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Abstract
To remain competitive, organization leaders look for methods of reducing organizational
costs. Downsizing is one method leaders have implemented to lower costs; however,
downsizing may affect employee loyalty and trust within the organization. The purpose
of this study was to highlight managers’ experiences affecting practices and strategies,
influencing loyalty and trust in corporate downsizing through the qualitative hermeneutic
phenomenology approach. The conceptual framework provided structuralism revealing
low morale and decreased loyalty and trust. The research question focused on lived
experiences of managers and employees during downsizing, maintaining loyalty and trust
by invoking creative strategies to retain jobs. Eight participants shared their unique life
experiences. The 14 open-ended interview questions focused on demographics, loyalty,
trust, and creative ways to preserve jobs. Following a phenomenological data analysis
model, the interview data were coded, categorized and themes were created. The results
of the study indicated that from the themes, emotions are central to how employees
handle positive and negative workplace situations; loyalty and trust contributing to a
healthy work environment; and downsizing can cause an unstable work environment. The
social change implications are that the organizational leaders may create a more stable
work environment implementing creative strategies that save the organization capital and

increase employees' trust and loyalty.
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Chapter 1: Introduction to the Study

The notion that downsizing has continued to be one of the most appealing cost-
cutting strategies to firms worldwide seems to be a plausible statement (Homburg et al.,
2012). Homburg et al. illuminated that downsizing is nearly a universal business practice.
Downsizing has become a phenomenon. According to Homburg et al., previous research
had been reviewed regarding possible negative consequences for employees.

Gandolfi (2013) pointed out that empirical and anecdotal evidence suggested the
intent or purpose of downsizing as a management strategy occurring in all industries had
affected businesses, governments, and individuals globally. Datta and Basuil (2012)
argued a wide range of causes for downsizing. These driving forces were insufficient to
explain the urgency and trend of what is in the organization's best interest regarding
leadership addressing employees' concerns and fears, which could have caused distrust
and resentment.

Downsizing can affect motivation and morale within organizations. Boyd et al.
(2013) remarked that organizational downsizing could occur based on financial pressure
from global markets, which has left employees’ well-being and motivation to deteriorate.
According to Boyd et al., the research highlighted insecurities within the workforce based
on job security and key stressor factors accompanying added responsibility due to
downsizing. Gandolfi (2013) underlined that leadership needed to be more participatory
when downsizing occurred. This study presented data collected that focused on
employees who have lived experiences based on downsizing and can reflect on different

aspects of the process.



Background of the Study

The importance of the literature within the study represented a diversity of views
regarding downsizing. The themes highlighted by the literature and reflected in this study
included the effects of downsizing, organizational changes in the work environment due
to downsizing, changes in the culture, employee loyalty and trust, and creative strategies
to minimize layoffs. In creating and building the research model, ascertaining relevant
studies and research was a vital part of substantiating claims and methodologies in the
research. The literature highlighted that downsizing might cause deterioration of the
corporate structure. According to Carrington (2016), a qualitative phenomenological
study was conducted, which focused on employee perception of the impact of layoffs.
The study showed that downsizing was not always the answer to improving performance
and survival. Studies have shown that reducing the workforce might improve
organizations’ financial outlook, but the solution to layoff could cause irreparable harm
based on operational commissions long-term.

According to Maertz Jr. et al. (2010), employees who had survived downsizing
had a higher probability of having a lower opinion of their work environment. The
attitudes toward management were par to subpar. This reaction had been based on layoffs
that employees saw occurring in their workplace. Nyberg and Trevor (2009) referenced
employees who avoided being laid off. The researchers suggested working on and
striving for creativity as the first point of interest. Researchers suggested downsizing
diminished creativity within the surviving workforce. Focusing on creativity may redirect

employees to focus on the job instead of the actionable item of downsizing.



The second point of interest was communication. Downsizing affects social
networks, and communication could diminish if resentment or disloyalty existed from the
layoff. The last point to address is perception. Downsizing could provoke insecurity,
lower morale, and alter employees’ feelings of job satisfaction. According to Correa
(2014), the view of downsizing revealed that downsizing could cause different reactions,
depending on an employee's position at the layoff. According to Correa (2014), business
leaders, who have been laid off, may have filled the gap when needing to fill leadership
positions within an organization. The gap in the literature may be bridged by the
participants sharing their lived experiences. These experiences would be based on the
participant’s perception of downsizing and how each participant perceives managerial
practices and strategies influencing loyalty and trust in corporate downsizing in the
United States.

There was a diversity of studies viewed for this research. Studies over the last 20
years regarding downsizing covered many territories. However, they may not be solely
focused on the loyalty aspect and how this component is affected by downsizing in
today’s corporate climate. Kraft (1980) focused on why the automotive companies failed
to meet the domestic market need for small cars and how that decision affected job
stability throughout the automotive community. Cascio and Wynn (2004) discussed
employee downsizing and the alternatives. The study, which had similar themes, focused
on why downsizing happened, the consequences of downsizing a workforce, and if other

options were viable. Cascio and Wynn examined loyalty between management and



employees. There was also a reveal of best practices for managing the downsizing
process and alternatives to avoid employees losing jobs.

Strom (1998) focused on moral within organizations. Strom highlighted
executives' misinterpretation, assuming that morale would not have been affected when
layoffs had occurred. According to Strom, downsizing survivors could experience
personal emotions, affecting self-esteem and the motivation to remain loyal to the
organization. Studies such as this were imperative to examine the lived experiences and
how managerial practices and strategies have influenced loyalty and trust in corporate
downsizing in the United States.

Problem Statement

The general problem focuses on corporate leadership who do not consider the
implications of downsizing employees. The specific issue highlights leadership’s
handling of downsizing, which may influence loyalty and trust among employees and
affect the ability to ensure creative strategies to minimize human causalities in companies
throughout the United States (Stroh & Reilly, 1997). Amabile and Conti (1999) suggested
that creativity supporting a perceived work environment decreased significantly during
downsizing but increased later if the creativity undermined the goal. Appelbaum (1991)
spoke about downsizing becoming popular in this study based on competitiveness and a
need to increase productivity. According to Appelbaum, researchers labeled those who
survived downsizing as having survivor’s syndrome. This was one example of an

opposing side of downsizing.



According to Devitt et al. (2013), the recession that started in 2007, when
workforce reductions occurred, may have had long-term effects. Managers must
reconnect with surviving employees to minimize negativity or backlash based on losing
colleagues and friends. Tsai and Yen (2018) focused on firms striving to innovate their
competitive advantage in the marketplace. Tsai and Yen used a quantitative and
qualitative method to concentrate on job satisfaction research and how this motivates
employees to remain innovative. Tsai and Yen focused on firms implementing a
downsizing strategy to stay competitive and employee perception of the commitment by
the organization to ensure job satisfaction and a creative mindset of management was a
commitment to employees.

Van Dick et al. (2016) revealed that employees often report lower commitment
and overall performance after surviving the layoff. Van Dick et al. highlighted that
reduced organizational identification could explain what is known as survivor syndrome.
A meditation analysis showed that survivor syndrome was based on downsizing causing
lower connections with the employer, which related to lower-performing employees.
According to Gross (2015), downsizing focused on those laid off. Gross focused on
panoramic views of organizational downsizing through a past, present, and future lens.
Gross predicted downsizing would continue to be used in corporate strategies as
businesses try to maintain efficiency and a competitive edge.

Chaudhry et al. (2015) focused on explaining actions by management who
downsized and how this can affect or negate the commitment employees have toward an

organization. Chaudhry et al. dove into management implementing downsizing with



social support to have achieved specific objectives. Apergis and Georgellis (2017)
focused on regional unemployment and employee loyalty in the United Kingdom. The
study investigated the relationship between both. Apergis and Georgellis argued that
regional unemployment depressed income and increased the potential loss of jobs. This
action provided an incentive for employers to be loyal to their employees. Apergis and
Georgellis examined how unemployment affects the employed. The studies published
focused on downsizing and the different elements in which this trendsetting move had
involved employees, leadership, and the well-being of organizations.

The following information was included in the research according to the litmus
test and the four aspects of this scholarly checkpoint. Reviewing articles and studies from
Aguinis et al. (2011) highlighted that downsizing still affects loyalty and trust between
leadership and employees. Research has been scarce regarding qualitative hermeneutic
phenomenology studies on how lived experiences have affected managerial practices and
strategies influencing loyalty and trust in corporate downsizing in the United States. The
topic of research needs to be further investigated.

This research study was conducted without bias or personal interception of the
researcher. The conclusion was based solely on data collected through the collection
process. | also touched on positive social change. Downsizing has affected society by
influencing the economy’s trend, creating psychological effects on those touched by the

layoffs, and creating instability, which may cause a ripple effect on the economy.



Purpose of the Study

The purpose of this qualitative hermeneutic phenomenological research study was
to discover the lived experiences of managers and employees during downsizing, putting
a spotlight on loyalty, trust, and leadership’s ability to create options, so human
causalities were minimized. According to Datta and Basuil (2012), some issues must be
addressed. These issues were connected with unprecedented levels of downsizing.
Management had a strong belief that this action would increase financial performance.
Those who disagree argued that downsizing compromises the organization’s value.

At Pepperdine University, Graziadio School of Business Management, employees
were unique individuals with diverse communication styles. Leadership needed to
understand what worked best for each employee, putting them at ease, no matter the news
delivered, focusing on how communication is provided may be just as important as the
information itself. The research paradigm focused on employees’ lived experiences
affected by downsizing and how management maintains loyalty and trust within the
corporate culture. | intended to explore the downsizing trend and provide data by
exploring the lived experiences of management who were working toward strategies to
maintain loyalty among employees and organizations and creatively minimize job loss
(Shore, 1996).

Research Question
The overarching research question was:
What are the lived experiences of managers and employees regarding maintaining

loyalty and trust in corporate downsizing situations?



Conceptual Framework

The conceptual framework included employees, managers, loyalty, trust, and
lived experiences based on downsizing results. According to Grant and Osanloo (2014),
identifying each component in the conceptual framework was essential to provide a
metaphorical and literal rationale for my study. The framework provided structure and
supported the topic, justifying the problem statement, purpose, significance, and research
question. Understanding each framework component helped anchor the research, leading
to the literature review.

According to Moustakas (1994), using a qualitative hermeneutic phenomenology
research study and analyzing the data would add depth to the study based on human
experiences. Miles et al. (2019) defined a conceptual framework as a visual or written
product that can explain the focus of the study. This framework may have provided data
to build a foundation based on lived experiences of managerial strategies and how the
actions affected loyalty and trust within corporate downsizing in the United States.

Theories were an essential part of this study. Each theory provided an insight into
the study based on research, contributing factors, obstacles, and the relationship between
the theories and the topic. According to Abend (2008), applying theories to explain,
predict, and highlight the phenomena would have provided additional knowledge to
support or negate the research, such as the social responsibility theory, founded by
Drucker, which focused on acting in the best interest of society, including creating a

balance between the economy, culture and creative strategies used in downsizing.



Drucker (as cited in Hesselbein, 2010) stated, “Leaders in every institution and
sector have two responsibilities. They are responsible and accountable for their
institutions’ performance, which requires concentration, focus, and limitations. However,
they are also responsible for the community” (p. 2). According to Adams (1963), when
this theory was developed, the behavioral psychologist aimed to seek equity for
employees based on each employee’s experience and the benefits received from the
experience and work. Adams showed throughout this theory that an individual’s
perception of input and output in a relationship could reflect inequality. This would
render the output/input ratio less or greater than perceived by the employee. This could
put stress and a lack of trust in management per the employee.

Two theories represented the research. The first theory supporting the study was
dispositional theory. According to Judge and Larsen (2001), there is a link between
dispositional theory and job satisfaction. There is an influence within the dispositional
lens, which can tie together clear views on job performance. Breaking down traits of
employees to gain a better understanding of where downsizing had occurred can drive the
researcher to review personality, culture, or a presumed image when the focus is on how
these actions affect loyalty and trust are in jeopardy.

The second theory is the affective event theory (AET). This theory, developed by
Wells (2008), had researchers focusing on the possibility of emotions affecting how a
worker performs in a work environment. According to Beal et al. (2005), there is a
correlation between an employee’s internal influences, including personal emotion and

reactions to any dangerous occurrences during a workday, affecting performance or job
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satisfaction. The theory highlighted the positive and negative for both job performance
and overall happiness within the job. Chapter 2 will include literature focused on the
effects of the downsizing trend.

According to Paterson and Cary (2002), the AET-based model integrated
perception and emotion to break down the effects of an employee’s acceptance of
downsizing and other work-related occurrences contributing to anxiety based on
employee reaction. Paterson and Cary reflected that the communication through
leadership affected interactional justice and pressure due to change, which created the
trust and reduced stress among workers. The AET framework assisted in understanding
employees’ responses during the downsizing process and how loyalty and trust may be
reduced on the manager’s side, which may cause anxiety among workers. The AET
framework could assist in understanding employees’ responses during the downsizing
process and how loyalty and trust were affected.

Nature of the Study

The qualitative methodology most appropriately represented the nature of this
study in conjunction with a hermeneutic phenomenology design. Applying the method
and tradition based on qualitative phenomenological research was appliable for this
study. The methodology represented the core meaning of acquiring and collecting data
based on the essence of human experience (Moustakas, 1994). The concept surrounding
the phenomenon focused on the research. The phenomenon highlighted the lived
experiences of managers who worked to maintain loyalty and trust in corporate

downsizing and employees who were part of the downsizing process. The participants in
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the interviews communicated their lived experiences. The focus was to determine the
phenomenon, provide clarity of the study's purpose, and ensure the data collected
reflected authentic lived experiences to ensure the study’s success.

The methodology applied in the research focused on hermeneutic
phenomenology, which focused on participants’ lived experiences. This methodology
brought a philosophical view of human experience to this research study through the
qualitative study process. According to Tassone (2017), Husserl’s phenomenology was
viewed as an approach to justify the truth based on current conditions. The approach was
considered an interpretation representing the defense of foundationalism and
epistemology. The importance of Husserl’s theories was to research subjects. Engaging
the hermeneutic phenomenological method was the most appropriate choice for this
study.

This study was based on human experience and the current conditions of
companies that have gone through downsizing. The goal was to show data collected from
participants revealing lived experiences based on the purpose of the research through
questions presented to those involved through the interviewing process. Using this design
would best represent the study and findings.

Participants were chosen through a snowball effect. Prospective participants were
from various organizations. The sampling strategy encompassed one participant. The
sample size included eight participants as part of the data collection. The sample
consisted of four managers and four employees who had survived the downsizing process

in the last 5 years. Employment at the organization would have to be at least 3 years.
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Those who fell under the management title held a position in this capacity for more than
2 years. The participants were chosen based on knowledge and experience in managerial
practices and strategies, which could have influenced loyalty, and trust in corporate
downsizing in the United States.

Definitions

Key concepts used in the research study provided a foundation for the data to
justify the research. Key terms and concepts presented below provide a big picture view
of the research and support the intended purpose of the dissertation.

Business mergers, privatizations, and acquisitions: Actions are considered an
operational function in which corporations combine or acquire assets. This action is
synonymous with downsizing during a merger or acquisition, affecting loyalty and trust
between leadership and the current workforce (Ferraz & Hamaguchi, 2002).

Cost reduction measure: Companies use strategies to reduce costs and increase
profitability. This type of action is usually synonymous with employee layoffs to boost
profitability, which is key to reducing the workforce (Bain & Company, 2013).

Non-essential employees: This term references the government shutdown, which
refers to those employees in government who are not a crucial part of the United States’
overall health or safety. In companies, this relates to employees not critical to the
business or infrastructure, deemed “non-Essential” employees (Andrews, 2013).

Offboarding: The philosophy behind the strategy of offboarding is to handle

departures from the organization in the most positive way possible. Managing the



13

offboarding process in the best way benefits the employee and the employer. Offboarding
and onboarding have become widespread in organizations today (Louisnord, 2016).

Outsourcing: This term refers to getting goods or services internationally vs.
domestically. Concerning business, outsourcing means bringing in third-party vendors to
do the job traditionally done inside the organization by internal employees. This option
comes with pros and cons. The pros are being able to streamline cost savings. The cons
include job cuts in the organization (Patel, 2017).

Outsourcing of jobs and business expansion in foreign countries: Outsourcing
pertains to obtaining goods or services through a supplier, usually international. Jobs are
outsourced due to A.l., and the need for cheaper labor is a reality. Outsourcing can strain
employees' loyalty and commitment to the organization (Siddiga, 2017).

Resource action: This term refers to laying off employees. Companies such as
IBM applied the resource action alternative to the organization, in 2013, because of first-
quarter earnings. Resource actions can have many meanings but can eliminate
employees’ jobs (Whitley, 2014).

Right-sizing: This term refers to leadership ensuring companies are adequate size
to maintain a competitive edge and maintain a level of profits acceptable to leadership
and shareholders. Right-sizing can involve a reduction in the workforce if deemed
necessary. Right-sizing involves management working to reinvigorate and revitalize the
existing workforce (Kowske et al., 2010).

Technological advancements, computerization, and automation: Productivity is

the data output, which can be produced and tracked per employee. Creative strategies
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may derive from automation, reducing layoffs by creating new organizational roles. This
step could improve loyalty and trust between employees and leadership (National
Academies of Sciences, Engineering, and Medicine, 2017).
Assumptions

Assumptions related to unanswered or personal beliefs exist in one’s psyche. The
surmised conclusions are based on assumptions, not formed through factual data.
According to Leedy and Ormrod (2010), beliefs could be misguided or inadvertently
could cause the reader to have a one-sided view toward one opinion vs. the other.

The assumptions of this particular research study are reflected below:

1. The first assumption was that each candidate would be honest and upfront
about personal experiences and outcomes. There is an assumption that the
emotional stress and pain caused by this event would not hinder each
participant from sharing their lived experiences.

2. The second assumption was that each participant would have the
characteristics of inclusion criteria to ensure a successful data collection.
This would mean that specific criteria must have been identified before
prospective candidates participated in the study.

3. The third assumption was directed toward leadership and how those in
power felt about downsizing. The premise focused on expecting those
participants to make a change, ensuring jobs are kept, and loyalty and trust

remain a high priority.
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Scope and Delimitations

The study's scope was to show how trust and loyalty coincided with creative
strategies applied when downsizing has occurred. Examining companies that have gone
through downsizing and the steps taken to protect jobs and rekindle loyalty and trust in
leadership and the organization after the fact was the focus of the study. The study
included cases and scholarly studies on downsizing. The research highlighted the effects
of downsizing and how this decision affected employees throughout companies in the
us.

The research covered attributes of downsizing, including efficiency, smaller
workforces, and a healthier bottom line with less overhead. The study examined creative
terms used in this process, including rightsizing, reorganization, and delayering. This was
explained in detail if there were any differences in the meaning of this terminology vs.
the simplest of terms used to define the research study, which is downsizing. The
delimitations of the study did not include certain aspects of the downsizing process, such
as an employee’s chances of promotability, versatility, the quantity of work, and previous
jobs within the organization. Including four managers and four employees who have been
at the same organization for the last three years was imperative for the constituency.
Ensuring those possible participants had held the position for more than two years and
had knowledge of managerial practices and strategies influencing loyalty and trust during
a downsizing process in an organization in the United States was a part of the fabric of
the study. Those excluded from being chosen as participants are employees who had not

been touched by the downsizing process or held a steady job for an extended
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period. Research expanded on this sector to further examine lived experiences of
employees not affected by downsizing but who may still be consumed with fear this
event could occur to them.

Limitations

Limitations to the research based on the hermeneutic phenomenological approach
can be related to the interview structure. There is flexibility in how the interview is done
and the questions asked. The data collected is derived from lived experiences. According
to Jacob and Furgerson (2012), researchers have different ways to obtain data regarding
engaging participants. Still, the goal is to expose the human part of the story to
understand the lived experience better. The limitations can be identified in this process. A
researcher would need to determine which data is relevant and of considerable value to
the study vs. more of a personal nature and not deemed appropriate.

As a researcher, the limitations of this study are related to transferability and
dependability. Transferability refers to the research design transferring to another
population. The research design was based on understanding managers’ and employees’
experiences and individual perspectives regarding the effect of downsizing reflected
through a phenomenological method. Transferability refers to asking readers to take the
information they have retained from the current study and connect the data presented and
a reader’s personal experience. Reader’s intake the information presented and may apply
the specifics to a unique or familiar situation. The data collected in this study could also
be used in other contexts, concerns, or similar research. Lincoln and Guba (1985) referred

to the transferability process in a research study evaluating four critical components.
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These include credibility, transferability, dependability, and confirmability. According to

the authors, each piece has specific techniques for establishing if these criteria have been
met. The limitation of this type of process, according to researchers, is the difficulty of
predicting human behavior. This study based on humanistic behaviors can also change
over time depending on the circumstances and reactions. There are no controlled
reactions, but maybe a temporary understanding.

Dependability is based on trustworthiness on behalf of the researcher, interpreted
by the reader. According to Pitney (2004), qualitative research is based on a more
humanistic view, so the dependability and trustworthiness can be found on a more
personal perceptive statement by the researcher and reader vs. a quantitative perspective,
where facts and figures are evident. Using strategies such as triangulation focuses on
cross-checking the data collected to ensure support of the phenomenon, which may prove
beneficial.

