 1993b). Their original scale was designed to 
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measure the level of stress before, during and after an examination process. However, 

the supposed range of emotions depicted by Folkman and Lazarus through this process 

mirror the emotions derived from the qualitative stage of the current research. 

Therefore, the scale has been adapted and used within the redundancy situation. The 

scale will measure survivor's level of stress through an analysis of their emotions 

during the redundancy process. The scale comprised of fifteen different emotions which 

were designed to measure levels of threat, challenge, harm and benefit. 

Threat: Worried, Fearful, Anxious 
Challenge: Confident, Hopeful, Eager (Reverse scored) 
Harm: Angry, Sad, Disappointed, Guilty, Disgusted 
Benefit: Exhilarated, Pleased, Happy, Relieved (Reverse scored) 

The items were rated on a5 point likert scale (1 = not at all, to 5=a great deal). A 

overall stress score was calculated by summing each of the items. To support the results 

from this adopted scale, two additional items were used `tired' and `stressed'. These 

were included to gain a simplistic view of how survivors felt. 

Turnover Intention 

Several items were used to measure survivor's intention to leave their job. The 

Michigan Organizational Assessment Questionnaire contains a number of scales to 

measure work attitudes and perceptions (Camman et al, 1979), within this questionnaire 

was a measure of'intention to turnover'. The scale was comprised of three items, two of 

which were used in the current study. The third item was not used as it appeared to be 

too similar to the first item and was felt superfluous following the pilot study. The items 

used in the current study were as follows: 

1) I frequently think of quitting this job. 
2) 1 will probably be looking for a new job within the next six months. 

The responses were scored on a five point likert scale (1 = disagree to 5= agree), a high 
score represented a high intention to leave the organisation. 
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Aspect of the Conceptual 
Framework 

Corresponding 
Questionnaire 

Number(s) 

Source of Questionnaire 
Item(s) 

Notification 39,40,54 Self developed 
Selection Criteria 36,37,38 Self developed 
Decision Making 42,43 Self developed 
Explanations 44,45,52,53 Self developed 
Caretaking 62,63,64,65,66 Self developed 
Job Dependence 29 Self developed 
Work Ethic 1,2,3,4,5,6 Adapted from Mircls and 

Garret (1971) 
Work Effort 14,15,16,17,18,19 Adapted from Lodahl and 

Keiner (1965) 
Self Esteem 8a, 8b, 8c, 8d Quinn and Shepard (1974) 
Career Orientation 7,28 Self developed 
Relationship with 
Management 

47,48,49,50,51,52 Self developed 

Relationship with Co- 
workers 

57,58 Adapted from Broekner 
(1990) 

Job Content 31,32,33,34,35 Self developed 
Peer Group Influence 59,60,61 Self developed 
Job Insecurity 67a, 67b, 68,69 Self developed 
Organisational 
Commitment 

20,21,22,23,24,25,26, 
27 

Adapted from Cook and Wall 
(1980) 

Job Satisfaction 9,10,11,12,13, Hackman and Oldman (1975) 
Job Related Stress 30a, 30b, 30c, 30d, 30e, 

30f, 30g, 301i, 30i, 30j, 
30k, 301,30m, 30n, 30o 

Folkman and Lazarus (1985) 

Turnover Intention 10,68 Adapted from Camman et al. 
(1979) 
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[NAME 1] 
[ADDRESS 1] 
[ADDRESS 2] 
[ADDRESS 3] 

[HEADED PAPER FROM C&GCHE] 

Tel: (01242) 543489 
Fax: (01242) 543355 

Email: Fcampbell®chclt. ac. uk 

I[-- Survey of Your Work Experiences I 

Dear Sir/Madam 

Cheltenham & Gloucester College of HE and Grosvenor Career Services arc currently 
funding a research project looking at individual's reactions to change and restructuring. 
The research helps us to understand the effects of change and how best to cope with it 

and attempts to bring about better managerial practices for the future. Company A is 

one of several participating organisations which is supporting the research. 

