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Abstract: This study is aimed at investigating the effect of downsizing on the job satisfaction of surviving employees at Vodafone
branch, Ghana. The study specially sought to find out if there was any sex, job status or age differences in job satisfaction among
survivors of downsizing at Vodafone Ghana. This research employed the survey research approach. The study population
included the staff of Vodafone Ghana, Osu branch. A total of 68 respondents were drawn from various departments of the
organization out of 97 for the study using convenience as well as purposive sampling techniques. A Likert scale-typed
questionnaire was used with responses ranging from strongly disagree, disagree, Uncertain, agree and strongly agree.
Quantitative data analysis was done using computer software: Ms Excel and SPSS. Data collected was analyzed using both
interpretive and statistical methods. In all, the study tested three hypotheses. Results of the study indicated that, there were no
gender differences in job satisfaction among survivors of downsizing. Again, contrary to the hypothesis stated, age was not
found to affect the job satisfaction of survivors of downsizing. However results of the study showed that survivors of downsizing
experienced less job satisfaction than their senior counterparts. Based on the findings from the study, the following
recommendations among others are put forward: For downsizing to be effective and strategically beneficial, an implementation
plan must be in place. It is also recommended that management should involve employees in the process, and communicate
comprehensively reasons for the downsizing. Further research on the effects of downsizing on survivors will serve to further
refine the relationships as presented, or add data sufficient to assess those variables not used in this study and in addition, may
identify new variables not currently identified as potentially relevant to downsizing.
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Background to the Study

The working life of today is characterized by continuous and often extensive changes. This restructuring process is due to
different factors such as global competition, economic reception, new technology and transition from manufacturing to service
production. In order to handle the situation, organizations are keen on minimizing their costs, and this has often resulted in
organizational downsizing (Sunitha et al 2015).

Downsizing refers to a deliberate organizational decision to reduce the workforce that is intended to improve organizational
performance (Cameron, Freeman & Mishra, 1991). The issue of downsizing is a global phenomenon and the number of
organizations and jobs affected by downsizing is staggering (West, 2000). Recent evidence according to West (2000) indicates
that organizational downsizing has shifted emphasis from blue-collar jobs to white-collar positions. Virtually every sector has
engaged in downsizing. It does not only affect personnel in lower levels in organizations, but personnel at all echelons in
organizations. Situation such as eroding market share, international competition, rising labor costs, economic contractions,
obsolete technologies or products, and political changes may also prompt organizations to downsize.

In Ghana, certain companies are employing this same strategy for different reasons. In August 2009, the management of
Vodafone Ghana announced that they were planning on laying off 950 workers as part of its compulsory redundancy
programme it embarked upon. This they claim was ultimately intended to put the company on top of competition and make it
productive and profitable in two years.
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Until recently, survivors of downsizing were often considered the lucky ones and would or should be grateful to have kept their
jobs so as not to become the next casualties. In theory, downsizing is presumed to have positive outcome for the organization.
In some situations, downsizing may have accomplished what management had intended and in other situations, a negative
consequence is the outcome. Organizations are beginning to weigh the relative costs and benefits of downsizing against the
negative impact it had on employees. Most of the research literatures on downsizing have addressed its significant negative
impacts, especially for individuals. One important question to ask is, are survivors really grateful to have retained their jobs or
are they negatively affected by downsizing especially in terms of their job satisfaction?

Brief History of Case Organization
According to Wikipedia, Vodafone Ghana, formerly Ghana telecom, is the national telecommunication company of
Ghana. In 2006, it had around 400,000 customers for fixed and mobile telephone and internet services.

On 3rdJuIy 2008, the sale of the company for $900 million to Vodafone group was announced. After the transaction
closed, Vodafone had a 70% stake in the company, while Ghanaian government retained 30% stake.

On 16thApriI 2009, the company was rebranded as Vodafone Ghana. The company laid off 950 employees under the
new business transformation update under a compulsory redundancy to deliver enhanced value for customers and ensure
commercial success in the competitive telecommunication market. Vodafone Ghana has established over 30 retail shops and
over 4,200 employees across the nation with its headquarters at the Kwame Nkrumah circle opposite Odo rice restaurant.

The Vodafone Ghana Osu retail shop was opened on the 23" of August 2014 with 35-easter capacity is said to
deliver the fastest internet speed in Africa with a minimum of 40MB per second.

