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Abstract

Downsizing has become one of the most popular strategies being used by organizations in an effort
Lo survive and compeie in the current business scenario. This study is an attempl 1o systematically
examine the reasons for and the implications of downsizing in organizations using selected banks
in Nigeria. It also evaluates the downsizing programme of Access bank and Ecobank as well as
examining the impact of downsizing in these banks on the employee-victims and survivors as well
as the organizations. An in-depth interview method was used to gather primary data from
respondents, while secondary data were generated from books and journals. Findings show that
while downsizing is used as a strategic tool 1o reduce cost and increase effectiveness or efficiency
in the banking industry, it is a strategy used during mergers and acquisition and financial
meltdown 1o reduce excess staffing, apart from being a matier of bank policy. The study found that
there are both negative and positive impact of Downsizing on the employee-victims, survivors and
the organization. Based on these findings, the study, among other things recommends that the
banks should recognize the need to explore and exhaust all other forms of cost-saving and to
always use downsizing as the last resort in their effort to restructure their organizations.

Keywords: Downsizing, effectiveness, and organization.

Introduction

Heightened competitiveness and greater struggle for survival among organizations have
continually played out in the past few decades as a result of the opening up of new markets,
dercgulations, and developments in information technology. forcing organizations to take a
critical look at the traditional ways of conducting business in our society (Venkatraman and
Henderson, 1998). This development has made ()l'gzmizations including banks to begin to realize
the need to reduce costs in order to remain competitive in this turbulent scenario.

According to Bhattacharyya and Chatterjee (2005). this need has provided the impetus to
organizations to initiate a spate of organizational change efforts such as restructuring. lay-offs,
downsizing and right-sizing of the organization. Cascio (1993) obscrves that among all the
organizational change cfforts, downsizing appears to be increasing in popularity. So much so that
today, downsizing has become a favoured strategy of companics attempting to cope with the
changing times (Mish'ra and Spreitzer, 1998). The prime catalyst for the majority of downsizing
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activities in mgamzatlons is the objectlves of ieducmg, the cosl of domg busmess andi mueasmg an
organizations level of eﬂlmency, effectiveness, productivity and competitiveness (Cameron,
1994). This of course translates 1o improving thc overall orgamzattonal performance as well as
enhancmg such or gamzatlon s profitability. Tn an attempt to counter the escalatmg pr oblems of
Wpoon productivity, plunging bottom lines, over shﬂmg or hlgh over heads, downsnzmg has been
increasingly cmerging as an oft- used sttategy by orgamzatlons (Bhatlachal yya and Chatterj jee,

2005).

”()WGVCI various scholars have come up with varying defi nmons of downsizing, in principle.
Most of them seem to agree that downsizing would primarily involve a reduction of population in
an or ganualmn s workforce (Mentzer, 1990). But looking at downsmng narrowly as a means of
reducing head count in an organization's workforce might prove to be a short-term approach since
such an apploach has the potential to give risc o cnormous negative conscquences on the
individual employce and the organization as a whole (Cascio, 1993; Davidson, Worrell and Fm\
1996) Downsvmgm its most extreme form may turn into an-across-the-board cut in personnel or
a wl‘()( uson core busme%%s dnd a (hsposal of per lphcnal ones (Nocr, 1993).

Many mgdnvanons ‘have gone under as a result of sevcnal rCasons ol mnnmndgunent
bankruptcy, and high levels of compculmn. Many more organizations also went under before and
after cconomic recession. In the banking industries, downsizing oflen rears its head in times of

- mergers and acquisitions of banks. Although, majority of downsizing rescarch has been
conducted in the United States, still, the contrattion of work forces has not been confined to US
firms, but has occurred thlou‘ghoullhc world (Littler and Gandolfi, 2008).