This process involves communicating with the participant to ensure interpreting
the data and providing the facts are correct. There is a level of trust between the
researcher and the participant. The limitation relates to the trust factor if the data is not
relayed honestly to the researcher. Bias can also play a role in this process. The
participant may relay a story from a specific point of view instead of a factual account of
the experience. The limitations would include fact-checking, ensuring the questions are
presented factually, creating a level of understanding around the context of the
information, and analyzing the data to ensure accuracy and relevancy. When giving the

data, this process would be done so that the reader would fully disclose that the data is
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based on lived experiences, and therefore, fact-checking would have to be done
extensively so there is room for error.
Significance of the Study

The significance of the study reflected the importance of leaders taking the
initiative to promote creative strategies when downsizing has occurred, so human
casualties are kept to a minimum. Although studies have been done on this topic, there is
a gap in the literature. Providing data through this qualitative hermeneutic
phenomenological study to fill that gap will highlight the importance of the research. The
first critical component is to fill the gap in the literature. Organizational goals and current
results can cause motivation for the gap. Another contributing factor can be the
understanding of downsizing and how this action affects the corporate innovation or
demise depending on the handling of the situation. According to Wilkinson (2005),
empirical research shows that the outcome of downsizing may be influenced by the type
of downsizing addressed in studies. In similar studies, researchers pointed out the link
between the speed of lessening in organizations, the severity of the downsizing, and the
reasoning behind downsizing. Each factor plays a role in this process’s effort, and the
outcomes can vary from study to study.

According to Van Dick et al. (2016), many studies on mergers and organizational
processes regarding the change. Still, downsizing and the many methods and outcomes
do not gain the attention needed. The gap in the literature will continue to be an ongoing
theme. The positive side of this realism is the room researchers must give themselves to

grow and evolve regarding this topic. There will be nuances in this research, and new
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data will emerge. The gap may exist indefinitely, but the ability to add updated studies

can help decrease the gap in finding solutions.

The second essential component is understanding the professional application and
how this is applied to this research and those who view the data and results. Using new
information in an innovative format regarding downsizing and creative strategies in
which leadership can foster the relationship between employees and the organizational
hierarchy is essential for maintaining trust and loyalty in companies today. According to
Cascio and Wynn (2004), employment downsizing has become integral in our corporate
society. Cascio and Wynn (2004) showed that stability has won out over instability for
companies where downsizing occurred, reducing headcount and outsourcing. However, it
does not necessarily create long-term success on an ongoing basis.

Collecting data from each participant provided me with the background of what
employees and managers live through when downsizing occurs. As | entered the data into
Excel to hand code, seeing the similarities and differences provided a foundation to build
on with experiences of either dread being laid off, new beginnings, or looking forward to
a new and more challenging position at the company employee maintained their job.
Hand coding allowed me to drill down to the granular meaning of shared information. |
was also able to apply themes to determine the similarities and differences. The data
substantiated my research, but the content collected was interesting as each participant
had their own lived experience and perception of this experience.

The last component addressed positive social change and the effect the results

may have on human and social conditions. This could significantly impact employees by
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creating a domino effect on society. The attitudes and behaviors may dramatically impact
the way employees handle themselves professionally and personally. The psychological
factors included the rise and fall in emotion, attitudes, cynicism, and the ability to be
engaged. Being mindful of how organizational change can affect the human element of
society may evoke leadership to change the sometimes frequent need to downsize and
create more of a mindset of rightsizing to protect jobs and the adverse effects on society.

According to Avey et al. (2008), organizational resistance to change is expected.
Change can be handled negatively or positively. Focusing on the importance of positive
constructs regarding organizational behavior and how this promotes successful
organizational change and development carries enormous weight within an organization
and society. Attitudes set within organizations are carried out into the culture. Creating
and sustaining a commitment to a happy, cohesive workplace builds loyalty and
commitment professionally and personally.

The significance of the study has shown the importance of managerial practices
and creative strategies, reflecting how these components influence loyalty and trust. This
is an essential aspect of this study which discusses employee perception when companies
show instability. The research is transferrable as data on downsizing is in constant flux.
There is always change, as the need to downsize is based on the economy, and the stock
market, to name a few. This research is transferable and will hopefully continually evolve
and be updated with the more current forecast on downsizing and the effect this action
has on continuing the conversation about retaining jobs and possibly choosing to right

size versus downsizing.
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Significance to Practice

The significance of practice focused on how downsizing is handled in the
organization. According to Cascio (2009), downsizing employees has become common
globally. According to Cascio, studies were conducted with a downsized company. The
study tracked the organization for 9 years after the downsizing had occurred. Cascio
found that leaders who reduce headcount without making other strategic changes seem to
reach their intended goal infrequently. Cascio pointed to stable companies doing what is
necessary to retain their skilled employees.

Best practices when downsizing occurs are to ensure policies and procedures are
followed. This step should be taken if jobs can be spared by invoking creative strategies.
Creating and maintaining an ongoing positive culture would be necessary. Methods
include ensuring leadership is continually present, applying innovative methods when
cuts are required, and applying multiple techniques when downsizing emerges. This
process also involved creating a plan to activate once downsizing occurred to address and
protect those remaining employees and communicate when appropriate. Bringing
together a diverse management team to oversee and lead the process would be necessary.
Including HR, leaders, managers, and support staff would ensure employees are dealt
with most professionally and effectively.

Significance to Theory

Based on two theories, dispositional and affective event theory (AET), each

supported the study to reveal employees’ traits and emotional status to gain a more in-

depth understanding of those affected by downsizing. These findings can focus on
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stability, sustainability, or the organization's environment when reflecting on how these
actions affect loyalty and trust, which could be jeopardized.

Reviewing the data through the hermeneutic phenomenology lens may illuminate
the emotional effects on employees based on their human experience. The data collected
and analyzed may reveal a serious message to leadership that reflects employees were
losing interest in a company that does not appreciate them for their skills, knowledge, and
extensive years of experience. This may spark a need for more creative strategies to be
implemented in the decision-making process when downsizing is an absolute necessity.
Still, other options may be available to ensure jobs are retained in some capacity.
Significance to Social Change

The significance of social change with research presented to the academic and
corporate population has hopefully significantly impacted society. The findings were
based on data regarding loyalty and trust when downsizing occurs. Sweeney (2016)
shared thoughts on downsizing. Sweeney felt that this process influenced the culture of
organizations. These effects can be viewed as both negative and positive. The results
from this study should reflect the need for leadership to highlight a positive culture
during downsizing and after the fact. Leadership needs to show employees that steps will
be taken to preserve jobs whenever possible using creative strategies. These steps will
help recreate a preferred method of moving the organization forward. This type of action
will hopefully allow employees to view leadership in a more positive light and assist in

rebuilding loyalty. Ensuring steps to promote a stable work environment may promote a
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more efficient work environment while strengthening the relationship with employees
and improving the corporate climate.
Summary and Transition

Chapter 1 provided an overview of the purpose of the study, problem statement,
literature review, definitions, assumptions, and limitations. The importance is placed on
the need for creative strategies in the workforce to ensure plans are put in place to retain
employees in other capacities if departments are closing or headcount in certain areas
may be decreasing. Maintaining employee loyalty and trust within organizations to
ensure longevity and a strong sense of commitment on the employee’s side is imperative.
Research has been done regarding downsizing, but according to Van Dick et al. (2016),
undiscovered territory needs to be explored. Researching how loyalty and trust are
affected may shed new light on future action in this manner.

Chapter 2 will build a solid theoretical foundation for the argument by analyzing a
robust selection of related literature, bringing light to the topic, whether supportive or
negating the results. The literature review will justify the gaps in the research and how
this dissertation provides updated findings to existing data. Chapter 2 will also address
serval components: the effects of downsizing, organizational changes in the work
environment due to downsizing, changes in the culture, employee loyalty and trust, and
creative strategies to minimize layoffs. This chapter serves as a road map to navigate the
dissertation by providing depth into the resources while highlighting the purposeful need

for this type of research.
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Chapter 2: Literature Review

This qualitative hermeneutic phenomenological study was focused on discovering
how managers’ and employees’ lived experiences affected loyalty and trust when
downsizing occurs. My point of view highlighted creative strategies to maintain loyalty
and trust in corporate downsizing in the United States. The research focused on the
specific problem of downsizing. The purpose was to examine how managerial practices
and strategies could influence loyalty and trust among employees in corporate
environments. According to Bain & Company (2013), employees’ jobs are the first to be
affected when sales decline. According to the United States Department of Labor Bureau
of Labor of Statistics (2008), approximately 1 million employees were affected by
downsizing in 2007. Bergstrém and Arman (2017) conducted a study focused on the
importance of how a reduction is implemented within an organization. How the news is
delivered may determine the strength of the commitment of the remaining workers who
have survived a workforce reduction. The study highlighted the importance of effective
communication and creative strategies, including choices offered to those employees
affected. Such decisions included voluntarily leaving vs. being laid off. “Previous
research has uncovered some common patterns of change in organizational work
environments during downsizing. Organizations appear to undergo deterioration of
communication at many levels during such periods, even though communication appears
to be particularly important” (Amabile & Conti, 1999, p. 631). The problem-focused on
leadership and management turning to downsize. Leadership's goal is to improve the

competitive culture and increase the profit margin in organizations today. The missing
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component is the need to strategize to save jobs while maintaining loyalty and
commitment.
Literature Search Strategy

Current literature included in the research is a diverse conglomeration of journal
articles, studies, and articles from different sources discussing downsizing. The eclectic
group of articles included studies based on the effects of downsizing relating to loyalty,
job satisfaction, and the organization's commitment to employees and customers. Current
literature highlighted the conceptual framework for determining why companies
downsize. Literature uncovered, including 43 articles, which touched on different aspects
of downsizing, suggested employee downsizing can either be an effective or ineffective
method to gain the outcome needed by leaders trying to increase profit margins and lower
overhead costs, depending on the particulars of the organization. The significant sections
of the Literature Review chapter were broken down into categories based on the literature
used. Categories included: The effect of downsizing, organizational changes in the work
environment, changes in the culture, employee loyalty and trust, and creative strategies to
minimize layoffs.

Each category was supported by literature, where case studies and data are
presented to inform the reader of supporting or contradictory data. According to Pfeil et
al. (2004), downsizing is trending in North America and has become a global
phenomenon. Companies are pressured to become more efficient by cutting costs and
restructuring workforces to show a substantial difference in the bottom line. Literature

also reflects strategies used to retain jobs instead of eliminating employees, which is
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beneficial in maintaining loyalty and trust. According to Pfeil et al. (2004), employers
should discuss cutting costs and finding creative suggestions before making final
decisions.

Chapter 2 is an integral part of this study. This chapter reflected literature, which
was used to show support or negate the purpose of the research study. The goal is to
present data collected based on participants who have lived experiences and reflect on
different aspects of the downsizing process. This would encompass literature on
downsizing from personal viewpoints and the value of loyalty and trust, understanding
how these components directly affect employees involved in corporate downsizing in the
United States.

Uchitelle (2006) highlighted the psychological effect of employee downsizing.
Uchitelle argued that downsizing is an error in judgment when creating a more
productive organization. Uchitelle also pointed out that the long-term value of an
organization does not increase when downsizing occurs. The focus is to encourage
leadership to use creative strategies when downsizing and move toward a rightsizing
initiative to retain jobs and lower the casualties of the downsizing process.

The literature also reflected on companies that have laid off employees and how
management and leadership have dealt with the fallout of those losing jobs.

In time, these uncertainties can lead a company to downsize, as it is seemingly the

quickest and most viable plan. Companies must know how downsizing can affect

their business via the retained employees, innovation, and subsequent reputation
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in making this decision. It is equally worth looking at those downsized individuals

who lost their jobs because of the decision to downsize. (LaMarsh, 2009, p. 7)
The study's primary purpose was to collect data from a group of participants, uncover
lived experiences, categorize the data collected, and hopefully show the importance of
rightsizing, not downsizing. The study also reflected on strategies that can be used if
downsizing is the only option, examining how to retain employees if possible—also, the
importance of maintaining loyalty and trust among leaders and peers.

The importance of the literature review assisted in discovering pertinent data
related to the research. The literature used in this study provided a broad spectrum of
different views of the topic, providing new knowledge and identifying gaps in the study.
The literature was meant to highlight new ideas and ideologies, not duplicate other
studies done in the field. The literature review is key to justifying purposeful research by
reflecting on different aspects of downsizing and the various studies shown to reflect
different perspectives.

The search strategy was based on a conceptual map. The map included the
phenomenological hermeneutic methodology, highlighted as the search strategy. The
supporting points had loyalty and trust based on creative solutions to downsizing.
Adhering to the issues in the conceptual map would ensure the process would support the
research and provide guidance in presenting the research honestly and ethically.

Terms and phrases used to search journal articles and other literature sources

included downsizing, rightsizing, strategies, loyalty, commitment, layoffs, corporate
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culture, social implications, benefits of downsizing, understanding the decision to
downsize, and management/leadership’s experiences within corporate downsizing.
Table 1

Details of Literature Reviewed by Year Publication

Older than
5 years 2015 2016 2017 2018 2019 Total
Peer-reviewed articles 93 4 3 5 8 5 118
None peer-reviewed articles 34 1 4 6 8 3 56
Books 45 0 1 3 1 0 50
Web pages 35 1 4 6 9 3 58
Totals 207 6 12 20 26 11 282

Using articles retrieved from Ebscohost, ProQuest, ABI/Inform Collection,
Academic Search Complete, Business Market Research Collection, Dissertations, and
Theses at Walden University allowed material relevant to the topic to be reviewed and
familiarity with previous and current studies to be identified in this field. Reviewing the
literature to identify gaps and understand the research, methodologies, and theories
applied to the studies have provided a more comprehensive view of the work done and
the gaps that need to be addressed.

The terms used in the literature had been extracted based on the data found and
how those terms would apply to the methodology. These terms are relevant in this
research study. Using the search terms helped create a solid foundation on which to build
this research. These terms included downsizing, rightsizing, strategies, loyalty,
commitment, layoffs, corporate culture, social implications, benefits of downsizing, the
decision to decrease, and management/leadership’s experiences within companies.

Searching terms on three levels, closely related, narrow, and broader, allowed the ability



29

to be thorough. With this process in mind, the key is to apply the iterative search method,
which means
An iterative search starts just like a non-iterative search. The query sequence is
compared to the database, and the score list, pairwise, and multiple alignment
outputs are reported. The multiple alignments were used to create a query
"profile. "This profile is then searched against the database, a score list, pairwise
and multiple alignments are output, and the process repeated. The iterations will
stop either when the number of iterations has been reached, or if two successive
iterations find the same sequences. (Barton, 2002, p. 1)
As this relates to this particular research, this would require searching articles, journals,
case studies, and other resources based on downsizing until the search has seen
saturation. The search terms were compiled from a diversity of words and themes, but the
implication was to stay within the realm of the research topic. The literature collected for
this research study provided attainment of learning to educate the reader fully on the
research topic. The resources shown to support or negate this topic were readily

available.
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Figure 1

Conceptual Mind Map-Creative Strategies in Corporate Downsizing
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The basis for this study was built on a qualitative hermeneutic phenomenological
approach. This approach focuses on lived experiences. This approach would illuminate
exact details within an experience to achieve an in-depth understanding of the human
experience, according to Wilson and Hutchinson (1991). The research focused on
creative strategies to maintain loyalty and trust during downsizing. The conceptual
framework is built on the lived experiences of the participants. Theoretical coherence
refers to a set of beliefs justifiable. The ideas surrounding creative strategies applied
during downsizing to maintain loyalty may create stability and security for remaining
employees and those leaving. Justifying those actions by leadership can cement the
process in the future so that employees may be less psychologically affected by the loss

of employment.
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Gandolfi and Hansson (2015) had referred to the downside of downsizing by

highlighting that, A considerable body of literature indicates workforce reductions often
lead to negative financial and operational outcomes for the downsizing firm as well as
negative psychological outcomes for victims, survivors, and executioners” (p.1). This
hermeneutic phenomenological study focuses on the experiences, conceptualizations, and
realizations of individuals who have experienced the phenomena of downsizing.
Strategies of management, ensuring loyalty and trust, and considering creative solutions
to maintain and preserve during a downsizing effort are crucial. The conceptual
framework is built on the research design and how the results are implemented. Applying
the phenomenological method to the research may explain the human experience and the
perception of how leadership handled downsizing. Moustakas (1994) highlighted the
importance of showing accuracy in the data presented, ensuring the data is pliable, and
representing this phenomenon appropriately. The phenomenon focused on creative
strategies set forth by researchers and leadership to address the concern of significant
layoffs in organizations without providing alternative options to allow employees to
remain employed.

According to Budros (1999), downsizing has become an integral part of the
corporate world in the United States. While theoretical and empirical studies have been
done, the author suggested a negative connotation relating to downsizing. Budros made
three points. First, the author referred to downsizing as a way to reduce personal. The
second point is that when downsizing occurs, the enhancement of the effectiveness and

efficiency of the organization could be at stake. Third, downsizing has a different
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meaning for everyone. Some view this action as overlapping or restructuring, and others
view this activity positively. Each employee has a different perception.

According to Budros (1999), organizations consider downsizing as a structural
rebuild of a strong organization of tomorrow. Leadership views decreasing as a positive,
as do many organizations simultaneously with the process and efficiency improvements
and organizational engineering. Budros referred to downsizing as radical” because the
changes alter the organization's structure, as employees affected leave and others
remained employed. These changes may relate to a company's internal structure, which
can cause employees who remain employed to be skeptical at best or, at worst, lose
loyalty to the organization.

Downsizing has become a concept to which most of the business world has
become accustomed. Harney et al. (2018) conducted a study in the Republic of Ireland
using a job-demand resource model focused on employees' lived experiences of
companies restricting and downsizing based on employee well-being. The sample
included 5110 participants. The results highlighted the damaging impact restructuring
and downsizing had on employees' well-being. The perception of employees' views on
this phenomenon, not biased by the researcher, does not view the actionable strategy
positively. Highlighting choices made by leadership in particular incidents were
perceived by some as not applying strategic methods to reduce the loss of jobs while
strengthening an organization.

Cohee (2019) did a study on General Dynamics Corporation. Cohee highlighted

27,250 employees who lost their jobs from 1991-to 1993. Cohee focused on leadership's
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views on the size of employees who were a part of the cutbacks. CEO William Anders
expressed that employee were not loyal or obligated to maintain employment as a part of
their workforce. According to Cohee, higher compensation was provided to leadership
based on the number of reductions put in place by those in leadership roles. Ander was
awarded $54 million for his part in this process. Business ethics came into question, and
in 1993 Anders resigned.

While the reduction did increase the profit margin of GDC, and the decision to
downsize was viewed as a success, many employees lost their jobs. Companies like
Ericsson reduced 24,000 Swedish employees during the dot-com phenomenon, and the
company experienced a 90% share price decrease. Armstrong-Stassen (1994) studied the
survivors of downsizing, encompassing 200 unionized technicians in the telecom
industry. Those survivors were optimistic and predisposed to feel in control of their
destiny. Other survivors felt a sense of helplessness.

The present study had other limitations and concerns about the post-layoff cross-

sectional research design and common method variance, which was addressed.

Single items were used to measure the sense of powerlessness and job

performance. The use of single-item measures precludes establishing the

reliability of these measures. The stress appraisal-coping outcome relationships

were tested as a unidirectional relationship, but as Lazarus and Folkman (1984)

noted, these relationships are probably reciprocal rather than unidirectional.

(Armstrong-Stassen, 1994, p.617)
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Kraft (1980), and Johnson (2013), focused on organizations rethinking their

infrastructure to keep up with a changing economy and a fiercely competitive
marketplace, often reducing the workforce. Amundson et al. (2004) explained that
employees who remained working while coworkers were being laid off had their account
of the lasting effects. The overarching concern of existing employees was the loss of their
jobs in the immediate future. According to Child (2015), firing people had become
common in America, compared to companies creating new plants, which catapulted them
to leadership investing in America approximately 25 years ago. Morris et al. (1999) dug
deeper into the phenomenon of corporate downsizing. According to the authors of all the
articles written, most of the print-focused on the negativity downsizing brought to
individuals, families, and the communities affected. In contrast, the companies focused
on becoming leaner and financially stronger. The researchers wanted essential questions
answered. The researchers focused on why downsizing had occurred in this volume and
whether this course of action had been practical; who had been downsizing; and did the
companies who substantially decreased their workforce improved their financial
performance. Another pertinent question focused on the long-term, addressing cost
savings, whether or not companies that reduced outperformed companies that did not, and
where there was a benefit to the investors. The study focused on whether the outcome of
downsizing is worth the cost on all levels. The literature reviewed has produced mixed
views on downsizing. However, the theme of the majority of the research suggests other
methods of creating a strong, viable, financially sound company that does not cost job

elimination might be a possible solution.
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Literature Review

The literature review was in-depth and covered in the broadest sense possible.
Downsizing has become a concept to which most of the business world has become
accustomed. Harney et al. (2018) conducted a study in the Republic of Ireland using a
job-demand resource model focused on employees' lived experiences of companies
restricting and downsizing based on employee well-being.

Morris et al. (1999) highlighted upsizing and downsizing and whether one wins
over the other with a noticeable jump in financial stability or financial gain. The study
showed no consistent evidence that downsizing meant a more robust bottom line. The
study also revealed that aggressive restructuring plans outperformed other industries in
the same field and improved profitability. Gross (2015) took on a different view by
highlighting the positivity of downsizing. Gross pointed out that cost reduction, surviving
in a competitive business arena, and showing versatility in the marketplace by restricting
methods to become leaner may increase the ability to be highly competitive. Mishra and
Mishra (1994) showed that regularly downsizing companies have a more significant
advantage in outperforming their competitors. Studies also showed that there is a need for
stability for long-term sustainability. This is essential to bring to light to ensure loyalty
and trust in a company's success. The consensus leans toward organizational leadership
working toward strategic solutions to preserve jobs and minimize casualties. According
to Budros (1999), downsizing is an integral part of organizations today. The author
highlights the phenomenon of downsizing based on social action and social context. The

goal is to understand companies' need to downsize and how this course of action is
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beneficial. Budros, as other researchers have shown within their studies, has defined the
downsizing phenomenon as an organization's attempt to reduce the workforce to improve
efficiency and the bottom line. This action aimed not to create smaller companies by
laying off employees but to level the playing field out until economic conditions
improved.