Vodafone Ghana Foundation
Vodafone Ghana Foundation, the charity arm of Vodafone Ghana was launched in 2009 to support sustainable initiative

that drives social change, improve people’s lives and solve pressing needs. Vodafone Ghana foundation believes that mobile
communications can help address some of the world’s compelling humanitarian needs and improve living conditions
Mission and Vision of Vodafone Ghana

Vodafone Ghana focuses on developing new products while supporting the local economy. Vodafone Ghana aims to get
communication products in the areas where they are needed the most.

Vodafone Ghana is committed to their customers. Vodafone Ghana focuses on great customer care and encourages their
employees to volunteer through the Vodafone Ghana foundation.

Statement of the Problem

Since the early 1980s, a variety of studies have described the psychological, attitudinal, and behavioral effects of
downsizing on survivors (West, 2000). However, most studies have selected only a small subset of the various factors thought to
be affected by downsizing and have limited their investigation to the effect of downsizing on employees in a single firm
(Bommer, 1996). It is possible that the findings from these specific situations may not apply to other organization with different
purposes, functions, or sectors. In the view of this, the present study in an attempt to address this problem focused attention on
using different organizations with varying operations, provided they have undergone downsizing. This ensured that the findings
from the present study have external validity.

Several studies indicate that downsizing has influenced employees’ health and well-being in a negative way (Herting &
Theorell, 2002; Isaksson & Muhonen, 2003). Surprisingly, little of these studies were conducted on Ghanaian samples. As
indicated by West (2000) with the exception of the study by O’Hare and Vilardi (1994), research literature in general has not
addressed the commonality of the findings of the independent studies on downsizing effects. Findings from this study will make
addressing commonality of these findings more meaningful because of differences in the research settings. Again, findings from
the present study will reveal how applicable findings elsewhere are to Ghana. Vodafone Ghana having downsized in 2009
retained some employees after the downsizing exercise. The issue that provoked this study was to establish the problems faced
by downsizing survivors at Vodafone Ghana and how it has affected the satisfaction of their job.

Objective of the Study

The main purpose of this study is to examine the effects of organizational downsizing on survivors at Vodafone Ghana.
To achieve the general objective, the study is aimed at addressing the following specific objectives:

i To examine the differences in job satisfaction among older and younger survivors of downsizing.
ii. To examine the gender differences in job satisfaction among survivors of downsizing.
iii. Investigate the influence of downsizing on the performance of surviving employees
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Research Questions
The following are the research questions:
1. Are female survivors experiencing less job satisfaction than the males
2. Does downsizing have effect on the performance of older employees than younger employees
3. To what extent does junior survivors experience less job satisfaction than their counter part senior survivors at Vodafone
Ghana

Research Hypotheses
The following hypotheses were tested:
H;. Female survivors of downsizing will experience less job satisfaction than their Male counterparts.
H,: Downsizing will lead to less job satisfaction amongst junior members than senior staff members.
Hs: Older survivors of downsizing will experience less job satisfaction than younger survivors.
Significance of the Study

Upon its completion, this study will be very beneficial to the business community in particular and general public at
large. The management, the business, and employees will be the major stakeholders to gain from this research work. An
understanding of the effect of organizational downsizing on survivors within an organization might be instrumental to help
manage the way downsizing is performed in an organization. And serve as a reference document for students who will research
on a similar topic in the future
Delimitation or Scope of the Study

The study focused mainly on the effect of organizational downsizing on survivors within an organization, using
Vodafone Ghana Osu branch as the research environment. As a result the findings will more importantly be for the benefit of
Vodafone Ghana Ltd and other organizations with similar operations that has encountered downsizing.
Limitation of the Study
The staff of the company were reluctant to be interviewed despite the assurance; they were afraid that the information
collected may be used against them. Only one branch of Vodafone Ghana was chosen for this study. If more branches where
studied, the results are likely to be more grounded.

Conceptual Framework

Concept of Downsizing

Downsizing is fairly straightforward term which directly refers to making something smaller. Nevertheless, there are many
aspects to the concept. Mentzer (1996) states that there is controversy around the meaning of the term; does downsizing mean
a deliberate action and does any given decrease in workforce mean downsizing.

Sheaffer, Carmeli, Steiner-Revivo and Zionit (2009) state comprehensively that organizational downsizing is a relevant
management strategy that targets to improve the performance of organization by decreasing costs selectively. External shocks
and poor organizational processes create a need for firm to engage downsizing actions which, according to well-known belief,
improve firm’s performance. Kets De Vries & Balazs (1997) opine that downsizing is expected to lead to lower overheads,
decreased bureaucracy, faster decision making, smoother communication, greater ‘entrepreneurial’ behavior, increased
productivity, and better earnings. They continued that the major reason or motivation behind downsizing actions is to enhance
the efficiency of the company compared to the competition.

