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ABSTRACT: Most researches on psychological contract are conducted in the banking sector
while limited local enquiries focused on the experiences of the survivor-managers in
developing economy particularly in Nigeria. This study therefore, examines the cultural factors
influencing PC experiences and responses among survivor-managers in Nigeria. The study
adopted a qualitative approach and more specifically interviews. Data were analysed using
empirically driven thematic analysis. The findings revealed that; unemployment, values of
dependency, corruption, family obligations, beliefs, spirituality among others shape attitudes
and responses of the survivor-managers' with respect to downsizing exercise. Therefore, human
resource managers who are part of the downsizing exercise should embrace open and
transparent process as well as being sensitive to the wellbeing of the victims and survivors to
reduce the negative psychological contract experiences and responses among Survivor-
managers. In addition, the research created awareness on the need to diversify research in
terms of methods adopted.
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INTRODUCTION

Studies on psychological contract (PC) has gained momentum in the last few decades
(Restubog et al 2008) owing to rapid increase in organizations’ activities such as downsizing,
restructuring, and their effects on work relations (Chaudhry et al., 2011). Studies (e.g Shore et
al., 2004; Chaudhry et al 2011; Pansera and Owen 2018; Chang 2018; Coyle-Shapiro et al.,
2019) have shown that there is a link between employment relationship and PC during
downsizing in organizations because several change programmes most times lead to reduction
of the workforce. Both the victims (those whose employment was terminated) and those who
survived the exercise often consider the actions of the organization as breach to the contract
terms and obligations. Despite that, studies revealed that the major reason organizations go
through downsizing is due to unstable environment of the business (Datta et al., 2010) however,
the victims and the survivor-employees have been affected psychologically, financially,
socially (see; Restubog et al 2006; Davis-Peccoud et al 2016; Cascio and Young 2003); and
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evidences have shown that enormous studies have been carried out mostly in developed
countries on such issue.

Psychological Contract is the opinion both the employers and the employees hold about their
social relationship. This opinion is based on the employee's expectation and the organization’s
responsibilities, rights, privileges, and how these shape their work relationship (Cullinane and
Dundone 2006). It is a concept that aids the understanding of work relationships (Zhao et al
2007; Fortune 2018). PC is an exercise that assists individuals or people to comprehend
employment relationships (Rousseau 1989). This exercise is depended on supposed promises
made to employees via discussions and practices (Thomas et al 2003). PC which is viewed as
implicit and unspoken expectations in work relationship is ever-changing because of the
paradigm shift from the conventional employment relationship due to the emerging and
complex nature of the organizational environment (Cullinane and Dundon 2006; Dixon-Fowler
et al 2013; Fortune 2018) to suit the changing market situations and the parties involved in the
exchange agreement process. These parties may deliberately or accidentally fail to come to
terms with the agreement because they were unable to understand the conditions. In situations
where none of the parties meet the conditions or obligations, it is referred to as breach
(Rousseau 1995; Tekleab and Taylor 2003; Omoruyi et al 2011; Huzaifah bin Magbool et al
2016) and employees most times respond undesirably when they experience breach.

PC has generated a lot of attentions (Restubog et al 2008), most research works on
psychological contract experiences concentrated more on those that have been laid off (Sronce
and McKinley 2006; Jones et al 2016; Coyle-Shapiro et al 2019), compared to the survivors
despite the vital roles played by the survivors in psychological contract formation and
execution (Rousseau 1998). In addition, studies have investigated the effects of downsizing in
various capacities as it affect employees and the organizations. However, majority are
conducted in the banking sector (Samuel et al 2009) and in the western context. Blunt and Jones
(1992) have argued that findings associated with the organizational problems in the western
context may not fully explain such problems in developing countries because of the
dissimilarities in culture especially when such is linked to individual beliefs and experiences
during organizational downsizing. There is still dearth of local scholarship that has focused on
the cultural factors shaping the psychological contract experiences by the survivor-managerial
group, (Gandolfi 2008, Chang 2018,Chen et al 2008) particularly in developing
economies(Rousseau and Schalk 2000) like Nigeria. unarguably, substantial number of
research studies (e.g Clair and Dufresne 2004; Sparrow 1998; Gandalf 2007) have argued that
the implementers of these change management programmes may have suffered from same
psychological and emotional trauma as victims, research on this set of individuals has always
been ignored(Chang 2018).Therefore, this study explores the cultural factors shaping the
psychological contract experiences by the survivor-managerial group since these set of people
are likely to respond to change in dissimilar ways (Thomas et al 2003; Adams et al 2016). This
paper is structured as follows: First, it reviews and analyses the literature; secondly, it presents
the research approach and data analysis process; thirdly, it presents and highlights the findings;
while the last section highlights, discusses, concludes, presents the implications, notifies the
limitations and recommends for further (future) researches on the study to widen its scope.
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LITERATURE REVIEW