This is your chance to participate in a pioneering research project and to tell us about 
your experiences at work and how you have been affected by change. This should 
ensure that employers will understand the effect change has had on you and your 
colleagues and lead to better managerial practices in the future. 

I enclose a copy of the questionnaire which I would like you to complete and send back 
to me in the FREEPOST envelope provided. The envelopes are returned directly to the 
College, to ensure complete confidentiality. 

You will not be identified from the information you provide and no one within 
Company A will ever see a completed questionnaire. After the responses are 
computerised it will be impossible for anyone to link individuals to the questionnaire 
responses. Absolute confidentiality is guaranteed by codes of professional conduct and 
the legal guidelines of the Data Protection Act. 

I hope that you will become involved. It will help you and many other people like you 
to cope with change in the future. If you have any queries or would like further 
information on this project, please call me on (01242) 543489, where you can speak to 
me or leave a message. 

Thank you for your participation in this research. 

Yours sincerely 

Fiona Campbell 
PhD Research Student 
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Open-ended Questionnaire Responses 

The following section will outline the qualitative responses to the questionnaires sent to 

both the Finance Company and the Power Company. 

The Finance Company Results 

Within the questionnaire of the Finance Company there were three open ended 

questions, these were as follows: 

Q37. With specific reference to redundancy, what do you think the selection 
criteria were for deciding who would stay in the organisation? 
Q38. Why do you think that those criteria were used? 
Q72. Do you have anything else you would like to add? Or any other 
comments about the questionnaire? 

Of the respondents from the Finance Company, 63% responded to questions 37 and 38 

and 21% responded to question 72. Questions 37 and 38 were added to the 

questionnaire as the responses were of particular interest to the Human Resource 

Manager of the organisation. 

Table 1: Finance Company Open Ended Questionnaire Responses 

No Selection Criteria Reason For Using Selection Criteria 

I Younger people were kept on and older I don't understand why so many experienced 
experienced people made redundant people were made redundant, I think 

redundancies should have been across the 
age ranges 

2 Good time keeping; hard working; for the well being of the company and staff 
consciencious; adaptable; give quality 
work 

3 commitment to job; length of sickness; to establish the best person for the job that 
performance was left 

6 People who are positive; assertive; Positive people create positive action (i, e. 
willing to succeed work) 

7 Performance management agreements; based on an individuals performance 
age 

8 People who are reliable and hard working to be more efficient 
should be kept on regardless of length of 
service, as opposed to people who are less 
committed and likely to take lots of time 

36 



Appendix 6 

off 
9 I believe it was a cost cutting exercise; cost cutting 

therefore middle management & 
experienced staff were more likely to 
keep jobs than fairly less experienced 
staff 

11 cost; location; attitude they relate to my experience (within my 
department) as those that did not fit were 
made redundant 

12 obviously try and get rid of dead wood we are a business not a social club. Even 
then probably non cost effective or though we provide a service to survive we 
customer focussed departments still have make a profit. 

13 sickness and quality of work 
14 experience; age; salaries; efficiency; to inrease productivity and efficiency 

commitments; able to cope with change through the society staff able to cope with 
change and show commitment would be able 
to carry forward new ideas and encourage 
growth 

15 if your face fits don't know 
17 if your face fitted and you got on well certain areas and people used their power to 

with your manager you were IN even scores with others 
21 Don't know but many ex-anglia staff have where contraction had to be implemented the 

been made redundant since the merger different cultures meant that the Finance 
between the two societies Company staff were preferred to ex-anglia 

staff. Though it was viewed as a merger at 
the time, it in fact proved to be a takeover by 
the Finance Company. It has meant a 
stronger, more competitive and aggressive 
building society; better equipped to face 
today's highly competitive and fast changing 
market place 