Maybe the most comprehensive meaning for downsizing is offered by Dewitt (1998). He writes that majority of the research in
downsizing field focuses on cost saving programs executed by layoffs. Nevertheless, downsizing means overall reducing physical,
financial, organizational and human resources to gain efficiencies. He categorizes downsizing approaches into three subclasses;
retrenchment, downscaling, and down scoping.

Retrenchment: In retrenchment actions, firm maintains its scope and even increases its output through centralization and
specialization of production, changing its supplier relationships and realigning its managerial responsibilities. The writer states
that if the company is in tight competitive situation, combining troubled and efficient resources might more likely affect
negatively to good quality resources than improve the efficiency of the less quality resources, this is the downside of
retrenchment strategy.

Downscaling: The second downsizing approach that Dewitt (1998) mentions is downscaling. It refers to permanent cuts in
physical and in human resources which leads to lower output while maintaining the market scope and product lines. This is an
approach to introduce firm’s supply permanently in line with market demand. The downside of downscaling strategy is that it
reduces firm’s ability to meet competition and affect negatively to scale of production advantages. Nevertheless, downscaling
actions leaves a firm with an opportunity to scale back its production output as market scope and product lines are maintained.
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Down scoping: The third downsizing approach is down scoping. Downs coping refers to comprehensive reduction of firm’s
resources and activities which may lead to shrinkage of overall output. This approach targets to subtract the complexity of firm’s
product-market-technological position and, therefore, vertical and horizontal differentiation of the firm is decreased. As down
scoping is the most comprehensive form of downsizing, Dewitt (1998) mentions five different kinds of down scoping measures
with three of them decreasing firm’s horizontal scope and two vertical scope. The First of the horizontal measures is line
pruning, term originally developed by Kotler (1965).

Line pruning refers to sale of manufacturing or distribution rights or even total product elimination. This is put into action with
layoffs. The second is market withdrawal which was originally developed by Porter (1976). Market withdrawal is relevant for
distant, population-sparse and geographically challenging markets. As the term is self-explanatory, this approach leads to a
decrease in firm’s scope and scale. The third horizontal form that Dewitt (1998) states is customer withdrawal which targets to
reduce the amount of unprofitable business relationships and support these actions by layoffs and reallocation of human and
physical resources.

The two down scoping approaches; reducing firm’s vertical scope are backward disintegration and forward disintegration.
Backward disintegration refers to decreasing the firm’s own input production processes and self-sufficiency. Forward
disintegration on the other hand cuts resources from the top of the production stream in distribution and retail functions and
facilities.

Chalos& Chen (2002) take DeWitt’s meaning of downsizing to a more practical level. They categorized downsizing into three: i)
revenue refocusing ii) cost cutting iii) plant closure. These all have different effects on corporate efficiency and profitability
development in the future.

Some researchers have altered the downsizing concept and developed it further. One of the most recognized terms among
researchers is rightsizing. Hitt, Keats, Harback and Nixon (1994) acknowledge rightsizing as integrated part of the organizational
processes, products and people. Rightsizing demands constant analysis of the processes of the organization and is based on
shared vision of the future and common mission among the members of the organization. The main difference between
downsizing and rightsizing as a term is the positioning in the timeline. Downsizing may include one single measure as a
downsizing action, whereas rightsizing is a constant process in the organization.

Job Satisfaction

Hoppock defined job satisfaction as any combination of psychological, physiological and environmental circumstances that cause
a person truthfully to say | am satisfied with my job (Hoppock, 1935). According to this approach, although job satisfaction is
under the influence of many external factors, it remains something internal that has to do with the way the employee feels. That
is, job satisfaction presents a set of factors that cause a feeling of satisfaction.

Vroom in his definition on job satisfaction focuses on the role of the employee in the workplace. Thus he defines job satisfaction
as affective orientations on the part of individuals toward work roles which they are presently occupying (Vroom, 1964). Job
satisfaction represents a combination of positive or negative feelings that workers have towards their work. Meanwhile, when a
worker employed in a business organization, brings with it the needs, desires and experiences which determinates expectations
that he has dismissed. Job satisfaction represents the extent to which expectations are and match the real rewards. Job
satisfaction is closely linked to the individual's behaviour in the work place (Davis et al., 1985).

Job satisfaction is a worker’s sense of achievement and success on the job. It is generally perceived to be directly linked to
productivity as well as to personal well-being. Job satisfaction implies doing a job one enjoys, doing it well and being rewarded
for one’s efforts. Job satisfaction further implies enthusiasm and happiness with one’s work. Job satisfaction is the key
ingredient that leads to recognition, income, promotion, and the achievement of other goals that lead to a feeling of fulfillment
(Kaliski, 2007).