Downsizing as a Change management approach

According to Cullinane and Dundon (2006) organisational change is a cautious attempt by an
organisation to introduce a unique way of thinking that would help accomplish certain goals
and objectives of the organisation. This is fast becoming a norm and a survival strategy for
many organisations. The agreement by management to adopt a new way of thinking and
accomplishing tasks or goals are based on constant pressure on competition and cheaper costs.
(Cullinane and Dundon 2006).This has led to both assurances to job security and the
satisfaction that the individual derives from career choices less sustainable. On the other hand,
other studies (Guest and Conway 2002b; Godard 2004; Data et al 2010; Chang 2018) have
attributed to such change to market pressures, new approach to governance, systematic
rationalisation, economic model liberal market, downsizing as well as deregulations. These
findings are in line with Zhao et al (2007)’s study which argues that major changes take place
in the organisation's arrangement for downsizing such as layoffs and have affected the
sensitivities and relationships with the employees. Although change is the most common word
used by business managers, it has become vital to the survival of most organisations. However,
it is the way organisations adopt or carry out such change that results to breach of psychological
contract perceived by the employees (Knights and Kennedy 2005). Such breach is often
referred to as management parlance as downsizing; or right-sizing, de-layering and
restructuring. These activities carried out by organisations often lead to a change in
organisational efficiency and employment relationships (Sparrow and Cooper 1998; Delery
and Roumpi 2017; Diaz-Fernandez et al 2017).

Organisational "downsizing" is the deliberate reduction in the number of employees in a bid to
cut cost. It is conducted when there is deficiency in operation resulting to less productivity. It
is done to balance labour capacity and labour cost. In this study, the researchers see downsizing
as a deliberate restructuring exercise or strategy conducted by management to reduce
organizational size and operating cost to appropriate size thereby improve performance and
productivity which results to change in work processes in the organization. Downsizing is
linked to job losses, anxiety, lack of commitment on employees in Nigeria (see Omoruyi et al
2011 and Samuel et al 2009). Different theories have emerged on the strategic concepts of
downsizing. Drawing from Sparrow and Cooper (1998) the adoption of downsizing by
organisations is dependent on socio-cognitive, institutional and economic perspectives. The
economic perspective considered downsizing as a response to decline in productivity and
profitability (Sparrow and Cooper 1998; Ehnert and Brandl 2013; Diaz-Fernandez et al 2017)
in the organisation while the institutional theorists stressed that downsizing is embarked in
organisations because of good management and social resolution (Yu and Park 2006; Coyle-
Shapiro et al 2019). However, the benefits of this change strategy have been debated
considering the degree at which downsizing impacts on job losses, mass layoff, unemployment
and breach as a result of the implementation (Datta et al 2010; Longoni 2014; Sanz-Valle and
Jimenez 2018). These often reduced loyalty, mistrust; increase in the level of turnover
intentions; decline in the organisational commitment as well as separation anxiety, declined in
innovation and job involvement, loss of skills and knowledge (Trevor and Nyberg, 2008; Zhao
et al 2007; Suazo 2009; Shipton et al 2017). These negative consequences often linked to the
psychological contract breaches.
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Downsizing has led to significant disorder in an organisation. This has impacted both the
workforce and the organisation negatively (Amiot et al 2006; Cartwright 2008; Delery and
Roumpi 2017; Diaz-Fernandez et al 2017). Although the concept was first adopted by the US
firms because of the competition from Japan (Budros 1999; Sollosy et al 2015 ), it has been
globally acknowledged and accepted as a change process in the western world (Vicente-
Lorente and Suarez- Gonzalez 2007), developing and emerging economies. However, a study
(Lindorff et al 2011)shows that such changes are without its consequences for both the
employees and organisation with a failure rate of about 70 per cent (Washington and Hacker
2005; Burnes 2000). Downsizing (Lester, Kickul and Bergmann 2007; Tang et al 2015) reduces
the performance level of individuals which leads to a decline in the organisational performance
(Lester, Turnley, Bloodgood and Bolino 2002; Wright and Ulrich 2017), poor employment
association and a breach to psychological contract. Munoz-Bullon and Sanchez-Bueno (2011)
have investigated on change process such as downsizing, however, their findings reveal that
organisations should endeavour to manage downsizing effectively to avoid the negative effects
on employees (Hitt et al 1994; Perssona and Wasieleski 2019). Raja et al (2004) and Zhao et
al (2007) note that often one major mistake made regularly is overlooking such negative effects
of on employees including those that are retained after downsizing. The literature revealed that
organisational downsizing may hurt survivor employees, and it is imperative to understand the
psychological and emotional impact on survivor wellbeing. Hence, this necessitated the study
especially in a developing country such as Nigeria.

A Model of Cultural Influence

This research proposes national culture or how the beliefs, norms, attitude and values in a
society (Lytle et al 1995; Thomas et al 2010) shapes how individuals view, manage and
exchange relationship with their employers (Thomas et al 2010). Although, Sahay and
Walsham (1997) noted that individual, societal and organisational level attributes, shape the
method a psychological contract will take (Rousseau 1995; Raja et al 2004), the main focus of
the study is to explore the individual-level mechanisms through which a culture of an individual
shapes the psychological contract. According to Thomas et al (2003) and Thomas et al (2010),
individuals are rooted in a particular national culture and embrace the profiles of such cultures.
These profiles are often affected via individual-level cognitive and motivational mechanisms
(Thomas et al 2010).