Key Statements and Definitions-Framework

Studies reflected statements and definitions regarding loyalty and trust in the
wake of downsizing. Appelbaum et al. (1999) showed that although downsizing can
reduce expenses in a troubled economy, the restructuring can also cause a decline in
loyalty. This can cause a sense of displacement for those workers left behind and increase
negative churn with staff turnover for fear of losing their job shortly. Appelbaum et al.
highlighted that the need for alternatives to replace downsizing is imperative. The
phenomenon, centered around downsizing, reflected on organizations' leadership working
toward strategic solutions to preserve jobs, minimize casualties, and retain trust among
employees.

Primary writings from literature, including studies from Devitt et al. (2013),
reflected employees’ lived experiences relating to loyalty and perception. According to
the survey, there are substantial differences in perception regarding how downsizing
affects employees. The study focused on loyalty and trust through lived experiences from
those affected by downsizing. According to Sadri (1996), the data collected using the
Towers Perrin study surveyed 350 senior managers and 275 major organizations

surmised that management did not concur that using the cost-cutting efforts of laying-off
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employees was beneficial for the organization achieve their initial goals. The conclusion
focused on strategies regarding management downsizing to preserve loyalty and trust
with those remaining employees, where the foundation had been shaken and even, on
some level, had irreparable damage.

According to Mishra and Mishra (1994), creative strategies have reflected several
factors that have broken down differences in downsizing strategies in companies. A
critical component is mutual trust within management and how this is associated with the
organizational redesign. According to Faltermayer (1992), downsizing affects confidence
in employees when laid off. The quality of work from motivated people would be
significantly higher than those less motivated. The gap in the literature speaks to loyalty.
Still, the research stops short of explaining the aftermath of commitment once layoffs
occur, whether existing employees or those who lost jobs can reenter the workforce
confidently and comfortably. Mellon (1998) reflected on the gap in literature today based
on other studies compared to his own, arguing that downsizing can damage social
networks. In contrast, Baumol et al. (2003) and Boone (2000) discussed that downsizing
could spark innovation. Key journals, case studies, and articles were reviewed and are
included in research from many authors.

Literature within the study reflects a strong collaborative theme relating to
downsizing and how loyalty and trust can be damaged if creative strategies are not
applied when company layoffs occur. Alshrif Al-Hammali et al. (2017) highlighted the
adverse effects of downsizing and the level of employee commitment as the foundation is

shaken by the act of restructuring. As part of a downsizing process, strategies such as
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transferring employees to other work environments without training or pressuring early
retirement so as not to be a part of the layoffs can affect employees' attitude-behavior and
decrease loyalty and trust in an organization. These actions are futile. Strategies applied
to the downsizing efforts, such as working to maintain an employee's status or providing
solutions where employees can move to a role with a level of familiarity, are in the best
interest of the company and the employee. Mellahi and Wilkinson (2010) reflect on the
relationship between downsizing and innovation. The data showed the speed and
accuracy of implementing downsizing and the number of casualties affected. The data
also highlighted the connection between downsizing and choices to support innovation
while cutting back. The other side of the data reflected barriers that can decrease creation
depending on how the downsizing process is carried out. According to Appelbaum
(1991), research revealed that if leadership can show care, dignity, and respect to
terminated employees, this will shed light on surviving employees and how they will be
treated if they find themselves in the same situation in the future. The efforts of
leadership to reflect this behavior would assist in creating a positive environment, which
can help maintain trust and loyalty amidst the chaos of downsizing.
Purpose of Literature Review

The literature review is the backbone of this dissertation. The purpose is to
substantiate factual data based on the literature chosen for this research and how the
studies are relevant to the research problem. The literature will also justify a qualitative

methodology using a hermeneutic phenomenological design to represent the research
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effectively. The literature used to support the study was chosen based on the subject area,
gaps in the previous studies, and current literature based on downsizing.

Winchester and Salji (2016) referred to the literature review as a formal critical
appraisal of the contemporary collective literature on the research subject. This process
will be unbiased as the literature is discussed and presented in the research. The literature
review will address the effects of downsizing, organizational changes in the work
environment, changes in the culture, employee loyalty and trust, creative strategies to
minimize layoffs, and manager perspectives on downsizing. This section presents the
literature used throughout the dissertation. This overview will contribute to a more in-
depth look at the current research. This step should assist in identifying gaps and
highlighting those studies, journals, and articles which will provide another layer of
substance and contribute to the substantiation of the purpose of the research.

The Effects of Downsizing

Downsizing has played a significant role in society in a dominant way since the
recession of 2008. The downturn of economic stability and status had not seen such a
dive since the Great Depression, 1929-1941. According to Egan (2014), Bernanke, the
former head of the Federal Reserve, said the financial crisis, he felt, was the worst in
history, surpassing the Great Depression of 1929. According to Zorn et al. (2017), during
the recession of 2008, companies started downsizing their workforce and set the trend. In
the U.S., more than 8 million workers were laid off between 2008-and 2010. As the
economy has improved, the expectation would be to put employees back to work.

However, the reality is that this is not necessarily occurring. Companies are still
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downsizing to reduce costs and become leaner organizations to create a more substantial,
efficient workplace. Even though downsizing seems to be a viable answer, researchers
such as Zorn et al. (2017) believe this corporate action to become leaner and more
efficient could have an adverse effect by increasing the likelihood of the probability of
driving some companies into bankruptcy.

Devitt et al. (2013) highlighted studies on employee layoffs, reflecting on
employees’ lived experiences relating to loyalty and trust. Different opinions and
perceptions can play an important role, depending on the circumstances. According to
Devitt et al., there are substantial differences in perception regarding how downsizing
affects employees. The critical factor in this study focused on employee perceptions of
losing jobs. If data are not collected from each affected employee, the fluctuation in
employees' thoughts and lived experiences could be an unknown variable. The study
thoroughly explained the psychological contract breach between leadership and
employees.

In studies such as this, where the focus is based on perception from survivors and
those affected regarding blame, fairness, actions taken by leadership, and security, the
importance is to understand the psychological and physiological hardship of those
involved. Data collected to reflect the importance of understanding how strategies can be
applied to ensure companies become leaner and stay competitive while maintaining their
workforce in the most productive capacity could decrease the percentage of downsized

employees.
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Organizational Changes in the Work Environment

Downsizing can cause organizational change to occur. Employees reflect on
reorganizing in different ways. Some employees could have difficulty accepting and
adjusting to changes, which can happen amid downsizing workforces. Some employees
would embrace change and thrive on the emotions, and instability downsizing can cause.
According to Love and Nohria (2005), there were those in favor of downsizing. The
argument suggested downsizing was an effective strategy for becoming more successful
in sales and overall performance. The rebuttal was that performance and productivity
would decline, and customer satisfaction would be a downturn. A leaner workforce could
also cause undo-stress on employees, as with large corporations such as Victoria's Secret,
Lowe's, and Pepsi Co. As employees have worked through the aftershock of downsizing,
behaviors tended to differ from employee to employee. Communication between those
who remain employed and those downsized could also cause friction and negativity,
which could carry over into the company's environment.

As layoffs have occurred frequently over the past eleven years, since 2008,
company cultures have been altered. After downsizing occurs in an organization, the
corporate environment can consist of stress and worry at work and in employees' private
lives. According to Boyd et al. (2013), based on a study done with four long-standing
employees, the perception reflected that with a reduced level of staffing, those employees
who remain have increased demands made on them, extended hours to work, and can be
asked to work harder and longer to compensate for the decreased staff. Psychological

effects are associated with downsizing, and the pressure can be too much for some
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employees. These occurrences can lead to a harsh work environment, which may
counteract the purpose of the layoffs.
Cultural Changes

Cultural changes when downsizing occurs can vary depending on the severity of
layoffs and how those affected copes with the event. Amabile and Conti (1999) focused
on themes in their study that helped define a company's culture through a downsizing
effort. Researchers, such as Amabile and Conti, focused on how creativity would
decrease in the wake of downsizing and the relationship between creativity and layoffs.
The researchers’ concern was whether stimulants or obstacles would be the case based on
the current conditions. Variables that could affect the cultural environment affected by
downsizing included freedom, challenges, resources, loyalty, management support,
organizational support, and workload pressures.

Another view by Devine et al. (2003) focused on the importance of occupational
stress when dealing with downsizing. According to the study, survivors feel helpless
when witnessing past layoffs and insecure about knowing the next steps. Lynham and
Chermack (2006) pointed out that downsizing has a greater success rate of accomplishing
purpose when accompanied by best practices in treating existing employees. This course
of action would include loyalty and trust, which are associated with a strategic plan for
handling downsizing with respect and consideration to all employees. While maintaining
positive company culture, these actions by leadership could be vital in providing a sense

of security to employees, even in times of uncertainty.
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Studies on how layoffs have affected employees are reflected in Devitt et al.
(2013), reflecting on each employee and their lived experience related to loyalty and
perception. Different opinions and perceptions could play a formative role depending on
the circumstances. According to the authors, there were substantial differences in
perception when reflecting on how downsizing affects employees. This study's critical
factors, concepts, and variables were built on diverse perceptions from those losing jobs.
The fluctuation in employees' thoughts and lived- experiences could be defined as an
unknown variable if data was not collected from each employee. In this study, variables
ranged from nervousness regarding job security, employee optimism, and the concern
that favoritism may have played a part in the downsizing decision.

The success of any organization may be tied back to employees' and customers'
loyalty. Keiningham et al. (2010) showed that less than 30% of U.S. employees are loyal
to their organization. The data also reflected that only 25% of U.S. employees have felt
that a company has earned the employee's loyalty. Keiningham et al. believed when
downsizing occurred; management focused on complex numbers, such as the cost of
labor, versus reviewing the soft numbers, which included customer service and loyalty of
employees. The study's conclusion revealed that companies surviving through tough
times must keep in mind that customers must remain loyal to succeed, and productivity
must rise. What drives these two components in any organization is employee

commitment and loyalty.
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Employee trust needs to be rebuilt and revered by leadership in companies today.
Igbal et al. (2019) shed light on the social exchange theory exploring impersonal faith in
organizations and how HR views productivity. The study reflected events based on
impersonal trust within organizations and employee productivity. Seven hundred-line
managers were surveyed, and the results revealed empirical evidence that technology-
enabled HRM was an incentive to build trust and would create a more outstanding
productivity outcome with the ability to manage in a more autonomous environment
currently and in the future at organizations. This step in allowing a self-supporting
approach may assist in building trust with employees. Reviewing loyalty, employee
relationships, and organizational commitment might not be factors when leadership
decides to downsize in some organizations. However, research shows long-term cost
savings are not necessarily inevitable in all downsizing attempts. Companies valuing
loyalty and commitment from their workforce by improving productivity and creating
strategies to build up the bottom line while maintaining the status quo in the employment
department would be considered a strategic move. According to Keiningham and Lerzan,
this may only happen through an organization's commitment to remain loyal to the
workforce.
Creative Strategies to Minimize Layoffs

When making crucial decisions in today's economic environment, creative
strategies may be imperative for leadership to consider. Maintaining loyal, trustworthy,

and highly experienced employees have been vital to organizations that wish to remain
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viable and competitive within their industry. According to Sucher and Gupta (2018), in
tough economic times, companies struggle to sustain themselves and manage their
workforce's most valuable resource they have. An example is Nokia. In 2008 Nokia had
record profits of 67%. Competition, though, drove Nokia's prices down by 35%. Labor
was costly in the Bochum German plant, so leadership's answer was to downsize 2300
employees. The employees were so angry they protested against the action. 15,000
people who threatened to boycott Nokia products the following week. The ripple effect of
this event cost Nokia $221,165,400.00, broken down, $88 418.60 per employee, and bad
press. Their market shares significantly declined; from 2008-to 2010, Nokia lost 700
million in sales and 100 million in profits. 2011 Nokia continued to have issues and
decided to restructure, cutting 18,000 employees in 13 countries within 2 years.
According to the author, leadership was determined to find a more viable solution, which
involved creating a program where employees felt the process to be more tolerable and a
softer landing.

Creative strategies may be an essential part of the downsizing process for
organizations that need to restructure and create a leaner workforce. Relating this data to
the focus of the research, which highlights the importance of understanding the lived
experiences of managers and employees regarding maintaining loyalty, and trust in
corporate downsizing situations, these studies shine a light on the choice companies make
to downsize and the effects of this decision. Data is needed from organizations that find

alternatives to job loss to counteract these particular organizations.
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Manager Perspective on Downsizing

Studies that correlated to the constructs of interest in the research focus on lived
experiences regarding downsizing and creative strategies, which one day may lay off
workers. Downsizing within organizations can cause perceptual assumptions by
employees and society. The idea of rightsizing organizations to increase profits may not
always be as effective as leadership expects. Events are taking place in corporations
today, such as outsourcing and focusing on financial performance to determine the worth
of loyal employees; maybe a company's overcompensation for underperforming based on
leadership, competitiveness in the industry, or lack of creative strategies has caused
outperforming against competitors. According to Négre et al. (2017), studies based on
workforce reductions are explored for their impact on society. The authors pointed out
that researchers such as Wilkinson (2005) carried the same view regarding downsizing.
The perceptual concept based on culture is that downsizing operations reflected a non-
verbal contract as such, which in the eyes of the population showed a disregard for
commitment and, on some level, a breach of a social contract between companies and the
general population or society. According to Vuontisjérvi (2013), from an ethical
perspective, downsizing would set into motion questionable motives or business dealings.
Even though downsizing was meant to improve efficiency in organizations that would
satisfy shareholders, employees, and local communities, downsizing can also reflect
potential losses, which would leave some companies or organizations with no choice but

to go out of business.
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Negre et al. (2017) referred to the empirical literature on downsizing and
sustainability by breaking down the components into four sections. The authors first
defined downsizing as proactive and reactive operations, representing the need for
cutbacks. However, with this line of thought, this strategy was viewed as firms justifying
downsizing operations using a reactive theory based on a lousy marketplace or internal
financial difficulties. The second component takes into account how downsizing
operations were made public. Companies could control how the communication is
delivered if driven by a press release. Still, according to this study, news of this, provided
in this fashion, could do more damage to a firm than being considered an asset. The third
component was a reaction to the announcement. In the case of this study, the location was
France, which is a code-law country. Labor issues are considered very serious. According
to Sucher and Gupta (2018), in the United States, which is common law, managers create
arguments to justify downsizing, and investors and shareholders react positively
according to the research. The last component was based on the social dynamics related
to sustainability. Research is needed to address the gap in this issue.

Methodology

The methodology applied to this research was built on a qualitative study focused
on hermeneutic phenomenology. Literature showed similar methods that supported or
negated the study, including qualitative methods in conjunction with hermeneutic
phenomenology. According to Moustakas (1994), this methodology represented the core
meaning of acquiring and collecting data based on the essence of human experience.

According to Avey et al. (2008), who devoted a study to understanding employee
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resistance to change, the researchers identified a noticeable gap in examining the impact
of positiveness from employees regarding the organizational change. The research
examined the attitudes and behaviors impacted by restructuring an organization of 132
employees from a broad sector of organizations and jobs. According to the authors, these
identifiers included a psychological state regarding optimism and resilience, relating to
positive emotions vs. cynicism, heightened awareness of predicting positive emotions,
and positivity between psychological capital and attitudes combined with behaviors.
Boyd et al. (2013) discussed job characteristics regarding transactional and action
regulation theories by highlighting the models, which showed the relationship between
job demands, which encompassed psychological cost as well as consume effort and job
resources, including meeting basic needs of employees, reduced demands and assistance
regarding coping with job stress. The study focused on quantitative research documenting
lived experiences based on working conditions and employees' responses to change,
which could shed light on the phenomenon of interest. The study linked job
characteristics, transactional, and action regulation theories relating to employee
perceptions of increased job demands and the absence of resources to handle those
demands as a crucial role in understanding how this affects employees.

According to Laverty (2003), applying a methodology such as hermeneutic
phenomenology has become famous according to Denzin and Lincoln (2000). These two
concepts were considered interchangeable but understanding the differences before
applying this methodology to this study was necessary. The perception of both methods

was viewed through Husserl with the exploration of phenomenology and continued by
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Gadamer and Linge (1976) with the hermeneutic phenomenology regarding the
similarities and differences in approaches. Data could include personal reflection and
experiences from surveying and questioning the participants in both phenomenology and
hermeneutic phenomenology. The goal was to extract these experiences that apply to the
study with a level of diversity to gain a full view of the lived experience from all angles.
According to Koch (1996), using this methodology provided openness, which is critical
for this type of study. The author also suggested encouraging the interview process not to
go outside the lived experience realm. Geertz (1973) had described this process of
gaining lived experiences as much more valuable than their simulations. Kvale (1996)
referred to the importance of not focusing on what was said but on what was not said.
Applying the hermeneutic phenomenological methodology to the research study opened
the door to much firsthand information from the participants.
Research Problem Strengths and Weaknesses

Research is continuous until all avenues have been exhausted. Every era has
challenges in business, and analysis becomes outdated as the world evolves. According to
Appelbaum et al. (1999), downsizing has been a reality for many North American
organizations for the past three decades. According to Mishra and Spreitzer (1998), more
than 3 million jobs have been downsized each year since 1989 by both public and private
organizations. According to Mishra and Spreitzer the downsizing or rightsizing effect
was implemented for companies to become more efficient and, most importantly,

increase their bottom line by decreasing unwanted or unneeded surplus.



50

Cohee (2019) referred to corporate downsizing as activities taking place to
improve efficiency, the productivity of workers, and a competitive edge in the
marketplace. Cohee addressed the downsizing epidemic on corporations by assessing
potential workforce reductions from a strategic standpoint when considering the cost of
the cutbacks and how morale would be affected. Cascio and Wynn (2004), through work
for the Society of Human Resource Management, identified precursors that should be
reviewed before a decision should be made on restructuring. Cohee suggested downsizing
as a last resort and creatively strategizing to increase profit and efficiency without
eliminating jobs. Cohee pointed out that corporate downsizing is here to stay. The
practice of corporate downsizing has been used as a strategy designed to increase
profitability and competitiveness in tough economic times. Methodologies have varied
over the last decade, but a consensus of research concludes that downsizing is now a part
of our reality and future for corporations and private enterprises. Cohee also highlighted
that with several financial, manufacturing, and retail companies applying the need to
carry out reductions, the corporate strategy seems to default to this solution for
encouraging results. Cohee’s research could implement temporary redeployment for
employees, cutting back or eliminating overtime, offering unpaid leave while maintaining
employment status, voluntary retirement, and salary freezes as incentives to avoid a
layoff and encourage employees to make sacrifices for the greater good.

As Cascio (2009) noted, employees wanted to know the truth and hear from
leadership. Keeping employees updated on the business's stability and wellness would

create a higher loyalty and trust and show the workforce that the administration does
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what it can to reduce costs without possibly cutting employees. As automation and global
competition have set into our corporate society, organizations have seemingly struggled
to keep afloat. Sweeney (2016) reflected on the newspaper industry and the effect
downsizing has had on this industry.

According to Sucher and Gupta (2018), two tremendous forces were transforming
the very nature of work: automation and ever fiercer global competition. Many
organizations have had to rethink their workforce strategies to keep up, often making
disruptive and painful changes. Typically, they turn to episodic restructuring and routine
layoffs, but both components have damaged employee engagement and company
profitability in the long term. Some companies, however, had realized that they needed a
new approach. The authors highlighted the critical discussion by published data in the
Journal of Business Research, focusing on the theory of downsizing and what issues
could stem from this continually occurring. One of the issues that revealed itself was
filing bankruptcy. Losing loyal and valuable employees, whether, through layoffs or
personal choice, productivity falling behind, new staff not being effectively trained, and
innovation decreasing, companies could risk spiraling out of control and not being able to
recover.

Conceptual Framework

According to Adom et al. (2018), the importance of a conceptual framework has
justified substantiating research. The rationale for the concepts has provided meaning and
validity to the study. The conceptual framework was built on hermeneutic

phenomenology regarding how lived experiences affect managerial practices and
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strategies influencing loyalty and trust in corporate downsizing in the United States. The
research focuses on past and present literature, case studies, and data collected.
Discussing studies, which focused on lived experiences of employees who lost jobs and
were affected by the trending wave of downsizing to increase profitability and
productivity, provided a realization of the personalized experiences employees have
faced in the wake of workforce reductions. The literature supported this topic by showing
a multi-diverse view of downsizing and how loyalty and trust have been affected.

Focusing on the research question, the lived experiences of managers and
employees regarding maintaining loyalty and trust in corporate downsizing may provide
insight into the minds of employees who have lived through this epic occurrence. Studies
may also show how those affected by downsizing feel this course of action helps or
hinders corporate America, impacts job satisfaction, and environmental changes. Some
literature supports or negates the research based on loyalty and trust and how creative
strategies in downsizing could affect these variables.

The research in the study provided essential data concerning companies in the
past and presented shaping our corporate culture. The case studies, journals, and articles
highlighted in this study may encourage future generations who may benefit and reflect
on the downside of reducing workforces and any implications of this current
phenomenon. Providing perceptual data to explain humanistic experiences, which cannot
always be validated, allows the reader to determine if the researcher's role was successful

in informing and educating.
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Substantiating the concepts was accomplished by choosing literature, which
provided timely and accurate data relevant to the research and can support the main
points. Schulz and Johann (2018) focused on corporate downsizing, data pulled from
S&P 100 between the years 2010-2012, examining the effect of this turn of events and
how this action affected corporation's reputations. Data produced were meant to inform
the reader of the trends occurring and the outcome on society and corporations.