Job satisfaction can be defined also as the extent to which a worker is content with the rewards he or she gets out of his or her
job, particularly in terms of intrinsic motivation (Statt, 2004). The term job satisfaction refers to the attitude and feelings people
have about their work. Positive and favorable attitudes towards the job indicate job satisfaction. Negative and unfavorable
attitudes towards the job indicate job dissatisfaction (Armstrong, 2006).

Job satisfaction is the collection of feeling and beliefs that people have about their current job. People’s levels of degrees of job
satisfaction can range from extreme satisfaction to extreme dissatisfaction. In addition to having attitudes about their jobs as a
whole, people also can have attitudes about various aspects of their jobs such as the kind of work they do, their coworkers,
supervisors or subordinates and their pay (George etal, 2008).
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Theoretical Framework

There are numerous theoretical issues that intervene between an organizational decision to downsize, the mechanisms used to
accomplish the reduction, individual reactions to the process, and eventual impact on the organization. To meet environmental
demands, an organization may make changes to its structure, strategy, and products and services. Population ecology (Hannan
& Freeman, 1977) and institutional theories (DiMaggio & Powell, 1983) provide alternative perspectives on organizational
change. Population ecology theory emphasizes the significances of environmental pressures, highlighting how these pressures
affect survival. Institutional theory underscores the importance of maintaining legitimacy by meeting societal or individual
theory expectations.

Population Ecology Theory

Population ecology theory examines downsizing from an evolutionary perspective (Hannan & Freeman, 1977). According to this
viewpoint, the external environment determines the most favorable characteristics of the population of organizations. To
survive in their environment, organizations, must adapt to the constraints. The adaptation process may force organizations to
decrease their size. By meeting the demands of the environment through downsizing, an organization increases its chances of
survival. An organization’s desire to meet the demands of its environment by downsizing could lead to those who survived it to
become less satisfied with their jobs simply because they do not know when next the organization will downsize and whether
they are next to be kicked out.

Institutional Theory

DiMaggio and Powell (1983) offer an institutional perspective for why an organization may choose to downsize. Institutional
theory views downsizing as one response to environmental uncertainty. The organization chooses this strategy because it
provides a semblance of control. When executives are unable to predict the environment, they are more likely to make
adjustments that may be similar or identical to the actions of other organizations. An important distinction of this theory is that
imitation can occur among organizations without any credible evidence of a causal link between improved performance and
downsizing. From this theoretical perspective, downsizing serves as a legalizing strategy and buffers organizations against
further chaos associated with uncertainty.

Although managers may not explicitly view downsizing from a particular theoretical perspective, they create an implicit
assumptions among other organizations whenever they use this strategy. Hence, executives may choose this strategy because
the trade literature, professional association, and executive training programs suggest that it can result in performance
improvements when an organization is a certain size

Empirical Framework

This section reviews some of the studies that have been conducted in the area of downsizing and its effect on survivors. The
main argument being advanced here is that, downsizing will have a negative effect on the job satisfaction of employees who
survive it. In addition, studies which give cause to believe that the negative effect of downsizing on the job satisfaction of
employees will have more effect on junior staff, females and other staff as compared to senior staff, males and older staff are
reviewed.

There is assumption that the effectiveness of downsizing efforts is ultimately dependent on reactions of survivors to the process
(Brockner, 1988). Studies have noted the lack of conclusive evidence supporting long-term benefits of downsizing (Dugherty&
Bowman, 1995; Lewin & Johnston, 2000). In fact, many of the anecdotal reports (Byrnr, 1994; Chandler & Bums, 1994; Godfrey,
1994) and empirical studies highlight the negative effects of downsizing on surviving employees’ productivity (Armstrong, 1988)
and profitability (Madrick, 1995; Ruback, 1995). In a study of job survivors’ responses to layoffs, Davy, Kinicki, and Scheck (1991)
state that witnessing a layoff produces negative psychological and behavioral responses by layoff survivors.

Armstong, Cameron and Horsburgh (1996) studied nurses’ satisfaction in three hospitals in Ontario, Canada, in 1991 and 1992.
The 1991 study was performed at a time when the hospitals were experiencing a nursing shortage, and the study measured
satisfaction after staff restructuring. The results of these studies showed that overall job satisfaction remained relatively
unaffected. However, the nurses reported less satisfaction with certain aspects of their job and work environment, including job
security and supervision. This study emphasizes the necessity for effective communication before and during the downsizing
process to mitigate the perceptions that the Human Services Organization (HSO) violated its psychological contract with its
employees.

