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Abstract
High voluntary attrition threatens the future ofadwsizing organizations. The purpose of
this phenomenological study was to explore how eyg# layoff announcements
reduces the perception of organizational commitrt@eiperienced, skilled workers in
central Wisconsin. The conceptual framework irdigpt stress response theories
including Cannon’s cognitive activation theory tless. Face-to-face interviews were
conducted with 20 journeyman level artisans whowtdessed the layoff process within
50 miles of Wausau Wisconsin. These interviewsevegralyzed via the modified van
Kaam method to code, cluster, and group the firglintp significant themes. Nine
themes emerged from the analyses suggesting lewypementation strategies might
reduce voluntary employee attrition. Among theskednes, job insecurity and mental
and emotional stressors were the most prominerthird theme, employee entitativity,
defined as when members of a group share simiido#tes and seen more readily as a
distinct entity than as individuals, also emergétiese themes may be associated with
employee voluntary attrition. Improving employe®larstanding of the layoff process
might increase employee trust in leadership deassiceduce voluntary attrition, increase
knowledge retention, and improve organizationaheoaic success. Employees who are
equipped to endure the layoff process may sufes $tress, conceivably reducing the

likelihood of drug, alcohol, and family abuse ahdit related social stressors.



Talent Retention in Organizations Facing Staff Riduns via Layoffs

by

George Edward Lightfoot

MS, Western Governors University, 2009

BS, University Of Wisconsin-Stevens Point, 2004

Doctoral Study Submitted in Partial Fulfillment
of the Requirements for the Degree of

Doctor of Business Administration

Walden University

February 2015



Dedication
| dedicate this research to my mother, Lillie Ligiot. Thanks for instilling in me the
belief that nothing good comes easy and that tiseme shame in hard work. | thank my
family, who refuse to take any excuse for me no¢ting a deadline, no matter how
many hours | worked. You all have always been neatgst motivation to do the best |
can. To my long time shift partner, Dimitri Gramtilkapoulos, thanks for helping me
stay focused. Finally yet importantly, | thankthibse, who supported and challenged

me to be more than okay.



Acknowledgments
First and foremost, | thank my committee members[Jorothy Hanson, Dr. Anne
Davis, and Dr. Lionel de Souza, | thank you for iysupport, and wisdom throughout
this process. | thank the entire Walden Universiaff for their professional advice and
backing. Lastly, | thank Dr. Freda Turner for hentnuous support throughout this

entire process



Table of Contents

Section 1: Foundation of the StUY .........ceommuiiiiiii s 1
Background of the Problem ... e 2
Problem STatemMeNt........ oo 6
PUIrPOSE STAIEMENT......e et e e e e e e e e 6
NAtUre Of the STUAY ....eveeiiieiiiee et 7
ReSarCh QUESTION ... e 9

INtErVIEW QUESHIONS ...cvviiicciiiiie s eeeee et e e e e rne e s 9
Conceptual FrameEWOrK ..........ooooiiiiiiiet ettt e e e e e e e e e e e eeeeeeeberennnaeerennnnes 10
DefiNitioN Of TEIMS....coiiiiieiiiiiiii et e e e e e e e e e e e e e e eeeeeeeeeeennnnes 18
Assumptions, Limitations, and DeliMitatiONS .. ..cceveeeeeriiiiiiiiiiiieaeee e 20

ASSUMIPTIONS ..ttt ettt eeeeee ettt ebb b a e s e e e e e e e e e e eeeeeeeesssnennneeesennnnns 20

[T T = Lo £SO PPURRPPPPP 20

D] 1] 01 =V 1 21
Significance Of the StUAY .......coooo oo 22

Contribution to BUSINESS PractiCe..........ceeeeoiieaiieeeeeeeeeeeeeeeiiiiiie s 22

Implications for Social Change..............cceeereiiiiiiiiii e 22
A Review of the Professional and Academic Literatur...............eeeiiinnieeeeennneeenne. 23

Organizational Change and StresSsS .........oooviiiiiiiiiiiiiiiiieee e eeeeeeeeeviieiieees 25

Layoff Causes and AVOIJANCE ..........cooiii et eeeeeeeees 28

Knowledge ReteNtiON.........uueeiii et 32

Leadership Roles and Relationships ........coceeeeeiiiiiiiieiiiiiiiii e 36



SUNVIVOT SYNAIOME ..uiiiiiiiiiiiie e eemmmm e e e e e e e e e e e nnaanaas 41

Organizational Commitment and JOD INSECUTtY..........uviiiiiiiiiiiiiiiiieiiiies 46
Organizational Trust and Perceived FairnessS........cccovveeeeiiieiieeeeeiiiiiiinn 50
Knowledge Retention and Post layoff PerformanCe..........cccooeveviiiiiiiiiinnnnns 52
Transition and SUMMATY .........oooiiiiiiiiiieemmmme e 54
SECHON 2: TNE PrOJECT ... e e e e e e aees 57
PUIrPOSE STAEMENT ...t e e e e e e aneas 57
Role of the RESEAICNEr .........eiieieeeee e 58
o T Lol o= g1 PP 59
Research Method and DeSIgN ............uuuiccn e e e e e e 61
METNOA ... et e e 62
RESEAICN DESIQN...ceiiiiiiiiiiei e s 63
Population and Sampling .........cccooiiiii e 66
Ethical RESEAICN.......cooiiiiiie e 70
(D= 1= W @ o] | [=Tox 1o o U PPUPPPRPRRN 71
INSITUMIENTS ... e e e e e e e 71
Data Collection TECHNIQUE ........uuuiiiiiiiiiieee e 71
Data Organization TECHNIQUES.......ccouiiiieeeeeeeeiiiiiiiere e e e eeeeeeeeeenees 73
Data ANalysisS TECNNIQUE ........cooeiiiiiiiiieemeece et r e e e e e e 73
Reliability and Validity ... e 78
Dependability/Reliability ..........ccoooi i 79
Validity/ TruStWOITNINESS. ... e 79



Transition and SUMMATY .........oooiiiiiiiiiieemmmm e 82

Section 3: Application to Professional Practice anglications for Change................... 84
OVEIVIEW OF STUAY ...ttt e e e e e e e e e e 85
Presentation of the FINAINGS...........uuu e 86

EMergent ThEMES ... ee e e e e 88
Voluntary Attrition Mitigation...........oooiiiiieiiiiiii e 102
Applications to Professional PractiCe .......ccceeccooiiiniiieiiiiiiieeeeeiiiiien 103
Implications for Social Change..............ccceeriiiiiiiiiiiii e 104
Recommendations for ACHON ........coooeiiiiiiieiee e 105
Recommendations for Further Study ... Q71
REFIECHIONS ... e e e e e 108
Summary and Study CONCIUSIONS ...........eiieemmmmmiesieee e 108

RETEIENCES ... ettt e e e e aa e e e e e e e e e e e e e e eeeeeeennnees 110

Appendix A: Informed CONSENt FOIMM .........ui i 144

Appendix B: INterview QUESTIONS............. e e e e e e e et e 146

Appendix C: Interview ProtoCol FOrM ........occeciiiii e 147

Appendix D: Themes Of STUAY ......coooiiiiiiiiiii s 149

Appendix E: Letter of COOPEIatioN..........o oot e e eeveeeeeeeeeeees 150

CUITICUIUM VI ...ttt e e e e e e e e 151



Section 1: Foundation of the Study

The intent of organizations’ leaders downsizingtigh layoffs is to enhance
their strategic positions by reducing the costahd business while retaining core
competencies and desired skill sets of the surgimiembers of the downsized
workgroups (Arce & Li, 2011). In this study, | dgped layoff procedures through the
lens of employees who were not subject to laydtie findings may aid in reducing
skilled employees’ voluntary attrition from downisig organizations by clarifying how
layoff procedures affect employee organizationahgotment and identify possible
countermeasures.

The global economy demands greater efficiencie®mpetitive markets than in
oligopolistic markets. Subsequently, organizatifsam all employment sectors may
undergo some form of downsizing through layoffaumattempt to remain viable in
competitive markets (Kawai, 2011). Layoffs canueglthe cost of doing business but
may Yield less than desired results if not propergcuted.

Surviving employees are integral to organizatienaicess. If leaders of
downsizing organizations are to achieve desiregltsesf layoffs, surviving employees’
organizational commitment must remain intact (MaeWiley, LeRouge, & Campion,
2010; Malik & Ahmad, 2011); otherwise, employeesowhleaders rely on to drive
revitalization may leave, partly because layoffs nagatively affect workers’
organizational commitment. Any loss of talent mainimize the expected benefits of

layoffs. The intent in this study was to explonmessors that could lower employee
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organizational commitment and identify processeas mhight reduce employee voluntary
attrition following layoff procedures.

Background of the Problem

When faced with challenging economic conditionganizations’ leaders may
alter operations to remain competitive. Globdkiaders of organizations in almost every
industry use downsizing to maximize efficienciesjuce operating costs and increase
profits as part of strategic planning (Arce & LQ2; Day, Armenakis, Feild, & Norris,
2012; Mékela & Nasi, 2010). This practice of wankde reductions results in the layoff
of millions of Americans annually (Hall, 2012), ggrbecause organizational leaders can
easily quantify labor costs, which transfer in adictable and manageable manner to cost
savings (Goldstein, 2012). However, the outconiesplementing layoffs are
inconsistent at best (Ilverson & Zatzick, 2011; Tre& Nyberg, 2008). Leaders of
organizations who rely on layoffs as part of atsgec direction may experience more
damaging than beneficial results.

Downsizing efforts may jeopardize relationshipsA@sn organizations’ leaders
and employees. Past researchers demonstratesbthatorganizations’ leaders fail to
achieve increased efficiencies, production, anditgroften associated with downsizing
(Mitchell, Schaap, & Groves, 2010; Mufioz-Bullon &r&hez-Bueno, 2011; Norman,
Butler, & Ranft, 2012). The failure to meet orgaational expectations after layoffs may
stem from a loss of tacit knowledge, including s specifics, compliance

requirements, and system efficiencies.



Numerous researchers have dedicated studies tih \agtbms and retained
survivors (Baruch & Hind, 1999; Reinardy, 2011; \@&ierendonck & Jacobs, 2012).
Using the findings from these studies, businessdesacould develop strategies that
mitigate the adverse effects of survivor syndrome maintain organizational
commitment (Baruch & Hind, 1999; Datta, GuthriesB#, & Pandey, 2010; van
Dierendonck & Jacobs, 2012). Some researchersdeenstrated that several
companies’ earnings and employee productivity dedifollowing layoffs (Iskander &
Lowe, 2010; Iverson & Zatzick, 2011; Kong, Chad&diaman, 2013). Few researchers
focused on layoff survivors who resign voluntarily.

Organizational human resources (HR) professioraisfluence employees’
reaction to change. Specifically, some HR prastioay reduce voluntary resignation
rates following organizational change (Batt & Calv2011). Trevor and Nyberg (2008)
investigated potential causal relationships amanggffs, voluntary turnover, and the
need for appropriate HR practices to mitigate aased adverse behavior of layoff
survivors. Leaders of organizations who offer apyoaties for career development may
suffer fewer voluntary turnovers of employees tbeganizations’ leaders who offer few
opportunities for career planning (Klehe, Zikic,\/dianen, & De Pater, 2011). Trevor
and Nyberg examined how HR practices influence eygas’ perceptions of job
embeddedness and procedural justice. In theiimigsd Trevor and Nyberg showed there
might be voluntary attrition from organizationsléling downsizing as survivors
analyze the benefits of remaining with their cutremployer relative to the expected

benefits of alternate employment. Trevor and Nglsdso posited that leaders of
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organizations should consider how understaffingtficiencies, and replacement costs
might lead to the failure of downsizing strategié¢s their study, Klehe, Zikic, Van
Vianen, and De Pater (2011) demonstrated orgaaimatend to underperform following
incidents of voluntary attrition. If HR professals instituted practices that encouraged
employee training, career planning, and advancemgmrtunities for employees after
downsizing, voluntary attrition might decline irequency (Klehe et al., 2011; Kwon,
Chung, Roh, Chadwick, & Lawler, 2012). Findingsnirthe studies of Klehe et al. and
Kwon, Chung, Roh, Chadwick, and Lawler (2012) pded insight into the costs to
leaders of organizations following voluntary aitnit, but did not address in depth the
motivating factors for employee voluntary turnov@revor and Nyberg provided some
assistance in determining if survivors might ledeg/nsizing organizations, but did not
address what stressors contributed to survivortahy attrition. Researchers must
address this gap in current knowledge so orgaoizsitieaders can avoid losing valued
employees and knowledge by increasing organizdtiomderstanding of the effects of
the layoff phenomenon.

The findings of this study might contribute to go& social change and could aid
scholars, managers, and HR professionals to hettierstand and minimize the negative
effects layoffs have on survivors. Business lead@ght create an environment that
reduces employee attrition from downsizing orgatmire with the use of this new
awareness. The focus of this research study wiaentify stressors leading to employee
voluntary attrition following announcements of |&fymitiatives. Understanding the

causes of voluntary attrition of employees subsegteelayoff procedures may lead to
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changes in the layoff process by business leader$i& professionals that reduce the
likelihood of employees leaving after such annoumeets.

Global economies, technological advances, andergitofit margins continue to
force leaders and employees of companies to do mwithidess, making this topic of post
layoff worker attrition worthy of research. Laysfés a business strategy will remain a
viable option for businesses but not without somteptial ill effects (Datta et al., 2010).
Layoffs may increase employees’ stress levels hteigtheir leave intentions, and
subsequently may lead to voluntary attrition (MafMmad, Saif, & Safwan, 2010).
Employees who leave voluntarily after layoff proagesk may critically affect future
organizational success. Specifically, developaff initiatives that do not adversely
affect members' organizational commitment may bol$te competitive position of
downsizing organizations.

The inability of organizations’ leaders to retampmoyees following layoffs may
lead to negative effects, such as increased cas$isse costs may consist of attracting
and training replacement workers and reduced effaes (Sitlington & Marshall, 2011).
In this study, | focused on the problem of taleztention after layoff procedures because
there is little research available about the caogesrvivors’ voluntary attrition post
layoff initiatives. Through this research, | mayntribute to a better understanding by
managers, human relations experts, and businegslqutofessors of how layoffs affect
employee retention; expressly, this study’s findingay provide justification to
implement layoffs in a manner considerate of lagoifvivors. Organizational leaders

who successfully reduce the negative effects amrdsof layoff initiatives may inspire
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employees to remain with the downsizing organizatibus reducing voluntary attrition
and minimizing the loss of the associated tacivkiedge of layoff survivors.

Problem Statement
Post layoff organizational success depends on\sangvemployees (Anis, ljaz-
Ur-Rehman, & Safwan, 2011; Cheese, 2010). Accgrtbrthe U.S. Department of
Labor (2013), the total number of initial layofeains during the months between June
2009 and May 2013 was more than 7.1 million. Téeegal business problem is that
organizational leaders may fail to improve orgatiaeal production and profits after
downsizing (Norman, Butler, & Ranft, 2012). Retagisome of the more experienced
employees and their knowledge about processes magygroven beneficial to the
downsizing organizations’ bottom-line. Retainimgm@oyee commitment subsequent to
layoff procedures may prove vital if downsizing anggzations are to prosper. The
specific business problem is that organizatioradiégs often have little information
about reducing employee voluntary attrition afeerdff procedures, but prior to the final
reduction in staff.
Purpose Statement
The purpose of this qualitative phenomenologiaadigtvas to explore how
organizational leaders may reduce employee volyatrition after layoff procedures,
but prior to the final reduction in staff. The ddbr this study consists of participant
interviews. Potential benefits of this study maglude an evaluation of relationships
between management and subordinates, a deepestamting of which human relations

policies mediate survivors’ intent to leave, anarity about factors that negatively affect



organizational commitment. The objective in therent study was to explore the
psychological and emotional drivers that might lemémployee attrition.

| obtained information from 20 experienced empl@yetdownsizing unionized
industrial organizations within a 50-mile radiuswgausau, Wisconsin. In the current
study, a purposeful sampling of former employegdared the issues contributing to
their decision to voluntarily sever employment.| #dverances occurred after layoff
procedures commenced, but prior to the attainmieimal staff reduction goals. Data
collection consisted of digital recordings of @té-to-face interviews and research notes.

Nature of the Study

As part of this study, | employed a qualitative ptvmenological approach.
Investigators use the phenomenological designpitucathe essence of human
experience regarding a phenomenon from the pergpaftparticipants (Tracy, 2010).
Phenomenologists focus on people who share sieiaeriences or operate in similar
environments and attempt to discover commonalgresshared meanings (Simon,
2006). The intent of this study was to extract mmeg from the shared lived experiences
of participants who voluntarily changed employdterdayoff procedures; therefore, a
phenomenological design was appropriate for thidyst

Researchers often link quantitative studies toclaigpositivism (Portney &
Watkins, 2009); because one cannot numerically aredbe lived experience of others
and verify its meaning, this approach was not tleali design to address the research
problem. Quantitative scholars strive to be olyecand seek to reduce human actions to

variables represented by numeric values in an gttémrgain generalizable data (Simon,
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2006). The goal of identifying measures that oizational leaders could undertake to
reduce voluntary employee attrition following lalyofitiatives and prior to the final
reduction in staff guided my selection of researdthod. In an effort to accomplish this
goal, | explored the subjective realities of laysfifvivors from the employees’
perspectives, which are neither quantifiable noregalizable.

Mixed methods designs are appropriate to colle@lyae, and interpret data in a
single study or in a series of studies that ingasé the same underlying phenomenon
using both qualitative and quantitative tools (Lle&Onwuegbuzie, 2009). In the
current study, | explored what stressors contriboiiemployee attrition following layoff
procedures. The desired information did not rexairy quantitative research to achieve
and thus a mixed methods design was not approgoathkis study. A qualitative
method was appropriate for this study to deterrttieeoptimal approach for
understanding the phenomenon from the lived expee® of the participants (Simon,
2006).

In this research study, | identified common chagastics and attributes of
employees who lived through layoff procedures apidtarily sought employment
outside the downsizing organizations subsequethietatart of layoff procedures from
their perspective of the layoff phenomenon. Qatlie research requires explorers to
study a phenomenon in its natural environment getfpdacts through extensive time in
the field. The phenomenological design selectediged the most appropriate means to

gather the desired information. Researchers catiuge substantive qualitative studies



by using rigor with thick description, rich detaid establishing credibility through
listening rather than telling (Tracy, 2010).

Ethnography, case study, narrative, or groundearyhgesigns, consisting of data
collection on site or requiring long periods reviegvthe actions of layoff survivors
(Portney & Watkins, 2009), was not appropriatetfos study because of limited time
and resources available. My goal to explore comthoeads and trends of the lived
experiences directly from the viewpoints of studytigcipants required a qualitative,
phenomenological approach (Simon, 2006); thus aditgtive, phenomenological
approach was the ideal means to summarize thespgutives. | used face-to-face
interviews and captured the answers via electramice recording to depict the lived
experiences of employees who have witnessed layoffedures affecting other
employees.

Resear ch Question

The overarching research question that guidedttity svas: What information
do organizational leaders need to reduce emplogkmtary attrition after initiating
layoff procedures but prior to the final reductiarstaff?

Interview Questions

To gain a richer contextual understanding of thhediexperience of the survivors,
| asked participants to recount their experienagtd the period before the
announcement of layoffs and after the announceuofdayoffs.

1. In as much detail as possible, please recall @a&ypiay at work prior to

announcements of a possibility of layoffs.
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2. In as much detail as possible, please recall theotiEayoff announcements.

3. What thoughts crossed your mind about the orgapizais management

made the announcements, and you realized who vibeutdleased?