Polkinghorne (1989) focused on phenomenological research methods and referred
to these as plans used to find knowledge. Research methods and concepts should be
created and designed to be paths or a road map and, if laid out correctly, reflect the
researcher’s validity and other researchers’ points of view. The routes followed are built
on accurate conclusions from researchers, as the data collected are analyzed and
processed. The purpose of creating the research around the conceptual framework was to
take the ideas and components and organize them to reflect the true nature of the study.
Gap in the Research

Studies focused on downsizing may have reflected a gap in the research. The case
studies in the research highlight justification for either downsizing or applying creative
strategies to cut costs and improve a company's bottom line without eliminating
employee jobs. The focus of the studies highlighted whether to maintain employees or
reduce workforces and how these points of view were supported. These actions affected
loyalty and trust among employees and leadership. Research like a journal study by
LaMarsh (2009) discussed the reality that downsizing is a purposeful effort to reduce the

number of employees to reach specific goals of leadership and shareholders. The article
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provided examples of why downsizing occurs, including environmental and
organizational events that led to downsizing and possible ties between downsizing and
the compensation awarded to executives. There are many case studies where factual data
and personal speculation could be made regarding the reasoning for whether downsizing
would be the right strategic move for companies. Still, there are also several gaps in the
literature regarding this topic, as there are many variables to each scenario. LaMarsh
(2009) had brought to light that although research in downsizing has revealed individual
reactions to those reduced, there has been little understanding of consequences regarding
employee perceptions of the organization. There has also been a lack of examining the
relationship between motivating and hindering factors regarding downsizing and the
consequences.

According to Brookman et al. (2007), executives may be motivated to lay off
based on financial gain. Although Brookman et al. (2007) also pointed out that top
executives who downsized could lose credibility and power due to losing human capital.
According to Iverson and Zatzick (2011), questions still need to be addressed, focusing
on employees' views on downsizing as socially responsible, if executives are financially
gaining from the efforts, and if the perception of downsizing is socially accountable if
employees lose jobs.

In research conducted by Cascio (1993), downsizing since the 1980s has affected
hundreds of companies and millions of workers. The downsizing effect prompted
researchers to create many studies focused on surviving or living through downsizing at

an organization. Researchers also synthesize articles to collaborate ideas and findings
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from data collected through case studies. Still, according to the author, the research is not
overly pursued. Many components go into the decision to downsize, according to Cascio
(1993), including the need and want for higher profits, increased ROI, and high stock
prices. Synthesizing case studies to gain a big picture of the effects of downsizing could
provide a broad overview of the pros and cons and themes from studies done to support
or negate the downsizing efforts. The gap in the research showed a lack of collaborative
data and highlighted commonalities and differences focused on downsizing. It reveals
whether companies who downsize benefit from lower overhead, better communications,
more efficiency, and increased productivity have different reactions depending on the
researcher and the study.

Examining whether loyalty and trust between employees and leadership had
suffered, remained the same, or decreased, would be determined by reviewing outcomes
of studies based on the criteria, data collection, and results to determine common themes.
The gap could be filled through researchers reviewing studies, synthesizing case studies
with similar and different articles, and creating a conclusion. The author found that long-
term organizational improvements call for redesign and system changes to eliminate
inefficiency and repetitiveness. Filling in the gap to explore the creativity of leadership's
choices when the goal is to create a healthier bottom line may provide perspective to
other companies on how to reposition organizations by making choices that could involve

strategic methods, saving jobs, and, wherever possible avoid downsizing.
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Literature Overview

The literature review provides insight into the main points of the research. The
assessment covers downsizing, organizational changes in the work environment due to
downsizing; changes in the culture; employee loyalty and trust; creative strategies to
minimize layoffs. In creating and building the research model, ascertaining relevant
studies and research was vital in substantiating claims and methodologies in this study.
According to the University of South Carolina (2020), the literature review focused on
existing research and comparative studies. This review provided a strong foundation
based on the purpose of the study. A historical view, gaps in the research, and multiple
sides of the issues were introduced through research and literature. This review also
served as a platform to credit those researchers who have done prior research. The
literature review provided a high-level overview of the topic with a granular view of
specific studies reflecting outcomes of downsizing and the possible benefit of applying
creative strategies to minimize job loss.
Historical Views on Downsizing

The historical view on downsizing is based on a diversity of case studies dating
back to the financial crisis of 2008. According to Rauchway (2019), the U.S. financial
crisis spiraled into a worldwide economic collapse based on our global financial markets.
Companies seem to struggle, and downsizing has become a trend that will continue for 12
years and beyond—the literature views downsizing as a continuous trend rather than a
short-lived decision. According to Shaw and Barrett-Power (1997), downsizing has

become a deliberate decision to reduce the workforce population to improve
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organizational performance. The current trend has been to minimize employees, which
leadership may view as a tactic to execute fast decision-making, create more flexibility,
and improve quality, efficiency and productivity by cutting the workforce (Freeman &
Cameron, 1993; Tomasko, 1992). One-fourth of downsized firms have improved cash
flow and productivity (Tomasko, 1992). Downsizing has created negative consequences
resulting in ineffectiveness and the need for repetition. According to Pearlstein (1994),
two-thirds of downsized organizations had to repeat the same action within that same
year.

The current literature is descriptive and based on a theoretical foundation,
highlighting the empirical research. Pearlstein (1994) stated that many disciplinary
perspectives or perceived downsizing could be conceptually confusing. As researchers
documented the economic crisis from 2008 to current times, there were different theories
in many other studies. Brockner (1998) categorized downsizing research as multi-
theoretical. Staw and Barsade (1993) referred to the actions of having to define
downsizing as a stressful event. History has presented downsizing as an event that affects
the organization, workgroups, and employees individually. Research has needed to
develop a shared understanding of how companies work internally and how individuals
react to situations, resulting in downsizing, as the data in this study is heavily weighted
on the human experience. As a researcher, understanding the responses is essential to
review previous data from past case studies to know if loyalty and trust have diminished
through the years, remained status quo, or improved as the economy has grown stronger.

Downsizing is a reality globally and not just occurring in the United States.
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According to LaMarsh (2009), corporate social responsibility focuses on
perception. The perception can vary depending on the circumstances. Lakshman et al.
(2019) studied four countries to gain perspective on downsizing past and current views.
The countries included were France, India, Turkey, and Vietnam. The study focused on
whether the decision and process of downsizing were fair, ethical, legitimate, and socially
responsible in the hands of leadership. Historically in certain circumstances, executives
were compensated for slimming down their workforce. LaMarsh examined whether or
not downsizing was socially responsible. According to the survey, downsizing included
assisting employees in deciding whether the decision was positive or negative. For
example, if downsizing occurred based on performance-linked bonuses with declining
performance and human capital was involved, this was viewed negatively. If downsizing
was related to asset restructuring and assuring employees downsized would eventually
lead to a successful re-creation of the organization, the perception might be more
positive. Historically, suppose a company stands to lose specific human capital. In that
case, employees may react negatively, and the perception will be heightened, erasing any
loyalty and trust employees have within the organization's leadership. Based on case
studies highlighted in the research, historical views, which focus on loyalty and trust in
downsizing, focused on both positive and negative effects on society and the corporate
environment.

Davis (1998) wrote about news stories focused on the company's restructuring
plans and did not mention the humanistic side of the story. For example, AT&T has

highlighted in The Los Angeles Times (1996) reporting cuts. The headline read, "AT&T
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lays out a bold plan for its future,” Newsweek reported on four executives who laid off
131,000 employees. AT&T's President Robert E. Allen, the CEO, saw an increase in his
salary when laying off workers. This historical view was an example of how employee
downsizing could be handled, but historically Americans, since the 1970s, had begun to
see this turn of events. In the 1990s, downsizing had become a full-blown reality and
standard practice, which remains the same today. Downsizing has become a norm in the
twentieth century, and job security is no longer an assumed guarantee when accepting a
job. Downsizing is still a common practice as we move into a new decade. Case studies
and journal articles have shown that this trend is not going out of style anytime soon.
Effects of Downsizing

Focusing on the effect of downsizing could have a pivotal impact on how
leadership and management handle this phenomenon moving forward. According to Zorn
et al. (2017), downsizing is attributed to losing valuable knowledge when employees
leave. These actions then have reactions as remaining employees are faced with taking on
other's responsibilities who are no longer there, with little time to gain skill or knowledge
for a role an employee may not be familiar with. Remaining employees also may have a
diminished view of trustworthiness or loyalty from the organization toward employees.
Olsson and Tag (2017) conducted a relevant study focused on employees affected during
the downsizing process and after-effects for those remaining employed. According to
Olsson and Tag, the literature highlighted leadership’s strategies to avoid employees
losing jobs. The literature also reflected on the stability and accountability of

organizations regarding past workforce operations, which provided a high level of
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understanding of how leadership, management, and employees handled labor reductions,
restructuring, and cut-bucks based on the author's research.

Downsizing has been an ongoing trend. Reflecting on the outcome of these
continuous efforts to cut back, which is still occurring 12 years after the recession of
2008, or as some have referred to this event in history as the Great Recession (Amadeo,
2019, p. 1). Companies have reorganized and strived to thrive, hoping for an assumingly
promising future. Olsson and Tag (2017) focused on the effects of downsizing during a
restructuring effort during a buyout of a private industry. According to the researchers,
this selection educates and informs the reader on the impact of downsizing by showing an
overview of companies in Sweden, where buyouts had occurred, and layoffs ultimately
followed. Similar events will continue to happen in the United States for the foreseeable
future.

Amadeo (2019) focused on the 2008 economic crisis, which, as shown by the
author's research, was far worse than the Great Depression of the 1930s, and there are
companies today still reeling from the aftermath. The topic highlights the importance of
creative strategies in downsizing, focusing on maintaining trust and loyalty among
employees concerning management, leadership, and the organization. Downsizing comes
in all shapes and sizes and does not discriminate. Providing context around downsizing
brings to light a diversity of case studies and articles, which present data on how
downsizing is handled internally, and whether or not eliminating employees helps
leadership and shareholders achieve the intended purpose of creating a healthier bottom

line. According to Business Knowledge Source (2020), the research focused on the
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general problem with leadership possibly unaffected by the implications and long-term
effects of downsizing employees and the impact on stability and longevity.

The specific problem Olsson and Tag (2017) focused on was a need to implement
creative strategies regarding downsizing, which could influence loyalty, and trust in
corporate downsizing in the United States, as highlighted in the study by Mishra and
Spreitzer (1998). Articles focused on layoffs, and job polarization reflected a view of
companies being bought out and letting a percentage of the workforce go, considered
dispensable (Olsson & Tag, 2017). Olsson and Tag argued that layoffs after a buyout
could be rationalized through a polarization lens, meaning the middle-class jobs requiring
a moderate level skillset were dissolving. Nevertheless, positions below and above the
middle class remained strong. The research focused on reasoning based on globalization,
the shrinking of the middle class from 61% in 1971 to 50% in 2015. According to Perry
(2018), labor unions had lost their strength and power.

Olsson and Tag (2017) pointed out that layoffs after buyouts effectively avoid
agency issues that can occur. The author highlighted that downsizing was crucial for
improving productivity and profitability. The authors also compared the trend in the U.S.
regarding the private sector with Sweden's active private equity market and job
polarization, occurring since approximately 2006, before the global recession began in
2008. The study focused on empirical evidence showing that Sweden had dealt with
layoffs based on buyouts for decades. Olsson and Tag supported laying off workers, as
the researcher felt the point of view should be based on viewing this research through the

job polarization process. According to Olsson and Tag, the first course of action was
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slimming down the middle class, the second was automation, and the third was a weaker
labor union. The study aimed to provide insight into layoffs after buyouts and whether
they are justifiable. The research followed employees touched by downsizing over four
years before a buyout had been announced. According to Olsson and T4g, the timeframe
ran from 2002-to 2008, tracking treated and controlled workers. The results reflected
minimal evidence of changes in unemployment after a buyout occurred. Unemployment
doubled in firms with a slowdown in employees who were not as technically savvy.
Those with less technical skills reflected a poorer performance than coworkers with a
higher productivity rate.

Through calculations, Olsson and Tag (2017) revealed that workers performing
routine job requirements showed a high percentage of becoming a causality of the
unemployment trend. According to the research, those workers performing offshorable
jobs also had a high rate of being a part of the unemployment statistics. These stats
applied to Swedish firms because buyouts were a small percentage of Sweden's economy.
Job polarization occurred but had a minimal impact on their economy based on Olsson
and Tag data. The research highlighted layoffs in private firms focused on Sweden, per
Olsson and Tag, as they identified Sweden as having had one of the most significant
numbers of private firms with the most buyouts known to date. The author has argued
that job polarization could be justified through this process, meaning employment had a
range of wages, from lowest and highest, with what would be considered a median

income job becoming obsolete. The authors highlight that private equity firms reduced
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agency costs and automated routine jobs. The data reflected the workers in less
productive firms doubled their chance of being a statistic in the downsizing epidemic.

The United States has continued to carry on the downsizing trend since 2008.
Understanding how global organizations, both public and private, manage their business,
especially regarding downsizing and restructuring, may assist leadership in learning
strategies, which may benefit American companies to preserve loyalty and trust in the
administration and maintain valuable employees. Literature focused on corporate
environments provides a view inside the epicenter of corporate society, mainly when
downsizing efforts are occurring. The journal from Amabile and Conti (1999) focused on
a working environment at a large tech firm before, during, and after significant
downsizing. According to Amabile and Conti's research, during the 1990s, downsizing
was prevalent in many organizations. As organizations had made decisions to downsize
and restructure, according to the authors, innovation was still needed to create longevity.
The research addressed the question of whether these go hand in hand. The first theme of
the study focused on researching creativity to determine if this component had decreased
during downsizing.

The second theme focused on the correlation between creativity and downsizing.
Amabile and Conti (1999) wanted to understand if downsizing diminished creativity in
the work environment by preventing employees left behind from being as creative in their
work as they were before downsizing occurred. Understanding how downsizing affected
productivity and the ability of employees who remained at an organization to move

forward with business as usual may not always consider a lack of creativity or
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productivity when cutbacks occur. There are differences between organizations that
downsize effectively and those that do not, according to Cameron (1994). As Cameron
highlighted, overcoming the adverse effects would include specific strategies to ensure a
more successful downsizing process. Amabile and Conti had a particular research
method. They applied the chronological approach. The process included using the design
overview, which included participants who were a part of the downsizing process.
According to the authors, the sample included independent participants who experienced
downsizing during a timeline focused on four pivotal moments. The elements reviewed in
the study were based on a work environment focusing on creativity. The first wave of the
research focused on the events before downsizing. It then shifted to events occurring
during the downsizing process, emphasizing how this environment withstood the changes
as highlighted. The span of participants included employees experiencing downsizing
departments. Employees who remained at the organization and saw growth in
departments during and after downsizing were also studied.

The components analyzed included the lived experience of being downsized, the
anticipation of how the future will look, the stability of the organization, and the
individual workgroups within organizations. Amabile and Conti (1999) performed their
research in a Fortune 500 high technology organization with an employee size of
30,000+. During this time, the employees were made aware of a restructuring effort,
which would eliminate 12-15% of corporate jobs. The creative strategy was to first work
with those employees who chose to take early retirement with incentives—other options

catering to those who voluntarily wanted to separate and involuntary layoffs. Amabile
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and Conti collected data between 1993-and 1995. The data were collected through

questionnaires and those who volunteered and were willingly interviewed. Seven hundred
fifty-four employees were studied, and data were collected. The variables included
stimulants and obstacles regarding creativity in the work environment during different
periods of the restructuring process. The research suggested that organizational
downsizing may negatively change a company's work environment. This study was
conducted uniquely during phases of the downsizing process, including before and after,
which could identify changes throughout the process.

Amabile and Conti (1999) uncovered in this study that the working environment
seemed to improve within this organization as time passed. Still, the creativity seemed to
have lagged beyond downsizing. The gap in this study regarding this organization and the
data collected could not claim this was the attitude or outcome of other organizations or
organizational studies. The research and literature, which focused on long-term economic
effects regarding downsizing per Cascio (1993), suggested that future leaders should be
cautious about applying downsizing as a specific solution to increase the bottom line.
According to the author, the long-term effects of downsizing could outweigh the benefits.
This study could expand to companies of multiple disciplines and sizes to gauge
outcomes. This study could be considered viable as the corporate culture adjusts to an
ever-changing corporate future.

Changes in Corporate Culture
Corporate culture could be a vital element in a thriving organizational

environment. According to Fiordelis et al. (2019), a creative corporate culture can be
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essential for innovation. As creativity may suffer in the wake of downsizing, studies such
as Tuckey et al. (2015) focused on the inconsistency regarding the relationship between
work stressors, outcomes, and the effects of the downsizing efforts. The authors referred
to the difference between threat and hindrance, relating to personal loss vs. block goal
attainment and hindering advancement at work. According to the authors, this study
focused on data collected from 609 retail workers and highlighted the threat-hindrance-
challenge. The data was supposed to reflect the stressors associated with psychological
and emotional burnout, which could cause a decrease in dedication. The information also
reflected hindrance stressors, which may not be related to distress or burnout. According
to Cavanaugh et al. (2000), work stressors can be perceived in many ways. According to
the study, challenge stressors, which could be prevalent in today's work environment,
focused on work-related demands that can cause stress while carrying the added pressure
of potential gain for an individual if adequately completed. Hindrance stressors are
associated with work-related needs, creating obstacles for an employee to advance.
Tuckey et al. complied hypotheses for study 1, meant to take an industry approach or a
high-level view of stress indicators. This study focused on a transactional model built on
stress indicators, which broke down the components of the survey into themes based on
negative emotions.

According to Lazarus and Folkman (1987), the first study focused on individual-
level appraisals or feelings based on stressors that threaten oneself. The first hypothesis
dove into the subject matter revolving around a need to understand a positive association

between threat stressors and distress. Another meta-theme based on the transactional
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model raised whether employees would try to change what is causing pain. The second
hypothesis focused on a positive association between the threat stressor and how the
emotional impact affected employees—the third hypothesis related to work stressors and
the dedication to work. Lazarus and Folkman highlighted the importance of
understanding the relationship between both components, which could have provided a
clearer understanding of how employees deal with the ability to handle turmoil at work
and whether loyalty and trust had diminished because of the elements of stress associated
with the daily job. According to Lazarus and Folkman, work stress can cause other issues
psychologically, depending on the situation. The following two hypotheses presented
focused on a positive association between hindrances and the emotional toll on an
employee. This study also looked at the negative connotation between stress, dedication,
and loyalty. Lastly, the researchers wrapped up study one by suggesting a positive
connection between psychological distress and stressors and a positive relationship with
stress, which could be caused by emotional stress and work dedication.

The second study focused on an experimental design based on diary entries.
Tuckey et al. (2015) focused on using data collected in this fashion to explain the
relationship between stress, appraisals, and an employee's psychological well-being.
Hypotheses created for this study included a possible positive association between
demands of the role based on skills and assessments, a positive connection between
conflict and threat appraisals, and whether connecting organizational roadblocks and

appraisals, favorable or unfavorable, would be likely.
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According to Tuckey et al. (2015), such studies regarding challenges had revealed

positive outcomes; other research had shown any consequences for each of these themes.
These researchers focused on whether challenge appraisals would be associated with
positive effects, anxiety, fatigue, and a level of anger on the employees' side.

According to Lazarus and Folkman (1984), leadership delivering a threat appraisal
consisting of a psychological level of severity and vulnerability, which focused on
behaviors not acceptable within the job or workplace, could cause levels of stress within
some employees, and others could find a positive outcome from this type of
communication. Tuckey et al. hypotheses focused on identifying factors relating to this
study, including threat appraisal negatively associated with positive effects but still
associated with anxiety, anger, and fatigue. The last hypotheses were tied to hindrance
and understanding if the assessment would be positively associated with anxiety, anger,
and fatigue. Understanding these outcomes may assist leadership in creatively learning an
innovative method to handle employee discipline action, reviews, and appraisals
constructively, which may help minimize long-term damage.

Tuckey et al. (2015) conducted an intense study that included 445 Australian
employees who filled out an online survey for three days, with an incentive of gift cards,
allowing data to be collected and analyzed. There were strengths and weaknesses in this
study. Trying to distinguish hindrances and threats was, at times, unclear. Tuckey et al.
applied a three-dimensional challenge — the hindrance threat framework to differentiate
between variables. Study 1 had very few participants, so the data was sparse. What was

established were the participants who faced fewer or less intense threats had more energy
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and self-confidence. The sample size and collection were restricted and more generalized.
The participant pool was minor.

Study 2 reduced the importance of job level factors, including stressors,
appraisals, and psychological status. The stressors were shown to reflect certain situations
and not continuous behavior. The authors' focus of the two studies supported the idea that
threat stressors and appraisals were their entity and should be categorized as a challenge
and hindrance stressors. The research from these themes provided an accurate picture of
the cause and effect of these variables and how these components affected individuals
and an organization's culture. As Jones and George (2002) highlighted, organizational
culture is built on values, beliefs, and morals. These attributes control how employees
interact within an organization. Striving to ensure the corporate culture is aligned with the
company's beliefs and values may assist in building and maintaining a healthy culture,
allowing employees to remain loyal and committed to the company.