Baumohi (1993) accusedzmany US mgam;atlom of “dumbqwmg instead of downsizing
because of the deleterious actions taken in pursuit of getting smaller. This frenzy of
~ downsizing activity has resorted, however, from the fact that almost all organizations have had
to acquire more employees than are needed, especially managers. This is partly a reflection of
the “bigger is better” ethics where more employees and larger units were traditionally defined
as an indicator of effectivencss, as a reward Tor succebsful managers, and as a measure and
source of powm and ‘;latus

Howevel Gdndolh and Ildnsqon (2010) assert that since 2008, mgammllons have
experienced occasional dull economic climate due to the wave of mergers and acquisitions of
industries in Nigceria, especially in the banking industry which has brought with it a sense of
fear and anxicty of job losses among employceq in all cadres of most organizations. Though
there are elaborate litcrature on redundancics, the focus, has however, been on positive impacl
“of downsizing to various organizations. This study therefore explores in details, downsizing
and its effectiveness in cngendering organizational effectiveness (rom a dual perspective. That
means from the per spective of the organizations and employee-victims and survivors within
_the context of sclected banks in ng_.,(:l ia. ‘ ,},,
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The Problem

Banks all over lhe world are w1tnessmg changes that have resulted from globallzatlon and
technological innovations. Nigerian banks, like their counterparts in other parts of the world are
known to operate muluple blanchmg systems that are commercially oriented. Howevel the most
noticeable changes in the ngenan bankmg mdusuy occurred in 2007 when there was a dxastlc
decline in the value of the Naira from N113 which was equnvalenl to a dollar to N126. The declme
in the naira value caused Nigeria’s foreign reserves to fall from 10.27 billion dollars 108.29 bx]hon N

dollars (Oke, 2006).

However, the Nigerian banking sector was dominated by the big four banks - I ustBank of Nngeua‘ '
ple, United Bank fmAﬂlca Plc, Union Bank oleg,euaplc and Afribank Plc. Each bank, including
the new entrants, was required to mamlam a minimum holding at the central Bank of Nigeria
(CBN) to the tune of N2 billion Naira from 2001 (Ezeoha, 2006). This decision did not last long as
it led to the sciting up of many weak banks, making it difficult for these financial institutions to
finance major investments in the economy and lending was also poor, this allowed corrupt
businessmen to sct up bogm banks with no solid financial base and little or no financial
manag,ement cxpcmsc or experiences. This undoubu,dly tainted the Nigerian bankmg industr y,
resulting in the greatest criticism of the Nigerian banking sector from the international u)mnumlly
due to increased number of weak banks operating in the country. Government lhcncfone took steps
to consolidate the banks and instituted the law whereby no individuals or groups could cstablish a
bank without an initial deposit of N25 bllhon with the central bank of Nigeria (Oke, 2006). This
law of financial adequacy was dcmgned to addless and checkmate the intentions of the busumq ,
moguls who mtwded toopena bank only to fold it up the next year.

According to Agwu and Carter (2004), the cenlml Bank d(,lmn of uusmg the.minimum financial
holding from N2 bllllon in 2005 to N25 billion in 2009 was wnd(’ly accepted and hoped that it
would make banks in Nigeria stronger. However, with the minimum financial holding requirement
of N25 billion, the number of banks in Nigeria was reduced [rom 98 to 25 and the banks were now
ablc to maintain 93.5% of the deposit liabilities of the banking system. The reforms assisted in
putting the banks in a better position to develop new technologies that will help to improve the
ways of doing business as well as the banking environment (Agwu and Carter, 2014). This
development in‘the’ bankmg sector in Nigeria, threw up downsiZing as one of the imost popular
strategics uscd by the banks in an effort to survive and compete in the n‘énl bu‘;me‘;q scenario.
Downsizing has oflen times had negative rather than positive eﬁecl ] g‘inwallom and

individuals (Brockner, 1988 Henkofl, 1990; and “Cameron, 1997). But deépnle its atendani
negative effeets on both or gamzauom and mdwnduah or gfmnzauom,'a’" ovei lhe wor ld mcludmg

the banks, ﬁcqucmly used it as a rescue siralegy when faced wilh excess capacnly bloaled
employment ranks and declining efficiency. The intriguing questions remain: Why do banking
organizations downsize? How do banking organizations downsize? What is the impact of
downsizing on the employee-victims and the banking 01gam7auons‘”ﬂn auempt to provide
answers to these posers added (o the curiosity and imperativeness of this sﬁldy on Downslang s and

effectiveness in organizations: astudy of selected banks in Nngeua

N
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‘ The oblecuvcs of lhe qludy mclude

i lo cxammc the reasons fm (_‘lownsnzmg3 m lmnkmg or gamzatmm
ii. to evaluate how the banking orgamzauons downsize.
iii.  to examme lhe 1mpact of bankmg 01' amzatlons downsmng on the employccs (Vlctims

B 'and sun vwm ') and the orgalnmtlol1<;

iv. _ tmeu)mmend slmtcgles for successfuldownsmngm the bankmg sector.