4. In as much detail as possible, please recall tgatiavork, after the

announcements of layoff, in which you decided tv&

5. What factors led to your decision to leave?

6. What was the tipping point at which you decidetetve?

7. Based upon your experiences, what, if anythinglccmmanagement have done

to change your decision to resign voluntarily?
Conceptual Framework

The conceptual framework is the basis for any tgtale research study. | used
seven basic concepts for the structure of thisystidhe seven concepts are cognitive
activation of stress (CATS), expectancy theorysoead action theory (RA),
psychological contract, organizational culturejtativity, and survivor syndrome. The
framework for this study comprises these seveneuoisc
Cognitive Activation Theory of Stress (CATYS)

This study included employing CATS as a basis fotigl understanding of
employee voluntary attrition following the announmnt of layoff intentions. As
presented by past scholars in the field (CannoB2;1Bazarus, 1966; Ursin & Eriksen,
2010), there are numerous theories regarding homahs respond to stress. Humans

either may view stress as motivation for incregsedormance or decreased performance



11
(Coelho, Augusto, & Lages, 2011). The manner ifcivipeople respond to stress may
depend on their perception the stressor.

How employees respond to the stress of layoff o, may contribute
significantly to their organizational performanaesplayoffs. Based on the transactional
model of stress, people categorize stressorstzr @itthreat to their well-being, benign
or a challenge (Lazarus, 1991). Humans can withiss&ress in small doses, but over
prolonged periods of exposure, or in large amouhtsge will be a fracture in the
psychological makeup (Cannon, 1932; Meurs & Perr@0é1). This fracture could lead
to avoidance of the stressor by those affectedif&<Eriksen, 2010). Ursin and Eriksen
(2004) found that people receive a threat alarmmvgmenething is missing in their
perception of the expected reality, and this dizarey elicits the triggering of some form
of coping mechanism. A person could choose to tgpevoiding the negative effects of
the stressor. The nature of avoidance employedaare in a myriad of forms, possibly
ranging from reduced performance to voluntary tatttidepending on the degree of
stress realized.

The effect of stress may depend largely on howrsgmereacts to a particular
stressor. People may view stress as a negatigenss to a bad situation, but this view
may not always hold true. Building on previousdabhs’ work on CATS, Ursin and
Eriksen (2004) showed that stress is a necessargfdauman development. The stress
response is an unspecific alarm that occurs whents\are inconsistent with expected
events (Ursin & Eriksen, 2004). This alarm, whiepresents discomfort with

expectancy discrepancies, drives a person to seekition for the expectancy imbalance
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with reality (Ursin & Eriksen, 2004). In the casilayoffs, the response to expectancy
imbalance may contribute to an employee’s avoidafitkee stressor through either
emotional or physical withdrawal from the organiaat When an employee elects to
withdraw physically from an established employemight indicate the person believes
there to be no better option available.

During layoffs, employees may believe there igelithey can do to secure their
continued employment. How people handle stredspendent on the belief that they
can influence the outcome of a stressful situatignsin & Eriksen, 2010). According to
CATS, if people believe a positive outcome is palgsihey will cope with the stressor by
performing their job in a manner to avoid an unfate outcome (Ursin & Eriksen,
2010). This job performance could include assunaidjtional duties, working longer
hours, or forgoing vacations to meet deadlinegesson's perception of control over the
situation may influence the amount of effort exeéti@ change the outcome (Heneman &
Schwab, 1972).

As a key element of the conceptual framework fes tesearch study, the
expectation was CATS would contribute to an imptbuaderstanding about employees’
decisions to remain with a downsizing organizasahsequent to layoff procedures.
Ursin and Eriksen (2010) posited that when peopleve there is no chance of
influencing the outcome of a stressful event, thdlyconcede to the stressor and wait for
the event to take its natural progression withaliing action. This act of concession
may signal the end of any previously held beligfd expectations about the

organization.
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Expectancy Theory

The amount of effort put forth by people may dependhe expectant reward of
the effort (Hayibor, 2012; Van den Broeck, Vansteste, Lens, & De Witte, 2010).
When leaders of organizations announce layoff tndes, employees may feel helpless
to affect their future with the organization poglly, and employees may alter the
amount of effort exerted for the employer. Thiduetion in effort may lead to lower
performance by the employee. Expectancy of outcmae provide a basis to predict a
person's motivation to perform in a certain maroex given set of circumstances (Liao,
Liu, & Pi, 2011; Ning & Jing, 2012). Understanditige expectations of members of a
workgroup may prove beneficial to leaders of a deiwing organization by affording
leaders the opportunity to address any perceivett@pancies in expectations prior to
issues arising. During times of organizationalngey employees may reduce their effort
to contribute positively to the organization. Leeximay reduce the likelihood of
employees underperforming by offering them hopeherfuture with the organization.

The expectancy theory provided a fundamental gahteoconceptual framework
for the study. According to the expectancy theargerson's motivation to perform a job
well might depend on the perceived value of theeetgd reward (Vroom, 1964). How
successfully an organization’s employees perforghtaepend on the proficient
execution of job tasks after the announcementyaiffa. The amount of effort people
exert towards completing a task may depend on gegteption of their role in the
process, ability, and motivation to accomplishttek (Hayibor, 2012; Heneman &

Schwab, 1972; Van den Broeck, Vansteenkiste, L&m¥ Witte, 2010). These
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elements of action and expected outcome are céattaé expectancy theory, which may
be a reliable predictor of job performance basetherbelief that the person's actions
will lead to desired outcomes (Hayibor, 2012; Hearr& Schwab, 1972; Renko,
Kroeck, & Bullough, 2012)

The amount of stress experienced during times whd@ing may alter
employees' expectations about advancement opptetiand long-term employment.
This change in expectations may lead to a reduatievorkers' performance. In the case
of layoffs, employees who believe their employntene less than permanent may feel
less obligated to perform as compared to committeg-term employees (Silla, Gracia,
Manfas, & Peird, 2010). Expectancy of outcome nrayide a basis to predict a person’s
motivation to perform in a certain manner to a giget of circumstances (Liao et al.,
2011). Employees who are unsure of their fututté Wie organization may experience
more stress than victims of layoffs. Using CATSadsamework for exploration of
employees’ behavior, and the expectancy theorylasatized predictor of behavior,
might provide insights about a person's motivat@rieaving an organization after
layoff procedures commence.

Reasoned Action Theory (RA) and Psychological Contracts

In this study, | explored the logic of exiting erapées’ decisions to leave a
downsizing organization. The reasoned action (RApry of stress along with
psychological contracts provided part of the comgalgdramework. The theory of RA as

presented by Ajzen and Fishbein (1977) demonsttabdvior predictability.
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Understanding basic social behavior is crucialamipg any useful insight about how
these two theories relate to layoffs.

The announcement of major change initiatives cad te the departure of
workers who organizational leaders believed todrear employees. All social behavior
is contingent on the actors’ intentions and is mtattle as long as the intent remains
constant (Yousafzai, Foxall, & Pallister, 2010)moyees frequently believe there is an
implied psychological contract between employer amghloyee and layoffs may
represent a breach in this contract (Chaudhry, &8ylapiro, & Wayne, 2011).
Employees of downsizing organizations, whose imb@stare to remain with the
organization prior to the announcements of layaffay have a change in attitude
following layoff procedures. This change in comment may originate from the belief
by employees that announcing layoff intentions vgotation to the implied
psychological contract.

Exploring what stressors may cause employees'tiotento shift from staying
with a downsizing organization to leaving the onigahon may provide insight for
improving the effectiveness of downsizing policiesccording to the RA theory the
behavior of a person depends on two factors: d#itoward behavior, which is an
internal or personal factor, and a person’s peroeptf social pressures, termed
subjective norm (Yousafzai et al., 2010). If thheial pressures of a group are severe
enough, the group may override the ability of a rnenmo make a decision based on

personal desires (Ajzen & Fishbein, 1977). Orgations with strong cultures that
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provide employees with a sense of belonging magdgeapt to lose members following
layoff procedures.

Group Cohesion

The strength of the group may be more dependehbwanclosely the members
relate to each other than how they perform astsdlantities. When other people
recognize members of the group, more readily, asgba group than as individuals, the
group has achieved entitativity (Campbell, 1958ampbell (1958) coined the term
entitativity to explain why some groups develomiattangible group as opposed to an
aggregate of beings. This concept of entitatigityvided another component for the
conceptual framework of the research study.

Entitativity. In this research, study participants were eleietns, millwrights,
pipefitters, welders, and instrumentation techmisiaAll of these groups have
specialized skills craft designation. There aredtfactors that determine entitativity and
include proximity, similarity, and common fate (Cgaloell, 1958). Exploring a group of
employees who share the same educational backgrivméh the same geographical
location, and work for organizations undergoingléy satisfy all of these factors. When
groups achieve entitativity, stimuli that affeatyanember of the group will have an
effect on the behavior of the remaining membefdaybffs affect any member of the
group, entitativity may contribute to remaining dayees’ deciding to leave downsizing
organizations.

Determining what level of importance the employkees on either staying or

leaving the organization, and then comparing tha&botcial pressure exerted by the group
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was essential to understanding the level of gralfesiveness and entitativity. The
amount of group influence may depend on the orgdioizal culture, and the level of
entitativity of the group (Rooney et al., 2010; ‘dafrai et al., 2010). Employees may
demonstrate more commitment to an organization svithlture based on trust and
mutual respect than they would demonstrate to gamszation whose leaders are less
relationship oriented (Joo, 2012). People whaespectful of each other may exercise a
level of honesty between each other and devel@msesof trust (Colquitt et al., 2013).
The same concept of respect, trust, and honestytrapply between employer and
employees.

Organizational Culture

Organizational success may depend on the levelisf émployees have in the
guality of decisions made by management, espedaliyng times of change. The
success of any organization that relies on humpitatas dependent on the level of
organizational trust and commitment of its emplayEpangenburg, 2012). Layoffs
erode the trust between employees and employerghdworkgroup functioning as a
cohesive, entitative group might mitigate somehef eéffects of layoffs (Vakola, 2013).
Organizational leaders who invest in creating amarishing a culture of trust and respect
may benefit by employees demonstrating strong azgdonal commitment during times
of change.

The implied contract between employer and empl@ggeact as a major factor in
employee loyalty and organizational commitmentisTdontract may have a profound

effect on the amount of support and acceptancgrithg provides for change initiatives
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(Chaudhry et al., 2011). During times of econodifficulty, retaining talent can prove
challenging if employees believe the implied psyobial contract is no longer valid
(Olckers & du Plessis, 2012). In an establishdtliceiof trust and respect, employees
may remain committed to the organization becaudbef belief that the sacrifices made
by them, for the sake of the organization, willreEcompense sometime in the future
(Farndale, Van Ruiten, Kelliher, & Hope-Hailey, 201
Survivor Syndrome

People, who feel guilty because they survived anti@ic experience while others
did not, may suffer fromsurvivor syndromé¢Reinardy, 2011). | used the idea of survivor
syndrome as part of the conceptual framework fgrstudy. When employees
experience layoffs and fear the possibility of éiddial layoffs, or feel guilty for
surviving layoffs, they are subject to sufferingrfr survivor syndrome (Appelbaum,
Delage, Labib, & Gault, 1997). Survivor syndromayncontribute to reduced quality
and output from layoff survivors (Smith, 2010; Yegrdon, & Rivera, 2012). In this
study, my role included focusing on the experiesfcemployees who voluntarily sought
different employment after witnessing layoff proaess to understand what thoughts
contributed to their decisions to change employers.
Definition of Terms
The following terms may enable knowledge transhet establish uniform

understanding of terms within this study.



19

Entitativity. Entitativity is the degree of having the nature of an entitjyasing
real existence (Campbell, 1958). The formatioa gfoup whose members are more
identified and recognized as a part of the groupitfg than as individuals.

General adaptation syndrom@&eneral adaptation syndronsea syndrome
produced by diverse nocuous agents (Selye, 1936).

Job insecurityJob insecurity refers to the belief of an unstdiere for one’s
desired employment and the affected employeesaventess to resist the anticipated
threat (Greenhalgh & Rosenblatt, 2010).

Layoffs.Layoffs are involuntary termination in which thdesoeason for the
employee’s separation is the firm’s motivation &opermanent reduction in the size of
the workforce (Mitchell et al., 2010).

Organizational commitmen®rganizational commitment is the effort, and energy
employees expend in benefit to the organizatior¢gp, 2010).

Organizational (corporate) culturérganizational culture is the beliefs,
expectations, and values learned and shared byiaeg@ns’ members (Spector, 2010).

Psychological contracPsychological contract is the perceived reciprocal
obligations that characterize a relationship betwa® employee and organizational
entity (Eckerd, Hill, Boyer, Donohue, & Ward, 2013)

Stress responsétress response is a general alarm triggered tvgsser in a
homeostatic system, producing general and unspeunéntal and physical reactions from

one level of stimulation to a higher level of stiation (Ursin & Eriksen, 2004).
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Survivors.Survivors are the people who remain working at oizgtions that
have recently had layoffs (Cotter & Fouad, 2011R)this study used interchangeably
with those employees who possess ample seniorigntain with downsizing
organizations, but elect to leave.

Tacit knowledgeTacit knowledge is the knowledge in a person’s hdaalr
experience (Ipe, 2003).

Assumptions, Limitations, and Delimitations

Assumptions

The first assumption of this study was that alktipgrants of would answer the
interview questions truthfully. A second assumptod this study was that purposeful
sampling was an accepted and effective methodleétsay interview candidates.
Limitations

Certain research limitations bind the results efrssearch exploration. The
findings of this study covered a limited sectotlté workforce consisting of experienced
labor participants from downsizing organizationsha industrial sector located within a
50-mile radius of Wausau, Wisconsin. The findinggualitative studies are not
generalizable (Simon, 2006), so the results ofghidy may not apply to organizations
that are outside the industrial sector of the egonor involve a less skilled workforce.

Although the intent in this study was to capture liked experiences of
employees who voluntarily left an employer folloggiannouncements of layoff
procedures, participants could provide biased mesg®to research questions in recalling

their experiences thus limiting this research stully validate qualitative studies,
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researchers must gather rich detail from the ppants of the study (Tracy, 2010).
Participants unable to provide detailed informatdout the lived experiences because
they cannot adequately remember the event maylialgdhis study.

In addition, researcher bias could act as a limmatf this study because
experiences can distort the presentation of questim participants (Chenail, 2011). The
effects of researcher bias may contribute to ppeis’ information distortion. In this
study, the participant interview process prevetbedssue of information distortion by
asking questions based on personal experiencégmwritequesting opinions or leading
the responses of participants in any way.

Delimitations

In this phenomenological study, | conducted intems of 20 artisans from
unionized industrial facilities located within a-gtlle radius of Wausau, Wisconsin.
Employees who chose to seek employment elsewhievatnessing implementation of
layoff procedures was a delimiting factor of thisdy. Only people over the age of 18
and who are not from any protected class or gr@aupgipated in this study. | excluded
employees not working in the industrial sector antipossessing marketable skills held
by only a small fraction of the overall working pdgtion. The participants were
journeyman level electricians, millwrights, pipédits, welders, and instrumentation
technicians. Criteria for participation included@oyees who completed a state
indentured apprenticeship, were members of tradmarat the time of the lived
experience, and elected voluntarily to change ey@pfosubsequent to the announcement

of layoff procedures. My role included exploringvha skilled workforce responds to
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layoff procedures. The focus of this study waarnderstand why employees voluntarily
leave their employers subsequent to the implementaf layoff procedures.

Significance of the Study

Contribution to Business Practice

Understanding how layoff procedures affect empley&edownsizing
organizations may provide some benefit to all bessnsectors. The findings of this
study may lead human resources managers, busixesgstiees, and midlevel managers
to reevaluate the nature and effects of their amgadional downsizing strategies and
processes. Findings and recommendations fromébesarch may inspire business
leaders to develop and use alternate methods afiglping during difficult business
cycles that may reduce employees’ voluntary attmiti
Implicationsfor Social Change

The results of this study may provide insight iatoployees’ perspectives
following implementation of layoff procedures. $uasight may allow managers, HR
professionals, and business executives to viewrtip@nizational workforce reduction
process from an unbiased and analytical perspec@leaining such information about
employees’ response to layoff procedures may atiqyanizational leaders and HR
professionals to equip their workforce with theusge skills and knowledge to
withstand the effects of layoffs, thus increasingpéoyee retention and performance.
Employees equipped to endure the layoff procesinsigffer less stress, thus reducing
the likelihood of drug, alcohol, and family abugeyes, Hatzenbuehler, & Hasin, 2011,

Sinha, Shaham, & Heilig, 2011). Reducing varicusis of abuse might lessen the
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social demands associated with treating behaveonisiing from the stress that can
accompany the layoff process.

A Review of the Professional and Academic Literature

The purpose of this qualitative, phenomenologitady was to understand how
voluntarily separated employees perceived the fgyoicess and how those perceptions
might affect employee organizational commitmenhe Thformation in this literature
review clarifies issues affecting layoff strategi@hese issues often negatively affect the
layoff process by eroding the relationship betwesployees, instigating reduced
organizational commitment, and damaging the peeckintegrity of leaders’ behaviors.
Reviewing the literature improved understandin@@iv people respond to change in the
workplace and how other scholars and practitiohax® regarded organizational layoff
and change initiatives. The literature review uiggls research on layoffs and
organizational change in numerous global orgaronatisignificant research regarding
organizational commitment, and several studiesnopl@yee reaction to change.

The identified possible contributing factors touedd organizational commitment
following the lived experience, based upon theditiere review, include (a)
communication, (b) trust, (c) survivor’s sickne@&), organizational culture, (d)
leadership relationships, and (e) management shydaders of organizations who rely
heavily on human capital may realize the effectmpdffs including reduced
performance, efficiency, and organizational comreitinp more readily than leaders of

organizations less reliant on human capital. Bwew indicates that employees’
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perceptions and actions could affect the succeksyoff initiatives and the future
performance of the organization.

Prior to the popular press, business scholarsHihg@rofessionals using the term
layoffsto describe job loss, Gandolfi (2005), perhapstiost influential scholar in the
field of downsizing and layoffs, was developingdhes about the cause and effects of
this layoff phenomenon. This study builds on theaepts advanced by Gandolfi,
specifically in the areas concerning possible cafizelayoffs and alternate measures to
avoid them. Gandolfi and Oster (2010) demonstrdtatimanagement uses layoffs to
realize immediate reductions in costs and to irsgesficiency, profits, competitiveness,
and productivity for more than three decades. GHineikamined layoffs from the
perspective of victims, survivors, and executots,rot from the perspective of
employees who voluntarily severed employment widtvidsizing organizations.

In this study, | explored the layoff phenomenomirthe perspective of those who
were capable of surviving layoffs but chose to &etheir employer subsequent to the
lived experience. My role was to study the consepbt(a) organizational change and
stress, (b) layoff causes and avoidance, (c) knbydeetention, (d) leadership roles and
relationships with an emphasis on trust and comaoation between leaders and
subordinates, (e) survivor syndrome, (f) organ@al commitment and job insecurity,
(9) organizational trust and perceived fairnessd, (@) knowledge retention and post
layoff performance as a basis for this study. lfsyfrequently affect organizational
commitment in downsizing businesses and may inflaeamployees’ leave intentions

(Bayardo, Reche, & Cabada, 2013; Malik, Ahmad, &shin, 2010; Parzefall &
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Kuppelwieser, 2012). Reviewing the literature pded insight about how researchers,
scholars, and human resource practitioners vieofigaynd the associated processes.