Organizational Downsizing; Strategy

As culture defines a company's core values, organizational downsizing reflects
employees’ lived experiences. According to Frost (n.d.), corporate downsizing
demonstrates the need to maintain profitability. When the effects of downsizing come full
circle, the price paid by leadership may cause an adverse reaction and not produce the
intended goals. Bringing to light organizational downsizing and strategies best applied
provided a lens into today's corporate world. The focus on management becoming blasé
or numb regarding employees losing jobs and the ability to support themselves and their

families is a component that researchers should focus on.
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According to Gross (2015), management has become accustomed to laying off
employees before integrating strategic efforts to save jobs and reach the organization's
goals internally. According to the researcher, some studies reflect downsizing positively
affects companies by strategically positioning an organization evenly or ahead of

competitors. As the study points out, innovative steps companies were taking would

include
. Showing cost reduction
. Surviving in a highly competitive global economy
. Adopting a fresh new strategy to take on new markets
. Continually creating innovative designs to come out ahead

The research done within this study focused on views of past, present, and future
based on organizational downsizing. The goal was to understand if current resource
actions would continue to increase profits and decrease surplus or if this is a phase the
global marketplace is going through. Gross (2015) highlighted the optimal goal was to
reflect on the importance of maintaining loyalty and trust in corporate downsizing in the
United States. Gross also wanted to provide a broader overview of the justification
companies provided when supporting downsizing. Understanding how strategically
companies work to minimize causalities and pursue options to maintain workforces
where productivity and effectiveness are at their highest levels. Palliam and Shalhoub
(2002) reflected on the idea of reducing forces as a critical element in aligning the
strategies of corporations. According to Palliam and Shalhoub (2002) and Trahms et al.

(2013), downsizing was an essential element that could assist in strategic alignment
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within companies to nurture strategic innovators to creatively increase profit and become
a stronger competitor in the market. Gross also pointed out that downsizing could benefit
organizations, hinder innovative and creative ideas, and motivate work environments.
This study revealed that more prominent companies were not always more robust and
profitable when continually making the same choices to cut back and increase profit.
Downsizing was not always the answer when companies needed to improve their bottom
line.

The research in this study focused on reducing employees by restructuring. This
process had become mainstream. Companies today may perceive downsizing as tying in
with organizational effectiveness and survival. Literature supported and negated
downsizing based on perceptions and lived experiences. There are many different views
on downsizing. Kvale (1996) found that downsizing companies had higher productivity
than companies that did not change their organizations. Kale suggested that organizations
that had applied a strategic business model took on the reputation of being versatile
enough to compete successfully in competitive environments. Leadership needed to
instill stability with employees to ensure the company had balance and longevity as part
of the overarching plan for the workforce to believe leadership was making choices not
only in the organization's best interest but the employees as well. Kvale pointed out that
the need to downsize should be reviewed yearly to ensure the timing aligns with the
competitive market environment.

According to Gross (2015), downsizing should not be implemented as a cost-

saving solution to compete. This process should be done with insight and planning on
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how the strategic move would create a more innovative organization. Loyalty and trust
could be diminished during this process, so proceeding with confidence and assurance
that employees may see the benefits and understand the need for the restrictions was an
important component when deciding whether downsizing was the most plausible
solution.

Baily et al. (1996) focused on manufacturing plants and the increased productivity
without the concern of employees left to carry the increased load after downsizing. Baily
et al. focused on rising productivity with a significant decrease in employment. Through
the data collected in this study, Gross (2015) found that downsizing did not automatically
ensure organizations would improve their financial future and increase productivity. This
was not a one size fits all solution.

Dial and Murphy (1995) focused on the influence of a company's decision to
downsize using the creative strategy of compensative incentives. This was referred to as
shareholder wealth and gave management an incentive to deplete underperforming
departments and make them no longer an asset to the organization. Dial and Murphy
researched CEO compensation packages and the motivation when building large
organizations, watching companies lay off employees and close in tough economic times.
Palliam and Shalhoub (2002) highlighted the role of downsizing as no more than a
corporate strategy suggesting a solid link between downsizing and long-term
profitability. The researchers agreed with author Kowske et al. (2010) that management
defended downsizing by saying this step is necessary to meet global competitiveness

demands and maintain an edge.
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Klarner and Raisch (2013) found that downsizing in organizations vs. keeping
everything status quo created a higher efficiency level in companies. According to data,
making these changes, when needed, allow companies to be more competitive in the
marketplace. The current study concluded that downsizing as a strategic move to remain
competitive in the global market was present in the 70s and 80s. The perception of
downsizing has evolved over the years. Leadership is concerned with maintaining well-
trained and knowledgeable employees but also needs to ensure organizations are as lean
and competitive as possible. Leadership needs to ensure companies today are competitive
in their industry.

Downsizing workers has become a viable solution within companies over the past
12 years to maintain this status. According to Gross (2015), downsizing would not be the
only possible solution for employers. For example, skilled workers who were no longer
needed in their roles were sent to other areas of the organization. The strategy provided
employees continuous employment increased productivity in areas where needed and
maintained the quality of customer service and level of work and knowledge without
losing valuable resources. Associating this study with the research highlights the
importance of creating strategies through leadership, allowing employers to maintain
employees in some capacity if restructuring occurs while ensuring loyalty and trust
remain intact.

Cohee (2019) also highlighted the importance of leadership and downsizing. The
researcher highlighted leaders profiting from reducing workforces, the history of

downsizing, and the fact that this method to lower costs and revitalize organizations has
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been woven into American culture's fabric. Cohee used the example of General
Dynamics Corporation (G.D.), which downsized from 1991-to 1993, cutting 27,250
employees. The restructuring occurred by implementing "Gain/Sharing," This entitled
executives to cash bonuses to reward them for reducing the workforce. The CEO,
William Anders' remarked that he had no obligation to their employees. Downsizing was
an "lssue of excess human capacity” (Cohee, 2019, p. 2). William Anders' was paid out
approximately $54 million. This historical view of downsizing touched by a scenario
such as this is essential to learn from. This reflects a humanistic side of leadership who
seemingly chose to focus on money first in their pocket and may not have shown as much
loyalty or compassion for those losing jobs.

Cohee (2019) pointed out that research has demonstrated downsizing does not
seem to have an end date, just an acronym of TBD. Cohee also highlighted that
downsizing had been used as a strategic move over the last four decades to increase
companies' profits and create a space where organizations can be more competitive. If
hard times fall on an organization, this strategy may help them regroup and survive. The
author estimates that approximately 30,000 employees during this decade were
downsized. Within this process of downsizing, the responsibility of management and
leadership to employees was constantly examined. Terminated employees and those who
remained behind were reviewed regarding the process and aftermath. The outcome for
companies based on the financial benefits is not always guaranteed. Still, the negative

environmental impact may be a commonality in organizations, not ending anytime soon.
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The outcome of downsizing, as reflected in the research, varies. However, as
Cohee (2019) revealed, the data collected among a diversity of industries showed
inconsistencies in how effective this method was in reaching the goals and objectives of
the expected outcome. Companies can be scrutinized during a time of downsizing.
General Dynamics Corporation faced scrutiny and criticism on how it handled layoffs
and executive payouts in this organization. The author suggested addressing how
leadership could justify downsizing when meeting the organization's needs and corporate
strategy. Ensuring human resources and leadership have a plan laying out policies and
procedures for handling onboarding and off-boarding employees is a strategic move by
the administration to manage employees with dignity. These strategic decisions may
lessen the criticism and increase the loyalty and respect of employees.

Cohee (2019) conducted research focused on themes and addressed the corporate
strategy of downsizing as the main component of this past decade. This defined course
may have helped improve a company's profitability, organizational efficiency,
productivity, and competitiveness. With 6.5 million jobs lost in the United States from
2008-to 2009, downsizing has become commonplace. Rebalancing goals and strategic
actions involve reducing overhead to increase the organization's strategic alignment.
Mergers and acquisitions can contribute to these actions and have become a part of the
strategy to pare down.

Gandolfi and Littler (2015) had brought attention to companies wanting to scale
back, basing the decision on corporate performance. Gandolfi and Littler had identified

corporations that had turned to downsize as a solution based on company performance.
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Their research concluded that even though many studies had been done on whether
downsizing creates an environment where changes may be considered adequate, some
leaders' company performance standards remained a component when deciding whether
downsizing was the right course of action. Nixon et al. (2004) had a team of researchers
review 1445 downsizing cases between the 1990-and 1998. The research confirmed that
downsizing has brought down costs overall. Still, the researchers also confirmed through
data collected the price of losing presumably well-trained and knowledgeable human
capital exceeded the benefits of laying off workers to inflate the bottom line. The
researchers went on to show findings that downsizing seemed to hurt market returns.
When strategic methods were applied in downsizing, the reaction was more positive. An
example of these strategic methods was to relocate workers. As with most of the research,
the data reflected the following protocol on the most efficient way to handle downsizing
regarding leadership: managing valuable resources to create a positive outcome carefully.
The conclusion of the study based on a survey by Cohee (2019) findings resulted
in corporations choosing to downsize needed to take into consideration the cost of the
aftermath, letting go of valuable human capital, and the morale of the organization when
survivors are expected to move forward with the underlying tone of business as usual.
According to Cascio (2009), Human Resource Management elements need to be
identified, which should be considered before downsizing occurs. Reviewing workforce
redistribution, cutting back on overtime, looking at unpaid leave as an option, voluntarily
retiring, freezing salary increases, hiring efforts, and providing incentive packages to

leave are strategies that may decrease the number of casualties. Cohee referred to
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companies such as Agilent and Xilinx, high technology firms affected in the early 2000s
when the dot-com market saturated. When companies turned to downsize in these similar
situations, these companies chose to look at temporary minimum pay cuts for
management, freezes on bonuses across the board, voluntary retirements, and sabbatical
leaves to save as many jobs as possible. When downsizing would be necessary, strategies
put in place before any resource action would occur might help relieve stress and anxiety
for those losing jobs and those survivors who have maintained employment.
Documenting criteria for organizational downsizing should be done strategically by
identifying critical skills, such as job performance, any disciplinary action, and those with
seniority, before deciding on who would be affected by the cutbacks.
Organizational Changes in the Work Environment

Like corporate downsizing, organizational changes can be a sign of the times. As
times change based on societal needs, technology, and the needs of the business,
leadership, shareholders, and employees must also align themselves accordingly.
Denning (2011) suggested that changing an organization's culture is a challenging uphill
battle for leadership. Organizational culture is built on collaborative goals, roles,
processes, values, communicative approaches, and company attitudes. According to
Market Business News (n.d.), organizational change involves leadership making
adjustments regarding the company's methodology or goals based on possible economic,
societal, or unforeseen changes that cannot be foretold. These changes could include
adding more diversity, artificial intelligence, enhancing goals, or expanding methodology

to incorporate technological advances. According to Jenkins (2019), companies today
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improve diversity and inclusion. There is a need for employees to have an opportunity for
advancement in today's supposed millennial model. Studies focusing on workplace trends
may provide valuable data regarding future endeavors companies may need to partake in
to be as competitive as possible in a fierce marketplace. According to Varner (2018),
workplace trends are moving towards emerging technology, collaborative environments,
and leadership taking notice of whether these trends are driving success in the industry.
Strategic plans on handling organizational changes without affecting the organization's
productivity or morale could be essential to map out and not jeopardize loyalty or trust
between employees and leadership.

According to Schawbel (2016), diversity is trending globally within the
workforce. Global presence in organizations has introduced new components in the last
five years, along with temporary and freelancers. Schawbel (2016) pointed out that
identifying creative strategies during layoffs could be challenging. Schawbel collected
data yearly to examine trends and offer predictions based on current research, including
domestic and global surveys, interviews with human resources executives, and primary
and secondary researchers based on studies conducted. Schawbel reflected on
participating companies from non-profits, governmental agencies, and trade groups.
Between 2016 and 2017, the author predicted the job market's continuation to rise.
Employers were investing in advertising, investing in employees, and offering generous
salaries, as there would be more negotiating power on the employee's side. Schawbel

reviewed the predictions in the study, providing a supposed forecast based on a trajectory
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of a decrease in hiring freezes, more flexibility in the working environment, and human
resource exhibiting new skills to handle a more technologically savvy environment.

Schawbel (2016) also emphasized the background and experience of candidates,
productivity, salaries, overtime, and current and past employee performance reviews.
These factors included a change in how the workforce is being brought into
organizations, which has altered the landscape, including need-based workers brought
into the equation. The author also referred to workers hired as freelancers or contractors
to do a job but are not considered full-time employees temporarily. Trends discussed as
possible predictions focusing on 2017 may still be relevant in 2020. Schawbel
highlighted that companies are becoming more aware of environmental space, focusing
on internal and external improvements. According to Schwabel, the purpose has been to
increase loyalty and stability, which promotes talented employees to sustain longevity
and, in turn, improve customer service and increase revenue. A collaboration between
human resources, marketing, and customer service may provide a well-rounded view of
the gap in the process and the steps needed to make improvements.

Geller (2011), from Deloitte, referenced companies needing a business strategy to
gain a perspective on critical driving forces, which would assist in shaping the focus of
improvements in organizations based on current changes made for the business's good.
Schawbel (2016) reflected on studies that revealed job-seeking online engines, such as
Glassdoor.com or Indeed.com, reported interviewees had blogged on personal
experiences with interviews and the process and treatment of the candidates. 60% of

those surveyed reported a poor background, which can play a role in organizational
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changes and improve employees' experience interviewing with organizations. Schawbel
highlighted IBM, which focused on people analytics to identify the possibilities of
retention to prevent employees from leaving the company. This organizational change
saved the company in the range of $130 million by applying these efforts. According to
Schawbel, understanding the critical drivers shaping these strategies, which involve
combatting human casualties in a downsizing event, is essential.

Organizational change may involve constantly overhauling the company's mission
statements and goals based on current technology and customers' latest needs and trends.
According to the National Research Council (1997), companies may benefit from
adjusting to the times for organizations to survive and thrive. This theory would apply to
compatibility with external conditions, which are constantly changing. This would
include social and economic conditions and monitoring the political climate worldwide.
According to research, technological changes have affected productivity, employment,
and income. Ethnographic studies have revealed that technology has altered companies'
and workers' roles. Where a worker fits in regarding division of labor and how these roles
are altering the structure of traditional organizations and forcing the hand of leadership to
implement organizational change is set by today's trends, which may include a
technological surge in our society. The resource discussed how work is being done,
occupations that are now trending, and the flexibility in the workforce, which may be
setting a standard for future workforces as we move into a new millennium.

National Research Council (1997) suggested a surge of technological jobs and the

changes in how work had affected employees' personal lives have altered organizations
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and promoted change. Studies have reflected those ideas and norms of traditional
workplace environments from history have been changed. Understanding the diversity of
workplace environments, including global and domestic workers in collaboration for a
tighter, more efficient process, and the trend of freelancers and contractors working with
permanent workers has become a common theme in some organizations. Schawbel
(2016) shed light on employee retention and highlighted that a fully engaged workforce
has become vital to human resources in corporate environments in today's marketplace.
Productivity has also been on the top of the priority list. Schawbel argued that human
resources and leadership identify productive employees as growth for the organization.
Williams (2016) uncovered that 83% of human resource departments have
divulged that the employee experience is vitally important in the success of
organizations. This study also highlighted those employees would instead work in
environments where they currently operate. This included 56% of employees who agreed
that training made available to employees enhanced their experience. The study also
found that 51% of employees were happy with an improved workspace, and 47% were
motivated by rewards. Companies such as IBM also emphasized retention. Leadership
notifies managers if employees seem at risk of leaving, so preventive measures can be
implemented to keep employees rather than lose a valuable worker. This strategy has
saved IBM over $130 million. Also, according to worktrends.com, 93% of companies are
blending workforces. Reviews may occur in organizations more frequently to keep
human resources on top of improvements needed to be made. Millennials are expecting

or hearing feedback daily on job performance rather than annually. Companies such as
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G.E. and Adobe have allowed companies to eliminate annual reviews by providing this
type of validation.

Literature such as Baumol et al. (2003) emphasized that Wall Street analysts
welcomed the news of decreasing emergence when downsizing first occurred. According
to the researchers, there was a sense that leadership understood that tough times required
more challenging actions taken to survive. The financial analysts may not have agreed
with this analyst, as Baumol et al. pointed out. Downsizing had, in some instances,
reflected negatively on share prices, and in some cases, when restructuring occurred, this
process did not increase stock prices to boost the corporation’s bottom line. As the
researchers highlighted, many U.S. companies underwent some restructuring and
downsizing during the 1980-1990s. According to the U.S. Bureau of Labor Statistics,
based on March 2020 data, employment fell by 701.000. The unemployment rate rose to
4.4 % based on the COVID-19 pandemic. According to the researcher's studies, the gap
may reflect minimal data collected to understand the phenomenon surrounding the
underlying causes of downsizing in the past. According to Inc., layoffs have occurred in
times of economic downturn, where supply and demand have diminished. During the
timeframe 1996-to 2003, according to the U.S. Department of Labor (2006), massive
layoffs occurred, which affected 1.3 million employees. These organizational changes
affected companies' internal environments for those survivors left to continue.

Corporate settings could be altered drastically during a downsizing effort, which
may cause the opposite of the initial goal. Barns (2003) and King (2002) referred to a few

companies which have a "no-layoff policy. "Those companies included Lincoln Electric
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and FedEx Corp. King focused on the fact that these companies are turning down the
notion of downsizing; leadership hopes to create a fiercely loyal and productive
workforce, which will hopefully lead to high customer satisfaction rating, longevity in
employment, and a lower turnover rate with the chance of losing valuable, and
knowledgeable employees.

Company Leaders, such as Dick Couch, from Hypertherm, Inc., according to
Barns (2003), attended a conference on entrepreneurship at Dartmouth College. Dick
Couch was sitting next to a younger man who had a very different vision regarding
employee loyalty. Dick believed business is to serve the customer's purpose and focus on
developing the relationship between company and customer. Barnes summed up Dick
Couch's beliefs regarding the importance of a no-layoff policy. Barnes also referenced
Dick Couch's comment made to the effect that there are those leaders who believe
shareholders should remain the focus before all else. There are leaders, as Barnes
surmised, like Dick Couch, who felt loyalty and customer satisfaction should prevail.

Baumol et al. (2003) highlighted downsizing as a comprehensive initiative. The
researchers discussed that the workforce has increased by 10% within 2 to 3 years when
major layoffs occur by large firms. According to the research, those who adopt these
processes offer hypotheses to substantiate the business practice in America. Companies
get rid of minor productive employees and, at times, skilled workers to become more
profitable and efficient. The authors viewed downsizing as transferring income from
labor to capital- from the workforce to leadership. Baumol et al. (2003) suggested that

creatively building up an organization's strategies, which would encompass making
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decisions to cut back and make changes without forced layoffs, may support the intention
of increasing revenue. This may allow leadership to retain loyal and talented employees
while improving the bottom line.

According to Allan (2020), resistance to change is challenging. Allan described
how recipients might react to organizational change by referring to four themes:
enthusiast, follower, objector, and underground. Allan described an enthusiast as an
employee who would use the opportunity to gain personal growth and see organizational
change as a benefit. The follower would immediately respond to change complaints but
adjust to the environment and do what was required to continue being productive. The
objector would continue to do their work but constantly object and fight the system.
Lastly, the theme of underground employees would be compartmentalizing concerns for
fear of retaliation from management. Organizational changes within the work
environment can cause a range of emotional responses for those who remain employed
and those who have lost jobs.

Viewing another side of downsizing, Avey et al. (2008) touched on those
employees with a positive outlook and their impact on organizational change. Avey et al.
studied 132 employees spanning various organizations and those in diverse roles. The
researchers reviewed attributes including psychological traits, such as hope and
optimism. Observing the surroundings and positive emotions toward leadership and
empowerment as employees, these factors may have positively impacted the

environmental landscape of organizational change.
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Researchers such as Armenakis and Bedeian (1999), O'Toole (1995), and Steffes

(2010) discussed the rationale for employee resistance and the roadblocks which follow.
The researchers focused on organizational environments in today's corporate
environment. According to the research in this qualitative study, as pointed out by the
authors, attention has been devoted to how change affects employees and the resistance
which can come into play. However, what seems to be lacking is interpersonal
relationships. Employees who face change may resist, facing the future with cynicism
and a non-committal attitude regarding work, leadership, and the organization. However,
focusing on the positivity relating to organizational change may alter the employee’s
perception when faced with reality.

According to Reichers et al. (1997) and Stanley et al. (2005), researchers
highlighted disengaged employees. These employees could be detrimental to a successful
organizational restructuring. Having employees with positive attitudes may portray a
more robust workforce. As research has shown, attention is given to overcoming
resistance to downsizing but focusing on employees who exude a positive outlook and an
encouraging attitude, according to Avey et al. (2008). This factor has been grossly
overlooked. According to Avey et al., the importance of positive thinking correlates with
supporting an organization when changes are made. These two components may increase
leadership’s strength in conjunction with creative strategies developed to fill a gap when
organizational changes occur. These strategies may help maintain a sense of loyalty and
trust with existing employees to assist the company in reaching goals and new or updated

initiatives driven by leadership.
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Through research, Steffes (2010) found that management and employees need to
find a path to a mutual understanding and acceptance of the change in the wake of
organizational change. The underlying theme focused on the future and the importance of
employees' commitment and loyalty as the driving force of a successful organizational
change. The study focused on positive employees helping to ensure positivity is exuded
when organizational changes have occurred, hoping this would make a difference in the
process. The hypotheses focused on exposing employees' humanistic side regarding
emotions, a psychological mindset, and the power of positive thoughts. The researcher
laid out five themes to focus on. The researchers focused on positive and negative
employee attitudes affecting organizational cynicism, reviewing the link between positive
emotions and organizational unity versus negativity relating to deviance, which may
show how positivity impacts organizational change. The study focused on positive
psychological feedback, according to the researcher. This type of thinking was crucial in
this research, which was tied to emotional values regarding positive attitudes vs.
cynicism. The final component focused on mindfulness rising to the occasion to create a
positive bond between the psychological capital and emotions. According to the study,
the effects of positivity regarding feelings, attitudes, and behaviors based on
organizational change may allow leaders to fully understand the importance of creating
and maintaining loyalty and trust.