The cognitive perspective is of the view that mental comprehension of an individual affects
how the individual process information regarding situations such as their relationships with
their employers in their organization. This entails that an employee’s culture can significantly
affect their relationship with their employer. Variation in culture influences perception and
interpretation of signals from the organization with regard to the psychological contract.
Individuals from different cultures learn different sets of values (Erez and Earley 1993), which
develop into cognitive frameworks (schemas) used to help, organize and process information
(Fiske and Taylor 1984; Pelled and Xin 2000; Thomas et al 2010). Priorities differ according
to values attached to them. The value attached to each priority determines the response and
attention given to them which are formed by gradually internalizing prevailing cultural patterns
(Markus and Kitayama 1991; Miller et al 1990). Research indicates that both perceptions of
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events (e.g. Bagby 1957) and ascription made about their causes (Ting-Toomey 1988) vary
across cultures.

Secondly, from the motivational perspective, social exchanges between individuals and their
organizations are fundamentally tied to how people view (Thomas et al 2010) themselves and
their relationships to others as well as their motivation. This social exchange reveals the cost-
benefit analysis of the relationship between an employee and his employer. Psychological
contract can be breached if the risks outweigh the benefits of the relationship. The self-concept
acts as an information processor that selects, interprets and evaluates the meaning of action
through its contribution to personal self-worth and well-being (Erez and Earley 1993). It is
worthy to note that employees strive to maintain a positive self-image wherever they find
themselves. However, what constitutes a positive self-view depends on how the self is
construed. People in different cultures exhibit different conceptions of self and
interdependency with others (Markus and Kitayama 1991). Individuals seek to fulfil motives
aligned with their differing cultural values. In the motivational domain, culturally different self-
concepts influence what is desirable with regard to exchange relationships with employers.
Together, these mechanisms help to explain the mechanics of cultural influence. However, this
study focuses on the cognitive perspective as it affects Nigeria.

Cultural influence on psychological contract (PC)

The emergence of globalisation and continuous downsizing practice has changed the way
organisations carry out their operations. This has made the study of cultural dissimilarities and
organisation workforce a significant area of research. This is because PC is a mental schema,
and the way it is understood and interpreted depends on personal perceptions, cultural
orientations and belief (Rousseau 1989). Thomas et al (2003) is of the view that a person’s
cultural variances shape its cognition of the PC development and violation and this affects the
way the person responds to such violations. Also, national and cultural values shape
individual’s views and decisions and this, in turn, shape the way such individual react to
situations or events (Westwood et al 2010). Because of the nature of diverse cultural
backgrounds associated with these individuals, such individuals are likely to observe, act and
comprehend workplace events differently during the change process. In a similar vein, Dadi’s
(2012) work revealed that cultural obligations, as well as the extended family structure, shaped
the PC experience of the black workforce in the UK. Although early conceptualization of PC
stresses the influence of culture, a substantial number of recent research works has ignored
this (see Thomas et al 2003; Chang 2018).

Culture is a mental programming associated with knowledge and experience and differentiates
a group in a particular society or nation from another. It is people’s way of life which ranges
from the manner they handle, solve or settle problems (Akporherhe 2002; Hofstede 1983, 2001,
Kessapidou and Varsakelis 2002; Diaz-Fernandez et al 2017). Empirical evidence has shown
that cultural differences account for the disparity in individual view and understanding of PC
(Dadi 2012). According to Dadi (2012), culture influences the way people interpret and view
exchange agreements and several studies have explored the concepts such as perception,
behaviour and emotions and have argued that cultural responsibilities are psychological.
Hence, the way of life of particular society are entrenched in such individuals living within the
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society and such individuals move with such norms and values as they are employed in an
organization (Olurode 1994; Dadi 2012; Delery and Roumpi 2017). Therefore, an employee
must always review and situates his/her cultural responsibilities with that of the organizational
duties for a smooth and continual PC experience.

Furthermore, Rousseau and Schalk (2000) noted that education institutions and family system
shapes different values and behaviours. In Nigeria, people are part of their extended families,
and such individuals are expected to resemble their ancestral lineage. The actions of such
people are expected to be in line with the larger family beliefs, norms, and values. Triandis
(1995) is of the view that culture is linked to psychology and shared values of social group play
important role in one's social functioning, cognitive and emotion which may be different in a
more developed or western world. Therefore, the variances in peoples’ culture may shape how
they identify, perceive, and breach behavioural responses (Thomas et al 2003; Ehnert and
Brandl 2013). Arguably, the psychology of a person or individual may shape the way the
individual behaves when there is a perceived PC breach. The implication of this is that values
and beliefs of one’s culture may likely shape the survivors’ behaviour in an organisation.