The findings of the study conducted by Rondeau and Wagar (2001) revealed that, the size of the reductions was less significant
than the manner in which HSOs dealt with employees during the process. In order words, those HSOs that considered their
employees in the process (e.g., providing long periods of notification, allowing employee input) were able to decrease negative
outcomes such as dissatisfaction.
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Furthermore, results from a study conducted by Sutton, Eisenhardt and JUcker (1985) showed that survivors of Atari
Corporation’s downsizing reacted very negatively to the callous manner in which employees were laid-off. Survivors observed
that employees received no advance notice of their layoff, and that management was not keeping them informed about the
downsizing process. Employees responded with decreased morale, and strong intentions to leave the company as soon as
possible.

Moore (2001) employed three hospitals in his study to learn nurses’ reactions to the restructuring process and to assess the
impact of restructuring on nurses’ well-being. The results of this study suggest that the level of restructuring has a significant
effect on the level of nurse stress. The manifestations of stress included feelings of burnout, lower professional self-efficiency,
and intentions to leave the organization. However, these feelings were medicated by the perception of social support and by
positive coping styles, specifically by viewing the restructuring as a challenge to be mastered. This study also suggests that
participation in the restructuring process medicated the manifestations of stress.

Riverside Community Hospital in Califonia offers an example of the benefits of protecting staff during downsizing (Sherer, 1997).
Immediately following a facility-wide downsizing, the hospital implemented an open forum to increase management and staff
communication and to provide an environment in which management could address staff issues. If the hospital had not focused
on employee morale, the entire downsizing process would not have been successful.

In order related studies, Evans (1995) studied U.S. soldiers in the downsized U.S. military, and Noer (1993) interviewed
employees of a downsized private organization. Similar themes emerged from both of these studies, namely; increased stress,
decreased motivation, and reduced performance with extra workload.

Armstong-stassen of the Management and Labour Studies, Faculty of Business Administration, University of Windsor, Ontario,
Canada and her panel members examined the reactions of 187 federal government employees aged 45 and older during the
initial phase of a large-scale downsizing and 20 months later. There were few significant differences in the reactions of older
men and women. Respondents in management positions reported significantly more positive attitudes towards their job and the
organization than did respondents in non-management jobs. Compared with the initial phase of the downsizing, respondents
reported a significant decrease in commitment to the organization 20 months later. For the two dimensions of job insecurity,
perceived threat of job loss decreased, whereas sense of powerlessness over decisions of job affecting the further of one’s job
increased. A major area of concern for management is the low level of organizational trust and morale reported by the
respondents at both time periods.

The focus in the research literature has been on the unemployment and reemployment difficulties of other workers who are the
victims of downsizing (Golden, 1992; Warr, 1994).Whereas, the impact of downsizing on those older employees who survived
organizational downsizing has received little attention. There are two major reasons why it is important to examine the effect of
downsizing on older survivors. First, older employees may be especially negatively affected by organizational downsizing. Older
employees have been more vulnerable to job displacement than younger employees (M. Amstrong-Stassen 2001), suggesting
that organizational downsizing may be particularly stressful for this group because of the serious threat of being laid off. More
so, loosing their job can be very traumatic. Moreover, the practice of offering early retirement incentives as a way of reducing
the company’s workforce is forcing many older people into involuntarily withdrawing from the labour force (Useem, 1994).
People in this age group may also be more reluctant to their community (Price, 1990). Older employees may have a greater
vulnerability to being adversely affected by organizational downsizing.

In a recent study of the effects of downsizing on the health of remaining employees, Vahtera, Kivimaki and Pentti (1999) found a
significant relationship between downsizing and medically certified sick leave. This effect was much stronger when the
proportion of the workforce aged50 years was high, compared with when the proportion of the workforce aged over 50 was
low, suggesting that downsizing may be especially detrimental to older workers. The trauma of job loss associated with lose of
livelihood can better explain this. The second major reason for examining the effects of downsizing on older survivors is that
organizations have conducted downsizing with little awareness of its age-sensitive effects (Marshall, 1998). It is important that
management understands what impact downsizing has on older employees, especially in light of the prediction that older
workers will become absolutely criminal to businesses in the next few years (Solomon, 1995).