The keywords for collecting facts for this reseastidy, when combined with the
termlayoff, were (a)survivor syndrome(b) organizational commitmen{¢) trust, (d)
knowledge retentior{e) causes(f) leadership(g) changeand(h) alternatives | used a
variety of search engines and databases to retsmwees for this study. The primary
databanks included (a) Academic Search PremieBibiness Search Premier, (c)
Business Source Complete, (d) ProQuest CentraBASE Premier, (f) Science Direct,
(g) EBSCO host, and (h) ABI/INFORM Complete. Aftieles included are from peer-
reviewed journals, and the remaining literature Wwas scholarly and professional
books; of these sources, a minimum of 85% haveigatiin dates that comply with the
3-5 year requirement for study inclusion. Thisrtture review includes 169 sources, of
which 153 are peer-reviewed journal articles (90.,5%0d 157 are from 2010 or later
(92.89%).
Organizational Change and Stress

One significant theme across literature was howplge@spond to change. Any
change in a person’s daily routine may introdugeestevel of stress into their life.
Change in a person’s employment situation can cstwsss, which may be difficult to
overcome (Reisel, Probst, Chia, Maloles, & Koni@l@). According to Selye’s (1955)
general adaptation syndrome, stress evolves froaleam reaction to the stress situation,
to resistance to the stressor, and eventuallytawstion. Once exhausted, people may

choose to cope with the stress, concede to defeegmove themselves from the stressor.



26
How people perceive stress may contribute to timellivag of the stressful

situation. Humans frequently equate stress wighirtability to meet the demands of a
situation given the available resources (Lazar@66)L This inability to resolve a
perceived threat might leave people believing a@yvulnerable and endangered
(Lazarus, 1966, 1999). Lazarus’s (1991) transaatimmodel of stress, based on the
primacy of cognition, offers two options: copingamgnitive appraisal as means to
arbitrate the response of individuals to environtakestressors. The writings of Lazarus
(1966), specifically the transactional model oésf, continue to influence stress studies
and their scholars (Arnold & Staffelbach, 2012; tfan-Shwartz & Gadot, 2012; Ursin
& Eriksen, 2010). Under the transactional modedtoéss, people categorize stressors as
threating, benign, or challenging to their wellsipi(Parker, Martin, Colmar, & Liem,
2012). Stress develops as part of a processirggtidm some stimuli in the work
environment (Lazarus, 1966). This stimulus trigg&e cognitive appraisal process,
which leads to an assessment of the severity dhtieat of the stimuli to a person’s well-
being (Meurs & Perrewé, 2011). Depending on thteaue of their cognitive appraisal,
humans will determine what options are availabladdress the presented stressor
(Parker et al., 2012). If a person deems a tlag&bo formidable to ignore, the
individual will employ a secondary appraisal pracesdetermine what, if anything can
remove or minimize the effects of the threat (Ath&l Staffelbach, 2012; Meurs &
Perrewé, 2011). Past researchers showed that itihation requires more resources
than the person possesses, this imbalance wilecasgrain (Lazarus, 1999; Meurs &

Perrewé, 2011). This transactional model of stnegg prove fundamental to
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understanding employees who choose to leave or@ams after the lived experience.
Each person may respond to stress differently dpgron variables including
confidence, support, and environmental issues.

The adaptive nature of stress is central to unaledatg why the reaction to a
given stressor is unpredictable. The cognitivévation theory of stress (CATS) can
help explain how employees may adapt and responaitkplace stressors (Ursin &
Eriksen, 2004). The concept of CATS provides @bt means to predict people
response to a stressor (Ursin & Eriksen, 2004)né&eesearchers have suggested that, in
small doses, humans can withstand stress but oolemged periods of exposure or in
large amounts, there will be a fracture in psycbaal makeup (Cannon, 1932; Meurs &
Perrewé, 2011). Understanding why employees partbe layoff stressor differently
over time may provide insight about reducing thgatiz’e emotions associated with
layoffs.

Based on the 1932 work by Campbell, CATS provideseans for researchers to
evaluate a given situation and predict a pers@spanse to stress. This predictability is
possible because researchers showed the stresssedp be a normal, healthy, and
necessary alarm response present in all specieadatbe world (Ursin & Eriksen,

2004). Individuals must respond to the stressgores! to them (Meurs & Perrewé, 2011;
Ursin & Eriksen, 2004). There are three ways tegarize how people respond to stress:
positively, negatively, or with uncertainty (Urs8nEriksen, 2004, 2010). Individuals
who respond to stress positively will do whatevdakes to cope with the issues and

expect the situation to end in a positive outcom@eople believe the outcome of the
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situation is uncertain, regardless of the actikenathey are helpless. However,
according to Ursin and Eriksen (2010), the worstagion for individuals is the sense of
hopelessness whereby any response to the stresatat kgsult in a negative outcome.
This theory of expectations and stress may aichadetstanding the effects of downsizing
initiatives on surviving workforces.

L ayoff Causes and Avoidance

Understanding why organizations’ leaders initiatgoffs may aid in exploring the
effect such initiatives have on employees. Théctoporganizational downsizing,
through the process of layoffs, began to gain &tienn the 1980s and has continued to
build momentum (Datta et al., 2010; Gandolfi & Hemrs, 2010; Mellahi & Wilkinson,
2010). Once perceived as an act of desperatiamrdanizational leaders facing
economic challenges, layoffs have gained prominasce legitimate business strategy
since the mid-1980s (Gandolfi, 2013; Gandolfi & Hson, 2010). Increased rates of
unemployment inflows may be a distinct featureenfese recessions (Elsby, Hobijn, &
Sahin, 2010). The recession of 2008 may have aeemtributing factor of the 2009
unemployment inflows, whereby more than 4 millioméricans lost their jobs via
layoffs (Cascio, 2010), and the trend of layoffatooues as more organizations’ leaders
seek to remain competitive (Datta et al., 2010@sdarchers conducting studies
concerning recent downsizing focused on varioutsgof the economy including
banking, real estate, insurance, and manufactbagia et al., 2010; Igbal & Shetty,
2011). Leaders of organizations from around tlobglimay need to develop strategies to

cope with a challenging economy.
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When business executives consider the potentiafiieof implementing layoffs,
the promise of reduced costs, higher efficien@esl, greater profits may prove too
tempting to ignore. However, researchers demaestthat downsizing activities may
result in damaging consequences such as no fingyasies, poor market reaction to
layoffs, stock price decline, and loss of stablekiarce (Chaudhry et al., 2011; Gandolfi
& Littler, 2012; Greenhalgh & Rosenblatt, 2010h short, using downsizing as a
strategy may prove damaging to organizations’ espa@erformance (Mufioz-Bullon &
Sanchez-Bueno, 2011; Parzefall, 2012). The dowrdidiownsizing can outweigh the
benefits, yet the practice continues.

Among the views held by researchers, there is fiaittee cause for downsizing.
Some researchers contended that failures suclt@salility to manage, inability to
adapt to technology, new equipment and processe®ke layoffs (Kawai, 2011; Megilo
& Risberg, 2010; Mellahi & Wilkinson, 2010). Eaohthese failures contributes to poor
organizational performance and consequently laydifthers posited that downsizing is
largely a product of organizations’ leaders attengpto bolster organizational-level
financial outcomes (Datta et al., 2010). This ouate occurs either by attempting to
improve stock prices or by increasing corporati@ahings per share of stock (Arce &
Li, 2011; Day et al., 2012; Igbal & Shetty, 201 Begardless of the reasons presented by
leadership, there may be little probability thaders of organizations will eliminate
layoffs as a strategic tool.

Layoffs can lead to results that counter theirndi outcomes. Perhaps the most

frequently used argument for implementing layos$féowering the cost of doing business
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(Maertz et al., 2010; Makela & Nasi, 2010). Howe\recause of additional costs
associated with severances, retraining, and raoguayoffs may increase the cost of
doing business (Gandolfi & Littler, 2012; Makawa&sb& Kleiner, 2003; Mitchell et al.,
2010). Ironically, using layoffs may result in c@guences that are counter to the
argument for implementing them.

Downsizing is one of the most far-reaching and ificamt management issues of
this era (Datta et al., 2010; Gandolfi & Hanssd@. D). Other researchers view layoff as
a desperate attempt by management to mask potagtréeadership and poor
management (Kawai, 2011; Vicente-Lorente & Zuiigeevite, 2012; Wolff, 2012).
Organizational leaders' motivation can substagtialuence layoff initiatives as a
management tool and can significantly alter the petitive landscape of an organization.
If properly executed, layoffs can reduce operatiogts, increase profits, and improve
efficiencies of the organization (Igbal & Shett@14). Proper communication and fair
administration of layoff initiatives, along with equate valuation of employees’ tacit
knowledge may moderate the loss of organizatioegbpmance and competitive
advantage following layoff announcements (Flint,ndg & Wielemaker, 2012).

Leaders of organizations may face technologicahadgs from competitors that
are difficult to meet under their existing strueturn these situations, layoffs may
represent their only possibility to remain competitin the short term. The decision to
resort to layoffs may lessen the effect of compegitnew technology, but eventually the
situation will require a more permanent solutidfailing to respond to technological

innovations may force organizational leadershipttize a fundamental technology that
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may be obsolete, provide less output potentialeduce the options available for future
customers (Schmitt, Borzillo, & Probst, 2012). $é®ptions may appear unattractive to
members of leadership because failing to adapta@hanging competitive landscape
may mean failing to survive (Bordia, Restubog, Jiesan, & Irmer, 2011; Pfeffer,
2010). Organizations’ leaders should view humapitabas a vital part of their strategic
planning, and should provide training to keep autra technological advances as
compared to viewing employees as added weightsicadil when market conditions
worsen.

Perhaps Gandolfi and Hansson (2011) offered thiedx@sanation for the layoff
phenomenon when they stated that downsizing istd@festation of organizations’
leaders attempting to gain instant increases iatbas of profits, efficiencies,
competitiveness, and productivity while simultangguweducing costs. Most managers
and scholars may agree with this statement contgethe rationale of organizations’
leaders to pursue layoffs, but the results of daxumg are inconsistent at best. The
benefits of initiating layoffs may be impossibleachieve under existing HR practices,
for example. Some organizations’ leadership engpbolast in first out method of
layoffs, whereby the most senior employees redibaffering effect from downsizing
initiatives (Chen, Kacperczyk, & Ortiz-Molina, 20110rganizations with unionized
workforces that use seniority as the basis forflaymust release all employees with less
seniority prior to eliminating the jobs of emplogaghom they deem underperformers
who have more seniority (Chen et al., 2011). Ogions’ leaders who operate under

such restrictions enjoy less flexibility in managithhe daily operations of their business
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(Chen et al., 2011). These inconsistencies mawy Btam ambiguous means of
measuring outcomes of knowledge loss.

The inability of organizations’ leaders to meadine value of employees may
contribute to the dilemma of inconsistent bendfisn downsizing initiatives. The
intellectual capital of an organization residegsremployees in the form of tacit
knowledge (Flint et al., 2012; Guthrie, RicceriDamay, 2012). These types of
intangible assets are more difficult to represerthe balance sheets than land, cash, and
buildings (Flint et al., 2012; Guthrie et al., 2QT2ai & Yen, 2013). Organizations’
leaders may be willing to part with employees meaily than parting with hard assets,
but when an organization’s workgroup loses emplsytee workgroup will also
experience a decrease in tacit knowledge. Theesuiesit depletion of intellectual
capital represents a reduction in an organizatioafapetitive position (Day et al., 2012;
Dumay & Cuganesan, 2011; Flint et al., 2012; Islear& Lowe, 2010; Kong et al.,
2013). This reduction in a competitive positionynb@ especially true for more
knowledge dependent industries than non-knowledddearning dependent industries
(Schmitt et al., 2012). The result of losing yeafrsacit knowledge might cost more than
what organizations could gain by reducing labotxos
Knowledge Retention

The inability of organizations’ leaders to retampmoyees beyond their post
layoff initiatives may contribute to the inability remain competitive following layoffs,
and thereby to the influx of new competitors irfte business sector (Pfeffer, 2010).

During downsizing, organizations’ workgroups loseng competitive advantage when
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employees leave with their tacit knowledge (Pfef2810; Schmitt et al., 2012).
Industries with low barriers to entry may be susiédeto new competitors vying for
market share, especially during economic timesldaat to layoffs (Pfeffer, 2010;
Margalit, 2011; Schmitt et al., 2012). This easgess into the market may help explain,
why during the decade between 1997 and 2007, thesinal sector lost about 20% of its
workforce while imports of manufactured goods mibkan doubled over this same period
(Houseman, Kurz, Lengermann, & Mandel, 2011). leea@f organizations that undergo
layoffs to remain competitive may weaken theirtsigac position by allowing new
competitors to gain a foothold in their industry.

The negative effects of losing talent caused bgffayhave inspired
recommendations from past researchers to modifyffigyactices (Bacon, Blyton, &
Dastmalchian, 2010; Hallock, Strain, & Webber, 201%ome researchers demonstrated
that organizations’ HR procedures might cause sarsito seek other opportunities
during layoffs (Datta et al., 2010; Hausknecht &var, 2011; lverson & Zatzick, 2011,
Parzefall, 2012). This loss of commitment by engpks might decrease the cumulative
organizational competitiveness. How HR profesd®eaecute a downsizing initiative is
a significant factor in altering employees’ orgatianal commitment, and changing
layoff procedures might reduce employee attriti8aohmitt et al., 2012). If leaders of an
organization must undertake layoffs, doing so mamner that reduces the negative
effects on employees might improve the organiz&itng-term performance. Altering
HR practices to mediate the negative effects affflaymight prove beneficial to retaining

employees subsequent to announcing layoffs.
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Judge and Kammeyer-Mueller (2011) demonstratedehders of organizations
should commit more time and resources to the stii@ynployee motivation and job
satisfaction. HR professionals who increase tinedterstanding about positive
psychology influence on employees might developrigzng methods that mitigate the
negative effects of layoffs (Adalsteinsson & Hasaldttir, 2013; Froman, 2010).
Employees might prove less likely to leave an erygaiaf they believe the organization’s
leaders acted in the best interest of the emplogeegsg times of change as compared to
organizational leaders who disregard the effecthainge on employees.

Layoffs may not be the only option for leaders @famizations experiencing
trying market conditions. Organizational leadeas atilize labor initiatives such as
wage reductions, job sharing, short-term compensasihortened work weeks, early
retirements, furloughs, and voluntary time off toia layoffs (Bacon et al., 2010;
Hallock et al., 2011; Kahn, 2012; Kimball, 201RBeducing wages, furloughs, and
shortening the workweek might allow organizatioesiders to show lower operating
costs without reducing workforce (Bacon et al.,@(Hallock et al., 2011). Utilizing
these initiatives may lead to increased motivaligithe workforce to avoid layoffs,
reduced feelings of betrayal by the workforce, egtdntion of an intact workforce when
business conditions improve.

Job sharing and short-term compensation can duiféexrs between a lull in labor
demand and changes in the industry that might requiditional labor (Bacon et al.,
2010; Kimball, 2012). These options offer orgatimas’ leaders the opportunity of

reducing labor costs without the costs associatddhiring and training additional staff
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as conditions improve (Bacon et al., 2010; Kimb2012). If employees feel
underutilized or overburdened, job sharing inities may lead to poor organizational
performance (Bacon et al., 2010). In such casaslers may require strategies such as
early retirement.

Early retirements might be an alternative to lagdéir some organizations
(Hallock et al., 2011; Makawatsakul & Kleiner, 2003n accordance with HR
restrictions regarding layoffs, leaders may keeprtiost senior and thereby the oldest
employees during layoff implementations (Chen gt24l11). If leaders of an
organization can entice more senior employeesaieleoluntarily, then younger
employees might remain with the organization. ¥setirement frequently removes the
penalties associated with leaving the organizatioor to meeting a given set of
predetermined conditions and might prove a viabhtecement for older employees who
may not otherwise be able to retire comfortablydCkt al., 2011). If an employee
retires under agreeable terms with the organizationay be reasonable to believe the
employee would return to the organization on a teray basis if conditions warranted
such a decision.

Creative thinking by leaders might provide vialbddusions to address a downturn
in the organization’s business cycle. Organizaideaders might avoid layoffs by using
creative staffing options such as depleting vacadioreducing wages as opposed to early
retirement (Hallock et al., 2011). Many employegght not be ready to leave the
workforce entirely, but might welcome a chanceatcetadditional vacation at a reduced

wage and return to work as conditions improve (btdlet al., 2011). Others might work
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additional hours at regular pay and take time dféwdemand is lower; thereby allowing
the organizational leadership to save paying avertivages (Hallock et al., 2011).
Organizational leaders who find creative meansijosi labor supply to market demands
may be less susceptible to economic downturnsdahafeaders of organizations that rely
on layoffs to adjust labor costs (Parzefall, 2012hnsequently, there might be better
options than layoffs available to organizationsrigaifficult economic times.

Utilizing these possible alternatives to layofttiaiives might moderate the
emotional and psychological triggers typically asated with forced workforce
reductions. Managers must consider the skill le¥¢heir employees to avoid
overburdening or underutilizing their abilities & et al., 2010). The success of any
proposal might depend on how leaders implementcantmunicate new initiatives
(Oreg, Vakola, & Armenakis, 2011). Properly mamggihe organization’s human
resources might be the basis of effective layaffatives.

L eader ship Roles and Relationships

Since the mid-1980s, leaders have used downsizirRgegitimate strategic
management tool (Gandolfi, 2013). Managers aegnal to how well employees receive
this strategy. Leadership style can influence oiggional performance via the
relationships formed between employees (Searle,&(4.1). How leaders handle
change can often affect employees’ behavior (Arsh&parrow, 2010; Atilgan &
McCullen, 2011; Van Dierendonck & Jacobs, 2012)edders fail to convey confidence
in the organization’s direction, other membershef drganization might resist the change

initiative because employees might reflect and #@ynlgadership’s lack of confidence in
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the initiative (Joo, 2010). Essentially, obtainthg desired results from organizational
initiatives might depend on leading by examplehmyst in charge of change.

Management style might influence the success darorgtional change
initiatives. During times of organizational charayed distress, managers’ leadership style
might substantially affect employee response tamghgAtilgan & McCullen, 2011,
Burnes & Jackson, 2011; Jaros, 2010). The stydseanby a manager can either benefit
or hinder the successful implementation of changatives. Managers who strongly
demonstrate helping skills, which people assoacidtie interpersonal and
transformational leadership styles, tend to creatging and empowered workforces
(Joo, 2012). Trusting and empowered workgroupsihdgsplay confidence in
themselves and the organization and be less meststahange. Managers who display
traditional management skills such as controllpignning, and directing, which are
more associated with task oriented and transadtieadership styles, might commit less
time developing workplace relationships (Joo, 2@111,2). These workplace
relationships can be critical during organizatioct®nge because, employees may exert
more effort to the success of organizational chanipey perceive value in the
relationships between members than if they view tlode as just another piece of
equipment to complete a task.

Strong workplace relationships might lead to emeé&syhaving higher levels of
commitment to the organization and higher perforcearn(Joo, 2012). Those managers
who develop learning cultures based on respeceamdoyee empowerment will

maintain higher employment commitment to the chag@rganization (Grdinovac &
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Yancey, 2012; Joo, 2012; Noer, 2010; Whitman, Vaddyp & Viswesvaran, 2010).
Employees who learn from each other and believeasleéses to be responsible for their
fate have higher levels of self-efficacy (Oreglet2011) and are more likely to accept
change than are employees whose leaders are ransattional focused and who
manage via a directive leadership style (Joo, 22@02). Developing a culture where
knowledge passes easily between members who sbraraa@n goals might prove
essential to organizational success.

Trust and communication. Trust might be the most fundamental characteristic
of any successful relationship. Leaders who devedtationships with subordinates and
inspire caring and trust among members might redligher levels of performance from
employees (Joo, 2010, 2012; Joo & Shim, 2010)s $hpportive leadership style may
prove more effective with high performing work gpsuthan a traditional directive
leadership style.