Survivors’ experience and perceived PC breach

Previous studies (see Sahdev 2003; Bujang and Sani 2010; Yu and Park 2006; Coyle-Shapiro
et al 2019) have argued that survivors are most likely to experience psychological and
emotional shock after a downsizing exercise which is often known as ‘survivor syndrome’
(Noer 1993), which is defined as different emotional and attitudinal behaviour displayed by
employees who survived downsizing exercise (Littler et al 1997; Longoni 2014; Sanz-Valle
and Jimenez 2018). A Survivor is an employee who was fortunate to have retained his/or job
after a restructuring exercise had been carried out. Noer (1993) found that survivors during
downsizing experienced negative feelings such as job insecurity, job insecurity, depression,
anxiety, unfairness, and these have a negative impact on their social relationship both at work
and home (Noer 1993; Bujang and Sani 2010; Farewell 2007). While some studies (e.g Bujang
and Sani 2010; Longoni 2014) are of the view that what survivors’ experience during
downsizing are more negative than positive, others argue that such syndrome does not manifest
(Sanz-Valle and Jimenez 2018). However, survivors may respond to these experiences in
different ways depending on the extent of the impacts and experiences

According to Morrison and Robinson (1997), the responses of survivor’s are different from
one person to another due to distinct beliefs and expectations. These responses can be
constructive or destructive (Mishra and Spreitzer 1997). The constructive response is
associated with survivors that tend to cooperate with management, support change objectives
while the destructive response is linked to survivors who are not willing to cooperate during
the implementation of any change programme and may ignore taking part in any extra job roles.
Although different survivor responses identified may be linked to works carried out in western
culture (Spreitzer 199), however, how survivors respond to psychological experiences differs
because of differences in culture (Sahdev 2003). Therefore, focusing this study in Nigeria may
assist human resources (HR) practices for an efficient restructuring and reduce the challenges
faced by HR Managers.
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Human resource management (HRM) practice and the causes of restructuring in Nigeria
Although HR was introduced in the Nigeria literature in 1940s (Fajana et al 2011; Delery and
Roumpi 2017), the way and manner in which HRM was practised in Nigeria is still pathetic.
HRM in the most developing economy today was adapted from Anglo-American and grounded
on cultural and institutional influences(Kamoche 1997), and it is still at its infancy( Fajana
2009). According to Hofstede (1993), the policies and practices of HRM are often shaped by
culture, social and economic environment. In Nigeria, the challenges faced by HRM are many
and they include federal character principle, lack of specialization and professionalism,
educational qualification and lack of integrity on promotion exercise (Fajana et al 2011; Diaz-
Fernandez et al 2017). Besides ethnicity factor such as fear of control amongst the different
nationalities in Nigeria, the implementation of global change management strategy such as
downsizing and complexity in the human capital resource (Fajana et al 2011).

Since the birth of Nigeria in 1960, the country has experienced so many structural, political
and economic vicissitudes in a bid for repositioning. The nation is gifted with huge natural and
human resources and was ranked 6th and 8th in the world in terms of gas and oil reserves with
a population of about 200 million(Sanusi 2011). Despite the enormous amount of human and
natural resources, the country has failed regardless of the huge natural endowments. The
reasons associated with the failure include political instability, continuous military
interventions and institutionalized corrupt practices and economic maladministration. In a bid
to tackle these issues, the succeeding government have introduced programs to ensure that the
economy is stable. These reforms include 2002/2003 and 2004/2005 banking reforms (Sanusi
2011) aimed at improving the economic growth which majorly focused on the financial sector.
This reform in particular led to investment and growth of the Nigerian capital market (Sanusi
2011; Sollosy et al 2015).

However, the Nigerian equity market nearly crashed due to the recession of 2008 (CBN 2009).
The crash was linked to the poor practice by the government, corruption by bank CEOs and
deceitful managements (CBN 2010). This led to massive restructuring, redundancies, layoffs
and downsizing particularly in the financial sector such as banks and equity markets. This
exercise resulted to joblessness and poverty in most families because most families are
dependent on a single breadwinner of the family (Kamoche 2002). This is because Nigerians
are known for sharing and they play a big part in supporting family members who are dependent
in times of need. According to Hofstede (1983), this way of life is referred to as collectivists.
However, despite the importance of this study in less developed nations like Nigeria, dominant
research literature in the western context are homogeneous in nature while in developing
nations such works are ignored(Kamoche 2000, 2002) in Nigeria.

METHODS

According to Coyne (2008) understanding complex human emotional and psychological issues
could best be undertaken through a qualitative approach hence this research adopted a
qualitative method. Also, the qualitative research method is flexible and the inductive nature
of it provides a good platform to explore the individual and the internal psychological process
such as the feeling of psychological breach and emotion (Guest et al 2013). The study also
adopted a purposive sampling technique which is based on the purpose of the research
(Schwandt 1997) and aims at identifying the participants and their real-life experiences
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(Woodgate 2006). The researchers adopted this technique because qualitative is subjective and
not for statistical generalisation (DiCicco-Bloom and Crabtree 2006). This technique also helps
for a realistic comparison of participants (Mason 1996). It is important to note that the unit of
analysis is individually based (survivor managers), and this assisted in achieving the objectives
of the study due to the close interaction with the participants (Lincoln and Guba 1985; Creswell
2003).

The research was conducted in Lagos because Lagos state is a multicultural town in Nigeria
and has about 20 million people as its population. There are about 175 companies that are
associated with the capital market sector, and out of this number 80 per cent of them are in
Lagos (www.nairaland.com), and the researchers had easy access to the interviewees. The
participants that took part in the interview were drawn from the Nigerian online business forum
and the capital market regulation commission website. These assisted the researchers in
categorising those operators within the sector that have embarked on the downsizing program
in the last 3 years. Many of the stock broking firms where the participants were selected have
staff ranging between 25 and 150 and are categorised as SMEs. 60 participants were selected
purposefully from the 25 stock broking firms and out of this number, 20 survivor managers
were interviewed. Semi-structured interview approach was used to collect the data from the 20
survivor managers. Before the interviews were conducted, the researchers sent out a formal
letter to the participants. The formal letter contains the aim, objectives of the research, rights,
responsibilities and obligations of the researchers.