Tlm sludy in a way reopens discussion on alarming rate of unemp]oymcnt xesultmg from
, oxgamzatmns downsizing in Nigeria and the recommendations centamly will contnbule towards

» 1csolv111;;,the problem.

l he C onccpt ()ﬂ)owmmng

Vthllel and G andolf (2008), stated that lhc lcnm “dowmmng originated ﬁom the /\mcn ican
automobile industry. Intheir analysis, they stressed that the average American car in the late 1960s
and carly 1970, WClg,hted about 3 tons and more than 15 feet long with a massive engine size
ranging from v6 to v8. But, the oil crisis of 1973 necessitated the need for smaller fuel efficient
cars. The replacement of'the long and heavy duly cars with the smaller fucl cﬂlment cars was then
termed “downsizing™. Thus, the concept of downelzmg could he said to have emerged from a
number of dlsuplme s and drawn upon a wide r range of mana&emenl and 01gan|zallonal theories.
Agwu and Carter (?014) obscwcd that “downsmng is a set of activitics undertaken by the
nmndgemenl of an organization to lmplovc ongﬂm/all(mal elhclcncy ploduclwny1 and/or
competitiveness”. lntelestmgly, Budms q 999) dcf"nes down‘;mng as an or ganuauon s conscious
use of permanent personnel reduction sludy in an allempl o |m|)1ove its eﬂ“ iciency and/or
eﬁeclwcncss The implication of the defi 1mllon is that we placc the conscious use of permancnt
pemonnel 1cduct|on at the heart of downsmng "lhe reason is “that most scholan not only
associated the process of downsizing with the process of leducmg the size of the or gammlmn they
also agleed that downsizing is something 1ntemmndlly undertaken by the mgamzalnon In this
~ way; downsizing is viewed as a planned climination of positions and or jobs and it is a relatively
recent management strategy (Mishra and Spreitzer, 1998). The trend has however, become a
slmtegle weapon of mass cleansing adopted by most troubled organizations. Now hom the above
per; speeuve lhc, study assesses the rcasons for banks downmzmg

Why do Bﬂnks Downsnzc"

Ihis quesnon can be approached ﬁom a variely of pcnspectlves by researchers, langm& from
~economic imperatives, institutional, ideological and strategic perspectives (Bhattachar yya and
Lcum Chatterjec, 2005). Kets de vries and Balaze (1997) feel that downsizing is often a price paid
by organizations for plcwous mismanagement and strategic error in reading the market by the
cxeumves of the management cadre. Nelson and Burke (1998) observe that globallmlmn of the
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market place, technological advances, and growing importance of the service sector, coupled with

global benchmarking with competitors in terms of overhead costs, are some of the market forces -

thathave motivated organizations including bankin gorganizations to resort to downsizing,

Some organizational benefits expected from downsizing may include increase in productivity,
improved quality, enhanced competitive advantage, potential regeneration of success (Nelson and
Burke, 1998), lower overheads, less bureaucracy, more effective decision-making, improved
communication and greater innovativeness. Ip broader terms, the various perspectives (o
understanding why banking organizations downsize may be classified thus:

-

The Economic Perspective: This perspective rests on the assumption that top
management actions are inherently rational and that downsizing is normally undertaken
witha view to increasing an organization's future productivity and economic performance
(Mckinley, Zhao and Rust, 2000). But it can also be argucd that even though downsizing
may be to reduce costs, it may be offsct by increases in other expenses arising from
negative consequences of downsizing. Krishnan and Park (1998) have argued that

- researchers are yet to conclusively prove that downsizing result in improved financial

performance ofa firm. But the recent developmentin'the banking sector where young girls
are recruited as marketers with set largets to woo investors to the bank shows that
downsizing can improve the financial performance of the bank.