Staw and Barsade (1993) showed that employees who report more frequent levels
of positive emotion show a more socially integrated side of themselves within an

organization. Those employees who remain closed off remain segregated. According to
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Fredrickson (2001), an environment where positivity exists may allow for a broader
spectrum regarding employees' thought processes during uncertainty, such as downsizing.
The author has said that by creating a calmer atmosphere, rather than panic, employees
affected by organizational changes may maintain a positive outlook and be an influencer
on others even in times of conflict or instability. Downsizing can create an environment
that can precipitate a negative tone in a company environment. Adding to this hostile
environment may be a level of employee resistance. Avey et al. (2008) referred to
employee resistance as a component commonly exuded by employees. They may be
related to more significant obstacles and threats to an organization attempting to make
substantial changes. Leadership trying to get ahead of internal and external forces can be
challenging. Still, according to the research, an employee's positive psychological
mindset and a positive emotional overtone may be necessary for counteracting negativity
regarding attitudes and actions of disgruntled employees. Avey et al. (2008) suggest that
positive activities or resources may balance the negative emotions and changes. Positive
employees can have a significant effect on positive organizational change.

The study had a wide lens reflecting the influence of positivity regarding the
environment within organizations and how this can affect the process. The limitations of
this empirical study did not reflect any iron-clad conclusion with proven data to
substantiate the ideas and methodology. Positivity and negativity surrounded humanistic
attitudes. Experimental manipulation or random assignments, according to the authors,
were not a part of this study. Studies based on human emotion can fluctuate from

participant to participant. They can also be swayed based on current events, the state of
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our economy, and how companies handle losses and cutbacks. Podsakoff et al. (2003)
noted that studies might use the same source to collect data based on dependent and
independent variables, which is considered a limitation. This may cause bias. Avey et al.
(2008) followed the recommendation of separating data variables of specific timetables.
This effort was supposed to help minimize this limitation but did not rule this out. In a
study such as this, a recommendation would be that future research is conducted as a
supplement to this study or a study similar to explore on a deeper level the psychological
aspects of positivity and negativity based on mindfulness, emotions, and other related
components relating to organizational changes, according to Youssef and Luthans (2005).
According to Avey et al., other factors should be considered, including corporate-level
changes and cultural factors influencing employees' psychological and emotional well-
being. These factors are tied to employee performance and the ability to handle change.
Throughout the years, organizational changes have occurred and altered the work
environment. Wiley (1997) conducted surveys from 1946,1980, 1986, and 1992 on past
and present attitudes of employees regarding motivating factors in the workplace. The
results varied over time, but a constant was companies providing competitive wages,
reflecting the value of company loyalty to their employees. Sargeant (2012) referred to
leadership as a complex subject. According to the author, the main issue facing the
administration in the wake of organizational discourse was how to motivate employees to
actively participate in efforts that promote change rather than condemn the actions. The

study focused on 15 leaders in organizations who align their leadership with a philosophy
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of Servant leadership, which refers to employees becoming both the leaders and
followers in this scenario.

According to Greenleaf (1977), this philosophy provided a different way of
understanding and reflecting on decisions that cause change. The philosophy shared in
this study by Savage-Auston and Honeycutt (2011) provided a lens showing the
encouragement of employees' input in the decision-making process and allowed leaders
to overcome challenges modern organizations face. According to Greenleaf, servant
leadership focused on this philosophy, which addressed the role of employees,
highlighting the importance of meeting the needs of followers and promoting input. The
researcher pointed out that this type of philosophy served two purposes. The first purpose
focused on a different view of leadership from employees. The second purpose focused
on an unspoken assumption of loyalty and a personal stake in their future at the
organization.

According to Chemers (2000), the literature suggested that leadership and
researchers have not always had the most straightforward relations. Scholars had
attempted to define characteristics of the administration phenomenon, including style,
attributes, and employee relations, but historically the supporting research reflected gaps
in the data. The researcher pointed out that the data sometimes contradicted or made
assumptions without substantiating proof to support the findings. According to Lynham
and Chermack (2006), leadership is complex and can affect company organizational

changes.
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When downsizing occurs, efforts to motivate employees, convincing them to buy
into the organization's actions with a positive outlook for the future, and requesting
survivors to remain as productive as possible may be challenging. Lynham and Chermack
(2006) referred to leadership as a phenomenon examined by stakeholders regarding
expectations and outcomes. Applying Servant leadership as a creative strategy to
minimize organizational change regarding an employee's environment may allow the
employee to experience a feeling of more control over their environmental changes. This
approach is comparable to the transformational and exact method. The common attributes
in these approaches were integrity, trust, and respectfulness. These attributes have set a
tone for stability and loyalty to leadership and management. According to Lynham and
Chermack, organizations have experienced significant changes. When we reach a new
century in 2100, an entirely new organizational model could be a realistic possibility. The
researchers pointed out that the role of a leader has become wholly focused on meeting
the needs of the businesses, which has included downsizing if deemed necessary.

Leadership styles have changed over time. According to Greenleaf (1977),
applying the servant-leadership philosophy has provided a fresh approach to empowering
employees to control their working environment and future in an organization. The
researcher pointed out that leadership encouraged a partnership rather than a set
hierarchy, which showed a clear division between leaders and employees. This study
focused on organizational obstacles and how a servant-leadership philosophy could create
a more autonomous and empowering environment. According to Avey et al. (2008),

investigations on this philosophy in the non-profit realm have been done. Few studies
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have reviewed this specific philosophy in a corporate environment. Savage-Auston and
Honeycutt (2011) focused their study on ten leaders. These participants were interviewed
to gain perspective on the obstacles of leadership and what caused roadblocks. Data
collected revealed items such as a philosophy referring to command and control, the
distrust in the work environment, leadership based on closed-type decision-making with
minimal input from employees, and a notable decrease in employee empowerment were
roadblocks that needed to be overcome.

Frost (n.d.) completed a phenomenological study, which focused on barriers that
stood in the way of the practice of servant-leadership. The researcher concluded that
these barriers might exist, but there were solutions to these obstacles. The researcher
concluded that the servant-leadership approach would work in an environment where
trust and inclusion were encouraged. This study was done by Avey et al. (2008), which
applied the phenomenological method to gather and uncover the lived experiences of
business leaders who practiced this philosophy. The experience of being a part of this
study allowed participants to look at the organizational culture and reflect on servant-
leadership practices and experiences. The conclusion of this study focused on literature
supporting the findings based on how a leader is allowed to show their character and
personify their beliefs. This tone has set a culture within an organization that may support
employees depending on the type of leadership practiced and how determined leadership
is to empower employees. The researchers concluded that this leadership style is known
as servant-leadership. This process would involve leaders sharing beliefs and goals.

Greenleaf (1977) argued that the most influential leaders serve their people. A leader
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should be a servant first and foremost and then a leader of the people. The leader's power
will be provided by the loyalty and trust gained through the employees, whose trust
would have been earned through this type of leadership.

Reflecting another side of downsizing, where employees are not as engaged,
Avey et al. (2008) study reflected common barriers affecting employees and leadership
when organizational changes occur. As decisions have impacted employees without their
consent or input, the environment could become more of a combative arena than a culture
of learning, productiveness, and collaboration, hurting productivity and its bottom line.
Avey et al. (2008) philosophy encouraged employees to have empowerment over their
future. Taking this action by employees may provide a more stable and positive
environment.

Bersin et al. (2016) reflected on a quantitative study focusing on powerful forces
driving change for human resources and organizational leadership.

After three years of struggling to drive employee engagement and retention,

improve leadership, and build a meaningful culture, executives need to redesign

the organization itself, with 92 percent of survey participants rating this as a

critical priority. The ‘new organization,” as we call it, is built around highly

empowered teams, driven by a new model of management, and led by a breed of

younger, more globally diverse leaders. (Bersin et al., 2016, p. 1)
Companies willing to make such changes may allow for a more empowered employee
workforce, bolstering loyalty and trust among employees and leadership. This may reflect

when cutbacks occur, and the administration must take action to create a leaner
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organization, to rely on creative strategies to make the appropriate changes, so jobs are
not at stake.
Benefits of Maintaining a Strong Culture

Downsizing can affect a company's culture. Alton (2017) highlighted that
corporate culture has always been influential. But according to research in the past 20+
years, corporate culture has been trending and has ignited conversation. Strong corporate
culture has evolved over the years. The researcher referred to the benefits of having a
solid foundation for corporate culture, which included identifying the value and goals of
an organization. This process may inspire employees to set and meet goals and be more
productive. The ability to retain employees in positive company culture, as Alton points
out, may be easier than a culture of negativity.

According to Zorn et al. (2017), a theory was tested and published in the Journal
of Business Research, where layoffs may cause various issues, leading to organizations
filing for bankruptcy. According to the authors, the organization's downsized culture risks
losing valuable knowledge from employees and sustainability in the industry. The culture
is represented by remaining employees struggling to manage the increased workload,
with no time to learn new skills or strengthen existing knowledge. The researchers
referenced employees may lose trust in management resulting in a lack of engagement
and loyalty, which could have long-term effects. Changes in technology and how
companies conduct business can fluctuate without notice. Sweeney's (2016) research was
focused on how culture shifted in the media sector by introducing the internet. Industries,

such as newspapers and publishers, were significantly affected by the World Wide Web.
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As the culture moved toward the internet to provide updated news and world occurrences,
printed papers became less needed or wanted. According to Begley (1996); Saperstein
(2014), newspaper publishers faced challenges in this new culture focused on the internet.
Saad (2013) referred to the internet ranking right behind live media as the 2" most
popular news source. Egan (2014) pointed out that publishers had bought publications to
increase their value and stay competitive. When the internet began to receive information,
the culture shifted, publishers were affected, and significant layoffs occurred.

Sweeney (2016) highlighted that this industry was forever changed and
downsizing in this industry affected many. The author focused on the independent
distributor in this particular study. According to Green and Thorogood (2009), the culture
of independent distributors always focused on being the primary source of distributing
the products of newspaper publishing companies nationwide. The study was done with
contractors working for an independent distribution company in business for over 30
years. The study focused on how the culture in one industry changed with new
technology emerging and inevitable layoffs.

According to Bultin (2019), culture refers to shared values, goals, attitudes, and
practices that reflect organizations. An organization's culture may fluctuate when change
occurs, such as layoffs. Revitalizing organizations by cutting back and restructuring to
sustain the culture may have adjusted to reflect the current events. According to Jivan
(2012), downsizing can have consequences. Company culture can be altered, and how
this affects employees can be based on each worker. Sweeney (2016) focused on

independent contractors' perceptions of the effects of downsizing and how this affected
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the culture. The author focused on the following component in this research study;
looking at past organizational cultures before downsizing occurred instead of the present
culture. Focusing the analysis on corporate culture and whether or not downsizing would
affect performance, positivity, and organizational success. Cameron and Quinn (2011)
discussed how leadership approaches downsizing and whether management sees the
value in applying creative strategies to maintain an even culture. Using the organizational
culture theory (Lakshman et al., 2019) within this research highlighted the potential
changes in environments where restructuring and downsizing occurred. According to
Datta and Basuil (2012), downsizing has become the corporate choice as a possible
solution for companies rebuilding and revitalizing their economic status.

De Meuse et al. (2004), Jivan (2012) discussed downsizing and the negativity,
which can cause less than expected outcomes. Brenner et al. (2014) and Okibo (2012)
highlighted the possible occurrence of an undesirable organizational culture when drastic
changes, such as downsizing, occur. Schein (2010) pointed out that culture exists not only
in organizations but also in society. When life-changing decisions are made, whether on a
humanistic level or within the corporate world, the culture within the realm of what
people are used to, if altered, can significantly affect the status quo or business as usual.
Sweeney (2016) referred to culture as all-encompassing, spreading through the workplace
environment, possibly affecting employees' performance, view of the organization, and
productivity. The researcher was hopeful that the data collected and analyzed could make
a difference in increasing the knowledge of organizational culture and the effects of

downsizing.
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This research study focused on organizational culture, and the effects downsizing
has on the corporate environment. Kvale (1996) pointed out that organizational culture
has been a part of every organization and embedded in each person. Sweeney (2016)
mimics that statement based on the study results. According to the author, downsizing
has affected organizational culture, but the outcome could be positive or negative based
on the lived experiences of everyone. According to Neuman (2006), ensuring stability in
corporate culture may be an essential aspect of a company when prospective employees
are considering employment. Kordnaeij et al. (2012) and Schein (2010) pointed out that
customers would likely be drawn to a company that reflects positivity and stability.
According to Schein (1999), organizations should strive to have a positive organizational
culture rather than a negative one focusing on building trust and loyalty and creating a
cohesive environment.

Global downsizing is also trending. Friebel and Heinz (2014) highlighted that
their largest firm in Germany announced cuts of more than 800 jobs on each third
working day of the year. According to Luthan and Sommer (1999), Brookman et al.
(2007), Gibbs (2007); Tavallaei and Talib (2010), Nyberg and Trevor (2009), this painful
experience affected attitudes, perceptions, and workplace behaviors, which might have
been generally out of character for some employees. De Meuse et al. (2004, 2004);
Guthrie and Datta (2008), Goesaert et al., forthcoming discussed sales productivity and
other financial factors, which were reviewed when this downsizing occurred. The

outcome may have fallen short of expectations, causing a correlation between downsizing
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and firm performance. The negativity connecting the event and the new reality of the
business may not be in line with the expectations.

Downsizing can be attached to a symbolic psychological contract between
leadership and employees. Friebel et al. (2016) examined the role of the unwritten social
and humanistic agreement between workers and companies, referred to as a
psychological contract, per Levinson et al. (1962), Rousseau (1989). This research
addressed the importance of examining the trust and loyalty employees have with
organizations based on human contact. This critical component, an organization's
oversight, could contribute to employees' reactions to downsizing (Friebel et al., 2016).
Johnson (2013) and De Meuse et al. (2004) related downsizing efforts and performances
of employees after the fact to a presumed "psychological contract.” The breach of this
unwritten agreement may affect how existing employees process the downsizing efforts
of an organization. Datta and Basuil (2012) bring different definitions or interpretations
of the need or want of downsizing efforts. Downsizing reflects itself in many formats
self-reported vs. media announcement or direct vs. mediated. This study focused on the
context in which downsizing took place. Friebel et al. (2016) focused on mechanisms to
understand the culture focusing on employees and technology, as downsizing
announcements seemed to have affected sales within bakeries, which were losing
business. Friebel et al. research focused on the culture of bakery locations whose
employees were affected. There was a significant disappointment as the unsaid

psychological contract had been broken in the proverbial sense. Shops were closing, and
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employees were losing jobs. Employee questionnaires, hours worked, and employee
contract status was used as part of the data analyzed in the research.

Friebel et al. (2016) understood how closing bakeries and losing jobs would affect
employees. The study focused on surveys, which were handed out to employees
addressing job satisfaction, the ability to receive information regarding the downsizing
efforts, the original commitment by the owners, and reciprocity per Cohen et al. (2017).
The data was collected and analyzed by district managers and broken down per bakery
shop. The research was examined, compared, and contrasted. According to Datta and
Basuil (2012), focus on surveys pulled from downsizing literature associated with an
assumed psychological contract and identify where the literature gap would be as
pertinent in this study.

According to Love and Nohria (2005), the positive aspects of downsizing may
benefit an organization when underperforming employees exist. According to Freeman
(2011), downsizing may occur based on a performance dip, or downsizing is partnered
with a restructuring effort of an organization. This study provided value by examining the
unwritten rules regarding the humanistic agreement between an employee and manager,
Friebel et al. (2016). Literature in this study also reflected a negative effect. According to
Luthan and Sommer (1999), Allen et al. (2001), Brookman et al. (2007), and Gibbs
(2007), there was a downside to reducing workforces. Attitudes of employees became
jaded, per the data collected. Job satisfaction, commitment, loyalty, and motivation were
analyzed. Luthan and Sommer, Allen et al., Brookman et al. (2007), and Gibbs (2007)

highlighted the perceptions of employees interpreting whether supervisor support may
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present another aspect of a possible negative attribute of downsizing. This study also
included turnover and absenteeism, pointing out that the balance between the gain in
operational efficiency and the losses in morale, motivation, and loyalty may cancel each
other out or not meet the expectations of right-sizing. Love and Nohria (2005) suggested
that downsizing may be used to reduce low-performing workers, which may, in the end,
provide a more efficient workforce.

Friebel and Heinz (2014) had shed a positive spotlight on the downsizing efforts
by referring to the benefits of downsizing or restructuring. Friebel and Heinz shared that
this process may be a more expediential business decision and essential to benefit
organizations. Connelly et al. (2011) referred to the correlation between downsizing and
psychological contracts presented at employment. The presumed contract was interpreted
as the unspoken agreement, which implied "An individual's belief regarding the terms
and conditions of a reciprocal exchange agreement between that focal person and another
party" (Rousseau, 1989, p. 123). This was taken in good faith by an employee who
promised employment stability (Rousseau, 1989, p. 123). According to Johnson (2013)
and De Meuse et al. (2004), a breach in this psychological contract could be considered a
violation, resulting in a decrease in performance, and can affect employees' attitudes and
cause a withdrawal reaction for some employees. Friebel et al. (2016) explained that
psychological contracts are diverse.

According to Rousseau (1989), transactional vs. relational and vertical vs.
horizontal is part of the psychological family. Different conditions apply to each

preverbal contractual agreement. According to Rousseau, these psychological agreements
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provide a commonality or the underlying assumption that loyalty and stability will be
unwavering during employment. Morrison and Robinson (1997) refer to the caveat
regarding downsizing by stating,

Yet, despite the variety of dimensions of the psychological contract, its

applications in downsizing research are limited to viewing downsizing as a

violation of the vertical psychological conceptualize reneging and inadvertent

violation (or "incongruence™ in their terms) as two distinct initial states of the
process leading up to psychological contract violation. (Morrison & Robinson,

1997, pp. 226-257)

The study was done by Friebel et al. (2016), which focused on a retail business,
mainly the bakery shop, already introduced, closing locations over 6 months. The study
focused on an empirical method to reflect the shops closing due to poor performance and
the need to condense. Friebel et al. shared in the research those new owners stepped in
and sold locations that could be sold to streamline the business instead of keeping places
where there was little to no profit. As presumably other companies experienced, the
industry's downsizing may have seen a decrease in sales or service from workplace
performance by those who had remained after the initial layoff. This new culture was
caused by low morale and employment instability per Mishra and Mishra (1994),
Brockner et al. (2004) and Drzensky and Heinz (2014) forthcoming.

The research showed that companies had put a price tag on downsizing based on
employee performance, for example, Brookman et al. (2007) and Armstrong-Stassen

(1994). Friebel et al. (2016) focused on workplace performance by reflecting on the gap
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in literature lacking the consequences of downsizing. The author highlighted that there is
no clear correlation between individuals and performance. The author also pointed out
that downsizing may not affect every worker in the same capacity. There may be certain
employees or teams who may be excluded from losing jobs. The author highlighted that
the limitation when using data based on lived experience versus lab data might be
incomplete when substantiating evidence. According to the author, future research should
focus on administrative data within companies to obtain more precise results.

When downsizing has occurred, a culture change is inevitable. Components such
as faithfulness, devotedness, commitment, trustworthiness, honesty, dependability, and
reliability, Merriam Webster (2020), might be tested and affected from an employee's
perspective. According to Stroh and Reilly (1997), at the beginning of the financial
decline in 1998, employers considered money an organization's essential aspect. Making
money was more important than maintaining employees. Stroh and Reilly highlighted
that loyalty, stability, and commitment may not have been the main components when
maintaining organizations and ensuring the company culture remains stable for
management and employees.

According to an anonymous manager, per Stroh and Reilly (1997), the constant
upheaval of restricting and downsizing in today's economy has created a lack of trust and
loyalty in employees and employers. Stroh and Reilly also referred to another anonymous
statement per a mid-level manager, referring to employees' loyalty. The midlevel
manager spoke at length about the hoops an employee was willing to jump through to

accommodate the job or meet and possibly exceed the organization's expectations.
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According to Stroh and Reilly, the manager highlighted the possibility that employees are

highly likely to be let go when a prospective buyout occurs at organizations. Employees'
loyalty and solidarity toward their employers could affect the company culture.
According to Stroh and Reilly, management has never felt more alienated and resented as
they do in these times.

Stroh and Reilly (1997) pointed out that organizations and leaders have crossed
the line of expecting solidarity and loyalty without understanding the importance of how
downsizing has affected employees and the culture of organizations. The researchers also
highlighted managers and subordinates who show loyalty and a commitment to a solid
culture to have an innate responsibility to remain with the organization as long as the
company remains loyal to them. Loyalty can also prevent management from losing
employees with valuable experience and knowledge. This commitment would exude
confidence and resilience to a company striving to be competitive and maintain stability.
Building on a solid platform as this may promote longevity and loyalty.

Employee Loyalty

Loyalty is a component that can be intertwined with many aspects of a successful
organization. According to Davies (2017), loyal employees are more willing to invest
time and energy. According to Biro (2014), Forbes reports that happy employees make
healthy profits. According to Stroh and Reilly (1997), loyalty and trust play a crucial role
in successful organizations. According to Matzler and Renzl (2006), employee
satisfaction is one of the most critical aspects of quality, customer service, and intense

productivity.
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Matzler and Renzl (2006) conducted a research study understanding what
motivates employee satisfaction. The most emphasized in the research was the trust
employees had in management and peers. This aspect for employees was the influencing
factor for employee satisfaction and how this affected loyalty and trust in management
and peers. This study was based on an Austrian company. Collins (2019) reflected a
statistical analysis using structural equation modeling, which confirmed a strong link
between trust, employee satisfaction, and loyalty.