22 length of service; whether they could be short service get rid of, if within 2 years. 
re-located, work experience within Too long service - too much pay off. Passed 
society to another department, if they can, work 

experience gained. 
23 sickness records; appraisal scores probably becaseu we would prefer not to 

have staff who were off sick frequently 
(unless for valid reason)or who were not 
performing satisfactorily 

24 Age easy option 
25 have to apply for other jobs with give even chances to all 

organisation if unable to find, you are 
then made redundanct. HR outplacement 
programme 

31 performance; contribution; added value; better people, with a ̀ win-win' 
potential; efficiency gains; reduce fixed mentality/track record 
costs; ̀ political' affinities 

35 Budget budget 
36 with the Finance Company who can tell! 
39 just costs we want to be more profitable 
40 no idea 
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41 don't know 
42 jobs no longer valid; merging of a fair way of deciding redundancy rather 

depts/work areas; flatter structures than picking off individuals 
43 age and salary - assuming meaningful largest immediate financial saving 

criteria were used 
44 not sure; how long a person has been with people who have been with company for a 

the company; department closure short period of time would get a small 
remuneration package, therefore saving the 
company money 

47 over qualified; too high a salary; how personal experience; my sister was made 
many years to pension; age; departments redundant whilst other colleagues were 
merging; too many people doing the found jobs in a re-organised department 
same work; ability and output levels 

48 senior staff (executives redeployed as jobs for the boys at exec level 

appropriate. The `workers' are found 

alternative jobs if available. No formal 

selection takes place 
49 profitability to the society the society is constantly looking for ways to 

cut its cost/income ratio in order to increase 
profits. 

50 length of service; salary unsure 
53 amount of money you would receive to offer people an incentive to go 
55 some financial/business logic; others - change in business criteria/direction; 

face fits or skills may be useful to keep retention not challenged by independent, eg, 
HR, staff association, other managers - 
independents look at head counts not who or 
why. 

56 willingness to change; position; must be adaptable to get through the 
relationship with management restructuring; if there are too many in a 

certain position they are more likely to be 
selected; if you get on will with whoever 
makes the decision that can affect the 
decision 

57 requirements of the job; skill sets matches the jobs to skill sets available. 
Allows that the ̀ best' candidate for the job is 
selected 

58 I don't know 
59 experience; pay and worth to society society wants best people at cheapest cost 
60 last in first out I hope fair 
61 unknown 
63 I think it is important to look at loyalty as I don't understand the basis upon which 

and how long someone has served the people are made redundant I need the criteria 
organisation and try and place them used explaining please 
where needed if possible - rather than 
redundancy 

65 ability; knowledge; cost; experience; no other better evaluation technique 
being in the right place at the right time 

67 last in first out; natural wastage, i. e., because it was their choice , re pregnancy. 
retiring, pregnancy and not returning Last in first out training which would not 

have to be given 
68 no idea no idea 
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71 knowledge and skills best people for the job 
72 Head of personnels opinion - no others simplest method - egotistical "heads or' 

consulted, including the individuals line 

managers 
74 I don't think there is any selection criteria 
77 face not fitting; role/duty no longer to cut management expenses; to manipulate 

required; cost saving; too old/staid in the 'new' team to accomodate senior 
approach; background with organisation managers personal requirements 

78 This would be ̀ rigged' 
79 Capability and experience; track record they are in short suply in on ever changing 

allied to the organisation these factors in world, especially when in the early 90's a 
specific and appropriate areas good deal of experienced 40 year olds 

disappeared 
80 not sure not sure 
82 it is not very clear that any specific mainly due to the fact that a level of 

criteria was used other than a cost cutting managers was removed only to be replaced 
exercise by the same number of managers in lower 

graded positions 
83 usually people in a manual position I think the more senior role you hold - you 

stand more chance of loosing your job 
85 All those who were made redundant unable to comment 

recently, as recent as yesterday have been 

offered an alternate position (whole 
department closed) 