The Ideological Perspective: Ideological variables as determinants of downsizing
according to McKinley, Moe and Parker (1998) have identified the ideology of de

burcaucratization which provide -a cognitive framework in which the concept of

downsizing gain legitimacy and the ideology of self-reliance of the employee which
stressed that, ultimately, it is the cmployees who should be résponsible for hig career
wellare and job security instead of relyimg on the carcer. The bureaucratization

ideology recommends thé reduction of hierarchies which in turn displaced middle

levelmanagers from their jobs leading to workforce reduction,

TInstitutional Pcrspcvctivc,: This perspective is anchored on the fact that the search for

legitimacy and reduction of uncertainty are more potent motivators for downsizing
than economic cfficiency and profits (McKinley, Zhao and Rust, 2000). This
perspective states that downsizing has taken on the status of an institutionalized norm
and so legitimize its adoption as a strategy by organizations including banking
organizations. Three social forces have been identified as motivating downsizing as
institutional norm. They include constraining, cloning and learning which implies

getting leaner and smaller as a matter of right as well as nmitating the competitors and

[‘(_)_l‘,lowipg‘\lhrei‘l:ag_;liqn‘)?s., R L R e e

Strategic Perspective; This perspective according (o Dewitl ( 1998) has attempted to
. 4. ] . . 2 .
give a broader definition to downsizing to include not only redyction of manpower, but
also a reduction of non-human resources of the organization which include
N o
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retrenchmenty downscaling and downsizing. The strength of this approach according
to Bhattacharyya and Chatlerjee (2005) lies on highlighting a relatively unexplored
aspect of viewing downsizing as a stralegic choice made by the organization in
1e:>ponse to firm level and mduqtry level mﬂucnces dlffelenl ﬁom ldeologlcal and

_or ganwatmn IS lhe choice of downsmng, as a Str alegy

Fvaluatmn ofDownsmng in Access and Ecobanks. :

Acces‘% Bank is a lar gc ﬁnancml service p10v1de1 with an assct base in excess of 12.6 b1]]10n
dolars (N2 02 tulhon) as of February, 2012 (Central Bank report, 2014) In 2007 Access Bank
began international expansion drive. The bank as at I ebruary, 2012, has its subsidiaries in
Burundi, Cote d'vone the Demomallc chubllc of the Congo, Ghdna Rwanda, Sierra [.eone,
the (Jamhla lan7ama Umtcd ngdom and Zambm Access Bank received its Ticense from
the Central Bank olegm ia and got listed in the Nigerian Stock Fxchange in l‘)‘€9, and h<;ted

'011 thc ngcuan %tock Lxchangc in 1998 In 2005, Access Bank acquned Manma Bank, and

Capltal 13ank by mer; rger in 2011, l ‘he bank in lalks wuh (‘emna] Bank of ngcua also acquucd
Intu (,onlmenldf Bdl]k in ldnudl y 201 2

Acccss Bd]]k dnnounced concl usmn ol its acqumtlon of Intelc onlmenldl Bdnk uealmg an
cxpanded Access b'mk one of the lar geql four commercial banks in ngeua with over 5.7
million customers, 309 branches and over, 1,600 Automated Teller Machines (AlMs) and
about 1,500 employees. As a 1e<;ull of the complctlon of the acquisition process, the bank on
Friday, Janualy, 28,2012 tenmmatcd the cmploymem of about 1,500 employee of acquncd
Intercontinental Bank (l)ally Trust, February, 16, 2012). This ol course shows that mer gers
and dcqumtlom in the bankmg, mdusny hdve ledys bcen chzu aclennd by dowmmng of
.staff or pemonnel

IIowevel Ewbdnk 15 not dll Lxccpllon undel thc above 1cv10wed cncum%lanceq as lhc bank
nmnedmlely aflel llb melse,el with Oceamc Bank Fcobank sacked over 1,250 staff (l)ally
'husl Feb 16, 20]2) Though wadnk sdown'mmgpmmdmcs could bc said to include some
measures ol el leclweness accmdmg lo 1he statement credited to (Busmessnews com.ng
posted at 12: 26pm) Wthh states “A% thc bank contmues to dc,knowledg:,e and reward
excepuoml per lm mance it aho 1ec0gm7eq after calcful review, the need to dlbeng:,dg,e stall’