Collins (2019) broke down the definition of a loyal employee. The researcher
described a dedicated employee as someone who has worked for an organization with the
primary goal of ensuring the company is successful. This focus, at times, could challenge
an employee to sacrifice personal time and interests to reach goals and reflect a selfless
side. Still, this type of employee has a level of loyalty that is hopefully valued by
leadership. This type of employee radiates loyalty. Collins pointed out that loyalty
becomes a mutual agreement. Leadership must show loyalty and dedication to employees
on an ongoing basis.

In today's corporate environment, loyalty has a very different meaning
than twenty years ago, according to Collins's (2019) study. Loyalty as a norm used to be
more of an unspoken idea that could have been automatically accepted into corporate
culture. In today's societal culture, loyalty comes from tangible actions. These can
include employee recognition, corporate rewards, monetary gifts, and a strong marketing

communications strategy relating to a strong connection with employees.
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Collins (2019) broke down the qualities of loyal employees into themes of
perseverance, dedication, and leadership. The researcher pointed out the critical aspect
that employees work for the company and themselves. The loyalty exuded is for the
organization's success and themselves. The author highlighted that those truly dedicated
employees usually take the extra mile to complete the task and show true loyalty
internally and externally to the management and leadership.

The importance of companies respecting employees' loyalty should be based on
ROI. Collins (2019) spoke about the return on investment when investing in employees.
Loyalty and trust can benefit companies in the productivity arena. Employees who
possess these morals and values have a strong desire for improvement and success when
referring to the commitment to their jobs and companies. Commitment influences
employees to work harder, maintain morale, and absorb those employees’ responsibilities
if needed. The author also highlighted that the experience a customer has with an
organization is vital to an organization's success. If employees are not valued, and
leadership lacks loyalty, the attitude may reflect how employees treat customers. This
could affect customer service. Customer loyalty is crucial, and the ties between the
customer and employee loyalty correlate to a successful partnership, which companies
depend on.

Downsizing can affect loyalty and trust among employees. Maintaining this
commitment may be challenging in these times. According to Mishra and Spreitzer
(1998), who referred to an interview done with Robert Reich, U.S. Labor Secretary;

Reich (1996), the Secretary took the position on downsizing, as the focus should be on
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downsizing carried out rather than why downsizing is done. The U.S. Labor Secretary
referred that reducing buyouts and attrition should prompt leaders to help workers obtain
new jobs, provide outplacement services, and set up employees for success in securing
other employment instead of leaving those who will lose jobs to fend for themselves.
Even when cuts are made, companies that have invested in employees showed a level of
commitment, which assisted in retaining the loyalty and trust of employees, even those
who lost jobs. Maintaining loyalty and trust can benefit both sides, corporations, and
employees.

According to Collins (2019), dedication is an image builder on the company's
side. Image is built on customers' views and how employees are represented within an
organization. When a company experiences challenging times, leadership may depend on
employees maintaining the status quo and a business-as-usual attitude, especially with
customers, so confidence and satisfaction remain intact. Loyalty and trust on both sides
assist leadership in regaining composure while maintaining the existing customer base
and keeping their competitive edge. Davies (2017) reflected on the importance of loyalty
and the long-term effects of reducing turnover and providing a solid platform for
employees to cultivate their careers by working collaboratively with management and
leadership to ensure longevity and commitment on all sides.

Creative Strategy

When downsizing has occurred while maintaining loyalty and trust is vital,

another critical component is minimizing layoffs. According to Mizra (2008), businesses

have faced challenging times and may turn to downsizing as an option. In 2008 in the



106
third quarter, according to the U.S. Bureau of Labor Statistics (2008), layoffs affected

218,000 workers in a 31day period. According to Mizra, releases of employees totaled
1,330, and separations of employees totaled 218,158.

Mizra (2008) referred to a study done in R. Magazine by Wells (2008), which
highlighted companies that have laid off 0.5% of workers, as shown in this study, who
then experienced a higher turnover rate than those companies where layoffs did not
occur. According to Wells (2008), companies could avoid laying off workers and reduce
payroll by applying innovative methods. The CEO of The Alternative Board, Zickerman,
per Wells, created a company focused on minimizing layoffs and maintaining the status
quo with the employee workforce while still growing. Wells (2008) highlighted the
approach Zickerman (2020) suggested regarding strategic options for employers to cut
back without eliminating jobs.

Creative strategies should be invoked to retain employees and limit causalities in
downsizing. Techniques such as slimming down the workweek may reduce payroll by
approximately 20% or extending time off by combining, for example, a two-week
vacation and adding two to three more unpaid weeks before returning to work. Zickerman
(2020) also suggested creating a challenge for employees to save the most money
internally on company materials needed to run an organization. Applying those saving
tactics as an ongoing commitment focused on cost-effective measures may allow
employees to maintain employment and reduce layoffs. This action would also allow
employees to feel empowered over their futures. Sabbaticals may also be an alternative

and could free up employees to help at other companies where help may be needed.
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According to Mizra (2008), a study done through Human Resource Management
(SHRM), engaging 633 members as randomly selected participants, weighed in on
company tactics to cut back without cutting jobs. The following components reflected
possible cost-savings measures and the percentage of participants who applied each step
to avoid layoffs. The top five per a poll of 33 randomly selected members responding to
the survey showed attrition was 72%, a hiring freeze was 74%, unrenewed contracts were
at 21%, and cutting back on employee hours was17%. Respondents to this poll were not
as fortunate to retain employees during the financial downfall in 2008. Forty-eight
percent of the participants who responded to this survey did have to lay off employees
within the survey's year. The aftermath of downsizing per the data collected from this
research showed that nearly half of those surveyed spent significant time calming fears
about job security and stability and providing counseling to those worrying about their
retirement investments.

Zickerman (2020) provided insight into strategies for employees to have a sense
of peace and belongingness. Allowing employees to remain engaged, empowered, and
communicative may have provided a connection between leadership and employees, so
when layoffs may be a part of the solution for companies struggling, employees will
remain loyal, have a solid moral compass, and a sense of belonging to an organization,
which has respected and valued them.

Type of Studies- Qualitative/Quantitative
Studies throughout the literature review weighed heavily on qualitative data.

Studies by Zorn et al. (2017) highlighted the need to re-examine downsizing as an option



108

to revive or bail out an organization; reflected on the pros and cons of taking actions in
this way, with the expectation of a company being saved. Data collected within this study
drew from lived experiences of employees and the perceptions of why and how these
actions were carried out. Data representing participants' lived experiences would serve as
a way to close the gap in this type of literature supported by quantitative data.

Highlighting studies like Arshard et al. (2017) focused on psychological contracts
among employees and leadership. Although gquantitative data would not be present to
reflect this, as this is metaphorically in place, the lived experience of an employee
entering into a psychological contract does symbolize employers representing a trust-
based informal agreement among both sides. Highlighting a study from Nahapiet and
Ghoshal (1998), information was pointed out from an organizational change perspective.
Reviewing from a critical lens, social capital is lost when employees exit an organization.
This is based on an employee's ability to network through relationships among those who
worked and cohabited in a particular group or society. Studies focused on actual data
brought to light by authors such as Collins (2019) and the U.S. Department of Labor of
Bureau of Labor of Statistics (2008). Collins reflected on studies based on statistical
analysis highlighted by an equation model.

The data delivered connected to trust, employee satisfaction, and loyalty as one
unit to review and analyze the link between these factors. According to the United States
Department of Labor Bureau of Labor of Statistics (2008), in 2007, approximately 1
million employees were affected by downsizing. According to the U.S. Bureau of Labor

Statistics, based on March 2020 data, employment fell by 701.000. The unemployment
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rate rose to 4.4 % based on the COVID-19 pandemic. According to the researcher's
studies, the gap may reflect minimal data collected to understand the phenomenon
surrounding the underlying causes of downsizing in the past. According to Inc., layoffs
occurred in times of economic downturn, when supply and demand had diminished.
During the timeframe 1996-to 2003, according to the U.S. Department of Labor (2006),
massive layoffs occurred, which affected 1.3 million employees. Quantitative data
collected, according to the Bureau, was based on data collection and processing. Surveys
and Diary Surveys are collected and processed separately. Data were based on surveys
such as the census and interviews rather than lived experiences.

The diversity of studies in the research provided a balance of quantitative and
qualitative data to support the research question and goals. Highlighting the critical
connection between creative strategies used in organizations to maintain jobs while
making concessions to improve profits and strengthen the organization's financial
standing while preserving trust and loyalty between employees and their organizations
have a commonality. Pfeil et al. (2004) focused on downsizing in North America and
globally. Downsizing, according to the authors, has become a worldwide phenomenon.
Companies are pressured to become more efficient by cutting costs and restructuring
workforces to show a substantial difference in the bottom line. Literature also reflects
strategies used to retain jobs instead of eliminating employees, which is beneficial in
maintaining loyalty and trust. According to the authors, employers should empower
employees by collecting input on cutting costs and strategically streamlining without

cutting jobs.
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Highlighting quantitative and qualitative data reflecting on participants' lived
experiences affected by downsizing is an essential aspect of corporate culture that needs
to be studied continuously. This is not just a personal issue but an important societal
issue. Ensuring the study is substantiated by the research presented through historical and
present literature, along with case studies, supporting creative strategies being applied
when organizations need to downsize or restructure, is the goal to substantiate the
purpose of the research and support the need to use creative, strategic options to
strengthen the financial foundation of companies, while still maintaining talent and
knowledge of dedicated employees.

Summary and Conclusions

Chapter 2 provides a foundation for the literature presented in this research study.
The problem statement focused on leaders and managers not considering the implications
of downsizing their employees. The problem focuses on managers' experiences affecting
managerial practices and the ability to produce creative strategies to maintain jobs while
promoting loyalty and trust in corporate downsizing in the United States. This qualitative
hermeneutic phenomenology research study aims to discover how lived experiences of
managers and employees are used to maintain loyalty and trust in corporate downsizing
in the U.S. The overarching research question focused on the lived experiences of
managers and employees regarding maintaining loyalty and trust in corporate downsizing
situations? Applying the conceptual framework to reflect structure and support

illuminated the importance of this study.



111
Reviewing the literature, which supported the study, and highlighted the positive

and negative effects of downsizing, has been a continuation of other studies showing the
benefits of supporting and negating downsizing. The purpose of the study highlighted the
importance of loyalty and trust by supporting this research effort with data. Reflecting on
whether to retain employees no matter the financial outlook for an organization or the
world's economic climate vs. taking resource action to eliminate employees, cut
overhead, and support they need for human causalities would need to be analyzed
through data collected and reviewed to know if the purpose of this study was supported
or negated.

The purpose of the research was reflected in the literature applied to this study
thus far. In today's economic climate, 12 years after the financial crisis in 2008,
companies have continued to restructure and, in doing so, cut employees' jobs, lose
valuable, knowledgeable employees, and jeopardize customer relationships between
clients and companies. Leadership should rethink options when looking to streamline.
Suggesting leadership review case studies where creative strategies were applied to avoid
layoffs while increasing value and financial stability may be indicated during the data
collection and analysis for leadership to review. Maintaining valuable employees may
also help in the efforts to build trust and loyalty between employees and leadership.
Allowing employees to create a unified and supportive work environment may serve
organizations well as companies rebuild, rebrand, and restructure.

Supporting these statements will be substantiated in Chapter 5. Data collection

will reflect employees in organizations who have been through downsizing efforts and
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leaders who have decided to cut overhead. Understanding lived experiences in dealing
with downsizing from the perspective of management and employees will provide a high-
level overview of how downsizing affects the economy, society, and humankind. Chapter

3 will provide an in-depth look at the infrastructure of the research method.
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Chapter 3: Research Method

The primary purpose of this study was to discover how lived experiences
influence managerial practices and strategies based on loyalty and trust in corporate
downsizing in the United States. According to the Academy of Marketing Science, Lewin
(2001), surviving in competitive markets in today's economic environment has caused
companies to initiate fundamental changes in organizational structure. Gandolfi (2013)
pointed out empirical and anecdotal evidence suggesting the intent or purpose of
downsizing as a management strategy occurring in all industries has affected businesses,
governments, and individuals globally. Datta and Basuil (2012) argued a wide range of
causes for downsizing. These driving forces may not have been enough to explain the
urgency and trend of this phenomenon or fully support how employees are affected by
downsizing. The human experience should shed some light on this topic and provide
substantiating data. This study suggested that leadership applies creative strategies to
maximize the need to streamline while retaining valuable employees vital to a company's
successful future.

Downsizing can affect motivation and morale within organizations. Boyd et al.
(2013) remarked that organizational downsizing could occur based on financial pressure
from global markets, which has left employees' well-being and motivation to deteriorate.
According to Boyd et al., organizational instability based on job security and other
stressors can affect loyalty and trust due to downsizing. These can be factors affecting
workplace culture. Gandolfi (2013) suggested that leadership must be more participatory

when downsizing occurs. The administration must be willing to address concerns and
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fears to lessen the resentment and distrust of top management while losing loyalty and
trust in the organization. The general problem is that there is little understanding of how
lived experiences of managers and employees have affected loyalty and trust in corporate
downsizing.

The specific issue was that managers and employees have different views of their
experiences with commitment and confidence in the service industry related to corporate
downsizing. Chapter 3 explains why a qualitative strategy was chosen along with
hermeneutic phenomenological design. This chapter focused on several components,
beginning with the research design and the role of the researcher. Other elements of this
chapter included instruments, a pilot study, procedures for data study, a data analysis
plan, and the issues and variables involving trustworthiness.

Research Design and Rationale

One research question was used in this study:

What are the lived experiences of managers and employees regarding maintaining

loyalty and trust in corporate downsizing in the United States?

The qualitative phenomenological design was the most practical research design based on
the attempt to understand managers’ and employees’ experiences and perspectives
regarding the effect of downsizing. According to Schuemann (2014), the
phenomenological method uncovered how individuals understand and break down the
meaning of human experiences. Moustakas (1994) remarked that showing the spirit of the
respondents' perspective improves accuracy and believability in representing the

phenomenon. This study provided an in-depth view of lived experiences related to the
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downsizing phenomenon. The study focused on understanding lived experiences and how
this played a role in managing the downsizing process.

The hermeneutic phenomenological design was meant to provide data to support
this research. This method would offer the opportunity to go in-depth into the data
obtained from literature and interviews relevant to the topic. The data collected were
reviewed to identify results supporting and opposing the views reflected in this study.
Steffes (2010) revealed that studies done in this fashion leveraged techniques, which
were used, such as interviews, lived experiences, audiotapes, transcripts, and public
documents.

Reviewing peer-reviewed literature using similar designs and methodology would
expand the understanding and provide a direction as to the most effective way to conduct
this design in a qualitative study. The central phenomenon focused on little knowledge of
thoughts, feelings, and perceptions based on management and the influence of loyalty and
trust in corporate downsizing in the United States. Interviews were the representation of
the data for the analysis.

There were many research methods to use within a qualitative study. The main
focus was highlighting employees’ lived experiences with loyalty and trust based on how
management handles organizational downsizing. According to Van Manen (2011),
choosing phenomenology would focus on lived experiences. According to Polkinghorne
(1989), phenomenological research is based on personal reflection as part of the research
process. This type of study produces an understanding of human experiences on the

deepest level (Moustakas, 1994).
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The goal focused on providing data based on reflection and perspective based on
the research purpose. Using a phenomenological data analysis model allowed hand-
coding, categorizing, and applying common themes to the data collected. This process
reflected evidence to support the conclusion based on a qualitative method using a
hermeneutic phenomenological design. The data collected are based on lived experiences
would highlight the after-effects of downsizing. According to Seglin (2001), when
layoffs are inevitable, companies have an unspoken ethical duty to make sure the decision
is based on the business's needs and not malicious will.

Applying the hermeneutic phenomenology approach highlighted the human
experiences and behaviors of the participants. According to Smith (2016),
phenomenology relates to studies based on lived experiences from a first-person
perspective. According to Cohen (2001), the goal of phenomenology is to assist in
helping researchers understand the concepts of lived experiences before we try to
conceptualize or philosophize this methodology. The purpose focuses on highlighting
lived experiences through phenomenology and understanding common themes.
Phenomenology focuses on the study of phenomena.

According to Finlay (2009), the goal focuses on understanding how concepts and
views are experienced through our consciousness, as the phenomenological researcher
highlights the lived experiences of those participating. Using the phenomenology
approach Davidsen (2013) would shed light on participants' lived experiences and how
each of these experiences was interpreted and reflected on. Davidsen also referred to

phenomenology as an approach developed into the mainstream in modern philosophy,
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especially in Europe and the United States. Phenomenology has brought together
philosophy, science, and lived experiences. Natanson (1974) discussed phenomenology
as an approach based on a subjective scientific method that focuses on studying
phenomena. According to Wrenn (2005), phenomenology treats a phenomenon or subject
matter as a process of discovering and uncovering data instead of making assumptions
and false innuendos.

Applying the qualitative research methodology supported what Kuhn (1977)
referred to as a paradigm and remarked that this methodology translated into revealing
structure, patterns, and framework based on the study. The author also added a historical
view which defined a paradigm as an integrated group of concepts, variables, and issues
intertwined with methodologies to serve as an approach or tool. Paradigm refers to
patterns or frameworks consisting of ideas, values, and assumptions. The data were
gathered for the research. The collected information was based on beliefs, personal and
professional values, and assumptions. According to Olsen (1992), this created a paradigm
of ideas based on a qualitative approach. Using the hermeneutic phenomenological
approach, the focus was on acquiring and collecting data highlighting the essence of the
human experience that was pointed out by Moustakas (1994). Moustakas shared that five
qualitative inquiry and research design methods exist. Applying the qualitative
hermeneutic phenomenology approach to this study was the most appropriate approach to
represent the research.

Reviewing methods from other studies allowed for an understanding of the

importance of the methodology and knowing the most applicable process which should
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be applied to this study. The ethnography method, defined by Parthasarathy (2008), was

described as writing or representing a culture. Parthasarathy said ethnographers look for
similarities, formal or informal, and meaning to try and make sense of a place or social
setting regarding the research. This method would not accurately represent this study.
The narrative approach, which focused on a sequence of events from a small group of
participants and, according to Riessman (1993), speaks to how culture showed itself
through individual stories, would not be appropriate. This approach would be heavily
based on personal accounts of a situation told through levels based on individual
perception. This would hinder the process of collecting factual data to support the
research. The last method, the grounded theory, allows researchers to develop their idea.

Corbin and Strauss (2008) described the grounded theory approach as techniques
and procedures which enabled researchers to identify key concepts and form a solid
theory from qualitative data collected through the data collection process. This tool,
rather than an approach, can be used as a helpful guide. Corbin and Strauss described the
purpose of grounded theory as discovering systematic data collected and analyzing it
based on a phenomenon. According to Babbie (2010), this particular method is heavily
based on statistics, objective measurements, and numerical data. This would not align
with this qualitative study.

Each of these five methods provided benefits to research. There are many
methods used for analysis. The most appropriate method and approach for this research is
a qualitative method with the hermeneutic phenomenological design. This allowed for

data collection based on lived experiences to identify themes, commonalities, and
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differences, highlighting the importance of managerial creativity toward those affected by
downsizing.
Role of the Researcher

The role of the researcher uncovered the thoughts, feelings, and lived experiences
of those participants in this research study. Applying the qualitative paradigm, reflecting
on the belief that downsizing has become a phenomenon in today’s corporate
environment, whether right, wrong or indifferent, looks at participants' lived experiences
who have lived through downsizing. The role of the researcher was to present the data
and reflect on how the research was able to either substantiate the analysis or negate it
based on the data collected.

The researcher should also ensure the problem is shown in the study. Highlighting
the data shown in the literature reviewed, employees are losing jobs, and companies who
set out to ensure their organizations are financially stable are deciding to reduce human
capital. A constructivist approach to understanding this topic and the data presented is a
theory built on many shades and perspectives, according to Kiraly (2000). Applying the
constructivist approach to analyze the data collected may provide a diversity of results as
the data is analyzed. Ethical issues can also occur within research. To avoid any ethical
mishaps, Marcus Aurelius (AD 121-180) explained that ancient historians lived by their
words; if the actions did not feel right and there was no truth to substantiate, better not to
act on or say mistruths. This type of thinking can be applied to analyzing the data.

Suppose the data are there to substantiate the research. In that case, that should be

displayed, but if the information does not support the purpose of the problem stated in the
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study, being honest about what was discovered is also critical to the ethnicity of the
study. Fritz (2008) addressed ethical issues by suggesting a researcher can include
learning something about a participant crossing the line between right and wrong and
possibly illegal.

Another point to consider is ensuring participants’ confidentiality, consent, and
anonymity. Ensuring all participants are well-informed about the purpose of the research
is imperative. They must know why they are being asked to participate. Each participant
needs to understand the risks and benefits of participating, and no adverse consequences
will come to them if they decline. Bias is a valid concern when conducting a research
study with a personal connection. As the researcher, suspending personal beliefs and
knowledge to ensure no bias will occur when receiving data from the participants is a
constant goal. According to Norris (1997), bias and human error can occur in quantitative
or qualitative research. Biases can include how the questions are presented, places,
events, issues, and the balance of drama and normalcy in the questions and responses.
Norris highlighted that labeling potential sources of bias is more evident than creating
rules or regulations around eliminating bias. The author suggests an internal social
process to maintain honest and fair equality. Each researcher must make this choice.
Choosing as a researcher to internalize interpretations and compartmentalize feelings as
the participants respond ensures integrity and fairness to all participants.

Methodology
Applying the hermeneutic phenomenology within this qualitative research focuses

on lived experiences as a large part of this research design. This methodology explored
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the meaning of lived experiences of each participant in the study. According to Wilson
and Hutchinson (1991), focusing on this methodology enhanced the research with in-
depth occurrences and minor details, which might be overlooked but are essential to the
study's content. According to Gadamer and Linge (1976), hermeneutics was a method of
clarifying the conditions in which the essence of understanding occurs. According to the
author, Hermeneutics has a solid bond to the subject matter and connects with the
experiences while seeking data. This may allow the researcher to understand better the
lived experiences shared by participants, during or after their downsizing experiences, in
the data collection process.