Interviews

First, a pilot interview was conducted to provide a clear understanding of the subject matter
under investigation. The researchers selected the participants for the interview based on the
fact that they must be first-line managers; these managers must have experienced downsizing
exercise in their organisation. The researchers developed a guide for the interview to reflect the
questions in line with the objective. The purpose of the interview was explained to the
participants after whom consent forms were given to them to sign before the interview
commenced. At the initial stage, seven (7) participants purposefully drawn from 4 out of the
20 firms selected were interviewed using unstructured interview questions. All the interview
sessions at this stage lasted for about an hour. Probe questions were further asked to elicit
deeper meaning depending on the themes that were constantly emerging during the interview.
Themes that emerged at the initial stage formed the basis for the development of the semi-
structured interview questions.

At the second stage, semi-structured interview guides or questions were designed and reviewed
before it was used. It is important to note that before the interviews, formal letters were sent to
the participants who agreed to be interviewed detailing and describing the research purpose
and the confidentiality related issues. The researchers interviewed thirteen (13) participants at
this stage and all interviews lasted for about an hour. Both the pilot interview and semi-
structured interviews helped to ensure that the research objectives were achieved. Table 1
below shows the number of participants, names used for coding the data in each organisation.
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Table 1: Company profile

No of Participants | Role Staff strength
participants
3 RA
RB stockbroking 135
RC
2 RD
RE stockbroking 50
1 RF stockbroking 120
1 RG stockbroking 75
2 RH stockbroking 80
RI
3 RJ stockbroking
RK 35
RL
1 RM stockbroking 78
1 RO stockbroking 55
1 RP stockbroking 22
1 RQ stockbroking 109
1 RR stockbroking 135
1 RS stockbroking 140
2 RT
RU stockbroking 105
Total=20

DATA ANALYSIS

Thematic data analysis was used in this study. Basically, the researchers adopted an inductive
thematic data analysis approach because the codes adopted for the research were data-driven.
The data analysis process adopted for the study which is presented in Figure 1 below is
explained below:

In Stages land 2: The codes used for this study which emerged from the raw data during
preliminary investigation formed the bases for exploring the raw data. At this stage the
definitions and description of these codes were written in simpler form using a code name, the
definition of the codes and how to identify themes associated with each code. These became
the bases for categorizing the raw data.

Stage 3: To ensure that the codes generated empirically would apply to the raw data, in Stage
2, 7 transcribed interviews at the first stage of the research were analyses and coded manually
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into post defined categories. Following the preliminary coding exercise of the first round of the
interviews, 4 judges who are colleagues were contacted through writing were the codes and
supporting evidence were presented to them to relate to codes to the categories to ascertain
their reliability. 2 of these judges were professors at the university level and they have
conducted research using similar approach, while the other 2 judges who were also university
teachers but are unfamiliar with the research were also invited via written to code portions of
the data. This approach was adopted to ensure the agreements of all the four judges are same
with one another. This was ascertained using inter coder agreement percentages (Gioia et al
2013). According to Gioia et al (2013), this is vital because it help provide the requisite rigor
to the analysis.

Stage 4: At this stage, all the raw data transcribed either from the unstructured or semi-
structured interview were imported into NVivo. NVIVO is software used in qualitative data
analysis. NVivo software was adopted to facilitate the analysis because of the huge data
involved. This aid the easy analysis and management of the huge data transcribed.

Stage 5: At this stage, data were retrieved from NVivo and were empirically clustered (see
Table 5) into appropriate categories

Stage 6: Since verification in qualitative research is always an ongoing process at stage 6, this
means that other reliability and validity checks which extend to presenting the codes and quotes
to the initially judges contacted to compared the entire quotes against the codes. Inter-ratter
reliability of the entire data coded using percentage agreement (Boyatzis 1998) was further
carried out were these judges rated the quotes against the codes and themes that emerge. This
approach often requires absent or present judgments by the coders. The reliability analysis for
the scope of the study shown in Table 2 in the appendix revealed over 70 per cent which
suppressed the 70 per cent benchmark by Miles and Huberman (1994).

Stage 7: Validated codes were further analysed and interpreted. The data analysis process in

Figure 2 below is part of the research design which reveals how data were analysed, verified
and reported
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Figure 1: Data analysis process

Table 2: Reliability analysis

Cultural Factors

Responses among
Survivor-managers

Influencing Psychological
Contract Experiences and

Number of Reliability

judges First two judge

Second two judge

0.89(89%), 0.80(80%) | 0.79(79%), 0.86(86%)

DATA PRESENTATION
Tables 3 and 4 depict codes, pieces of some supporting cases and supporting evidence.
Themes were generated and clustered based on the codes and patterns they emerged in the

data (Boyatzis 1998).
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Table 3: Codes and sample supporting cases