Numerous studies have examined gender differences in job attitudes. The job satisfaction of men and women has been the most
frequently studied comparison. The results have been highly inconsistent, with some studies showing that women report
significantly higher job satisfaction than men (Clark, 1996; Loscocco, 1990), some studies indicating that men are more satisfied
with their jobs than women (Devau & McAllister, 1991; Miller & Wheeler, 1992), and still other studies findings shows that there
is no significant gender differences (Lambert, 1991; Russ & McNeilly, 1995). Abraham & Hansson (1996) compared the job
satisfaction of men and women aged 40 to 69 and found that women in this age group reported significantly lower job
satisfaction than men. Although women are more vulnerable both to being laid off and to having difficulties becoming
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reemployed (Leana& Feldman, 1992;Mccall 1997), there is some evidence that men tend to value job security more highly than
women (Rowe & Snizek, 1995; Tolbert and Moen, 1998) and (Miller & Wheeler, 1992). However, some studies (Kuhnert &
Palmer, 1991; Roskies & Luis-Guerin, 1990) have reported no significant differences between men and women for perceived job
insecurity.

Furthermore, certain studies examined the effect of job level with a downsizing context. Armstrong-Stassen (1993) found that
supervisors were significantly more likely to perceive the company’s reason for the cutbacks as fair and were also more likely to
perceive greater job security than technicians. Armstrong-Stassen (1998) examined how layoff survivors perceived and coped
with a recent downsizing and found significant differences between clerical employees and female technicians and between
male supervisors. In a longitudinal study of the reactions of management and staff employees to a hospital downsizing, Luthans
& Sommer (1999) found that, compared with staff employees, managers reported significantly higher organizational
commitment and work-group trust. There were no significant differences between managers and staff employees for job
satisfaction. The level of work-group trust remained relatively stable across the three time periods for managers, but trust
declined significantly between time 1 and time 2 for the staff employees. For both managers and employees, there was a decline
in organizational commitment and job satisfaction over the 2-year period. These findings indicate that management and non-
management survivors respond differently to organizational downsizing. What is not known is whether these differences will
continue to be found when older layoff survivors are the focus of investigation.

Judging from the outcome of these studies, survivors of downsizing could be said affected by the process, at least to a certain
degree. Even if organizations forewarn employees of downsizing, those who survive may feel a sense of guilt, low morale,
reduced sense of team spirit and burnout leading to reduced satisfaction of jobs. More importantly, it can be seen that the
impact of these negative outcomes is greater for junior staff, females and older employees.

Methodology
Research Design
This research usedthe survey research approach. Survey research is used for explorative intention, explanatory or confirmatory,
evaluation, prediction, operational research and development of social indicators. It allows the collection of data about subjects
that are exclusively internal to the participant, such as attitudes, opinions, expectations and intentions, and data on these areas
are important for the study. Furthermore, it is often obtained by using questionnaires, allowing for standardization of data for
easy comparison.
Population
The study population included the staff of Vodafone Ghana, Osu branch. The organization was chosen due to its past downsizing
of large number of employees in 2009, and this is of great importance to the study. The Osu branch was chosen because of the
ease at which the researcher would access data necessary for the study.
Sample and Sampling Procedure

A total of 68 respondents were selected out of 97 for the study. This sample size was settled on taking into
consideration the difficulty in locating downsized organizations and most importantly locating those who survived it. The
respondents were drawn from various departments of the organization. A conscious effort was also made to ensure a fair
representation of sexes, ages and job status (i.e. junior and senior staff), since these are variables of interest in the present
study.
The convenience as well as purposive sampling techniques was used to select the respondents for the study. The purpose
sampling technique was appropriate in identifying or selecting those who qualify for the study, that is, those workers who have
survived downsizing. The convenience sampling techniques was then used to select workers who are readily available and
willing to take part in the study. These sampling techniques also ensured a fair representation of the various subunits in the
population.
Instrument
This research used the structured questionnaire and the items on the questionnaire were close ended-questions making it easier
for respondents to understand and answer. Besides, it facilitated interpretation of data by standardizing alternative responses. A
Likert scale-typed questionnaire was used with responses ranging from strongly disagree, disagree, Uncertain, agree and
strongly agree. The instrument was validated and its reliability ascertained.
Data Collection procedure
Permission was sought from the Human Resource Managers of the company for their employees to respond to the
questionnaires of the study. The workers were approached individually and their suitability for the study determined.
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Participants were then briefed on the aims and purpose of the study beforethey were given the questionnaires to fill at their
free time. The researcher went back for them after three days.

Data Analysis

Quantitative data analysis was done using computer software: Ms Excel and SPSS. Descriptive frequency tables for social
demographic characteristics like gender, age and educational level was also used. Data collected was analyzed using both
interpretive and statistical methods.