4 and pmvnde qevemnce pay to those affected in aglccmcm Wllh the u,bpu,uve employee
' umons

As llbul Aku, lhc Mamgmg Director of Lcobank obselved “our focus in the new enlalged

‘Ecobank is to cnsure smooth integration of the two banks as soon as possible while working to

_improve the quallty of scrvice to our customers and operational efficiency” Ihe Director in

another development stated that the bank understands that people are key dbbLlS thereby
“making the bank to emphasize on the need to reward the bank best pelimmels and open up

ncw opportunities for talented and committed people to join the bank as permanent
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employees.

The evaluation of Access Bank and Licobank’s downsizing becomes quite obvious that there
are a number of reasons why organizations downsize their employees; mergers, acquisitions,
loss of profit, change in management, economic crisis and increase in technology. Thus
downsizing as a strategy could be effective in organizations when it is properly planned for.
However, it is important to note at the planning phase, that the received fairness of the
downsizing strategy and its concomitant changes work condition are very critical inorder to
reduce the negative feelings in the survivors and victims of any layoffs (Brockner, 1992)

The Impact of Downsizing on Employees (Vietims and Survivors) and the
Organizations.

Downsizing is one excrcise that almost affects all the units or spheres in organizations. Its
impacts are positive and negative on the organization's employee-survivors and former
employee-viclims and the organization. When organizations downsize, the volume of work
generally remains constant. This makes the surviving employees saddled with additional
responsibilities which will lead to organizational efficiency. But in a poorly performing
cconomy, trimming workforce will keep the business afloat. Organizations downsizing may
be seen in a positive light by stock holders and business owners, but layoffs generally cause a
negative business image for potential employees and existing customers. This negative impact
can hurt the organizations' ability to hire and retain top talents needed to grow the business in.
future. At the employee-survivors level, some employee-survivors experience low moral and
might not want to stay in the organization if they are now overworked.

Nevertheless, some of the survivors also feel happy and fulfilled having survived the sack
exercise. However, for the employee-victims, some of them become despondent. They
equally lost confidence in their skills and ability and can become angry crealing a
psychological pain that might requite counseling. Even though downsizing appears lo create
an illusion that some positive actions are being taken to enhance the fortune of the
organization, onc prime casualty of the process seems to be the way in which people affected
by the exercise are dealt with (Kets de Vries and Balazs, 1997). Findings from literature on this
aspect including their coping strategics, have becn summarized as follows: survivors increase
stress and guilt (Brockner, 1988), Shah (2000) comments: a firms post layoff success is
contingent upon the reactions of the people in its surviving workforce. Other negative
responses exhibited by survivors of downsizing are depression and lethargy (Applebaum,
Simpson and Shapiro, 1987), perceived violation of the psychological contract (Kets de vries
and Balazs, 1997; Tumley and Feldman, 1998; Singh, 1998); lower commitment, increased
absenteeism, turnover (Burack and Singh , 1995), decreased loyalty to organization, fear of
further cutbacks, de-motivation, unproductive workforce (WeakLand, 29()1 ) and diminishing
expectations regarding future prospects in the organization (Cascio, 2003). On the other hand,
some empirical studies have found positive effects on survivorslof downsizing. These include,
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increased loyalty (Emshoff, 1994), viewing dewnsizing as an opportunity for personal growth
(Henkoff, 1990). Mishra and Spreitzer (1998) say that survivors who trust the top management
prior to and after downsizing and

perceive the process to be just, are more likely to exhibit constructive responses to the
phenomenon.