Codes Related cases No of
Cases

Coded

Extended family RD, RE, RF, RG, RH, RI, RJ, RK, RL RM, RO, | 12 /20
obligations RS (60%)
Values of dependency RA, RB, RC, RH, RJ, RN, RO, RP, RQ, RR, RS, | 13/20
RT, RU (65%)

Belief system and RD, RE, RF, RG, RH, RI, RJ, RK, RL, RM, RO, | 12/20
spirituality RP, (60 %)
Faith in God RA, RB, RC, RD, RL, RO, RN, RP, RR, RU 10/20
(50%)

Religious values RG, RH, RI, RJ, RN, RL, RM, RO, RP, RQ, RR, | 14/20
RS, RT, RP (70%)

Unemployment and RA, RB, RC, RD RH, RI, RJ, RN, RL, RM, RO, | 13/20
corruption RP, RQ (65%)

Table 4: Codes and sample supporting evidence

Codes Supporting Pieces of evidence
Extended family “.... To be frank with you I have a lot of persons that depend on
obligations me especially my parents because they are no longer active”

(RL)

“....it is my responsibility as the first son of my parents to take
care of my siblings no matter their conditions” (RO)

“... you know that our parents have gone a long way with us by
training us, therefore, it is our responsibility to return that
favour especially now they are getting older” (RS)

Values of dependency

"....the number of the person that depends on me as the
breadwinner of my family is much, this is because | have to do
it to help” (RJ)

“...We often see the need to provide for our family, this are
norm across the board in Nigeria " (RP)

“ I have to try as much as possible as a man t0 meet my
immediate family responsibilities as well as my extended
families” (RS)

Belief system and
spirituality

“...sometime one religious belief matters. 1t is not only me but
in Nigeria as a whole” (RH)

“What can one do? I leave it to God and people in this part of
the world believe in the things of spirits” (RM)

“...so many things have spiritual attachment; so many people
work hard and engage in prayers most times” (RP)

“... Although handwork is valued but the ultimate is God. |
believe that it is God Almighty can change situations ~ (RS)

Faith in God

“I have to admit that the faith I have in God was what kept me
all through the period” (RO)
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“...some times when | feel that things are not working for me, |
consult him via prayers for help. This is not the first time and
God has been with me” (RL)

“.if you lack faith in God, as a Christian, it may be difficult to
withstand situations like this” (RR)

“....when I survived this, I was even more committed to doing a
thing that will please God. Faith played a role in my
commitment” (RN)

Religious values “... I must sincerely tell you that religion was a determinant
factors that helped mw to cope emotionally because of the
impacts downsizing had on me” (RH)

“....as a Christian I was guided and controlled notto disobey

the law” (RL)
Unemployment and “although people are seen as committed regardless of
corruption whatever the situation is in Nigeria and this is based on

unemployment level, poverty & spirituality” (RO)

“..because of the level of unemployment in Nigeria, if one
leaves his/her job, it may be difficult to get another job. This
situation alone increases pressure and anxiety” (RM)

FINDINGS

This section focuses on the cultural factors that shape PC experiences and responses among
Survivor-managers. The findings show that both the attitudinal and behavioural responses of
those that experience downsizing were shaped by several factors associated with culture. These
factors are explained below.

Extended family obligations

Extended family obligations refer to the extent a family member feels that as a breadwinner of
the family it is his/her obligation to take care of his immediate and extended families. Extended
family obligations emerged as one of the key factors that shape the surviving managerial group
experiences and responses. This was echoed by several participants across cases:

“.... To be frank with you I have a lot of persons that depend on me especially my parents
because they are no longer active” (RL)

“....it is my responsibility as the first son of my parents to take care of my siblings no matter
their conditions” (RO)

"... you know that our parents have gone a long way with us by training us, therefore, it is our
responsibility to return that favour especially now they are getting older” (RS)

The finding implies that the behaviour or attitudes one exhibits during a downsizing exercise
is as a result of the extended family obligations which such individual must fulfil. Although
the finding revealed that this may harm their wellbeing, the implication of this is that if such
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individuals lose their jobs they may not be able to support their family members as envisaged
by the cultural norm.

Values of dependency

This culture of support and sharing among family members cuts across Nigeria. The value of
dependency in this context is linked to individuals within families who are more fortunate than
others within the family circle in terms of monetary and material resources and take the
responsibility to provide for the family members. This statement was echoed by several
participants:

"....the number of the person that depends on me as the breadwinner of my family is much; this
is because | have to do it to help" (RJ)

"...We often see the need to provide for our family as the first thing to do in Nigeria across the
board" (RP)

“as a man to I should be able to meet my immediate family responsibilities as well as my
extended families such as parents, and other close relatives” (RS)

“Our culture permits dependency. Now that I am not laid off | will be able to provide and take
care of my family” (RN)

The finding implies that there are people who are depended on the survivors. This is part of the
norms and beliefs across Nigeria. It is important to note that when such values and norms are
upheld, they shape employees responses and behaviours during any change management
process like downsizing.