89 staff with longest service record to keep experienced staff to save on training 
expenses 

91 those areas/depts/staff not making a 
positive contribution to the KPIs of the 
society 

92 best performers; what salary staff are on; getting rid of high earners; to be replaced by 
sickness; job grade lower grades/earners 

93 fixed term contracts would go first; and 
there are quite a few of them in my 
department 

95 If your face fits! 
96 lower salary; length of service (i. e. to cut costs. Although quite how you save 

younger) money by making someone on a high salary 
redundant and give them a huge payoff and 
then replace them with someone on a slightly 
smaller salary beats me 

98 redundancy has not affected my through personal knowledge of the people 
department but where it has I believe that involved although some people may have 
selection was based on competence volunteered to leave as I don't know the 
following interviews for remaining affected areas very well 
positions 

99 experience; knowledge; flexibility fewer jobs available 
10 movement of departments to Swindon; rationalisation of business interests; possible 
2 sale of associated businesses amalgamation of geographical sites 
10 I'm not sure, managers don't seem to care because managers are not in tune with people 
3 who they make redundant and take no 

account of peoples feelings 
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10 business efficiency best for the business 
4 
10 the staff made redundancy were those its logical 
5 whose role or dept were either relocated 

or no longer required 
10 everyone who wanted to stay with the 
7 Finance Company was given assistance to 

do so - though not necessarily suitably 
graded positions 

11 which jobs/tasks were redundant; in conjunction with staff union - fairest 
0 volunteers method 
11 ability to do another job within the Important to remain efficient and taking into 
1 organisation. The individuals thoughts account peoples thoughts you would ensure 

about their own career they were committed to the decision 
11 Up to board of Directors unknown 
2 
11 someone who is multiskilled, motivate new technology changing employees job 
3 and adaptable to changes roles 
11 productivity to the dept; absenteeism; all important aspects to the job 
6 aptitude toward work; ability; time 

keeping 
11 salary; restructure cost cutting/ head counts 
7 
11 people who have been with the society cost too much to make people redundant that 
8 longest are displaced and given jobs are on higher salaries (ie. senior execs) or 

elsewhere (it seems to save money on have been with the organisation for a long 
paying out compared to osmone who has time 
been with the organisation for only a few 

years) 
12 no idea 
0 
12 who would be prepared to move town had would not consider moving family therefore 
1 a job, those who couldn't or wouldn't no job available in the same area so made 

were made redundant redundant 
12 I'm not sure, but at a guess I'd say - if 
2 your face did not fit you would be first 

out 
12 Areas identified individuallys as to their To save money and evaluate use of certain 
3 necessity. Last in first out departments 
12 Looking at middle management and they always seem to use the same criteria 
5 cutting away a level 
12 who you know - not how you perform bad organisation and values 
6 

There are many views from the respondents as to what the sclcetion criteria for 

redundancies might have been and why it was used by management. The cross section 
of responses range from subjective criteria such as personality to a more objective 
perspective such as the need for a flatter structure. There were two main distinctive 
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viewpoints, those who viewed the criteria as a strategic management decision and those 

who saw it as a more individual selection criteria. 

First, those who considered the criteria as something beyond their and managenment's 

control. This view suggests that it was departments, levels, business sectors or areas 

were targeted rather than individuals. This was viewed in a slightly more positive light 

than by the more personal criteria. This perspective may have been considered fair, as it 

was outside of the organisations control, due to the industry and environment. The 

concept of this being fair, may be due to fact that respondents could attribute blame 

outside of the organisation itself. 

The second perspective is that the selection criteria was decided by management and 

consisted of criteria to decipher exactly which individuals would leave. The most 

common criteria noted was length of service and last in first out (LIFO). It was felt that 

those who had only been with the organisation for a short amount of time were more 

likely to be made redundant. The reasoning for this criteria was because it was 

considered fair and would save money for training of those individuals. Other criteria 

mentioned was age, experience, performance, flexibility and willingness to change. The 

most negative criteria which was suggested was `whether your face fits'. Several 

respondents felt that there was no formal criteria as such and it was more a case of not 

what you know but who you know. 