During times of downsizing, this culture of caricgn moderate the negativity
associated with layoffs and might positively infhee an employee’s organizational
commitment (Joo, 2010, 2012; Joo & Shim, 2010)adsss utilizing a supportive
transformative leadership style when leading engdgsywho are competent in their job
and confident in their ability may experience lessistance to change than leaders using
directing transactional leadership styles (Joo(02@012; Joo & Shim, 2010). During
organizational change, it might prove beneficiahdnagers and organizational leaders
can determine how to strengthen the trust relatipnsetween members of the

organization.
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Open communication between members may providshbeest route to
building trust. Subordinates view leaders who ficadransparency through open
communication as trustworthy and positively asdediaese leaders with organizational
performance during incidents of change within thgaaization (Arnold & Staffelbach,
2012; Chong & Wolf, 2010; Norman, Avolio, & LuthgrZ010). The success of an
organization during difficult economic conditionsgit depend on leaders who treat
employees as responsible members of the group.

Organizations may suffer because employees mightlie concept of change.
Additionally, management can reduce the negatifextsf of change and improve the
possibility of organizational survival by removiegiployees’ negative perceptions of
layoffs (Chipunza & Berry, 2010). Positive chamgght occur by increasing
organizational leaders’ understanding about thelsbblayoffs on surviving employees
and addressing these affects through improving BliRips and procedures to minimize
damage of employee morale (Battistelli, Montanip@xdli, Vandenberghe, & Picci,
2014; Oreg et al., 2011; Vakola, 2013). Changedha occur without damaging the
commitment of employees may lead to future orgdiunal success.

Successful change might require the use of sonie bascepts. Leaders must
adequately communicate to their employees the tgpekanges to expect and why the
changes are necessary (Bull & Brown, 2012; Chen,&&hen, 2012; Losonci et al.,
2010; Malik, Ahmad, & Hussain, 2010; Siegel & SimpR010). Employees who
believe they are contributors in a change proceghtrsupport the process more than

those who believe themselves to be at the mertlyeothange. The success of change
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initiatives, specifically layoffs, might depend neasn management’s implementation of
change than the change they wish to implement @ué&nJackson, 2011; Michaelis,
Stegmaier, & Sonntag, 2010; Oreg et al., 2011) suh, close attention to layoff
communication as viewed by the affected employse#al. Homburg, Klarmann, and
Statitz, (2012) posited informing customers as &slthe employees of any significant
changes might prove equally beneficial. Workersoware up to date on information
about upcoming initiatives, might perceive the @emore favorably than if the change
comes as a surprise or if they learn about it &be. |

Leadership style can substantially influence emgéogerformance. Leaders
might make decisions based on self-interest assgpto the best interest of the
organization or its employees (Bachmann, Gillesgi&ramer, 2012; Chen, Lu, &
Sougiannis, 2012; Lee & Taylor, 2014). Becausddeship is one of the most influential
variables in worker performance (Joo, 2012) emm@syweho perceive leaders’ decisions
to be inconsistent with the stated, desired outcoftlee organization might perform
poorly. Reduced organizational performance anchately downsizing might stem from
employees’ perception of poor decisions by leadprsh

Job performance might suffer if employees do notmmit to the change initiative.
This possibility of employees not committing enfesdhe importance of leadership
developing a well-defined change strategy (Batéilahal., 2010; Collins, 2010; Mishra
& Gupta, 2010). Offering employees a sense of tstdeding can remove some of the
uncertainty of change and lead to open communica&imut employees’ concerns.

Leaders can achieve commitment from subordinatdsmaprove the likelihood of
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successfully implementing critical change initi@svwy addressing employees’ concerns
(Bordia et al., 2011; Jaros, 2010). Communicadiod relationship development
between leaders and subordinates can mitigatefext ef layoffs for victims and
survivors.

Survivor Syndrome

Layoffs might only be the beginning of the stresscpss for surviving
employees. Employees who survive layoffs mighbbanegative emotions toward the
organization (Maertz et al., 2010; Waraich & Bhaafi2012). These emotions can
reduce the employees’ affective attachment andesplesntly their organizational
commitment (Maertz & Griffeth, 2004). Consequenfigople will reason with
themselves to understand the emotional aspectiang if remaining with the
downsizing organization benefit them more or I&sstleaving the organization (Maertz
& Griffeth, 2004). Factors contributing to an ewy#e’s decision to leave or stay might
include other employment opportunities, moral dileaof leaving, expectations of
others, and the employee’s sense of obligatioha@atganization (Maertz & Griffeth,
2004). Whether employees leaves or remains witbrganization might depend on how
they measure these factors (Maertz & Griffeth, 2004dertz et al., 2010). Ultimately,
deciding on the appropriate decision regarding thiture employment can cause
employees a substantial amount of stress.

Survivors’ calculative attachment could also desedaecause of their perception
of the difficulty of achieving future advancemernitiin downsizing organizations

(Maertz & Griffeth, 2004). People cognitively euvate these two sets of factors together
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to derive a final stay or go decision but unlikieefive forces that include current
emotion, calculative forces employs rational seterest with a future orientation
(Maertz & Griffeth, 2004). Organizational leadénat can implement layoff initiatives
in a manner that enforces employee commitment pesgal to damaging it might realize
greater success following the layoffs.

Survivors of layoffs could realize more adverseetf$ than other groups
associated with layoffs. Employees who remain wh#horganization following layoffs
might live with the guilt of being survivors (Arsth& Sparrow, 2010). The adverse
effects survivors of layoffs encounter includinglad workload, lower productivity,
decreased loyalty, and reduced motivation recutisariterature as survivor syndrome or
survivor sickness (Chipunza & Berry, 2010; CotteF8uad, 2012). This syndrome can
lead to reduced organizational commitment becaemlenfys of guilt, decreased loyalty,
decreased motivation, and fear may be more thamogwegs can withstand (Greenwood
& Reinardy, 2011; Hildesheim & Winkelmann, 2010; IMat al., 2010). The stress of
surviving layoffs may cause many of the employ&es organizations’ leaders may rely
on, for future success, to leave the employer padhe completion of the initiative.

The relationships between employees may be a polwedtivator for
employees’ decisions to either stay or go durirffycdit change initiatives. Furthermore,
the inability of surviving employees to reconciteir continued employment against the
loss of employment for displaced coworkers may pronhealthy and demoralizing
(Ngirande, 2012; Oreg & Sverdlik, 2011; Parks-Ygriz§yl1; Reinardy, 2011). The

relationships between employees frequently go ucemty organizational leadership
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and managers (Parks-Yancy, 2011). Such relatipashay prove fundamental to job
satisfaction and productivity.

Losing a long-time coworker and friend to layoffayrbe emotionally damaging
to the remaining members of the workgroup. Thkierfce of disrupting the makeup of a
workgroup intensifies as group cohesiveness inese@Gampbell, 1958). Conceptually,
three indicators may determine the strength ofjtioeip’s cohesiveness or entitativity.
According to Campbell’'s (1958) concept of entitdyivthe indicators for review
are: proximity (the distance between people ingifteip), common fate (the extent to
which members in the group seem to experienceretéted outcomes),
and similarity (the extent to which the individudisplay the same behaviors or resemble
one another). Groups of employees who share stvonds with each other may display
more negative reactions to losing members of isigthan people from a loosely
associated workgroup.

The entitativity of journeyman craft groups mayyesubstantial. If each
participant of the research study share similanitng and education a bond may exist
between participants. This bond may exist regasiéd organizational affiliation
because these employees share a designation néjonan status that no other
employees can claim. These participants typicatiyked in proximity to each other,
often in functional groups. In accordance withretacet of Campbell’s requirements
(Campbell, 1958), these types of workgroups arilfigntitative

Any disruption of the group will influence the peptions and behavior of

remaining members of the group (Campbell, 1958)e feaction to disruptions in the
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group’s makeup may increase as the skill set oftbap becomes more specialized.
However, groups that form over time may respondatiegly to losing members
regardless of shared specialized skills.

Groups whose members share common traits and ¢kastics are likely to form
strong bonds. Additional research in the areantifagivity showed members’ similarity
might prove valid identifiers of group entitativi(ip, Chiu, & Wan, 2006). A group
consisting of members who share common goals nhiglighly entitative. This concept
of shared similarities as a basis for entitativitgry prove valid regardless of racial or
ethnic composition of the group (Ip et al., 200&hese similarities can come in the form
of uniforms or clothing, but Ip et al. (2006) derstrated that race or skin color was a
more common indicator of group entitativity tharyather factor. This notion of
physical characteristics, such as skin color oe racedicting entitativity may hold true in
downsizing organizations and workgroups within ¢hesganizations. Other people may
not readily recognize or understand the objectivgoal of the group without closer
observation.

Some researchers disagree with the concept of gdlysmilarities being the
same as entitativity. The findings of Crump, Haam| Sherman, Lickel and Thakkar
(2010) refute Ip’s et al. assessment of similaginenong members being equivalent to
entitativity of the group. Without individuals &fing meaning to perceived physical
similarities there is no entitativity to perceivergmp et al., 2010). During times of
downsizing, employees may view race or ethnicitg gsialifying variable for dismissal

or retention of employment (Bell, Berry, MarquarditGGreen, 2013). Researchers have
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shown that groups consisting of members who sh@reron characteristics in
appearances and a common cohesive objective aeanttative than groups who do
not share these traits (Crump et al., 2010). Howleyees view the layoff process and
how this process affects their social group mayrdaute to the future success of the
group and the organization.

Organizational leaders may benefit from addrespotgntial issues with
survivors prior to the issues becoming problemafast researchers showed that
surviving employees are critical to organizatiosatcess post layoff (Chipunza & Berry,
2010; Iverson & Zatzick, 2011; Schmitt et al., 2D1Peaders of downsizing
organizations may suffer a downturn in productiabd organizational commitment if
the remaining employees feel betrayed by leade €hgpunza & Berry, 2010; Joo,
2010; Joo, 2012). Remaining employees whose tezdtdoes not account for the
trauma they are enduring may develop reduced arghonal commitment often caused
by decreased employee morale (Ilverson & Zatzick,120Leaders must handle
survivors properly because they are perhaps thé¢ imfbgential variable in deciding the
future success of downsizing firms (Schmitt et2012). Any voluntary turnover may
prove damaging to downsizing organizations (Mai&leem, & Ahmad, 2010; Marques,
Suarez-Gonzalez, Cruz, & Ferreira, 2011; Trevorybérg, 2008). If employees are
vital to the future success of an organizationdéga and managers may prove prudent to
treat them in a manner that addresses the hardshiggoffs.

Following layoffs, those employees who were victiofishe process may be the

lucky ones. Some researchers contend that dowgsiecreases job satisfaction and
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increases the workload for those who survive (Kwee2011; Malik et al., 2010; Malik,
Hussain, & Mahmood, 2011; Reinardy, 2011, Saif,ikj& Awan, 2011). The
cumulative effects of workload, insecurity, andueed job satisfaction frequently lead to
adverse psychological and physical health effemtsdirvivors (Berchick, Gallo,
Maralani, & Kasl, 2012; Deb, Gallo, Ayyagari, Fleér, & Sindelar, 2011; Malik &
Ahmad, 2011; Malik, Saleem, & Ahmad, 2010; Dstiai¥ 2; Jsthus & Mastekaasa,
2010). These effects may lead to a decrease an@a@tional commitment by the
employees.

Organizational Commitment and Job I nsecurity

Job insecurity may prove vital to how employeepoes to organizational
change. Consistent with the work of Greenhalgl88)9any change in the organization
causes a threat to worker’s job security evenly shghtly, and this job insecurity is a
crucial factor between a given situation and howpleyees respond to the situation
behaviorally and attitudinally. In cases involvilagoffs, employees may have reason to
perceive a sense of job insecurity regardlessfoftedr ability. The theory of reasoned
action (RA) presents a means of gauging the org#arral commitment of survivors in
downsizing organizations and suggests predictghiliemployees’ behavior (Ajzen &
Fishbein, 1977; van Dierendonck & Jacobs, 2012jis Theory of reasoned action
dictates that individuals intend to behave in agimanner in specified situations (Ajzen,
2012; Gold, 2011; Yousafzai et al., 2010).

The effects of layoffs can be substantial for stoxs following downsizings.

Frequently, these effects lead to feelings of desmd job security and reduced
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organizational commitment (Faller, Grabarek, & Qag2010; Klehe et al., 2011;
Lavelle et al., 2009; Parzefall & Kuppelwieser, 2D1How organizations’ leaders
communicated and implemented layoff initiatives hagignificant effect on employees’
attitudes. If not properly administered thesaatives could alter employees’ desire to
remain with the employer (Schmitt et al., 2012; @pnburg, 2012). Accurately gauging
employees’ organizational commitment is one oftthest indicators of their projected
job performance and leave intentions (Becker, €hli& van Dick, 2013; Hausknecht,
Sturman, & Roberson, 2011).

Employers and employees develop relationships basedciprocation. These
reciprocal associations, called psychological @mts, may be critical in how well
organizations’ workgroups perform (Conway & Coylea®iro, 2012). Employers entice
employees to join and remain with their organizatiowrough the use of inducements,
such as wages and benefits; in return employeesdara high level of performance
(Carraher, 2011; Lee, Forster, & Rehner, 2011; ies), Bordia, & Bordia, 2011). Any
change in these implied contracts can lead to eyeplstress.

Understanding how participants of this study viee kayoff process and if they
view this process as a breach in the psychologmairact may provide insight into the
participant’s decision to leave downsizing organass. Survivors often view layoffs as
a breach in the psychological contracts betweemwbesides, thus reducing the
organizational commitment of the surviving emplay€€haudhry et al., 2011;

Greenhalgh & Rosenblatt, 2010). Reduced orgawmizaticommitment via the breach in
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the psychological contract may only be the begigmihthe woes facing employees of
organizations undertaking layoffs.

Reduced organizational commitment may affect engs#eybeyond their
relationship with the downsizing organization. Bese remaining employees of a
downsizing organization may represent the futurthaf organization, employee
commitment is a decisive variable for HR profesalerand business leaders to consider
when contemplating downsizing initiatives (Fug&tgyssia, & Kinicki, 2012; Schmitt et
al., 2012). Employee commitment to an organizaiffects survivors’ productivity,
absenteeism, and turnover intentions (Ayinnde, 20lik et al., 2010; Neininger,
Lehmann-Willenbrock, Kauffeld & Henschel, 2010; 8§ganburg, 2012). In part, these
actions occur because employees believe the orgémzs leadership violated the trust
relationship. This perception of violated trustynfidllow employees as they transition to
new employers (Bordia et al., 2011; Kim & Choi, PD&and reduce the level of
commitment extended to the new employer. Indivislugho have previously
experienced poorly executed change initiatives, beagensitive to any proposed change.

Organizational leadership may benefit from deveigpiultures that encourage
acceptance among its members. Employees who possesise of belonging may prove
less susceptible to the effects of organizatiocaabffs than those employees who
experience exclusion and isolation (Lavelle et2009). The concept of belonging in an
organization, gauged by employees as believing lloéy value and receive appreciation,
may mediate the negativity associated with downgitGuchait & Cho, 2010).

Employees who develop relationships with membetbi®brganization and assimilate as
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part of the organization may experience greatemsibment to the organization (Lavelle
et al., 2009).

During challenging economic times, employees whespss the most marketable
skills may prove to be the least affected by dowingiinitiatives (Greenwood &
Reinardy, 2011; Michael & Michael, 2012). Emplogeeho believe they contribute
value to the organization may prove less susceptthbthe effects of organizational
layoffs than other employees. This confidence peison’s value may mediate the
uncertainty associated with layoffs (Greenwood &Raely, 2011; Kalleberg, 2012;
Trevor & Nyberg, 2008). Employees who elect tosoarother employment
opportunities, and are capable of having a subatantiuence on the downsizing
organization by their departure, are likely to mssssubstantial tacit knowledge that may
be desirable to other organizations (Trevor & Ngh@008). Researchers theorized that
possessing marketable skills reduces employeeséptibility to the negative effects of
job insecurity (Kalleberg, 2012; Kalyal, Bernts&araldi, Naswall, & Sverke, 2010;
future success of the downsizing organization goutally confident they can find
satisfying alternate employment elsewhere, may@ptmain with the downsizing
organization (Greenwood & Reinardy, 2011). Thisfmience in marketable skills may
reduce voluntary attrition from downsizing organiaas.

Employees experiencing stress may perform poonyosk. Because work is
such a large part of everyday life, any threat pe@eson’s job causes strong behavior and

psychological reactions that often conflict withnk@bjectives (Greenhalgh &
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Rosenblatt, 2010; Silla et al., 2010). Past re$esms provided insight on how stress
caused by layoffs may negatively affect producyi@nhd organizational commitment, and
positively affect employee turnover (Chipunza & Be2010; Datta et al., 2010). This
stress may contribute to health issues, work-iifbalance, and increased leave intentions
of employees (Arshad & Sparrow, 2010; Modrek & €nll2013; Muhammad Imran
Malik & Usman, 2011; Saif et al., 2011).

Employees who perceive their jobs as secure réygher levels of job
satisfaction and more positive job-related attisithtein those who perceive their job as
insecure (Chirumbolo & Areni, 2010; Probst & Eka28,10; Richter, Naswall & Sverke,
2010). Job insecurity is arguably a greater sretbsn losing a job. Researchers
showed that job insecurity can affect more thaeragn’s financial future; links exist
between the stress of this phenomenon of job imgg@nd mental and physical illnesses
(Mandal, Ayyagari, & Gallo, 2011; Michael & Micha€l012; Probst & Strand, 2010;
Reisel et al., 2010). Perhaps the level of conftéeand trust survivors have in the layoff
process may mitigate these illnesses.

Organizational Trust and Perceived Fairness

Historically, employers and employees maintaineel@ionship built on an
unspoken, implicit contract. This labor contragtiseas a major factor in employee
loyalty and organizational commitment (Arshad & 8pw, 2010; Conway & Coyle-
Shapiro, 2012; Ng, Feldman, & Lam, 2010). Thisgh®jogical labor contract can aid

the organizational leadership in retaining empleydaring times of downsizing (Lavelle
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et al., 2009). Any perceived breach in this castiraowever, may lead to employees
leaving the organization (van Dierendonck & Jac@fd,2).

Trust is a vital aspect of relationships and shdé@gbrotected and nurtured.
Organizational trust and procedural fairness mangrdmute to business success during
incidents of change (Derue, Nahrgang, Wellman, &nidhry, 2011; Norman et al.,
2010; Smollan, 2013). A contributing factor to dayees choosing to stay or leave is
the trust they place in the decisions made withedrganization (Kim, 2009; Lavelle et
al., 2009; Shah, 2011). This trust may come froamagement, coworkers, supervisors,
or any combination of the three (Oh & Park, 201lho8an, 2013; Smollan & Parry,
2011; Whitman, Caleo, Carpenter, Horner, & Berne212). Employees undergoing
layoffs may find it difficult to focus on job taslkisthey do not trust those around them.

Layoffs erode the trust between employees and graggo This erosion occurs in
part because the release of some victims may béodcue fault of their own (van
Dierendonck & Jacobs, 2012). To protect the treksttionship, layoffs must occur in a
fair and just manner (Munjuri, 2011; Pfeffer, 201®egardless of the process, some
trust may be lost during the layoff process. Leadeust take steps to repair a damaged
trust relationship (Kramer & Lewicki, 2010). Leasl@vho do not build strong
relationships with their subordinates, built orstyumay find it difficult to direct members
during times of organizational change.

The success of a layoff initiative may depend ow hzembers of the
organization interact with leaders during the ldywbcess. Researchers believe that

employees may respond more favorably to leadersmthey view as fair compared to
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those leaders whom employees view as being les@halyer & Arbelo, 2012; Guo &
Giacobbe-Miller, 2012; Isenhour, Stone, & Lien, 21Relationships may represent the
most direct antecedent to employee attitudes ahdvers, and subsequently the success
of the downsizing process (Kim, 2009).