Moreover, empowerment and job redesign would give survivors the confidence in their individual
capacity to cope with the threat of downsizing and would result in their exhibiting more active and
progressive responses (Bhattacharyya and Chatterjee, 2005). I'or the victims, apart from the
resulting financial distress and social dissociations, a major issue for the victim is perceived
violation of the psychological contract (Kets de vries and Balazs, 1997) which was earlicr stated
and can result in an unwillingness to trust futurc employers of labour and a greater tendency to-
work for their self-interest rather than the organization's interest. Victims normally resort to
symptom-focused coping strategies or problem-focused coping strategies (Leana and Feldman,
1990) to deal with the trauma ol being laid-off. Ior the organization, De Mcuse, Vanderheiden and
Bergmann, 1994) concluded that firms that engaged in layolls continued to fare worse in terms of
financial performance than organizations which did not. But organizations that engage in 'pure
employment’ downsizing (permanent reductions in personnel without any decrease in assets) did
not show significant higher performance (Cascio, Young and Morris (1997). However,
organizations that downsize personnel along with a restructuring of their assets showed higher
financial performance than other firms, which is the case in Access Bank and Ecobank which are
now waxing stronger financially after downsizing. Apart from a reductian of the work force,
downsizing also entails engagement of cffective leadership in the organization. The involvement:
of competent and knowledgeable scnior managers who are dynamic, accessible to employers, and
able to articulatc a vision would increase the likelihood of positive outcomes for the organization
following downsizing.

Methodology

The study employed a qualitative method and made usc of both primary and secondary data
sources. Primary data were sourced through in-depth interviews while secondary data were
collected through books, journals and other relevant materials including bulletins from banks.

To obtain the primary data for the study, simple random sampling was employcd to sclect 6
branches of Access Bank and 6 branches ol Ecobank from the Six geo—political zones in Nigeria.
The respondents were drawn from the management or employers, the senior stalf (survivors), the
senior stafl” (victims), the junior staff (survivors) and the junior staff (victims). The total
population for the study was cstimated at 10,014. The sample size of 385 was drawn from the
population using Taro Yamani formula ’
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n=n

1+ N(e)’

Where:

n=Sample size

N=population

I =constant

E =error of level of significance (accepted errorat 5%i.e 0.05).
Purposive sampling technique was used to select the respondent in this order: mﬁnagement
staff — 85, senior staff (survivors) — 60, senior staff (victims) — 50, junior staff (survivors) —
120, and junior staff (victims)— 70.

Discussion of Major Findings -
The following findings were obtained alter in-depth interview with the respondents and the
opinions of the management and the employees both survivors and the victims.

Table I: Responses on whether downsizing has negative psychological and behavioural
reactions among categories of employces affected.

Categories of Respondents Yes No Total
Management L3S 50 85
Senior Staff

Survivors - 40 20 60
Victims 47 3 - |50
Junior Staff / ‘
Survivors 80 40 120
Victims ‘ 65 5 70
Total 267 |18 385

Source: Field Survey, 2017,

Data in Table 1 shows that out of 8 management staff of Access and Ecobank, 35 respondents,
representing 41% accepted that downsizing has negative psychological and behavioural reactions
among calegories of employees affected, while 50 respondents, representing 59% said that, there
is no negative psychological and behavioural reactions among categories of employees affected.
The table also shows that 40 out of 60 survivor-respondents among the senior staff of the two
banks agreed to the fact that downsizing has a negative psychological and behavioural reactions -
among categorics of employees affected representing 67%, while 20 out of 60 survivors ~ -
respondents representing 33% said downsizing has no negative psychological and behavioural
reactions among categories of employees afl fected. | |

Among the victims. 47 out of 50 respondents representing 94% agreed to the fact that. downsizing
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has negative psychologicaltand behavioural reactions among categories of employees affected
while 3 victim-respondentsepresenting 6% disagreed to it. Among the junior staff, 80 out of 120
survivor-respondents representing 67% agreed to the fact that downsizing has negative
psychological and behavioural reactions among categories of employees affected, while 40
survivor-respondents, representing 33% disagreed to it. Again, 65 out of 70 victim respondents,
representing 93% agreed to the fact that downsizing has negative psychological and behavioural
reactions among categories of employees affected, while 5 out of 70 victim respondents
representing 7% disagreed to it.

Table I1: Responses on whether there are positive and negative effects of downsizing on
employce—survivors, employee- victims and‘the organization.