Table 2: Finance Company Comments 

No. Any Other Comments? 

2 We are only part way into restructuring so most feelings on my answers to the 
questions haven't arisen yet, but I'm sure in the near future we won't be quite so 
secure as the company have to restructure to enable their future in the financial 
market 

5 I have had no direct involvement with people being made redundant as this has not 
happened in my department 

12 the better part of this questionnaire seems to be relevant to redundancy in my 
department this hasn't really occurred. I therefore can not really give a true reflection 
of how I have felt more how I `would' feel if this did happen 

19 Redundancies have not happened here in the past 12 months, however when they did 
not happen I did not think most people were treated well 

21 1 am concerned that this survey concentrated on negative scenarios, i. e. staff changes 
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and redundancies, is this die to management's in the financial sector shedding many 
jobs with technological advances, take-overs and conversion to PLC? 
Nationwide are a good employer but poor payers. Salaries are low and demands on 
staff high. Though their welfare/concern for staff is genuine especially in today's 
`brutal' job market where people count for little. 

23 A question you may wish to ask is whether people are considering leaving the 
Finance Company for other reasons other than redundancy 

33 I do not have any close experience of redundancy. As stated before, a few people 
were made redundant a couple of years ago in different parts of the organisation but I 
didn't know any of them 

37 The sections on redundancy are not applicable to any department, we have had no 
redundancies in years 

39 Only there have hardly been any redundancies lately 
42 The last redundancies in this area were over 18 months ago, since then morale have 

greatly but slowly improved 
44 I have not been in a department which has been hit by redundancies and therefore 

found it hard to answer some of the questions 
49 My employer is not very good at promoting the right people into the right jobs 
50 I feel staff are concerned with salary increments. I think they should have been 

addressed. I would probably be happier if management reviewed salary 
55 answers relate to a number of changes over the last decade 
57 The section "how do you feel about your job? " is not particularly relevant in 

representing a group when the job is only for one person 
65 No - it has been relatively easy for me to complete as I have experienced redundancy 

elsewhere and am now undertaking a more junior role. I am happy to draw on my 
wider skills to circumnavigate any downsides 

73 My department has not had any actual redundancies but we have restructured and 
merged with other areas. The existing management team (I was part of) has been 
ignored, without any consideration or fact 

77 Whilst reorganisation and changes within the organisation are a necessary part of 
survival. The main motivation si to reduce cost. This is acceptable provided that 
recognition is given to past 'cost cutting' and efficiency implementation. Cost cuts 
are across the board and take little consideration as to the 'FAT' available within a 
given area. 

78 Rather than making people redundant, the Finance Company should give greater 
consideration to succession planning 

82 1 am a little concerned over continual reference to redundancies 
83 Because of changes in general employees do not know where they stand, therefore 

employees are not one hundred percent committed to Nationwide 
85 Part timers (like myself) are discriminated against when it comes to promotion. 

These opportunities are only for full-timers. Even though we are as experienced if 
not more qualified. Management have been made aware of this and arc sympathetic - 
but we are consistently told ̀ position full time' 

90 I think more is expected with less rewards - with one rule for one and a different rule 
for another. Ability is important but time and time again personality comes into play 

96 It generalises too much i. e., I have some colleagues who came out well out of 
redundancy whilst others didn't. 
Redundancies should reduce as more staff are recruited on fixed term contracts ic. 
3/6 months and these can easily not be renewed (this distorts the picture) 
There is no mention of the support given by the staff union during this time 
Management should all receive training on how to make someone redundant in the 
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most sympathetic way, as some are quite ruthless. i. e. - clear out your desk in 2 mins 
and then you are escorted off the premises 
(this behaviour doesn't motivate those who remain in fact it makes them want to go) 