Knowledge Retention and Post layoff Perfor mance

During downsizing, leaders of organizations losevidedge tacit to employees,
and this knowledge may prove critical to the orgathon’s success following layoffs.
Researchers posit that a culture that encouragesl&dge sharing can minimize
knowledge loss (Wang & Noe, 2010). An organizatiothbe more flexible if members
freely share knowledge and respond to changes ooinpetitive landscape (Jaros,
2010). If employees who own critical knowledgecek® leave without passing along
their knowledge, the downsizing organization magoemter substantial obstacles to its
future success.

In competitive businesses, a person can assumsttaahg knowledge will lead
to a stronger workforce that may possess the redsikills to withstand the negative
consequences associated with layoffs. Some okfhercussions associated with layoffs
include loss of knowledge, reduced efficienciedution in organizational commitment,
and work overload. Knowledge is unlikely to floreély in an organization after the
announcement of layoff intentions unless such tugiwas in place prior to layoff
procedures (Jaros, 2010). The use of reasonezhdabgory may aid in understanding
why survivors opt to leave organizations rathentatiempt to rebuild it following layoff

initiatives.
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Human resources (survivors) are the only advaragarganization has in
competitive markets, but a stable work environmemetssential to capitalize on the tacit
knowledge of these human assets (Anis et al., 20&llahi & Wilkinson, 2010).
Organizational leaders who maintain a culture émaourages open knowledge sharing
among its employees may perform better than orgéinizs whose employees hoard
knowledge. As such, senior leadership must profutlesupport for a culture of
knowledge sharing by creating a solid knowledgesfer process for organizational
knowledge development and retention following ldydCheese, 2010; Hall, 2012;
Kraimer, Seibert, Wayne, Liden, & Bravo, 2011).sBarchers contended that the
performance outcomes of organizations increaseras/srs share their knowledge and
learn new skills to enhance their marketabilityi{Eét al., 2012; Greenwood &
Reinardy, 2011; Smith, 2010). This same increasaadrketability may improve the
performance outcomes and organizational commitroesirvivors (Gardner, Wright, &
Moynihan, 2011; Greenwood & Reinardy, 2011; Schetital., 2012; Sitlington &
Marshall, 2011). Focusing on knowledge retenti@y significantly enhance the
performance of organizations’ workgroups post layatiatives.

Some employees may work harder when challengedthgtipossibility of
layoffs. However, management should not rely es &ls an outcome to announcing
layoffs because assuming additional workload mayg e employee burnout. Studies
indicated that burnout can increase motivatiore&wé an employer (Collie, Shapka, &

Perry, 2012; Federici, 2013; Federici & SkaalviRl2; Skaalvik & Skaalvik, 2011).
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Any attrition that follows layoff procedures pladé& organization in a weakened
position, when compared to its condition prioragdff procedures.

The manner in which organizational leaders exelaytaffs will profoundly
influence the level of success it will experienckdwing layoffs. After layoffs,
survivors may find difficulty in working with theasne enthusiasm and concern that they
demonstrated prior to the organizational leadegoff initiatives. Organizations whose
leaders fail in properly communicating upcomingralpes to prepare its workforce for
life after layoffs may suffer substantial downtuingemployees’ productivity and
organizational commitment (Malik & Ahmad, 2011; Maét al., 2010). The future of
downsizing organizations may depend on how welrémeaining workforce commits to
the new structure following layoffs.

Transition and Summary

The purpose of this qualitative phenomenologiaadigtwas to explore the
possible factors that might lead to employees’ ntaty attrition subsequent to layoff
procedures. Organizations’ leaders may use tloeniys of this study to increase
organizational commitment and reduce survivortaitri | provided insight about the
effectiveness of the explanations given to paréiotp by their employer to justify the
need for layoffs. Additionally, | explored the diet experience of the participants in an
attempt to identify the factors that negatively teifiuted to participants’ organizational
commitment. Developing strategies to reduce mtiriof employees following layoff
procedures may reduce costs associated with engtapeover and enhance

organizational efficiencies.
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| provided the problem and focus of this study @tttn 1: To explore the lived
experience of employees who survive layoffs atrtpleice of employment, subsequently
to leave said employer of their own volition in puit of other opportunities. My role
included identifying the participants of this stutlye geographical area of concentration,
and the methodology of this study. For this stualyyivors are those employees who
met the eligibility criteria (see Appendix C). Thedings of this study may provide
insight to scholars, managers and human resouroésspionals, in understanding how
layoffs contribute to voluntary attrition subsequenlayoff initiatives, and thus aid in
survivors’ retention.

For this study, | identified potential issues tbantributed to survivors’ attrition.
Exploring how individuals cope with stress was cartb the foundation of this study,
and builds on the work of seminal researcherserfigid (Cannon, 1932; Lazarus, 1966,
1999; Selye, 1955). Understanding how layoffsafteganizational commitment may
contribute to initiatives that might mitigate theévarse effects of the layoff process. In
addition, understanding the concept of survivordsgme and its accompanying
symptoms provided valuable insight to the layofépbmenon.

Because this study included seeking understandiogtahe lived experience of
survivors of layoffs, to identify issues that le¢adsurvivors’ voluntary attrition,
gualitative phenomenological research method wpsogpiate. When using qualitative
exploration, researchers must explore a phenomientnatural environment gathering
information through extensive time in the fieldr{tin, 2006). The phenomenological

design provided an optimal means to collect facthis study because phenomenologists
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attempt to discover common meanings by focusingemple who function in similar
environments or who have shared similar experie(Mesistakas, 1994).

In Section 2 of this study, my role included addnmeg central parts of the
research, such as the (a) purpose statement,|@x0)frthe researcher, (c) participants, (d)
data collection, and (e) ethics of this researabyst In this section of the study, |
provided a deeper understanding about collectinigagalyzing answers to assign
meaning to the shared lived experiences of paantg Using additional information in
this section concerning data collection, organargtand analysis, provided a foundation
to demonstrate the validity, reliability, and rigafrthis qualitative study.

Section 3 of the research study included recappiimy sections. This section
consists of issues including (a) an overview ofgtly, (b) the findings of the research
study, (c) how this study may contribute to pogitsocial change, and (d)
recommendations for future actions. | reflectedlmnresearch process and concluded

Section 3 with a summation and conclusion.
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Section 2: The Project

The loss of surviving employees after the livedesignce can result in negative
impacts to organizations’ efficiency, productivignd profitability (Chipunza & Berry,
2010; Iverson & Zatzick, 2011). How organizatiolegders implement layoffs may
substantially influence the commitment of remainemgployees (Fugate, Prussia, &
Kinicki, 2012; Tsai & Yen, 2013). Organizationablders whose workforces realize
voluntary attrition may find their organizationsvdé of significant talent, skills, and
knowledge required for future success.

My role included exploring why employees of dowirsigorganizations choose
to pursue other employment opportunities. Basetamarus’ (1966) transactional model
of stress, | explored factors that lead to survatbrition. With more than two-thirds of
downsizing initiatives ending in failure (Obilad2)09), findings of the study might
provide insight regarding how leaders may imprdwartorganizations’ post layoff
performance by enhancing employee retention.

Purpose Statement

The purpose of this qualitative phenomenologiaadigtvas to explore how
organizational leaders may reduce employee volyatrition after layoff procedures,
but prior to the final reduction in staff. The ddbr this study consists of participant
interviews. Potential benefits of this study magliude an evaluation of relationships
between management and subordinates, a deepestamting regarding what human

relations policies mediate survivors’ intent todeaand clarity about factors that
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negatively affect organizational commitment. e tlurrent study, | explored the
psychological and emotional drivers that could lEadmployee attrition.

| obtained responses from 20 experienced emplayle@gswnsizing unionized
industrial organizations within a 50-mile radiusvdausau, Wisconsin. In the current
study, a purposeful sampling of former employegdared the issues contributing to
their decision to voluntarily sever employment.| #dverances occurred after layoff
procedures commenced, but prior to the attainmieimal staff reduction goals. Data
collection consisted of digital recordings of @té-to-face interviews and research notes.

Role of the Resear cher

| conducted a qualitative phenomenological resestatly. The role of a
phenomenological researcher is to act as an inapdadta collector, without judging the
answers (Tomkins & Eatough, 2013). In the curstatly, interviews were the
information gathering technique because the objeatias to learn from the lived
experiences of the participants. My role was teriiew participants, transcribe their
responses, and analyze the results for themesihat from the particular to the general
(Moustakas, 1994), verify the findings, and repbdse findings as part of the research
study.

Researchers must reveal any personal traits oactegistics that may affect the
interpretation of data (Moustakas, 1994) macketing The bracketing process is a vital
part of the qualitative research process that almgearchers to understand participants’
responses, known apochethis process isolates researchers’ biases (Mkastd994).

After working in an industrial sector for more thavo decades, | am familiar with the
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companies that have undertaken significant redunstio the workforce via layoffs in
Central Wisconsin. In an attempt to comply withidtakas’ (1994) concept of using
reduction, bracketing, and imaginative variatioagasses to keep researcher biases
minimized, | bracketed any personal opinions ardds concerning my experiences as a
non-management employee of an organization thaiwarged layoff initiatives, and
viewed interview responses from various perspestivdy role included transcribing
each interview and extracting common themes. ¢iaaints reviewed the transcripts to
see if | accurately captured the lived experien€ach person viewed the event from a
unique position and may have a different interpi@ta

Participants

The population of the research study consistedeshbers from unionized trade
groups. | contacted heads of local unions fos lithames and contact information
identifying members who have changed employeres2@06, and their current
employers, thus providing a population of potentiiticipants. Narrowing the
identified group for purposeful selection includedusing on employees who voluntarily
left downsizing organizations subsequent to thediexperience. | contacted each
potential participant via telephone and (a) receebsiteir assistance with the research
study, (b) asked how long they worked for the daming organization, and (c) asked if
they left the organization voluntarily. Subseqlgrtprovided a copy of the informed
consent form to those individuals who volunteeegdrticipate in the study (see

Appendix A).
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Candidates for the study shared characteristi¢ssthzstantiated the validity of
the research. | purposefully selected candidatescated with an unionized industrial
facility. The criteria for selection were that bazandidate must have gained journey-
level status from a state indentured apprenticgstfugram spanning a minimum of 4
years. All participants were at least 18 yearagd and had a minimum of 4 years
continuous employment with the downsizing orgamarat Participants left the
downsizing organizations of their choice after ywocedures but prior to the final
reduction in staff. Participants declared theimiver of years of continuous employment
with their former downsizing organization and sthifethey left voluntarily prior to
signing the informed consent form. These requir@méor participants to gain inclusion
to the study provided validity that the study mesttded intentions.

Solid working relationships between researchergarticipants are essential in
gualitative research (Simon, 2006). To establising working relationships, | informed
the candidates of the intent of this research g@sgb#he informed consent process. My
role included assuring candidates of the confi@dititiof the study, along with
communicating and acting in a respectful and etmamner.

The research effort included several steps to aghat the study maintained ethical
standards (Tracy, 2010). My first step to assuetigcal research of the study was to
take the Walden University preferred certificateond subsequently petition Walden
University’s Institutional Review Board (IRB) foepmission to conduct the study. A
minimum sample size of 20 participants was appadffor this research study and

determined large enough to reach data saturatiamng@d] 2000) whereby nothing new
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emerged from collecting additional information (@iRy & Parker, 2013). If
interviewing 20 participants had failed to provsiuration, interviews would have
continued. This sample size was also small entagliow the requisite in-depth
interviews to develop accurate transcriptions efghrticipants’ responses (Tracy, 2010).
Each participant received an informed consent farsign prior to engaging in any
interviews (see Appendix A). By labeling partianpst interview responses with coded
designators, their identities remained privatee Tansent forms and interview
information of the participants will remain in segte secure locations for a period of 5
years.

Research Method and Design

| employed a qualitative phenomenological resedeasgign with purposeful
sampling of participants in this study. Capturihg essence of human experience
concerning a phenomenon from the perspective oicgents was the intent of
phenomenological design (Tracy, 2010). The go#him study was to understand how
layoff initiatives may affect employee turnoverantions and to identify potential
strategies for reducing future voluntary separatiand reduced performance. Husserl
started phenomenology as a philosophical moverhahfdcused on the nature of
experience from the point of view of the personesigncing the phenomenon (Connelly,
2010). A descriptive phenomenological approach vest for the current study because
the goal was to explore the lived experiences digyjpants, without allowing any

presuppositions or biases to affect the study.
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The study included conducting interviews using epeded interview questions
that allowed patrticipants to provide consideraldtad in their responses. The interview
guestions covered the lived experiences of empkgethree points in their relationship
with their past employers. The points of concdidraare pre-layoff announcements,
time of layoff announcements, and post layoff amoaments. Phenomenologists focus
on individuals who share similar experiences, atehgt to discover commonalities and
shared meanings (Simon, 2006). Phenomenologisaareh was most appropriate for
this study because the intent was to learn fronlivied experience of these employees. |
explored how layoff procedures might contributegduced employee organizational
commitment and identified potential countermeastoesduce voluntary employee
turnover.
Method

This research study was an exploration of livedegigmces of employees of
downsizing organizations, who chose voluntarilgxa the downsizing organizations
after implementing layoff procedures. | employeglalitative research method to
explore how layoffs affect employees from the ggrants who lived through this
experience. Aligning with the selected phenomegiold design approach, | used in-
depth personal interviews with the chosen partidip#o obtain information that frames,
identifies, and characterize their experiencesnduorganizational downsizing via
layoffs.

The method of study and the design of the studylshaomply with the intent of

the study. Quantitative methods facilitate obtagngeneralizable data by seeking to
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reduce human actions to variables, representedimerc values (Simon, 2006) and,
therefore, were not ideal for this study. Qual&iexploration brings the reader closer to
the phenomenon by gathering contradictory (a) emeti(b) opinions, (c) beliefs, and
(d) behaviors that quantitative designs cannotige{Bansal & Corley, 2011). When
using qualitative designs researchers must expl@i@nomenon in its natural
environment gathering information through extensines in the field (Tracy, 2010).
When using a mixed methods methodology, the researnerges the findings of both
gualitative and quantitative methods to provideetids understanding of the issue than is
possible using either method individually (Palink&arons, Horwitz, Chamberlain,
Hurlburt, & Landsverk, 2011). |did not use a nuxeethods methodology because the
goal was to capture the lived experiences of thggi@ants, and quantitative data are not
appropriate for capturing lived experiences. Usrgualitative method satisfied the
objectives in this exploration.

Resear ch Design

| matched the design of the study with the qualitainethod. Researchers can
categorize qualitative exploration as explanatongrpretive, or critical studies intended
to (a) describe the state of conditions, (b) gaedngpothesis, (c) formulate theory, or (d)
explore association (Portney & Watkins, 2009) thiis study, | used a phenomenological
design. Other possible qualitative designs incli@aesthnography which is helpful when
exploring cultural phenomena, (b) case study whids data gathered from multiple
sources to explore underlying principles of eveimdividuals, or groups bound by time

or space, (c) narrative which consists of participdelling stories about their lived
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experiences, and (d) grounded theory which fortieary to fit the findings (Bluhm,
Harman, Lee, & Mitchell, 2011; Moustakas, 1994;dielEshlaghy et al., 2011) and
were not suited for this study. Each of these wuthnvolves face-to-face interviews,
data collection on site or long periods reviewing &ctions of layoff survivors. In this
research study, | explored the lived experiencesdividuals who lived through a
phenomenon as told in their words. Because myincleded avoiding any opinions
from the participants’ retelling of the events lasyt occurred, the study included using
semistructured interviews with open-ended intervigi@stions. Semistructured
interviews allowed participants to answer the sgoestions in as much detail as they
wished, and | extracted common themes without gitexy to manipulate the
participants’ words. The phenomenological desiff@red the most applicable means to
gather the desired information of the study.

| employed a phenomenological research designerstiindy to learn from the
lived experiences of employees experiencing layofavage-Austin and Honeycutt
(2011) noted that the purpose of qualitative exgdlon is to investigate, observe, and
understand a social phenomenon. Consistent witloi$(2006), my role as researcher
included summarizing the lived experiences of pgoéints to understand the subjective
reality surrounding the event under exploratiorollected information from participants
of the study using in-depth personal interviewgitdl recordings of the interviews, and
field notes.

The study included exploring factors that may redeimployee attrition

following layoff procedures from the perspectivetlodse who lived through such
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announcements. The first-person events known asquhena are the only objects or
events that exist for perceptual participants (Makess, 1994). What begins as a quick
impression of an event grows in depth and mearsnupaticipants continually reflect on
the experience of the event (Moustakas, 1994). phlemomenological research design
followed the general processes of reduction, epaafegginative variation, and synthesis
of meanings (Moustakas, 1994). By developing axpheenological reduction process
that asks the appropriate questions required fqndmexplanatory structure free of
biases; researchers can improve their understaadicignterpretation of the world as it
relates to human experiences (Moustakas, 1994 ckBting forces investigators to
develop the proper skills to obtain the correatriptetation of the phenomenon under
review by requiring self-reflection on potentiabprdices and biases (Moustakas, 1994).
To obtain various meanings of a phenomenon, Moast&k994) recommended
imaginative variation, which uses different vantagets from various participants to
alter their frame of reference. This change o§pectives may afford researchers the
ability to remain unencumbered by their precon@®iabout a phenomenon.

During the late 1950s, van Kaam developed his s@ieanalysis method to
describe and analyze qualitative data (Andersormpfatd, 1998). | captured information
using interviews and open-ended questions desitmgdin knowledge and
understanding about human experiences. The vam Kaathod was appropriate for this
study because the purpose of this method was #othte essence of the experience
under review, with the assumption that all indiatluexperiencing an event would

provide a uniquely personal account (Anderson &&@dp1998). My role included
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using a modified van Kaam method to explore themmggof layoff from the perspective
of those who lived through layoff procedures, sgbeatly grouping phrases and themes
that recur in participant interviews to create taéimcategories. Consistent with the
views of Moustakas (1994), my role included readhmgtranscripts of interviews
multiple times and taking notes to reduce the nurobeategories of themes and move
from the specific to the generalizable.

A gualitative phenomenological design was appraetier the study. In contrast,
scholars associate quantitative studies philosafiiiito the concept that all meaningful
statements are either analytic or conclusivelyfiadiie (Portney & Watkins, 2009).
According to Simon (2006), quantitative researcleenploy experiments and affix
numerical values to human actions, but these methade not appropriate for this study
thereby eliminating quantitative methods. The ofiye of this study was to learn from
the lived experiences of participants, and expiorevent from the participants’
perspectives. Simon additionally stated that digti@e, phenomenological approach
was the best way to capture the perspectives titjpants’ lived experiences. |
obtained information from 20 experienced former Eyges of downsizing unionized
industrial organizations within a 50-mile radiusv@usau, Wisconsin, who experienced
layoff procedures to participate in the study. leatthese participants possessed a
unique perspective from which to view the layofeppmenon.

Population and Sampling
| conducted the study within a 50-mile radius of\&@u, Wisconsin and

consisted of interviewing 20 journeyman level antis. My role included asking each
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person to volunteer as a member of the study. sty included assuring participants of
their right to decline involvement with the resdavath no questions asked or
explanations required. Solicitation occurred bgitecting individuals via their telephone
number on union records requesting involvementaatiessing any preliminary
concerns. Participants met the following criteatiainment of journey-level craftsman
status, 4 years of employment with a downsizingnization prior to layoff procedures,
at least 18 years of age, and each left the dowgsarganization of their own volition
subsequent to the initiation of, and prior to tbadusion of, layoff procedures.