Belief system and spirituality

From the analysis, it was revealed that the capacity for the survivor managers to cope was based
on their spirituality as well as their belief systems. These managers were of the view that there
are certain things that befall a man which are unpleasant and are most times beyond human
control as noted:

“...sometime one’s religious belief matters. It is not only me but in Nigeria as a whole” (RH)
“What can one do? I leave it to God and people in this part of the world believe in the things
of spirits” (RM)

“...s0 many things have spiritual attachment; so many people work hard and engage in prayers
most times” (RP)

“... Although handwork is valued but the ultimate is God. I believe that it is God Almighty that
can change situations” (RS)

The findings suggests that the level of attachment associated with spirituality and beliefs shape

the survivors experiences and responses during downsizing and this may have some negative
consequences.
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Faith in God

Faith in God in this context is referred to as the trust in God to overcome any spiteful
circumstances. Evidence suggest that the respondents are of the view that having faith in
Supreme Being aid in overcoming whatever predicaments associated with downsizing and this
impacts on their responses and attitude. This was revealed by the participants:

“I have to admit that the faith I have in God was what kept me all through the period” (RO).

“...some times when [ feel that things are not working for me, I consult him via prayers for
help. This is not the first time and God has been with me” (RL).

“.If you lack faith in God, as a Christian, it may be difficult to withstand situations like this”
(RR).

“....when I survived this, I was even more committed to doing a thing that will please God.
Faith played a role in my commitment” (RN)

The finding suggests that Nigerian context have enormous impact on the attitude of employees’
which in turn shapes their psychological, emotional experiences and responses  during
downsizing.

Religious values

Religious values were significantly revealed as a key influence on the way people react to
downsizing exercise in Nigeria. The religious value was considered by the participants as a key
influence on employees’ attitudes and responses during downsizing exercise. Religious values
influence employees to see things from the positive point of view rather than the negative side
since they believe that religion exhibits good virtues as well as subordination to authorities.
Several participants expressed this:

“... I must sincerely tell you that religion was a determinant factor that helped me to cope
emotionally because of the impacts downsizing had on me” (RH).

“....as a Christian I was guided and controlled not to disobey the law” (RL).

“To be frank with you | am not perfect but religion often shape behaviours in whatever | do.
It also guides me on the way and manner | treat other people and react which when sudden
events happen” (RN).

This finding implies that religious values shape the way employees react and/or respond to
issues of downsizing in a developing environment like Nigeria.

Unemployment and corruption

Although Nigeria is abundantly blessed with resources, the country is infected with the high
unemployment rate, poverty and endemic corruption which is evident in both the private and
public sector organizations. These were revealed by the participants who emphasized that such
shape their behaviours and responses during the downsizing exercise as noted:
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“although people are seen as committed regardless of whatever the situation is in Nigeria
and this is based on unemployment level, poverty & spirituality” (RO)

"...because of the level of unemployment in Nigeria, if one leaves his/her job, it may be difficult
to secure another employments. This situation alone increases the level of nervousness™ (RM)

“The CEO can sack anyone if the company is taken to court due to the level of corruption
associated with our judiciary system and such case can last for decades ” (RO)

This finding suggests that a high level of unemployment and corruption especially in
developing economies like Nigeria shapes the way people react to downsizing exercise and this
has negative impacts on the wellbeing of the employees.

DISCUSSION

Nigeria practices a communalist culture (Hofstede 1983, 2001; Tiwari and Lenka 2019) where
most endeavours are being conducted in groups and such individual often depends on such a
group for support. The communalist culture stresses caring and welfare of the group as very
important part of the shared norm and members of the group who are wealthy are expected to
support their immediate family, privileged neighbours and relatives. This is similar to previous
studies on behavioural responses linked with communalist orientation (see Kirkman et al 2006;
Mbigi 1997 and Ahiauzu 1989; Jackson 2002).

In some cultures like Nigeria, religion plays a role and has an insightful influence on individual
beliefs, norms and attitudes. Byrne et al (2011) found that spiritual principles shape attitudes
and behaviours including feeling and emotions via teachings. Similarly, Kim-Prieto and Diener
(2009) also suggested that religions globally prescribe emotions and help to shape the feelings
of the followers such as a feeling of love for other people in Christianity. The implication of
this is that the religion associated with individual shapes individual attitudes.

In Nigeria, the belief systems are linked to all religious groups as well as the traditional
worshippers. The belief in God to protect an individual when problems arise and the capability
to regulate the final results is a communal belief. The belief that God is in charge of every
situation and that everything that happens is allowed by God as long as a kind of moral,
emotional and psychological stability. The implication is that people that trust in God’s infinite
power will be victorious despite the circumstances. Most religious institutions often teach about
the values associated with a positive attitude ((Frankel and Hewitt 1994), even in the face of
spiteful situations such as happiness, feeling of love and orientation towards life. Besides,
people with high religious predisposition display positive emotions and attitude to the
community (Nelson 2009; Agarwal et al 2017).