98 Sorry I couldn't be more specific on a number of issues but redundancy has not 
effected this department for a number of years. A number of responses on our 
manager perhaps you should have an option to say ̀ not enough knowledge to answer 
question' 

104 I have not been involved in any redundancies within my department. I have been 

with NBS for 3 years and have made rapid progression but I now feel stuck at a level 
where my skills are not fully used and I am aware I could get more money and a 
more fulfilling job elsewhere, loyalty and the risk element keeps me at NBS 

115 Are we going to be made redundant by the way this questionnaire reads, It sounds 
like there will be a lot of changes, restructures and redundancies, I'm starting to feel a 
bit concerned now, with regards to the questions in this questionnaire 

The open ended responses from the Finance Company questionnaire can be seen as 

particularly useful. The section of the organisation to which the questionnaire was 

distributed have clearly not been directly affected by redundancies. This is interesting 

as they have been present in the organisation throughout its merger and restructuring but 

been only minimally effected. These points of view will give a good contrast to the 

opinions of those who were interviewed, as they were more directly affected by the 

changes. The responses to the questionnaire will give not only a clear contrast to those 

who were interviewed but to the respondents from Case Study 2 who were directly and 

significantly affected by their own redundancies and restructuring. Whilst the 

respondents comments clearly reflect their distance from the organisational 

redundancies, they also highlight their opinions about restructuring in general and 

problems with management of change. It is suggested that the cuts may not be fair as 

they do not seem to affect the `right' parts of the organisation. Respondents also voicc 

their concern over matters of promotion, salary and communications. 

The Power Company Results 

Within the Power Company questionnaire, items 37 and 38 used in the Finance 

Company were not allowed to be included in the questionnaire as they were considered 

to be too sensitive. The Human Resource Director felt that the qucstions wcrc too 

negative and focused on the past and not the future of the organisation. The Director 

did not wish to `remind staff or ̀ dwell on areas which may have caused problems at the 
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time'. This response in itself suggests that the selection criteria used in the 

redundancies at the Power Company, had caused bad feeling within the organisation. 

This is important as it is potentially a factor which has the potential to affect the 

reactions of survivors. Respondents from the Power Company did however, respond to 

question 70, which asked them if they had `any other comments to add? ' . Of the 

respondents, 31% made comments about the organisation, its management and the 

redundancies. 

Table 3: Power Company Comments 

No. Any Other Comments? 

2 Morale fell at the start of the change process and will probably not recover. Change 
process survivors are disenchanted and apprehensive 

6 Information given to us has been in abundance, the rate of exchange to this 
information changed so rapidly that it rendered it irrelevant and led to uncertainty 
and apathy in the work force, increased the stress in individuals as in myself. To sec 
able people discarded by the company and their work being done by an inept contract 
work force has been a major factor in those that remain having confidence in the way 
the site is being managed. The constant changes every tow years or so of managers 
also has an effect on the confidence and respect that builds a stable workforce. Why 
should we pull to every stop while the top dogs are only feathering their own nests? 

7 I have only worked for NP 4 1/2 years. Thoroughly enjoy work. People refer to 
`how it was' being much better than now. People seem concerned about job safety 
and redundancy packages. My experience shows the people winge a lot and should 
try working outside of a big industry where pay and packages are considerably less 
than they would appreciate what they have 

8 The first set of questions assumes that working hard is the same as working 
effectively and productively. I'm uncertain as to whether this is true 

19 In comparison to most staff, I am relatively a new employee commencing 
employment shortly before organisational changes began. The effect on me was 
therefore minimal 

20 I am sick of the bastards I work for 
22 The station tends to lack consistency across the three negotiating bodies with regard 

to temporary up-gradings , i. e., Industrial - daily engineering - daily clerical possibly 
after 1 month but not guaranteed 