There is no clear definition in determining the ro@nof participants to include in
a study, to reach saturation. The required nuraberembers depends on factors
including (a) quality of data, (b) the scope of #tedy, (c) the amount of useful
information gathered from each interviewee, (d)ribenber of interviews per person, and
(e) the qualitative method and study design useah(s et al., 2010; Morse, 2000). In
the case of phenomenological studies, the requuedber of interviewees range from 6
to 10 (Morse, 2000) when using open-ended intergaastions which lead to obtaining
more usable information per participant. | intewed 20 journey-level artisans from
Central Wisconsin in this study. This sample svas appropriate for this
phenomenological research because it was largegbrfouachieving data saturation,
wherein interviews continued until no new inforneatiemerged. This minimum sample
size of 20 members was small enough to allow thaisge in-depth interviews to

develop accurate transcriptions of the responsexy{]2010). The sampling process
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included selecting workers who voluntarily seveeatbloyment from downsizing
organizations following announcements of layofeimtions.

Identifying participants through purposeful samglensured the requisite
experience of the phenomenon regarding employamtanly attrition subsequent to
organizational announcement of layoff intentions \weesent for the study. Purposeful
sampling was the most applicable form of non-prdligihased sampling for identifying
suitable participants for this study (Turner, 201There was little information available
concerning the central theme of this study, ang@seful sampling was the best means
to capture the desired information. All contrilnstpossessed a predetermined set of
traits and characteristics (Suri, 2011). Theseastaristics included attainment of
journey-level status as a craftsman, 4 years ofl@mpent with a downsizing
organization prior to layoff procedures, at ledtygars of age, and each left the
downsizing organization of their own volition sufeent to the initiation, and prior to
the conclusion of layoff procedures. Random samgpihay not yield a population of
employees who voluntarily elected to leave a dowingiorganization post layoff
announcement and, therefore, was not appropriatdifstudy.

After contacting heads of local unions for namespleyers, and information
identifying members who have changed employeres?@®06, | contacted potential
members requesting their consent to partake irstbdy. The 20 artisans who agreed to
partake in this research study received an inforooedent form, assurance of their
privacy via the informed consent process, andefibg detailing the criteria for

inclusion in the study. Participants answeredstmae series of questions that established
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their eligibility for inclusion (a) how long theyarked at the downsizing organization,
(b) if they left the organization voluntarily, afc) if they were state indentured
journeyman level at the time of layoff procedur&ubsequently each contributor
received a copy of the informed consent form to $¢8ge Appendix A). A review of the
content of the signed consent form occurred paartgaging in face-to-face interviews.

After signing the informed consent form, particifgreceived information
regarding the need to reserve 90 minutes for tbe-fa-face interview and approximately
30 minutes for the follow-up member check interviefihese interviews occurred over a
2-week time span; the amount of time required &mhephase of the data collection
process was not exact, but 90 minutes representadapted timeframe (Englander,
2012; Roulston, 2010). | discussed the use ofjigadiivoice recorder and hand written
notes during interviews and offered assurancethigat identity would remain
confidential as part of the study. Additional @stincluded taking steps to establish trust
with members during preliminary talks about intews for this study (Englander, 2012).
Conducting interviews at a mutually agreed upomtion aided in providing the
participants a relaxed and comfortable environm&henever possible, | conducted
interviews in my home office, free of distracticansd possible interruptions. Alternately,
the Wausau public library offers meeting rooms pgantment that provided the
requisite space for the interview process of thuggif preferred. This study included
providing contributors a one-page summary of thdifigs, which was hand delivered

within 60 days of finalizing the research.
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Ethical Research

The value of any research study may suffer irrelblycé the ethics of the study
are questionable. Leedy and Ormrod (2005) notadrésearchers are to avoid exposing
participants to undue harm, whether physical ochslogical. Solicited employees
responded to the interview request only if theyedptoluntarily to participate.
Engagement with contributors occurred after reogithe IRB approval numbe6-30-
14-0305301.Contributors learned about the purpose, goalsaatidipated audience of
the study through the informed consent processtalas were free to withdraw from
the study with no question or inquiry, nor expecemepudiation, simply by contacting
me via the information provided in the contact mfi@ation section of the informed
consent form (see Appendix A). To avoid percemiohinfluencing participants’
responses, this study protocol did not include jgliog any compensation to
contributors. My role incorporated establishingl amaintaining participant privacy and
security by assigning a coded designator to all beesr This designator allowed for
identification and retrieval of information collect and is of no use without a code key
that | maintain in a locked fireproof safe thatnaccessible to anyone else. Additional
safeguards included storing all details pertainothis study in separate secured
fireproof safes in my home for a period of 5 yedPsior to conducting any interviews,

all participants received and signed informed cohf®ms (see Appendix A).
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Data Collection
I nstruments

| selected a qualitative method because the rdseaethodology must match the
intent of the study. In conjunction with this gitetive method, | chose a
phenomenological design to explore the lived exgmers of participants. My role
included using face-to-face interviews to colledbrmation from participants and
conducting these interviews under similar condgiéor all participants, in addition to
providing a location at my home, for conductingeiniews free of distractions. This
setting facilitated capturing the essence of trenpmenon from the perspective of non-
affected employees (Tracy, 2010). Using semigtinect interviews with open-ended
guestions allowed participants to give in-deptipoeses. To obtain consistency in the
study, each participant answered the same queggeasAppendix B).

The treatment of participants in this research reapectful and dignified
throughout the study. Beyond recalling their liveegberience, participating in this non-
experimental study should not have caused thecpaatits any adverse effects. My role
included providing a list of local depression thesés to any participant suffering from
recalling their lived experience. In an effortpimtect the rights of participants, all
information pertaining to this study will remainansecure location in my home for 5
years.

Data Collection Technique
| used a qualitative phenomenological design thabmpassed data collection

and interpretation, consistent with the views ofriaed (2013). Qualitative studies are
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primarily inductive and derive meaning by categogzfindings and identifying
relationships within a specific social context asgeived by the people involved
(Portney & Watkins, 2009). Unlike quantitative imeds, which reduce human actions to
numerical values, this qualitative study did najuiee hypothesis testing or numerical
justification for the findings (Tracy, 2010). Adkrticipants of this study shared a
common lived experience and answered the sameigteguestions (see Appendix B).

The data collection process for this study condisfeconducting face-to-face
interviews in conjunction with audio captured ohadheld digital recorder. My
experience with the chosen recording device indugeng it for capturing more than
100 hours of lectures. The use of a modified vaarK 7 step analysis approach
(Moustakas,1994), in conjunction with NVivo 10 gtetive data analysis software aided
in verifying and cross checking the accuracy ofieg@nd analyzing the collection of
findings pertaining to the lived experience of Itigo Audio recordings alone may not
have captured possible participant anxiety oration about a particular question, and
notes provided insight about issues that may haused stress to contributors and thus
adding rigor to the study (Tracy, 2010). This statko included using field notes to
capture any relevant body language or behavionsgltine interviewing process
consistent with Tracy (2010).

Because | conducted a phenomenological study agdl semistructured interview
guestions, this research did not warrant a piladyst The participants’ responses to the
interview questions demonstrated the adequacyeofitiestions to capture the desired

information. If the interview questions were iregffive in obtaining the desired lived
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experience during the interview process, | wouldeh@submitted the study to Walden’s
IRB to ensure ethical compliance. After gainingm@val from the IRB, | made all
required adjustments to the interview protocol @&ppendix C).

Data Organization Techniques

My role included using a filing system based onembdesignators, assigning
each participant an identifier for organizing tledl@ction of information, and associating
each identifier with a file that included intervigmnscripts and notes. After transcribing
the interview responses, a modified van Kaam ampre&ded in gaining a deeper
understanding of the phenomenon under investigafianfurther identify themes and
allow for proper coding of the information, | ergdrall findings into NVivo 10
gualitative data analysis software. Additionaliésiincluded saving all interview
findings, and other information from this studyaio external hard drive and storing it in
a secure fireproof safe at my home, where it wetthain for a period of 5 years.

Data Analysis Technique

| used the 7 step modified van Kaam approach fta daalysis (Moustakas,
1994), with NVivo 10 qualitative data analysis safte. Hutchison, Johnston, and
Breckon (2010) stated this type of software is inahle to researchers who wish to
analyze and understand qualitative findings. Usnegsoftware improves confidence
that the coding of information has consistent rssiliroughout the analytical process
(Hutchison, Johnston, & Breckon, 2010).

Before conducting any interviews, participants gedrpermission allowing me to

record their lived experience descriptions durimginterview process, per the informed
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consent form (see Appendix A). My role includetemiewing each participant and
capturing the findings via digital voice recordiragsd research notes. If any questions
had arisen from the responses based upon the negs@hd notes, my role would have
included arranging follow-up interviews. Priorfazmally coding and analyzing the
findings, each member had the opportunity to rewiestranscription of their interview
to validate that the transcription accurately ceguditheir lived experience (Mero-Jaffe,
2011). | organized the interview responses aneredtthe findings into NVivo 10
qualitative software for analysis to aid in undensting how layoffs contributed to
employees leaving downsizing organizations (Fomie data, see Appendix D). The
coded thematic findings of this study may aid itr@sting subjective meaning of
participants changing employers, after layoff pchoes.

The nature of the interview questions could havestantially influenced the
outcome of this research. The interview questiorikis study were open-ended, with
the intent of answering the central question ofptablem statement. Specifically, the
following interview questions addressed why empésykeave in pursuit of other
opportunities subsequent to the announcement offlayentions.

1. In as much detail as possible, please recall @aypiay at work prior to

announcements of a possibility of layoffs.

2. In as much detail as possible, please recall theotiEayoff announcements.

3. What thoughts crossed your mind about the orgapizais management

made the announcements, and you realized who vibeutdleased?
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4. In as much detail as possible, please recall tgatiavork, after the

announcements of layoff, in which you decided tv&

5. What factors led to your decision to leave?

6. What was the tipping point at which you decidetetve?

7. Based upon your experiences, what, if anythinglccmmanagement have done

to change your decision to resign voluntarily?
With the use of the modified van Kaam method, stdved the themes, identified and
developed the subsequent theme descriptions fibrefiuanalysis of the collected
information.

NVivo 10 qualitative data analysis software comparerds and phrases to
develop (a) themes, (b) subthemes, (c) categaimes(d) tags through its word
recognition ability and auto-coding function (Jap2®12). | sorted all identified themes
by relevance to this study, with the use of the Kkaam seven-step method and NVivo
10 qualitative data analysis software. | identiffesponses that addressed the research
guestions and problem statement as well as thasédprg insights for how
organizational leaders might retain employeesr &ioff procedures. Collecting data
that improved the understanding of employee retargubsequent to layoff procedures
was the intent of collecting information in thisigy.

Cannon’s (1932) cognitive activation theory of strés the primary basis for the
conceptual framework of this study. Cannon podited humans can handle stress in
small quantities and for short durations, but rsotvall in large quantities or over long

periods. | explored if employees view layoff iatives as significant enough stressors to
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compel them to leave an employer. As such, otmang use the findings of this study to
counter factors of the layoff process that contetto the breakdown of employees’
organizational commitment.

The findings, related to Cannon’s (1932) cognitieéivation theory of stress that
shows that people experiencing exposure to stressge doses, or for long periods of
time, may suffer physical or psychological challesng This theory along with previous
works on human stress (Lazarus, 1966; Ursin & Enk2004; Ursin & Eriksen, 2010)
provided the conceptual framework for this stuéhow an employee deals with the
stress of layoff, could contribute significantlydgerson's desire to remain a part of the
downsizing organization.

The expectancy theory postulated that stress aca alarm when occurring
events are inconsistent with expected events (&dtniksen, 2004), helped form a key
component of the conceptual framework of this stuBgsearchers have suggested that
an individual’s expected outcomes of a situatioarsjly influences the output in a given
situation, based on the value affixed to the outetynthe participant (Liao et al., 2011).
The findings of this study may show that some I@faliscomfort between expectation
and reality contributed to the attrition of laystirvivors or the employees perceived the
outcomes of leaving held greater value than theasnés of staying.

The theory of psychological contracts between eggs#e and the employer
contributed to the conceptual framework of thigigtuWhenever there is a change in the
relationship between employer and employee, ittesean entirely new relationship

(Chaudhry, Wayne, & Schalk, 2009). The findingsho$ study supported the belief that
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employees, who chose to leave downsizing organistubsequent to the
announcements of layoffs, perceived the announceases compromise to the implied
psychological contract between them and their eygplo

Prior to accepting change, layoff survivors mayirgo denial about the reality of
their new work situation. How employees react tokplace stressors may depend on
the established organizational culture (LinnenleegkGriffiths 2010; Oreg et al., 2011).
Organizational workforces with an established agelof sharing knowledge tend to be
more ready for change than organizational leadérsfail to promote such practices of
knowledge sharing (Wang & Noe, 2010). Based omitiengs of Lazarus (1966),
findings from this study may or may not show thang stimuli in the work environment
(for example layoffs) cause stress that leave thgl@yees no choice but to cope, avoid,
or leave the organization.
stronger their commitment to sharing knowledge witers in the group (Wang & Noe,
2010). The level of readiness for change by thieciove is contingent on and shaped by
group norms (Vakola, 2013). If these group nornesta provide any insight on
predictable behavior, the individual must idensfyongly with the reference group
(Vakola, 2013). If members of a group share comuoigactives, similar characteristics,
or appearance the group may develop entitativiign tobservers see the group as a single
entity as compared to the various members who mapkbe group (Crump et al., 2010).

How employees may respond to change in the workpiaey be an unknown, but
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identifying organizational culture and the levelgpbup entitativity may provide
predictability of behavior

The findings of this study may be beneficial ingpoting how survivors will
respond if they perceive layoffs as unfair or pp@xecuted. The theory of reasoned
action (RA) states that, individuals typically resp to situational stimuli in a predictable
manner (Ajzen & Fishbein, 1977). The themes arttéson this study may demonstrate
a level of support for the conceptual framework.

Reliability and Validity

The value of any research is dependent on the téwainfidence others place in
the findings. Quantitative investigators demortstraliability and validity, whereas
gualitative scholars demonstrate rigor to estalihgst and confidence in the findings of
a study (Thomas & Magilvy, 2011). Guba (1981) ssigd that qualitative investigators
seek to achieveustworthinesswhich is the equivalent to quantitative validity.
Qualitative researchers strive to achieve trustwoess through the use of four
constructs: (a) dependabilifthe qualitative analogue to reliability), (b) cratity (the
qualitative analogue to internal validity), (cansferability(the qualitative analogue to
external validity/generalizability), and (d) comfiability (the qualitative analogue to
objectivity) (Shenton, 2004). Using these congtyeovides qualitative scholars a
means to match the criteria utilized by positiustestigators by addressing similar

concerns (Shenton, 2004).
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Dependability/Reliability

Research that others cannot replicate may hole \ittlue in the scientific
community. Reliability by definition is the abyliof others to replicate a study and
derive similar results (Zikmund &Babin, 2012). doalitative investigation,
dependability is analogous to reliability.

Dependability. To increase the integrity of qualitative exploratilnvestigators
develop specific criteria (Sousa, 2014). The ddifees in terminology between
gualitative and quantitative inquiry methods temdibdermine the rigor of qualitative
investigation, although many terms are interchablgegAnderson, 2010). Using a
consistent interview protocol (see Appendix C)dach participant and asking the same
interview questions (see Appendix A) aided in asgudependability of this study.
Utilizing recordings and field notes allowed veibatranscription in the contributor's’
words thus reducing the likelihood of bias. Cotesiswith the recommendation of
Shenton (2004), | reflected on the effectivenedhefprocess of inquiry to evaluate
possible improvements.

Validity/Trustworthiness

It is imperative that the findings from qualitatiggploration be trustworthy if
readers are to attain ample confidence to makesidasi from the findings of the study
(Tracy, 2010). To demonstrate trustworthinessctving analogous with validity, of the
gualitative method and phenomenological researslydel documented all steps and
procedures of this study. | structured the in@mprocess to be consistent with the

procedures outlined by Moustakas (1994), wheretgrirews take place in a controlled
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environment, at a mutually agreed location. | agited each interview in a consistent
manner (see Appendix C) to provide a common basigriderstanding outcomes.

The primary objective for qualitative inquiry is teduce researcher bias or false
interpretations by identifying valid informationahsupports the design concept
(Bernard, 2013). When discussing validity/trustthioress in qualitative investigation it
is essential to distinguish between credibility &maehsferability, which are the
guantitative equivalent to internal and externdildity respectively. According to
Shenton (2004), when establishing trustworthinessuring credibility is one of the most
crucial factors.

Credibility. By conducting purposeful sampling of participants @aonducting
all interviews in a similar setting (Tracy, 2010)mproved credibility of the interview
process. Consistent with the recommendation ofe@Rand Parker (2013), my role
included interviewing participants until no newanmation arose, thereby establishing
saturation. After transcribing the interviews, naje included triangulating the findings
via member checking (Thomas & Magilvy, 2011) byiagkparticipants to review the
summary of their transcripts for accuracy. | usember checking along with clarifying
guestions during the interview process to asswadeuracy of the transcriptions.
Accurately capturing the essence of the lived erpee of the event under review, as
affirmed by participants, is indicative of contemalidity as maintained by Lasch,
Marquis, Vigneux, Abetz, Arnould, Bayliss, Crawfpathd Rosa (2010). Consistent with
the writings of Moustakas (1994), | bracketed amgés or preconceived opinions about

the study in field notes.
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My role included contacting participants via petalacell phones a few days prior
to their scheduled interviews. The purpose oféh@®ne calls was to develop an
association with the study participants and contineitime and place of the actual
interviews. In an effort to enhance the trustipgréants extended to this study, |
disclosed any personal experience with the laylofinomenon as part of the initial
conversation to establish strong working relatigpsiiShenton, 2004). Disclosing all
biases and personal issues in the study via biagkaided in reducing potential
problems (Bluhm, Harman, Lee, & Mitchell, 2011; Mtakas, 1994). | purposefully
selected all participants of this study to asshat they were all members of a skilled
trade and was aware of layoff initiatives by trexmployer prior to leaving in pursuit of
employment elsewhere.

Transferability. In qualitative exploration, the extent to whichexrgon’s study
findings have applicability in another context de® transferability of the findings
(Thomas & Magilvy, 2011). Transferability in qualive inquiry is analogous with
external validityin quantitative examination (Shenton, 2004). Tsuga transferability,
part of this research effort included providingdepth specific details about the type of
work groups, the geographic location, and the tfgedustry that was under review. |
documented all steps and procedures of this stBgyincluding this type of information
other investigators might be able to develop caiohs about the generalizability of this
study to a similar context and might thereby pranehat quantitative scholars (Thomas

& Magilvy, 2011; Tracy, 2010) define as externalidiay.
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Confirmability. Consistent with the recommendation of Shenton (R84 role
included ensuring that the findings of this studgrevthe result of the lived experiences
of the participants, rather than my preferenceskaaskes. Achieving confirmability
required me to disclose possible biases and pdrssu@s in the study. As maintained
by Thomas and Magilvy (2011), achieving confirmepils the investigator's
responsibility. | complied by recording and tramising each interview verbatim and
using notes to capture opinions about each interact assured the consistency of the
use and interpretation of (a) the interview protaced in the study (see Appendix C),
(b) field notes, and (c) the summation review @ titanscriptions to strengthen
confirmabilty. Adhering to my interview protocade Appendix C) and maintaining
precise notes concerning the data collection peoagked in conformity.