Results and Discussion
Demographic Details of Respondents
Gender Distribution of Respondent

Pl I\llolc’

T AT VI

60%

n Parl

TAATS

Female, 40%

Figure 1: Gender Distribution of Respondents
Source: Field Data 2019
From Figure 1, it is identified that majority, representing 60% of the respondents at Vodafone Ghana were males as
compared with a minority of respondents of 40 % who were females.
Age Distribution of Respondents

B Psnl,31-40
years, 74.17%

B Panl, 20-30 Psanl, above
50 years,
years, 12.50% ® Paal, 41-50 8.)3/3%

. years, 5%

Figure 2: Age Distribution of Respondents

Source: Field Data 2019

Figure 2 lays to bare the age groupings of the respondents. Age — range of 31 to 40 was the age-range that recorded the
highest percentage of 74.17%. Age-range of 20-30 recorded the second highest percentage of 12.5% followed by age — range
above 50 years that represented8.33%. Age — range 41-50 recorded the least with a percentage of 5.
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Job Status of Respondents

m Senior Staff
® Junior Staff

Figure 3: Job Status of Respondents

Source: Field Data 2019
Results from Figure 3 shows that majority, representing 60 % of the employees from Vodafone Ghana were junior staffs
as compared with a minority representing 40% of the employees were senior staff.

Career Length of Respondents

years, 20%

Figure 4: Career Length of Respondents

Source: Field Data 2019

Results from Figure 4, shows that very few representing 20% of the employees at Vodafone Ghana have worked with
the organization for a period of 11-15 years.40% of the employees have worked with the organization for a period of 1-5 years.
The remaining 40% of the employees have worked with the organization for a period of 6-10 years.

Hypothesis Testing
The first hypothesis was stated as ‘Female survivors of downsizing will experience less job satisfaction than their Male
counterparts’. The independent t test was employed to test this hypothesis. The results are presented in table 1.

JEFMS, Volume 2 Issue 02 Nov. 2019 www.ijefm.co.in Page 30



Effect of Organizational Downsizing on Job Satisfaction of Surviving Employees at Vodafone Ghana

Table 1: Summary of Independent t test results, Means and Standard Deviations for Job Satisfaction Categories by Sex

Sex Frequency Mean Std. Deviation t df p

Job Male 38 67.84 17.47 .182 66
Satisfaction Female 30 68.53 12.71 .856
Source: Field Data 2019

The results from Tablel, shows that there is no significant difference in job satisfaction among Male and Female survivors of
downsizing at Vodafone Ghana [t (g =.182, p=.856]. At the .05 level of significance, Female survivors of downsizing [M= 68.53,
SD= 12.71] were not found to experience less job satisfaction than Male survivors of downsizing (M =67.84, SD= 17.47). As such,
the hypothesis that, ‘Female survivors of downsizing will experience less job satisfaction than their Male counterparts’ was not
supported by the analysis.

Hypothesis 2 sought to find out if staff status of the survivors of downsizing had any effect on their satisfaction with their job. It
was hypothesized that downsizing will lead to less job satisfaction amongst junior staff members. The independent t test was
again employed to test this hypothesis. Summary of the results can be found below.

Table 2: Summary of Independent t Test Results, Means and Standards for Deviations for Satisfaction Categorized By Staff Status

Status Frequency Mean  Std. Deviation t df p
Job Senior  Staff 35 72.09 13.98 2.298 66.025
Satisfaction Junior Staff 33 63.63 16.15

Source: Field Data 2019

Summary of the results as indicated in Table 2, shows that there is a significant difference in job satisfaction between
Senior and staff members who are survivors of downsizing at Vodafone Ghana [t (¢)-2.298, p=.025]. At the .25 level of
significance, junior staff members who are survivors of downsizing (M=63.63, SD=16.15) were found to experience less job
satisfaction than senior staff members who are survivors of downsizing (M=72.09, SD=13.98). In view of this, the hypothesis
that, ‘Downsizing will lead to less job satisfaction amongst junior staff members than senior staff members’ was supported by
the results of the analysis from Vodafone Ghana.