25 I have not filled in items 44 and 52 because I am a team leader 
26 People do not like looking for another job. They maybe turned down. Rejected 

again.. Therefore any changes which would cause people to search for another job 
will produced stress, bad feelings etc 

27 the management could not hold a piss up in a brewery. They arc liars and 
incompetent 

28 The questionnaire doesn't appear to consider feelings of futility or loss of control, 
Employers are suffering I feel that there is nothing I can do to improve my position in 
respect of promotion or transferring to another department for a change of 
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environment or to gain experience. In short there is no future, just an enduring now! 
I have a fatalistic attitude toward redundancy - if it happens it happens, there is 
nothing I can do which will change matters -I am just a body which can be off loaded 
when no longer commercially viable 

35 Q69 Prior to the incident on Unit 9 on the 9/9/96 the future seemed very good 
41 I believe change is inevitable in any organisation you can either try to disrupt this 

process or look forward and respect the change - taking on extra duties and 
responsibilities helps with the change process 

46 working in a place where money comes before the workforce does not make for a 
happy home life 

53 I think management are very underhanded in their methods regarding the stations 
future and job situations 

54 I believe that it is run by too many accountants and that profit is all that counts 
56 I hope NP will make a better job of reorganisation next time 
59 The questionnaire was very well laid out and comprehensive, also easy to fill in - 

thank you 
61 This company now operates a profit before people policy, safety is worse, also the 

company is run by accountants not engineers 
65 Multi-skilling has diluted main skills 

Never ending on-slaught of staff reductions despite company make gross/indecent 
profits 
Stations played against each other to further reduce costs/increase efficiency 

74 As I said at q 12 I am the only one in this type of job at Aberthaw 
75 Having friends in similar industrial posts in the UK, e. g. BP, British Steel, British 

Coal, etc and having regard for world employment or organisation trends, the 
developments in the electricity supply industry were inevitable, as demonstrated by 
the inability of all Trade Unions to alter any changes 

76 In question you use the work success I take it to mean job progression and 
promotion, I feel successful by achieving job satisfaction and am adequate (to me ) 
reward for my efforts 

77 Trust and truth does not apply to this stations management 

It is clear from the open ended responses to the questionnaire that the respondents hold 

some fairly strong views regarding the organisation and its management. Clearly, those 

who responded had experienced redundancy both directly and indirectly. There were 

several main issues which arose from the responses. First, there is a suggestion that the 

organisation has a monetary and profit orientated perspective rather than one which is 

concerned by the welfare of its employees. Several comments were made that 
suggested the company was run by accountants. Second, there is a suggestion that 

management have been underhanded in their methods and are in general not trusted. 
This may reflect the feeling that management only remain with the organisation for one 
or two years. This is clearly seen by the respondents as a lack of commitment from the 

management team towards the changes they implement and the organisation itsc1C. 

4ý 



Appendix 6 

Third, there is an indication that employees feel somewhat powerless with respect to 

changes and feel that whatever happens, they just have to accept them. This is also 

supported by a sense of apathy which comes across from the open ended responses to 

the questionnaire. Finally, the results indicate an increase in the level of stress bought 

about by the continuous changes which they feel are being implemented. Overall, the 

comments to final question can be seen as negative towards the organisation as opposed 

to positive. 
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Appendix 8 

Comparison Charts 

The following two charts illustrate the significant difference between the Finance 
Company and the Power Company in relation to organisational identification and 
organisational loyalty. 
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Appendix 9 

Comparison Charts 

The following four charts illustrate the comparisons the job related stress sub-scales; 
benefit, challenge, harm, and threat between the Finance Company and the Power 
Company. 
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Appendix 9 

Survivors perceptions of 'Harm' 
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Appendix 10 

Bar Chart of Survivors Emotions in the Finance Company and Power Company 
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* Note: The emotions `tired' and `stressed' were not included in the Job Related Scale 

developed by Folknian and Lazarus (1985) and were added specifically for the current 

study. 
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