Transition and Summary

In Section 2 of the study, my role included idgnitif gaps in the literature
review pertaining to employee reaction to orgamiretl downsizing. | chose a
gualitative method with phenomenological desigthasmost applicable means to
explore the reasons why employees voluntarily leloxensizing organizations following
layoff procedures. Conducting face-to-face intewws with employees who voluntarily
left downsizing organizations after layoff proceesiprovided a deeper understanding of
the phenomenon of living through layoffs. The firg$ of this study could provide an
insight and understanding to organizational leadadshuman resources professionals
about the cause of employee attrition followingofiyprocedures. This knowledge may

lead to a change in how organizational leaders Wi layoff strategy, and catalyze
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developing a process that focuses on retaining\sngvemployees. Section 3 includes
conclusions of the research, explanation of theéirfigs, and possibilities for future
exploration. | presented this study’s findingsssiues that might reduce employee

attrition after announcements of layoff intentions.
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Section 3: Application to Professional Practice &ngdlications for Change

The purpose for this qualitative phenomenologitadlg was to explore the lived
experiences and perceptions of 20 experiencedgguran level artisans of downsizing
industrial facilities located within a 50-mile radiof Wausau, Wisconsin. This
exploration led to the determination of the sigrafit issues that influenced participants
to quit their jobs voluntarily, following announcents of intent to implement layoff
procedures. My role included recording, transagband analyzing all interviews by
themes using Moustakas’ (1994) modified van Kaarthoteof analysis. The central
research question of inquiry was: What informationorganizational leaders need to
reduce employee voluntary attrition after initigtiayoff procedures, prior to the final
reduction in staff?

The modified van Kaam method of data analysis (Nekes, 1994) was an
appropriate approach for this study. The methtmh@&ld me to separate the
phenomenological findings into themes after condgdhe interviews, based upon
participant recollection of the experiences oflth@ff process shared during the
interviews. The subsequent identification and tgweent of theme clusters allowed me
to prepare the findings for further analysis.

The interviews provided substantive responses iiyarg issues related to the
decisions of employees who voluntarily severed eympent with downsizing
organizations, subsequent to learning about plampbémentation of layoff procedures.

These identified issues related to voluntary @tritnay provide key insights and
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practical ways in which management could improwrtlevel of talent retention,
subsequent to announcing their intent to implenteeyff procedures.

Overview of Study

The purpose for this phenomenological researchysiad to explore how
organizational leaders might avoid losing experseghemployees during times of
organizational change. More specifically, the psgwas to explore the lived
experiences of 20 experienced journeyman levedaars within a 50-mile radius of
Wausau, Wisconsin to gain understanding aboutsthees and experiences that affected
employee turnover following the announcement obthintentions.

This study included using semistructured intervi¢avsollect data from 20
journeyman level artisans within the geographi@ar€he interviews consisted of seven
guestions that correlated with the primary resegrgstion (see Appendix B). During
face-to-face interviews, | asked each participanmespond to the same seven open-ended
guestions. Because the study was exploratorylerde building in nature, participants
received encouragement to reply to every questitihas much detail as they liked.

This relaxed approach allowed participants to beuagential as they wished, and
facilitated a deeper, more descriptive exchange@&wrng the lived experiences of those
participants who had first-hand knowledge of thefaprocess.

The study design allowed me to explore the livepgegiences of experienced
artisans, who witnessed layoff announcements abskesiuently opted to change
employers. According to Moustakas (1994), phenmiwgyy is appropriate for capturing

the essence of an experience, with this purpose@nd; a phenomenological
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methodology was appropriate for this research stirthenomenology provided a
structured methodology to capture the lived expers of participants as they withessed
the layoff process and how this phenomenon affetteid organizational commitment.

| used a modified van Kaam methodology to evaltlagecollected qualitative
information. Using the modified van Kaam, resuliedrawing conclusions from the
coded transcriptions of the recorded interviewsngistent with Moustakas (1994), using
the modified van Kaam permitted the capturing efélssence of the experience of living
through the announcement of layoffs and the isthetscontributed to voluntary attrition
by members of the downsizing organizations.

After checking each interview with the appropripggticipant for accuracy, |
typed each interview transcript into NVivo-10 saodiw for coding and theme analysis.
To ensure anonymity, each participant receiveddedadentifier from P1to P20.
Reading the interviews several times, reducing,eiminating redundant themes
(Moustakas, 1994) allowed me to derive a manageabier of substantive themes.
Using this analysis process, nine themes emergadasdation for recommendations
for possible social change and professional practiche findings from this study include
the identified themes from the interviews (see Ajujve D).

Presentation of the Findings

The intent for this qualitative phenomenologicaaarch study was to answer one
overarching research questidthat information do organizational leaders need to
reduce employee voluntary attrition after initiagitayoff procedures, prior to the final

reduction in staf? To answer this question, | developed intervieasgions (see
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Appendix B) that addressed why employees voluntatécted to leave downsizing
organizations. The findings from this researchigtorovided understanding about how
layoffs, can affect organizational commitment. sT&iudy consisted of interviewing 20
experienced employees of downsizing unionized iigl®rganizations within a 50-
mile radius of Wausau, Wisconsin. The 20 participasigned consent forms to
participate in the study (see Appendix A). Theadaemmed from the participants’
responses to open-ended questions (See AppendikB)ole included recording all
interviews and verifying all findings by using meenlzhecking.

| transcribed the interviews verbatim and prepdhedn for data analysis. After
recording and transcribing the interviews, to depehe findings | analyzed participants’
lived experiences using NVivo 10 software. | ipteted results using Moustakas’
(1994) modified van Kaam method of analysis. Mokesadeveloped the modified van
Kaam method.

Moustakas’ modified van Kaam method of analysipstéat | followed to
develop the findings were:

1. Listing and preliminary grouping.

2. Reduction and elimination.

3. Clustering and thematizing the invariant constits.

4. Final identification of the invariant constitusand themes by application.

5. Construct an individual textural description éach participant.

6. Construct an individual structural descripti@séd on each participant’s

experience.
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7. Using the themes and invariant constituent®tsuct a textural description
for each participant of the meanings and esserfdbg @xperience.
| triangulated the findings via member checkingdiftas & Magilvy, 2011) by
asking the participants to review my summary anerpretation of their transcripts for
accuracy. The results in this study addressedetdearch questions and factors that
contributed to experienced employees choosing an@h employers following the
announcement of layoff intentions.
Emergent Themes
The themes collected in the interview process affeliows:
e Job Insecurity
e Entitativity
e Mental and Emotional Stressors
e Communication
e Employee Perception of Management
¢ Violation of the Implied Psychological Contract
e Trust
e Training and Education
e Organizational Process Issues
The emergent themes from the study influenced eyeplooluntary attrition
following the announcements of planned layoff atittes. Participants of this study
discussed the various issues that led to theisaecto seek other employment. The

purpose for the study was to understand the comssoies that influenced experienced
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employees to leave their jobs using lived expeesraf the journeyman level employees.
The themes presented in the findings provide omgdioinal leaders and HR professionals
an opportunity to retain experienced employeesdurmes of organizational change.

Theme 1: Job Insecurity. Consistent with the work of Greenhalgh (1983), the
fear of losing their jobs emerged as a significanttributing factor for employees
electing to sever employment with the downsizingamizations. Of the 20 interviews
conducted, 19 of the participants (95%) suggestatthey had some degree of insecurity
about their future employability with the downsigiarganization. The threat of possible
job loss proved to be a pivotal variable, when dieg whether to remain with a
downsizing organization.

The threat of job loss was a legitimate stresstindase experiencing it. In this
study, 95% of the participants cited job insecuaidya contributing factor in their
decision to leave the organization. How partictpdrandled the stress of job insecurity
correlated with the CATS (Ursin and Eriksen, 20043t demonstrated that people will
receive a threat alarm when something is missintgeir perception of the expected
reality, and this discrepancy will elicit the trgggng of some form of coping mechanism.
The coping mechanism employed by the participasis tivat of avoidance, whereby
they chose to remove themselves from the stre€sonsistent with the findings of Ursin
and Eriksen (2010), the decision to leave the d@intsorganization signaled the end of
any previously held beliefs and expectations abimeibrganization, because the
participants believed there was no chance of inftugg the outcome of the stressful

event. A sampling of the theme within interviewsas follows:
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| think it was at that point that everyone in tmtie place changed their attitude and
were asking like who's next, how far is this goiage we going to have any viable
machines when this is all said and done? | thimkas during this time that | made the
decision that | was going to look for somethingeel$6)
| thought we could be bought and sold over a miaatitunch because we were that much
smaller now. (P1)
| think it impacted me probably more personal, h'tthink | was too worried about
anybody else when they were getting laid off, ided | was more concerned about
where | was going to end up. (P9)

You could feel the tension; people were not hapipgy were moving jobs people were
worried about their livelihood | don't know if theewas anything exact or specific, but
you know there was tension. (P9)
| decided to seek employment elsewhere that magy affittle better longevity. (P3)
That really wasn't much of a decision for me beedhe uncertainties would still be
there no matter what. So | made a choice to Igaseso | would not have to deal with
the stress there, there's too much stress irolibe tworried about your job from day-to-
day. (P18)
| didn't want to have to live with the day-to-daa that they could be the last day of
work fact or reality. (P4)

The stress associated with job insecurity can leamployee attrition if an
individual deems a threat as too formidable to ign@rnold & Staffelbach, 2012; Meurs

& Perrewé, 2011). Employees who believe theremisvay to minimize the effects of the
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threat may leave the organization to avoid thesst(Arnold & Staffelbach, 2012; Meurs
& Perrewé, 2011). Many of the participants spoeua the effect of job insecurity on
their organizational commitment.

Theme 2: Entitativity. The loss of close friends and coworkers may trigger
employees to leave an organization implementingffayRooney et al., 2010; Yousafzai
et al., 2010). In this study, all participants ev@gurneyman level artisans, experienced in
their craft. Many of the participants (95%) hadied close relationships and identified
themselves as part of a craft group, and not mistn@ther employee. Consistent with the
findings of Campbell (1958) these craft groups egdlinto more than an aggregate of
individuals. The three factors that determinetantiity include proximity, similarity,
and common fate (Campbell, 1958). These artisaaed the same educational
background, lived in the same geographical locatama worked for organizations whose
employees were undergoing layoffs, thus satisfglhgf the factors required that
determine entitativity. A sampling of the themehin interviews is as follows:

They are always talking about family coming firataall that stuff, when you work at a
place for a long time that is your family, and thkay go and throw you under the bus,
they can come to your face and tell you that tledgying you off, that ain't right. (P5)

| think for me, between the mechanics I&E and ptpes, | think we all had our own
little squabbles. (P9)

You still try to work as hard as you can. | didine some people leaving, leaving rather
quickly actually, they found something and decitiedo somewhere else, and then that

affected the group is as a whole as well, therekiras of a ripple effect(P12)
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We had a good solid workgroup because everyonéhaasy with the work because we
had plenty of things to do after our general wodswlone. (P3)
People were friendly, you felt like one of the gopyou felt like you are part of the
organization, they treated you with respect. (P6)
He left because he thought that he was saving fojadn upcoming young millwright
who needed to have a good paying job to suppoifamdy. It was just sad to see a
group of talented people leave en masse. (P6)
We joked and laughed, you know it was good old tirhthoroughly enjoyed it there; in
fact | thought that was the place | was meant tddbe honest with you. (P13)

In this study, many of the participants spoke eflthve for their work group and
the trade that they practiced. Each craft possetifferent talents and members of a
group identified closely with other members of theraft. A significant number (50%)
of the participants alluded to their training axg@rience as defining factors that
separated them from other employees.

Theme 3: Mental and Emotional Stressors. Expectancy of outcome can
provide a basis to predict an individual’'s motieatto perform in a certain manner to a
given set of circumstances (Liao, Liu, & Pi, 20Ning & Jing, 2012). Participants
consistently mentioned mental and emotional stressach as the lack of information
about the future of the organization and frustratwer the entire ordeal as key factors to
their decisions to leave. In this study, 90% @f plarticipants stated that the lack of
knowledge about the organizational direction céwiied to their stress. Participants

frequently referred to this lack of knowledgeussdknowing According to the expectancy
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theory, a person’s motivation to perform may depemdhe perceived value of the
expected reward (Vroom, 1964). Without any expbossvard to motivate employees to
remain with the downsizing organization, many ggsants (90%) referenced this issue
in their interview. Employees who believe theirgayment to be less than permanent
may feel less obligated to the organization as @metbto committed long-term
employees (Silla, Gracia, Mafas, & Peird, 2010gaders can reduce the likelihood of
employees leaving voluntarily by offering them hdpethe future with the organization.
A sampling of the theme within interviews is adduals:

The other feeling definitely was the uncertainbg tinknowing; you didn't know what
was going to happen next you could not plan ontangt (P11)
Didn't think it was going to happen to us. Theweswa little bit of fear, | would say, fear
of the unknown mostly, because nobody had any ass\{12)
As far as the thought that came to my mind, | wexy wncertain about staying there and
what the future would hold, and what decisions widag¢ made. (P18)
| didn't want to have to live with the day-to-dalga that this could be the last day of
work fact or reality. (P4)
When | decided to leave, | was happy, becausedhbbtdvas gone. Granted, my job was
not affected by any layoffs, yet but I didn't kntwve future. (P8)

As demonstrated by the above examples, employegsiaetae to change
employers if they believe there is no future farthwith the downsizing organization

creating mental and emotional stress.
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Theme 4: Communication. The lack of substantive communication was a
significant element that played a role in expereghemployees quitting their jobs
following layoff announcements. During times ofjanizational change, subordinates
view leaders who practice open communication mosgtpely than leaders who are less
transparent (Arnold & Staffelbach, 2012; Chong &1¥y2010; Norman, Avolio, &
Luthans, 2010). In the current study, 80% of thgipipants referred to communication
or the lack of open communication as being a ¥#etor in their subsequent departure
from the downsizing employer.

The culture of an organization can have a substlagifiect on management,
subordinate interactions. Consistent with theifigd of Joo (2012), Employees may
demonstrate more commitment to an organization avitblture based on trust and
mutual respect than they would demonstrate to gamszation whose leaders are less
relationship oriented. In this study, participaidsntified communication as a crucial
aspect in gaining employee trust because, dunmeggiof organizational change,
employees seek answers. The employees look leddership group for answers but if
management fails to provide answers to the workfattee rumor mill will provide
answers. Organizations with strong cultures, pnatide employees with a sense of
belonging and that encourage open communicatiog,redess apt to lose members
following layoff procedures. A sampling of the the within interviews is as follows:
Like any other place, there are always rumors ifhggaround. People still did their

work, but it was like anything else it obviouslyedted them. For the most part, | didn't
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see too much decline where | worked as far as ptanuor keeping the machines
running. | would say the rumors were the big tkin@?2)

They drove me into the attitude that it wasn't mgaern about how they did things; it
wasn't my responsibility because they wouldn'ehstio anything any of us said in the
first place. (P1)
They never let us know what they were up to. (P1)
Actually, | heard about it on the news. They diday a word to us; | was watching the
6:00 news and they reported that the company wiag) ¢o layoff close to 1,000 people.
Through voluntary severances and stuff, but | di@ar it from a supervisor or anything
or at work itself, it was actually on the news. P5
| was just sick of hearing what was going to happext. We had this one guy in our
shop that was pretty negative, every day he wodtdjylsomething up about the mill
shutting down. A lot of rumors and a lot of neygyi. (P9)
| think it was rumored first that there will poslsilbbe some type of layoffs. (P3)
| think there should be more discussion about aleéatt announcement to let people
know what is happening and what to expect, rathem tumors and speculation. When
considering layoffs organizational leadership staualuate their options as far as
layoffs versus early retirements with reduced pieggl(P3)
| don't think that there was anything specific ttinegty stated, as far as a formal
announcement. (P6)

If people do not know the facts about a topic ties everyone's attention, they

may feel compelled to make things up, or draw fatseclusions. When the participants
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of this study spoke about the layoff process, marthem spoke about the circulation of
rumors. In reflection of the participants’ accanit0% of the participants believed the
best way to combat false information or exaggertdbss, is to provide open and honest
communication.

Theme 5: Employee Perception of Management. How employees perceived
their supervisor and the management group conétbtda their level of commitment to
the organization. If leaders fail to convey corfide in the organization’s direction,
other members of the organization may resist tlamgé initiative because employees
may reflect and amplify leadership’s lack of coefde in the initiative (Joo, 2010).
Leaders must communicate to their employees thestgpchanges to expect and why
the changes were necessary (Bull & Brown, 2012nChai, & Chen, 2012). In the
current study, 15 of the 20 participants (75%) cantad about management as a factor
that stood out in their minds as a problem, dutirgglayoff process. A sampling of the
theme within interviews is as follows:
| don't believe that it was first-line supervisianall. | believe it was above our plant; it
was upper-level management that made this badidec{®14)

My supervisor seemed to really ride those employlestswere performers, but those who
were slackers, he tend to turn a blind eye to theiffective behavior. (P6)
When considering layoffs organizational leaderdpuld evaluate their options as far as

layoffs versus early retirements with reduced piggl (P 3)



97
Management needs to understand that they canrndejugeople not to worry about it,
what do they mean do not worry about it. This isinsurance; this is my livelihood, |
am worried about it! (P19)

Theme 6: Violation of the Implied Psychological Contract. Employers entice
employees to join and remain with their organizatiwrough the use of inducements,
such as wages and benefits; in return employeesdara high level of performance
(Carraher, 2011; Lee, Forster, & Rehner, 2011, ies}, Bordia, & Bordia, 2011). In
addition to these stated inducements, there asr atistated incentives that aid in the
establishment of an implied psychological contiztiveen employee and employer
(Eckerd, Hill, Boyer, Donohue, & Ward, 2013). Vatbn of the implied psychological
contract between employee and employer was a migntffactor that 75% of the
participants addressed as a consideration prieatong their employer. A sampling of
the theme within interviews is as follows:
| believe the attitude and the paper Mills at tivate, was job security, you're set for life,
it was the attitude that was within the managenoegdnization and the unions. Once
you are in, you are set for life. (P20)
| was kind of letdown, because it was my first @mii of school, and | was kind of proud
of it. | was actually pretty proud of the compdrworked for; | kind of had blinders on
and thought no one would stab you in the backthiat. | kind of felt betrayed a little bit.