The third and final hypothesis looked at differences in the experience of job satisfaction among survivors of downsizing.
The hypothesis was stated as ‘Older survivors of downsizing will experience less job satisfaction than younger survivors’. The
independent t test was once more used to test this hypothesis. Summary of the results are presented below:

Table 3: Summary of Independent t Test Results, Means and Standard
Deviation for Job Satisfaction Categorized by Age of Employee

Age Frequency Mean Std. Deviation 't df p
Job Young 41 67.39 16.572 .495 66 .622
Satisfaction old 27 69.30 13.775

Source: Field Data 2019

The results from Table 3, show that there is no significant difference in job satisfaction between Young and Older
survivors of downsizing [t = .495, p=.622]. At the .05 level of significance, older survivors of downsizing (M= 69.30, SD=
13.775) were not found to experience less job satisfaction than Younger survivors of downsizing (M=67.39, SD=16.572).
Therefore, the hypothesis that, ‘Older survivors of downsizing will experience less job satisfaction than younger survivors’ was
not supported by the results of the analysis.

Discussion of Key Findings

The first hypothesis examined sex differences in job satisfaction among survivors of downsizing. The hypothesis was
stated as ‘Female survivors of downsizing will experience less job satisfaction than their Male counterparts’. This hypothesis was
however not supported. This means that the gender of survivors of downsizing did not have much effect on their satisfaction
with their job in Vodafone Ghana. Numerous studies have examined gender differences in job attitudes. The job satisfaction of
men and women has been the most frequently studied comparison. The results have been highly inconsistent, with some
studies showing that women report significantly higher job satisfaction than men (Clark, 1996; Loscocco, 1990), some studies
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indicating that men are more satisfied with their jobs than women (De vaus & McAllister, 1991; Miller & wheeler, 1992), and still
others finding no significant gender differences (Lambert, 199; Russ & McNeilly, 1995).

The second hypothesis was to find out if the job status of the survivors had any effect on their satisfaction with their
job. It was hypothesized that Downsizing will lead to less job satisfaction amongst junior staff members than senior staff
members. This hypothesis was confirmed indicating that junior staff members who have survived downsizing in Vodafone Ghana
were more satisfied with their jobs than senior colleagues. In other words the job status of an employee who has survived
downsizing had a significant impact on their satisfaction with their job. The present finding is in line with the findings of
Armstrong-Stassen (1993), who found that supervisors (senior staff) were significantly more likely to perceive the company’s
reason for the cutbacks as fair and were also more likely to perceive greater job security than technicians (junior staff). This is
likely to lead senior staff being more satisfied with their jobs than their junior counterparts. Armstrong-Stassen (1998) later
examined how layoff survivors perceived and coped with downsizing and found significant differences between female clerical
employees and female technicians and between male technicians and male supervisors.

The third and final hypothesis looked at age differences in the experience of job satisfaction among survivors of
downsizing. The hypothesis was stated as ‘Older Survivors of downsizing will experience less job satisfaction than younger
survivors’. This hypothesis was also not supported. This indicates that the age of survivors of downsizing at Vodafone Ghana did
not have any effects of downsizing on their job satisfaction.

Summary

The present study aimed at investigating the effect of downsizing on the job satisfaction of surviving employees at
Vodafone Ghana. The study specially sought to find out if there was any sex, job status or age differences in job satisfaction
among survivors of downsizing at. In all, the study tested three hypotheses. Results of the study indicated that, there were no
gender differences in job satisfaction among survivors of downsizing. Again, contrary to the hypothesis stated, age was not
found to affect the job satisfaction of survivors of downsizing. However results of the study showed that survivors of downsizing
experienced less job satisfaction than their senior counterparts.

Conclusions

In conclusion, findings from this study imply that in the Ghanaian context, particularly in Vodafone Ghana there are no
significant differences in job satisfaction levels amongst male and females as well as amongst old employees and young
employees after downsizing. However, in terms of job status (i.e. senior staff and junior staff), there is a significant difference in
job satisfaction after downsizing. Junior members of staff experience less job satisfaction as compared to the senior
counterparts.

Recommendations

Based on the findings from the study and the conclusions above, the following recommendations are put forward;

For downsizing to be effective and strategically beneficial, an implementation plan must be in place. Without some sort
of plan, determining who should be discharged and what effects downsizing will have on the organization is difficult. It is also
recommended that management should involve employees in the process, and communicate comprehensively reasons for the
downsizing as well as choosing the people to layoff, that will enable surviving employees to appreciate, be able to keep their job,
have a sense of belonging in the organization. Also if employees know the reasons for the downsizing they will have job security.

Further research on the effects of downsizing on survivors will serve to further refine the relationships as presented, or
add data sufficient to assess those variables not used in this study. In addition, further studies may identify new variables not
currently identified as potentially relevant to downsizing. This research found minimal data that address survivor reactions to
downsizing over time; additional longitudinal research studies would help to enlighten this area of interest. Further research
that includes comparing the effects of downsizing on survivors in the public and private sectors would be very important. These
recommendations were not factored into the presented study because of time constraints.
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