Categories of Respondents Yes No Total
Management 40 45 85

Senior Staff

Survivors ' k 50 10 ' 60

Victims S @ 5 50

| Junior ~ ‘ a A

‘Survivors B 100 20 - 120

Victims i 60° 10 170

Total ' ) 385 ‘ J

Sourcé: Field Surve}“ﬂ 2017

Data in Table II show that 40 respondents out of 85 respondents in the management cadre,
representing 47% agreed that downsizing has both positive and negalive effects on employee
—survivors, employee — victims and the organization, while 45 respondents, representing 53%
disagreed toit. Among the senior staff, 50 survivors - representing 83% agreed to the fact that
downsizing has both positive and negative effects on employee — survivors, employee —
victims and the organization as well, while 10 survivor — respondents, representing 17%
disagreed to it.

Among junior staff categories, 100 survivors — respondents representing 83% agreed that
downsizing has both positive and negative effects on employee — survivors, employee —
viclims and the organization, while 20 survivor — respondents, representing 17% disagreed to
it. 60 victim - respondents, representing 86% agreed that downsizing has both positive and
negative eflects on employee - survivors, employee — victims and the organization, while 10
viclim - respondents, representing 14% disagreed (o it.
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Table 111: Respondents view on whether there are adverse effects of downsizing on
productivity and effectiveness of the individual and the organization.

Categories of Respondents Yes No Total
Management | 56 29 8

Senior Staff

Survivors ' 50 T 60
Victims , 140 T 50

Junior Staff ' ]
Survivors 90 30 120 |
Victims o 65 5 70 o
Total 301 84 | 385

Source: Field Survey, 2017.

Data in Table 111 show that 56 out of 85 management staff of the sclected banks, representing 66%
agreed that downsizing has adversc effects on productivity, effectiveness of the individual and the
org,anuauon while 29 respondents, representing 34% disagreed to it. Among the senior
lespondents ot of 60 representing 83% agreed that downsizing has advelse elfects on

productivity,

effectiveness of the individual and the or ;:,amzatton while 10 survivor -- respondents reprcsentmg
17% disagreed to it. Again, 40 victim - respondents out of 50 representing 80% agreed that
downsizing has adversc effects on productivity, cffectiveness of the individual and the
organization, while 10 victim —respondents, representing 20% disagreedtoit.

Among the junior staff category, 90 out of 120 survivor — respondents agreed that downsizing has
adverse effects on productivity, effectiveness of the individual and the organization, while 30
sutvivor — respondents disagreed Lo it. But 65 out of 70 victim - respondents, representing 93%
agreed that downsizing has effects on productivity, effectivencss of the individual and the
organization, while 5 victim —respondents, representing 7% disagreedto it.

Conclusion

From the study, it can be concluded that organizations, during the process of downsizing generally
appear to pay less attention to the people factor in some cases while some do as rightly pinpointed
out by the Managing Director of Ecobank plc. For those or ganizations which do not pay attention
to people factor, the result is a host of negative psychological and behavioural reactions among all
three categories of employees affected by downsizing process, namely, survivors, victims and the
organizations. These reactions, however, adversely affected productivity and effectivenessof the
individual employees-survivors. The study also reported the ewdgme of both positive and
negative consequences or impact of downsizing on employee-survivors, employce- -victims and
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the organizations, (both financiaily and otherwise). This indicates that downsizing alone cannot
ensure an improvement in firms’ performance but a contribution of other factors like the people
factors can be a considerable action.

Recommendations

In the light of the above conclusion, the study now put forward the following measures as
recommendations to strengthen the Nigerian banks in their downsizing programmes.

1. Banks should recognize the need to explore and exhaust all other forms of cost-saving and
to always use downsizing as the last resort.

2. Management should develop time frame for downsizing programme which means
adequate plans should be put in place for downsizing.

3. Attention should be paid to the need of both survivors and victims

4. Internal resources should be used to identify areas of redundancy and inefficiency and then
targeting thosc arcas for downsizing.

5. Severance poli'c'ylshould be adopted by all banks for theiremployees.

6. Bank employees should be scen as valuable assets by the banks” management.

7. Banks should develop and initiate genuine and open communication with their employees

for input in the programme of downsizing,
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