(P5)
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Originally, everybody thought that the paper Millsuld be there forever, and in
hindsight that was probably pretty shortsightechbddly thought the paper Mills would
be leaving, but if you look back on it was pretiypsd to think that way. (P10)
You worked a lot of hours, and you knew where ymaycheck was coming from. Life
was pretty good, and everything was pretty stahbtethe wife and | it appeared that | had
found a location where | could retire. (P12)
| just wanted to do my job; I've always enjoyed whdo, and | have always had my soft
spot. If they are paying me, | have always belietheat when | hit the job, | should be
doing what I'm getting paid to do. (P17)
It was like a decision that came from somebody, @smeplace else who didn't know the
people, who didn't know the mill and the servide=sytprovided. (P16)
First of all when you get laid off like that, itdees a very bad taste in your mouth,
especially when you give a good effort every day ywou realize that in the end you were
just a number anyway. (P3)

Some participants of this study viewed the decisibtine organizational
leadership to lay off members of the organizatisma &etrayal. Whenever there is a
change in the relationship between employer and@ag, it creates an entirely new
relationship (Chaudhry, Wayne, & Schalk, 2009) m8@articipant employees believed
that if they worked hard they would be able torestrom their jobs. In reflection of the
participants’ accounts, once the employer brokerttpdied contract with the employee,

65% of the participants no longer trusted the lestdp of the organization.
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Theme7: Trust. A contributing factor to employees choosing to staleave is
the trust they place in the decisions made withendrganization (Kim, 2009; Lavelle et
al., 2009; Shah, 2011). The low amount of truspleyees had that the organizational
leaders and managers were providing open and hooeshunication about the future
direction of the business and its employees wagrgfisant motivator in employees
electing to sever employment with downsizing orgahons. When employees no
longer trust the leaders of the organization, gaelérs may find it difficult to make any
change without enduring resistance (Spangenbud®)20A sampling of the theme
within interviews is as follows:
| kind of felt betrayed a little bit. (P5)
All of a sudden this paper market supposedly duig@nd then they didn't need us
anymore. (P1)
| kind of, | didn't want to believe it to be hon&ath you. | didn't think things like that
would happen to me, or to anyone else. | justghbsomewhere in the back my mind
that maybe some way shape or form, they were goinlg it through attrition, through
maybe retirements or buyouts, or something like tlgaess, and | didn't want to believe
it. It just never really sunk into my head thatvds possible. (P13)
| didn't trust them at all after | find out thaetfire laying people off through the news?
That is not how | would want to find out that I'migg to get laid off and will lose my
job from a third party. (P5)
You didn't know really who to trust anymore. | ggesome of the feelings were at that

time, deserted, let down, and | guess betraye®)(P1
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So they were trying to keep me there but not regligranteeing anything. (P15)
| guess there are no guarantees in life. | dbimktthey could have put something onto
paper that stated that you are guarantee thatevgoang to keep you; | don't know that |
have a level of trust of that even. So | don'tkn({P12)
No, | can't come back; I'm at a new job, and yoy tag me off in six months anyway, |
don't trust you anymore! That really frustratesm@e than anything; | love working for
that company, | love the guys | work with, | love/ imion | was committed to doing the
best thing | could. Did they make me mad? Absdjutéreally believed in that
company, | trusted that company, and they lied ¢o {R19)

In reflection of the participants’ accounts, peveel betrayal of trust contributed
to some employees electing to seek other employaidrugh they sincerely enjoyed
their jobs. Some employees attributed the layaftpss to corporate greed, whereby
stockholders and executives of the organizatiostéehwhile the employees suffered.
Other employees believed that the leadership gnagydishonest and self-serving. In
this study, 65% of the participants revealed thsslof trust in the integrity of
organizational leadership as a contributing fastdheir leave decisions.

Theme 8: Training and Education. The amount of training and education held
by each participant in this study was an importaator in determining how quickly an
employee elected to leave the downsizing orgamizatFor many of the participants
leaving the downsizing organization was a diffiagtision to make, with 50% of the
participants referring to their training and edumatas factors in their decision making

process. Participants, who believed they hadlbsskithat was in demand by others,
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demonstrated less fear of finding alternate emplaym A sampling of the theme within
interviews is as follows:

| had education; | had two journeyman cards, | twazlassociate degrees, and | had
substantial work experience. | wasn't too woraedut it because | knew | had myself
set in a pretty good place and always did. (P20)

| never had any issues in finding other work. dught if | got laid off there | would go
back into the pipe trades and go from there. (P2)

| was a journeyman electrician, and as soon aslakée to try to obtain my Masters
electrician license, in the state of Wisconsinghivto some training courses and
Pewaukee on my own time. (P11)

You also realize, at the same time that you amagch further ahead with a
(journeyman) card in your pocket, compared to &epapker. (P15)

Some of these individuals are production peoplé wit more than a high school
education, and who have worked on a machine fop#isé 25 years. These people had
few marketable skills, for the trades it was diffiet. (P19)

In reflection of the participants’ accounts, em@ey with marketable skills are
confident waiting to see how management and orgéinizal leaders handle the layoff
process before deciding to leave.

Theme 9: Organizational Process|ssues. The one theme revealed in the
interviews that previously was not accounted fothia literature, was participant concern
for process improvements by the downsizing orgaimagrior to introducing layoffs.

Participants in 25% of the interviews addressedgfige of improving or evaluating the
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work processes. In some instances, participaigigestied that the process improvement
effort added a sense of legitimacy to the layoffgasss. A sampling of the theme within
interviews is as follows:

The one thing that the company did right, is thattdid everything possible to fix as
much of the process as they could using the expeziand knowledge of the people out
on the floor before they made their cuts. (P19)

| don't believe that it was first-line supervisianall. | believe it was above our plant; it
was upper-level management made this bad decidialking to senior management that
went to other plants, they said in meetings they tad made the wrong decision. (P14)
| think that when it comes down to a company b@émigouble, the first thing that they
look at is labor, because it is the easiest thamgHfem to control. It is easy for me to say
if I get rid of two people that saves me $200,0Q@ar, instead of looking at their
process, and saying we can streamline this bett@e@an save money here we can save
money there, it's easier to get rid of key persbr{(Ré.0)

In reflection of the participants’ accounts, em@ey may find value in the
management evaluating the processes of the ordg@mmzaior to announcing layoffs.
Voluntary Attrition Mitigation

Participants provided their perspectives on whatagament could do, if
anything, to retain them, following announcemeritiayoff intentions. With the
exception of guaranteeing no layoffs, organizatidesders could do little to keep
participants committed to the organization. A shngpof the theme within interviews is

as follows:



103
For a better deal, | don't think they could haved saything, because | wasn't looking at
the local management level, | was looking at tlggér picture. (P20)
They would have had to probably guarantee my jobhe next 15 years. (P9)
The only action that | feel would have preventedfram resigning would be if they
were to say that there were not going to be angffayn our group. (P11)
| don't know if they could change my mind becaumedrganization had changed enough
that it wasn't the same place that | was workingafioen | first started. (P12)

In reflection of the participants’ accounts, thesréttle organizational leaders can
do to retain employees once the trust is lost,taadmplied psychological contract has
been broken. Any hope management has of reducigtary attrition following layoff
announcements, must come during the implementatage at the latest. Ninety-five
percent of participants who felt betrayed couldtnadt the organizational leaders again.

Applicationsto Professional Practice

The previous themes provide organizational leadétsinformation for
developing strategies for strengthening employtnt®n during times of organizational
change, specifically following an announcementagbff intentions. The influences that
were most often mentioned as contributing factioas ked to voluntary attrition by
participants are (a) job insecurity, (b) communamat(c) violation of the implied
psychological contract, (d) trust, (e) employeecpption of management, (f) mental and
emotional stressors, (g) entitativity, (h) traineigd education, and (i) organizational

process issues.
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Comprehension of how to mitigate the negative ¢ffet these issues can reduce
voluntary attrition. Findings from this study migddd to the existing body of knowledge
on past research on organizational change andde@rganizational leaders with
plausible information to improve employee retentuming implementation of layoff
initiatives. How employees respond to change péaggjor role in the success of the
organization (Bordia et al., 2011). The level@distance to change displayed by
employees may be a reliable predictor of their éeiatentions.

Organizational leaders, HR professionals, and mansatan use the study’s
findings to develop an organizational culture tkaeceptive to change. A culture based
on the belief of mutual respect between leaderssabdrdinates may be more receptive
to change than a culture that is less employeestxtu Implementing layoff initiatives in
organizations with cultures based on trust andsparency could produce lower levels of
voluntary employee attrition.

Implicationsfor Social Change

Voluntary attrition subsequent to announcementayadffs have unexpected
consequences on the business environment and fhleyeas who remain with the
downsizing organization. Some survivors may be@pptive to have remained
employed; others may feel abandoned by those wduabesl to leave. This research topic
may be of value in view of thglobal economy that demands greater efficiencies in
competitive marketsVoluntary attrition affects the knowledge bas¢he downsizing

organization, the surviving employees, their fagsjiand communities.
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This research may facilitate the development ofquals regarding the training
of supervisors and managers about the layoff peoaed the potential emotional and
psychological challenges that may lead to volunéamployee attrition. Organizational
leaders and managers must understand how emploeeshe layoff process. When
changes occur, without prior communication of tbeaming changes, employees may
feel disregarded and disrespected. These emotiaggers affect employees regardless
of their level of involvement in the change. lingportant to remember that pride,
lifestyles, and long-time friendships bond the geapho work for the organization.
When layoffs occur, some individuals may percehartfuture with the organization to
be questionable at best.

Organizational leaders should not underestimat@tipertance of developing
downsizing strategies that considers the orgamzaticommitment of the workforce as
the stress of the layoff process can spread ta®théhe workplace, as they see friends
leaving for other jobs. This stress can affect leyges’' home life and the lives of their
love ones who must endure the added uncertaintyeafiay-to-day existen¢&eyes,
Hatzenbuehler, & Hasin, 2011)

Recommendationsfor Action

There are several factors influencing employeealty attrition, following the
announcement of layoff intentions. These findiogsld help organizational leaders
execute strategic downsizing initiatives that inygremployee retention. Lack of
organizational culture building strategies may hagggnificant impact on organizations.

Organizational leaders must understand how to imeleg successful layoff initiatives. |
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recommend organizational leaders use the findihgsi®study to assist with
implementing layoff strategies. Leaders shouldetigv layoff strategies that enhance
employee retention.

Developing layoff strategies can have a positifeatfon the surviving
employees and the organization. Organizationadesashould improve communication
and enhance the relationship between employeemandgement. Improving
communication can enhance employee managemenonslaips, build trust among
work groups, and demonstrate to employees that geament believes they are valuable
members of the organization.

Organizational leaders should also focus on crgamenvironment that helps
inform members about the daily decisions madenotiganization. Creating a
transparent working environment can increase enggldsust and decrease resistance to
change (Kramer & Lewicki, 2010). Organizationaders should encourage a culture of
mutual respect between all employees, thus fatiigasharing knowledge openly.

Trade and industry journals, academic researcimgdsirorganizations, and
publications can distribute the findings of thisdst. The findings of the study can aid
managers, HR professionals, and business execttiviEs/elop a culture that is
receptive to organizational change. Any organareti leader who employs a workforce
with specialized skill sets may use this studyetduce employee voluntary attrition,

following the announcement of layoff intentions.
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Recommendationsfor Further Study

Little research exists about strategies organimatiteaders can use to reduce
employee voluntary attrition following announcenseot layoff intentions, prior to the
final reductions in staff. Recommendations foufetstudies include addressing some of
the limitations of this study, specifically, the alhpopulation size and the geographical
location. There is a significant need to condtiedies in the United States on a larger
scale, on strategies that organizational leadersisa to reduce employee voluntary
attrition following announcements of layoff intesnis. Performing a study of this scale
can provide organizational leaders with the re¢gilsnowledge to reduce employee
voluntary attrition. Findings from additional sted of this type might enhance the
employee management relationship, increase empkatedaction, reduce voluntary
attrition, and improve employee morale, performacganizational commitment, and
the organization's profits.

By conducting research in the form of a mixed-mdghstudy, future researchers
could examine the financial implications of companiailing to retain experienced
employees during times of organizational changdutére study exploring whether the
recommendations of this study can positively inficeethe perceptions, organizational
commitment, and voluntary attrition of highly exigerced workforces in other
organizations implementing layoffs could providetfier support for developing

organizational cultures of employees who have ae/oi the future of their companies.
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Reflections

The purpose of this research was to explore tlesllaxperiences of 20
experienced journeyman level artisans located wighb0-mile radius of Wausau,
Wisconsin and the contributing factors leadingn@irt decisions to voluntarily change
employers following the announcement of layoff mitens. The process provided
considerable insight on the issue from diversepeatsves. The information gathering
process, consisting of open-ended questions, pedwighportunities for me and the
participants to communicate openly about the laga#nomenon. The participants were
energetic about participating, and appeared toomedcthe chance to speak about their
lived experiences. The participants offered opahleonest responses to the interview
guestions, and were considerate and accommodating.

During the course of the interviews, | realized ith@ortance of communication
in building any form of sustainable organizatioaalture. Many participants were
concerned about job security, unknowing, and tr@her areas that participants
identified for potential improvement were employeanagement relationships,
organizational entitativity, and process improveme®ome participants believed
improvements in communication among all membets@®forganization would improve
these areas of concern, and decrease voluntaitioattsy employees of downsizing
organizations.

Summary and Study Conclusions
Any loss of talent may reduce the expected benefilayoffs. If leaders of

downsizing organizations are to achieve desiredltesf layoffs, surviving employees’
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organizational commitment must remain intact (MaeWiley, LeRouge, & Campion,
2010; Malik & Ahmad, 2011). The purpose of thigdst was to explore significant
contributing factors to voluntary employee attnitimllowing announcements of layoff
intentions. In this study, | used the qualitagpreenomenological approach with
purposeful selection to explore the lived expergsnaf skilled employees within a 50-
mile radius of Wausau, Wisconsin.

From the findings of this study, | concluded trastl a violation of the implied
psychological contract contributed significantiwauntary employee turnover. Good
communication and transparency could mitigate didetors leading to voluntary
employee attrition. Organizational leaders canthedindings of this study to enhance
organizational awareness and develop layoff stiedetat improve employee retention

following layoff announcements.
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Appendix A: Informed Consent Form
CONSENT FORM

You are invited to take part in a research stugyang factors that may contribute to
employee voluntary attrition, following the annoentent of layoff intentions by their
employers. You are being asked to participatdimstudy because you were a member
of a craft union and had attained journey-leveiustgrior to the announcement of
layoffs. You were employed by the organizationdaninimum of 4 years prior to layoff
procedures, and you severed employment of yourvahtion. This form is part of the
process called “informed consent” to allow you taerstand this study before deciding
to take part. This study is being conducted bgsearcher named George Lightfoot, who
is a doctoral student at Walden University.

Background I nformation:

The purpose of this study is to explore the livepeziences of employees regarding the
announcement of layoffs at their places of emplayna@d their subsequent decisions to
seek employment outside of their downsizing orgaions.

Procedures:

If you agree to be in this study, you will be asked

1. Participate in an individual interview regardiymur experience and reflections on the
layoff procedures and your subsequent departure fh@ organization. This interview
will take approximately 90 minutes to complete.

2. Permit the interview to be audio taped for asialypy me.

3. Review the transcript of your interview for acacy.

Voluntary Nature of Study:

Your participation in this study is voluntary. Thmgeans that | will respect your decision
of whether or not you want to be in the study. Me will treat you differently if you
decide not to be in the study. If you decide to jihie study now, you can still change
your mind during the study. If you feel stressedrmythe study, you may stop at any
time. All responses will remain confidential. Yowaynskip any questions that you feel
are too personal.

Risks and Benefits of Being in the Study:

Being in this type of study involves some risk loé iminor discomforts that can be
encountered in daily life, such as fatigue, stres®ecoming upset. Being in this study
would not pose risk to your safety or wellbeingeTihterview will involve a detailed
discussion of your lived experiences during thefanitiatives and your subsequent
decision to change employers. This study couldriatdy benefit organizational leaders
considering layoff procedures by providing an irpitleemployee perspective regarding
voluntary employee attrition during layoffs thatswaot previously available.
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Compensation:
Although participants in this study will not be cpemsated, your participation is greatly
appreciated.

Confidentiality:

Any information you provide will be entirely conBdtial. The researcher will not use
your information for any purposes outside of tl@search project. Also, the researcher
will not include your name or any information ttwatuld identify you in any reports of
the study. Data will be kept secure in a locke@ safaintained at the researcher’s
residence, for the duration of the research. Datéow kept for a period of at least 5
years, as required by Walden University.

Contacts and Questions:

You may ask any questions you have now. If you ltaestions later, you may contact
me, the researcher, via telephone at (715-498-2410&0nail
(george.lightfoot@waldenu.edu).

If you want to talk privately about your rightsagarticipant, you can call Dr. Leilani
Endicott. She is the Walden University represematvho can discuss this with you. Her
phone number is 1-800-925-3368, extension 3121Pié researcher will give you a
copy of this form to keepValden University’s approval number for this stusi@6-30-14-
0305301 and it expires odune 29, 2015.

Statement of Consent:

| have read the above information and | feel | ustind the study well enough to make
a decision about my involvemehtnderstand that | am agreeing to the terms déscti
above

Date of consent

Printed Name

Participant’s Title

Participant’s Signature

Researcher’s Signature

Please print or save this consent form for youwores.
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Appendix B: Interview Questions

To gain a richer contextual understanding of thediexperience of the survivors, | will

ask participants to relate their experience dutivegperiod before the announcement of

layoffs and after the announcement of layoffs.

1.

In as much detail as possible, please recall @aypiay at work prior to
announcements of a possibility of layoffs.

In as much detail as possible, please recall theotimyoff announcements.
What thoughts crossed your mind about the orgabpizais management
made the announcements and you realized who weutdleased?

In as much detail as possible, please recall theatwork, after the
announcements of layoff, in which you decided tvée

What factors led to your decision to leave?

What was the tipping point at which you decidetetve?

Based upon your experiences, what, if anythinglccmanagement have done

to change your decision to voluntarily resign?
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Appendix C: Interview Protocol Form
I nterview Protocol

Institution:

Interviewee (Craft and Name):

Interviewer:

Interview Background

Post Interview Comments or Leads:

Voluntary attrition following layoff procedures I nterviews
Introductory Protocol

To facilitate note-taking, | would like to audiocad our conversations today. This was
addressed as part of the informed consent procEssentially, this document states that:
(a) all information will be held confidential, (lppur participation is voluntary and you
may stop at any time if you feel uncomfortable, @)d do not intend to inflict any harm.
For your information, only | will be privy to thecordings which will be eventually
destroyed after they are transcribed. Thank youwtarr agreeing to participate.

| have planned this interview to last no longerrtt®® minutes. During this time, | have
a few questions that | would like to cover. Yoousth have ample time to answer all
guestions in as much detail as you wish without déanterruption.

Introduction

You are being asked to participate in this studyabse you were a member of a craft
union and had attained journey-level status podhé announcement of layoffs. You
were employed by the organization for a minimurd gkars prior to layoff procedures,
and you severed employment of your own volitiome purpose of my study is to
explore the lived experiences of employees reggrttia announcement of layoffs at
their place of employment and their decision tkssaployment outside of the
downsizing organization.
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Interviewee Background
How long were you ...
in a craft position?
at the institution?
Interview Questions:

As if recounting an experience for a listener whashrecall and convey the event in full
detail for others,

e Please recall a typical day at work prior to anroc@aments of a possibility
of layoffs.

e Please recall the day of layoff announcements.

e What thoughts crossed your mind about the orgapizais management
made the announcements and you realized who weutdleased?

e Please recall the day at work, after the announoeseé layoff, in which
you decided to leave.

e What factors led to your decision to leave?

e What was the tipping point at which you decidetetve?

e Based upon your experiences, what, if anythinglccmanagement have
done to change your decision to voluntarily resign?

Post Interview Comments and/or Observations:
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Appendix D: Themes of Study

Theme #of Participants % of Participants
Job Insecurity 19 95
Communication 16 80

Violation of Implied

15 75
Psychological Contract
Trust 13 65
Employee Perception of
15 75
Management
Mental & Emotional 18 90
Entitativity 19 95
Training & Education 10 50
Organizational process
5 25

issues
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Appendix E: Letter of Cooperation

Letter of Cooperation from a Community Research Partner

Community Research Partner Name: Local 420
Contact Information: Mike Seeley

Phone: 7/5 ¥¥6 -3 79
Email: .S'ee/ey 1017 @jmq: lecom
Date 96/33/ /%
Dear George Lightfoot,

Based on my review of your research proposal, I give permission for you to conduct the

study entitled Talent Retention in Organizations Facing Staff Reductions via Layoffs

within the membership of Local 420 at the Weston facility. As part of this study, I
authorize you to contact any members who joined the union as a member of a craft group

durig the past ten years. Individuals’ participation will be voluntary and at their own
discretion.

We understand that our organization’s responsibilities include: Allowing you access to
the speak with union members. We reserve the right to withdraw from the study at any
time if our circumstances change.

I confirm that I am authorized to approve research in this setting.

I understand that the data collected will remain entirely confidential and may not be
provided to anyone outside of the research team without permission from the Walden
University IRB.

Sincerely.
Mike Seeley
Chief Steward Weston

WM
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