One of the common features of Nigerians is that they rely so much on prayer, God and Faith
with diverse beliefs, traditionalists, Christians and Muslims. This is in line with what is
commonly said ‘it is well” which depicts hope for better tomorrow. Similarly, Day (2005) notes
that individuals who are connected religiously stressed that having faith in God is an effective
coping mechanism during stressful conditions such as downsizing exercise. Also, some
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religions prescribe positive behaviours including forgiveness, peace when such individual are
faced with injustice as such they believe that God will take charge of the situation (Byrne et al
2011; Arshad et al 2016). The implication of this is that people that have faith in God or strong
religious beliefs exhibit positive attitude and emotional constancy during organisational
downsizing which might impact on such individuals negatively. Factors such as the belief
system and spirituality, faith in God, and religious values shape the behaviours and responses
of the managers during downsizing because religious principles aid in the emotional and
psychological stability when downsizing exercise arises in the organisation. Besides, the faith
that situations are time-based and that the outcomes are purely determined by God also hinders
individuals from displaying negative behaviours. These findings are consistent with these past
studies (see Fongwa 2002; Omonzejele 2008; Barasa et al 2017). According to Williams,
Satterwhite and Saiz (1998) considered the role of religious beliefs, values, spirituality, on the
opinions and behaviours of people of African origin including Nigeria and found that the
behaviours of individuals may be shaped by values and beliefs.

Furthermore, regardless of the abundant natural resources, Nigeria as a nation is endowed; the
country has been infested with endemic corruption, high unemployment rate leading to a high
poverty rate. The corruption levels today are found among the private and public office holders
and ranges from, tribalism, nepotism and graft. Unemployment is increasing day in, day out
are families are struggle to survive. The corrupt practices also extend to human resource
management practice in organisations were promotions and jobs are dependent on who you
know in government. It was evident during the analysis that uncertainties occasioned by
unemployment and a high level of corruption shape managers behaviour and responses in the
face of downsizing. Similarly Bond and Smith (1996a), are of the view that culture shapes
behaviours and also mediated by socio-political factors such as unemployment and corruption.
This finding is consistent with the attribution theory which looked at how behavioural
responses that define subjective thoughts are associated with psychological and /or external
causes (Weiner 1995; Badshah 2007; Hossain 2018; Karim and Kaul 2015; Ren and Jackson
2018). Arguably, God factor, belief system, faith and spirituality, religious values, shapes the
attitude and responses of the survivors’ workforce in Nigeria during downsizing and other
change management exercise.

CONCLUSION AND IMPLICATION

Conclusion

The study examines the cultural factors that may shape the psychological contract experiences
and responses among Survivor-managers since arguably, the cultural features of an individual
shapes its, behaviours, norms and attitude and responses The finding indicate that several
factors: family obligations, beliefs system ,values of dependency, spirituality, religious values
faith in God , unemployment, family obligations and corruption. Influence survivor managers'
attitudes and responses to downsizing exercise. These factors in one way or the other influence
the experiences and responses among Survivor-managers but at different levels as depicted in
Table 3. For instance, the extended family obligations account for 60% of the total supporting
cases, values of dependency(65%), belief system and spirituality (60%), faith in God (50%),

38



International Journal of Business and Management Review
Vol.9, No.2, pp.22-48, 2021

Print ISSN: 2052-6393(Print),

Online ISSN: 2052-6407(Online)

religious values (70%) and unemployment and corruption(65%). These findings have some
implications

Implication

Theoretically, several studies in this area have used experimentation, case study or survey
method while qualitative methods that specifically implemented the inductive approach are
barely used. Despite that fact that these approaches are well acceptable methods, however,
adopting qualitative approach especially with the use of inductive driven approach of thematic
analysis will further create awareness on the need to diversify research in terms of the methods
being used. Furthermore, Macredie and Mijinyawa (2011) pointed that some research works
have failed to define the theoretical concepts, and this alone has made the exploration and
validation of variables difficult in studies. Therefore, the themes that were unveiled can be
utilized in developing hypotheses to validate these study findings. It has been argued that an
alternative approach such as the comparative studies or cross-sectional survey may be used to
better validate and understand the cultural factors that may shape the psychological contract
experiences and responses among Survivor-managers.

Practically, human resource managers who are part of the downsizing exercise should embrace
the open and transparent process as well as being sensitive to the wellbeing of the victims and
survivors to reduce the negative psychological contract experiences and responses among
Survivor-managers and to ensure the attainment of the envisaged objectives of downsizing
practice. Also, an open and planned meeting with the employees should be encouraged so that
counselling and information support to remain employees regardless of the downsizing
exercise.

Dedrick and West (2003) note that research findings are useful tools for decision-makers.
These findings identified above may serve as a frame of reference for firms that want to have
a clearer understanding of the factors cultural factors shaping the psychological contract
experiences and responses among Survivor-managers. Furthermore, the finding may be
deployed to further investigate why an organization's productivity is low (Benbasat and Moore
1992; Kurucz et al 2017). The argument on this work may be deployed by organizations as
well as the empirical understanding to create awareness of the challenges encountered during
the change management process.

Limitations and Future Research

A qualitative approach was used in line with the research design, collection and analysis of the
data, however, the resultant effect may be unanticipated respondent —and- research bias in the
analysis of the data which limit the understanding of the alternative approaches (Macredie and
Mijinyawa 2011). The researchers argued that more studies should be carried out using an
entirely different approach (e.g mixed-method, comparative study) to validate and confirm the
findings further. Secondly, the issue of generalisability in qualitative research has also been
seen as a limitation. Therefore, the generalisability of the study needs to be established across
a broader population. Future researchers may adopt a confirmatory statistical approach test,
validity and confirm the findings and may be used as a benchmark for constructs of
psychological contract experiences and responses.
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