According to Wilson and Hutchinson (1991), the hermeneutic approach focused
on the life world and human experiences in real-time, as life was being lived. The goal of
the hermeneutic approach was to highlight the menial details that might otherwise be
forgotten and create meaning and a sense of understanding around them. The
hermeneutic approach may bring value to the study, provide an overview of the lived
experiences, and fill in the gaps of minor points, which might not seem as relevant, but is
essential in providing a high-level overview of the occurrences as they happen.
Analyzing data related to the purpose of this study would be presented through the
hermeneutic phenomenological lens. The goal is to show data collected from participants
who reveal lived experiences based on the purpose of the research through questions
raised to those involved through the interviewing process. Positive social change plays a
significant role in this research study. Positive social change can occur by contributing to

existing literature with the hope of future research exploring and developing solutions to
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unresolved issues brought to light by researchers on this topic, such as this particular
dissertation has.
Participant Selection Logic

Qualitative selection for research was heavily based on those participants who
could provide vital information and enhance the understanding of the phenomenon
surrounding the study. According to Sargeant (2012), the art of subject selection in
qualitative research was essential. The sergeant suggested that participants are chosen
based on those most qualified to address the research questions and adequately
understand the phenomenon within the study. A snowball effect applied when choosing
participants enabled a researcher to obtain participants who meet the criteria to participate
in this research study.

The sample size was also a factor. According to Malterud et al. (2015), the
concept for sample size in a qualitative study was saturation. Malterud et al. said
saturation is tied to the specific research methodology but is often incorrectly applied.
Concurring with the researcher on sample size, Mason (2010) pointed out that many
issues can affect sample size in a qualitative study. According to Malterud et al., in a
qualitative research study, the sample size criteria are based on the survey's goal,
specifics of the sample size, the theory used, and the analysis strategy.

According to Korstjens and Moser (2018), participants must have met a
predetermined criterion in a phenomenological study. Researchers searched for shared
experiences with the underlying phenomenon related to the research. The variance

between participants is the characteristics of the knowledge and their own experience. In
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a qualitative research study, the guiding principle is only to sample until the data
saturation point has been achieved. Data saturation is the collection of qualitative data
when the closure has been attained as the data is becoming redundant.

The sample size in a qualitative research study does depend on the depth of the
data collected, the broadness of the research question, and the phenomenon. The most
important aspect of collecting data is to collect enough in-depth data to reflect patterns,
categories, and diversity of phenomena to support the study. Validating a smaller sample
size means that the data collected was sufficient and had reached saturation point. This
would be evident as the same data would be restarted by participants, with very little in
new revelations or unique perspectives. According to Boddy (2016), sample sizes as
small as one participant are justifiable as long as the intended data is collected and can
help substantiate the study. In a qualitative research study, the sample size is dependent
on the scientific paradigm, such as a pattern or an accepted answer in the data collection
process, which can be viewed as a phenomenon corroborating the purpose of the research
study. Theoretical saturation can occur with a smaller sample size once the data becomes
a reoccurring theme from several participants.

In a phenomenological hermeneutic research study, smaller sample sizes,
according to Mason (2010), are typical and much smaller than those in quantitative
studies. According to Ritchie et al. (2003), more data may not mean new information.
One piece of data from a sample may lead to the exact code needed to solidify and justify
the purpose of the study. Qualitative research focuses on the meaning of the research.

Qualitative research can be very labor-intensive, depending on the amount of data the
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participants provide. There can be a point where there is no practicality to break down
data based on the timetable.

According to Ritchie et al. (2003), qualitative samples should be robust enough to
show diverse opinions and lived experiences but not too large where the data is repetitive
and eventually unnecessary. According to Glaser and Strauss (1967), when new data does
not provide any further insight into the issues, that may be a signal that saturation is near.
Researchers generally use this as a guideline to move to the following data analysis phase
and stop interviewing new participants. Van Manen (1997) referred to phenomenology as
the study of lived experiences or the living world. Carrington (2016) focused on a
qualitative phenomenological study based on employee perceptions of the impact of
layoffs. The researcher used a smaller group of participants. Twenty participants were
used to share their personal experiences and contribute to the interview and observation
data study. There is another theory to reaching saturation. According to Green and
Thorogood (2009), the researcher felt saturation was a practical weakness. Suggestions
were made that researchers do not have the time to continue with open-ended research
until saturation occurs.

This study focuses on lived experiences based on phenomenological hermeneutic
qualitative research, and the data collected needed to encompass each participant and
their lived experience before, during, and after downsizing. The data collected for this
study should contain data based on the world according to each participant and how their

lived experience during downsizing was perceived and interpreted.
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The sample size for this research study included eight participants. The sample
consisted of four managers and four employees who have survived the downsizing
process in the last five years. Employment at the organization had to be at least three
years at the same organization. Those who fell under the management title would have
held a position in this capacity for more than 2 years. Choosing those participants with
knowledge and experience in managerial practices and strategies, which could have
influenced loyalty, and trust in corporate downsizing in the United States, seemed most
advantageous. The number of participants used in a research study, according to Boddy
(2016), in qualitative research is contextual and dependent on the paradigm under which
the research is focused. The sample size involved collecting data until saturation was
reached. This would encompass one participant, a small pool of participants, or,
depending on the study, a large sample size to gain what is needed to substantiate the data
and complete research. Justifying the sample size could have been done by analyzing and
presenting data used to confirm the study and provide enough foundation for the
investigation to build a solid case and create a factual conclusion, which would either
support or negate the survey based on the analysis.

Instrumentation

This qualitative phenomenological research study was based on data collected
through the interviewing process of e participants through a Zoom interview. The
questions are carefully crafted based on the research question; What are the lived
experiences of managers and employees regarding maintaining loyalty and trust in

corporate downsizing in the United States?
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Deciding on the appropriate data collection instrument was important. This tool
may determine the amount of data a researcher can collect. As Adosi (2020) highlighted,
an interview guide, structured or semi structured, was the most appropriate choice for this
research study. This instrument allowed for flexibility in the questions that were now
asked. There was also the ability to add, delete or edit the final questionnaire after the
pilot study to ensure the questions were open-ended and robust enough to warrant
sufficient data to collect. In the interview process, the questions were semi-structured.
Within each question asked from the participant, there needed to be flexible in adapting
the question based on experiences, reactions, and data provided. Semi-structured
interviews allow for a wide range of points based on the main topic. When conducting a
one-on-one consultation, capturing data reflecting the phenomenon and providing enough
information on each participant's background and human experience could open up other
avenues to explore the main topic. A semi structured interview allowed this to occur.
There was also the ability to compare data collected from participants, as there would be
a diversity of information provided to analyze and hopefully find similarities and
differences.

According to Newcomer et al. (2015), a semi structured interview allowed for a
blended array of questions, including open and close-ended questions and why, how, or
follow-up. There were advantages and disadvantages to these types of questions. In
contrast, the focus would need to be to stay on point and gather all data relevant to the
study; veering off to ask for more information about a particular response provided by a

participant which could lead into another area of the topic, may lead the researcher off-
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topic and collected irrelevant data which could not be used. The advantages of a semi
structured interview allowed participants to dive into their human experiences and
provide more in-depth answers. This type of questioning offered a forum for participants
to express their views on their human experiences based on the questions asked. This
opportunity allowed the researcher to fully grasp the meaning and intent of the
participant's responses in a communicative and non-communicative fashion. Adosi
(2020) pointed out that the primary purpose of conducting research is to contribute to the
existing knowledge to develop a better understanding of the research by interpreting the
data and applying the possible solutions to the ongoing issues or adding to the research
with future data, reflecting the times. The questions can directly correlate to the research
questions and objectives by collecting data in this interview.

According to McGrath et al. (2019) and Johnson et al. 92020), qualitative
research depends heavily on the interview process producing essential data to analyze and
hopefully support the research. According to the authors, there are 12 tips for successful
qualitative research interviews to achieve maximum capacity. The first two tips involve
identifying when qualitative research interviews are appropriate for the benefit of the
research. Referring to this interview, attempting to prove this type of instrument would be
helpful based on the interviewee’s qualifications and the need to collect data from
substantiating the study’s usefulness. The second tip mentioned is to be prepared as an
interviewer. Carefully planning out the delivery of the interview questions and how to ask

each participant involved knowing the participant's background and experience related to
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the purpose of the research. This knowledge will help the researcher ask questions where
the narrative reflects the research question and provides data related to the study.

Setting up interviews by emailing each participant and sending an explanation of
the study along with a consent form and the interview format is the beginning step in the
data collection process. Zoom was used for the interview calls, and those were recorded.
Each call ran in length, approximately 30-60 minutes. The recording was saved and
downloaded via Otter.Al and transcribed into a PDF or Word doc to review. All
information was kept confidential, and the participants' names were not used throughout
the study.

Pilot Study

The instrument utilized in this study focused on 12 to 19 interview questions to
collect valuable data to assist in this research. The critical points of the pilot study were
focused on participants' comfort as the participant was being interviewed. The questions
asked and answered were interpreted as data was collected and analyzed. Analyzing the
data by coding or labeling changed once the pilot study had been completed and this
process was reviewed. Examining how the data were analyzed and calculated was always
checked against the goals and objectives to ensure the needs of the research study were
being met. Reviewing the process would assist in determining the probability of success
in the research and assuring the process of collecting and analyzing the data efficiently
was essential. The process would allow for the study's primary purpose to have merit or if
any changes would need to be made. If the investigation proves feasible, without

modifications, and determining the scope of this study is comprehendible to the
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participant who took part in the pilot study, moving forward with the remaining
participants would be the logical next step.
Procedures for Recruitment, Participation, and Data Collection

The data collected encompassed eight participants. The recruitment process began
with one employee who had met the qualifications. Once that participant was established
as a consensual participant, the Snowball method was applied to recruit the remaining
seven participants. Social media was not used. The data were collected utilizing survey
questions via Zoom. The calls were recorded and transcribed through Otter (Otter VVoice
Meeting Notes - Otter.ai), producing PDF or Word documents. The vocabulary was fully
transcribed and broken down by identifying what each participant and researcher said
during each interview session.

The goal of choosing participants was to use the two perspectives of employees
and management from different companies that had experienced downsizing. The
inclusion criteria included needing to be employed at their organization for at least three
years in one of the roles (either employee or manager). To be familiar with the
organization's environment and how downsizing had affected the company's culture.

Collecting data via Zoom calls was the process used. The goal was approximately
three calls each week until the eight participants had been interviewed. The duration of
the calls ranged from 30- 60 minutes. These calls were recorded on Zoom and transcribed
into a Word or PDF document for review. The communication began with an email
describing the purpose of the study in detail. The email covered background details as

well as procedures during the interview process. The consent form also provided sample
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questions and thoroughly explained to the participant the point of the study. Participation
was strictly voluntary and in no way contractual or attached to any other type of
obligation. The risks and benefits were disclosed. The right to privacy was shared with
each participant and made sure the participants knew no monetary value was involved
when participating in this study. After the explanation, the participant's written consent
was required. Along with a consent form, an email followed introducing the research
project and requesting permission from each participant to set up a Zoom call to conduct
the interview. Once the confirmation was received, a Zoom call was scheduled, and a
Zoom link was sent to each participant.

After the interview is completed and the data collected, fulfilling the commitment
to each participant, ensuring they will receive a summary of their answers to the
discussion, referred to as member checking to validate the data collected is accurate and
true to form, would occur. Participants would then be sent out follow-up emails after the
interview is completed. These emails will provide a chance for any further questions or
concerns that need to be addressed by the participant or any participant that needs to
make changes or discuss their responses. A scheduled Zoom would occur or
communicate via email. If the participant is happy with the process and the member
checking met their expectations, they would confirm that with a simple reply. This would
then conclude their participation in the study. The goal was to reach out to 8 participants,

or saturation would occur.
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Hand Coding Data

Once the data collection had been completed, coding the data was the next step.
Elliott (2018) referred to coding as a universal process in qualitative research. An
essential aspect of the analytical process allowed the researcher to break down the data,
interpret the meaning, and apply context to the content. Elliott described coding as a
decision-making process. This means deciding how to code based on the data analysis
and what context surrounds the data. Step-by-step directions do not apply to coding.
According to Saldafia (2013), strategies for qualitative studies fell into six coding
methodologies when approaching the coding process based on a hermeneutic
phenomenological study. These included process coding, NVivo coding, descriptive
coding, values coding, dramaturgical coding, and versus coding. The method of coding
most applicable to this research study was descriptive hand-coding.

Saldafia (2013) referred to Bazeley (2009), who explained that hand-coding might
provide a sense of ownership and control over the process of coding your data. Using
Microsoft Excel to track the data collected and using the hand-coding method has been
described as a repository by Saldafia for the data to hold thousands of entries and the
codes accompanying them. According to Saldafia, the efforts should focus on the
researcher reading the qualitative data collection and coding passages according to the
topic. The measures should then concentrate on descriptive codes found in nouns within
the feedback, which summarizes the overall topic view based on the data.

According to Swanson and Holton (2015), the coding process can begin once a

researcher is familiar with the data. As a solo coder, Saldafia (2013) pointed out that the
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critical point is member checking when confirming the data collected. This step allows
the researcher to validate the data. This also enabled me to conduct a data analysis that is
authentic and free of bias or untruths. Discussions with participants in reviewing the data
provided would alleviate any miscommunication inaccuracies and, lastly, build trust with
the participants as the researcher shows an interest in assuring the data collected was
accurate.

Saldafia (2013) pointed out that coding the data is not a precise science with a
specific rule book to follow. Ideas can come during the coding process and maintaining
flexibility will help. Coding is a cyclical process that requires this process to be done
more than once. When coding, there is flexibility when deciding on specific codes and
then changing direction by taking a deeper dive into the data, reflecting various thoughts
and ideas on the researcher's side. Most researchers developed coding schemes as they
moved through the analytical process. Being creative and flexible in compiling data and
creating codes and themes may allow for a more in-depth look at the data and show the
results to reflect the importance of the information collected and the resilience of those
willing to participate.

According to Hycner (1985), there are critical factors to analyzing data in a
qualitative hermeneutic phenomenological research study. Transcription was vital to this
process. Having any recording transcribed would be crucial in understanding what was
said. Knowing the literal statements, maintaining the participant's thoughts and words,
and staying true to those ideals and beliefs were vitally essential in reflecting an accurate

analysis. Rewatching tapes to view the verbal and nonverbal communication of the
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participants would also reveal how the person was feeling at the time of the interview.
The researcher can examine the non-verbal feedback from each participant to determine
the level of the participant's comfortableness with participating in the study and how each
question and answer affects the person and their overall mood during their interview.

Proceeding with segmenting the data by coding and creating themes allowed for
an understanding of the data collected and how each segment of the data assists in
substantiating the research. Nowell et al. (2017) spoke to thematic coding. This type of
coding followed the strategy of highlighting parts of the text where the researcher wanted
to represent data valuable to the study. The next step in this process was identifying
themes and trends with the collected data. The final step would be to review the coding
process and ensure the data is correctly placed and adequately represented.

To be accepted as a trustworthy qualitative data researcher, according to Nowell
et al. (2017), the researcher must show their data analysis has been done precisely and
consistently, which is transparent to the reader to determine if the process was credible.
Applying the thematic analysis guide allowed the researcher to use proper techniques for
interpreting and representing the data collected. According to Braun and Clarke (2006),
thematic analysis can result in trustworthy and invaluable findings. Braun and Clarke
(2006) and King (2002) explained the advantages of thematic analysis. This method
provides a flexible approach that can be modified based on the particular study through
academic freedom by providing an in-depth and intense data account. The thematic
analysis offered a more accessible form of analytics. The thematic analysis comes

without many boundaries and procedures.
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Charmaz (2008) dove into the levels of coding and the importance of each group.
In this example, a three-phase approach for coding was discussed. The coding method is
an enabler in establishing codes, how they originated, their relationship to each other, and
how they provide integration, which may lead to specific themes and the data supporting
or negating the research study. The coding method provided a verifiable way to establish
appropriate codes to represent the data collected.

The process applied to the data analysis involved hand-coding the data and
creating tabs in the excel file, representing the different steps in the coding process. These
tabs and columns included:

. Tab 1- Summary of Participant's Coding

¢ Columns:
= Participants
= Position Held in Organization
= Years in Company
= Number of Questions Asked
= Coding
= Keywords
= Deductive Coding

J Tab 2- Coding Level 1

¢ Columns:

= Participants

= |nitial Coding
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= Description
= Example of Raw Data
* Field Notes

o Tab 3-Themes/Level 2 Coding

o Columns:

= Participants
= Synopsis of RQ
= Themes
= Sub Themes
= Initial Coding
= Level 2 Coding
= Description
= Raw Data

o Tab 4- Initial Coding- Sub Themes

o Columns:

= Participant
= Sub Themes
= Level 1 Coding
= Description
= Raw Data

As a researcher, analyzing the data began with categorizing the data into two

levels of coding. The significance of this process was to provide insight and clarity based
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on the data collected. Analyzing each participant’s data was critical. At the end of this
process, a determination would have to be made as to whether or not there was enough
data to support the research. Raw data also shed light on whether or not the information
was enough to substantiate the analysis or negate the purpose of the study.

According to Saldafia (2009), deductive coding is a top-down approach.
Reviewing and breaking down the data were involved as the data analysis began.
Assigning codes to vocabulary in the transcript to identify particular words or phrases
took a well-thought-out strategy to ensure each entry reflected each participant's data and
perspective. Continuing to refine coding until the results became unequivocal and
granular was a consistent effort.

The first level of coding signified the need to significantly reduce qualitative data
and provide an overview of the interviewer's response. Summarizing the data in a few
words or short sentences clarified the meaning of the data collected to apply the initial
coding. Level 2 coding continued by examining Level 1 coding and identifying the data
used to address each research question. Level 2 narrowed the focus from level 1 to
become more specific in a descriptive fashion. Level 3 coding was the final coding of the
analysis. This stage refined the data to allow for a more vivid description to show each
participant's transparency. This level presented a more accurate and exact meaning based
on each participant, so the data could be clearly understood and interpreted as meant to
be.

According to Williams and Moser (2019), coding qualitative would involve

collecting the data, creating categories for the data, and sorting the data. The assumption
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would follow that the nature of the data would be familiar to the researcher, and a bond
would form between the data being analyzed and the researcher. The information also
showed that the initial philosophic frame suggests that researchers applying qualitative
research methods refrain from engaging in organizational data strategies. According to
Strauss and Corbin (1998), researchers should apply guidelines for coding in a perfect
world. Using a rigorous coding method that can be duplicated is essential. One researcher
may complete the study, but future scholars may do more work. Using a method of
coding and categorizing to analyze the data should be clear and concise and can be
duplicated if needed. According to Linneberg and Korsgaard (2019), coding is there to
help enhance the quality of a researcher's analysis and findings. Coding also improves a
quantitative researcher's understanding of their data analysis. Coding takes the data and
breaks it down into management subsets to fully understand each participant and how
their data ties together within the sample size. Coding provides clarity and shows a more
in-depth view of the data analysis.

In conducting this qualitative hermeneutic phenomenological study and moving to
the coding element of this process, the critical factor focused on identifying the organic
and unwavering components that would support or negate this research study. A
phenomenology is an approach that promotes qualitative research. Embree (1997)
explained that a researcher could apply seven strategies to a study: descriptive
(transcendental phenomenology), naturalistic constitutive phenomenology, existential
phenomenology, generative phenomenology, genetic phenomenology, hermeneutic, and

realistic phenomenology. Langdridge (2007) explained that descriptive and hermeneutic



138

phenomenology were the two traditional approaches that drive most psychological
research. These types of strategies promoted the lived experiences of participants.
According to Freeman (2011), understanding cannot be produced as a fixed meaning, but
how the purpose is created and transformed as spoke to the researcher. According to
Giorgi (2011) and Lopez and Willis (2004), to find meaning in data is to have an open
mind and attitude to allow the unexpected to submerge into the subconscious, as the
expected responses may not be what occur. Giorgi and Lopez and Willis also pointed out
that methods such as bracketing related to the researcher's personal experience, but the
research would not influence participants' understanding of the phenomenon. Bracketing
is a method that would appropriately be used to explore human affairs. According to
Gearing (2004), the precision of bracketing is not definitive and can confuse.

The author's perspective was that this type of practice could cause a disconnect
with phenomenology. This study is built on a hermeneutic phenomenological study.
Applying the bracketing method would not be applicable. Intertwining perceptions and
understanding of the data collected reflected in the knowledge and output of the data, and
whether or not the analysis highlighted the research as supportive or unsupportive would
be based on the responses during the interviews and interpretations of the reactions.

According to Keen (1975), researchers should focus on the phenomenon and the
meaning and structure of each of the transcripts to highlight the importance of the data
and relevance to a research study. Keen also discussed bracketing and phenomenological
reduction. The researcher highlighted the importance of listening to the recordings and

reading the transcript, abstracting the general meaning. The phenomenological reduction
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was necessary to elicit the variables of the broad sense, which correlated to a conscious
effort to open up as a human to the phenomenon as a phenomenon. The author mentioned
that examining phenomena is crucial to look at each phenomenon if multiple should have
an individualized meaning and structure and should be highlighted individually and not
grouped.

Issues of Trustworthiness
Credibility

Credibility needed to be established, so the reader could find truth in what was
being presented. Researchers Holloway and Wheeler (2002) defined credibility as truth
based on research findings. Credibility established whether research findings were
legitimate based on actual data collected from the participants. Tools used to verify
credibility include using reputable resources, and properly representing negative case
analysis, to show bias was not a part of this research process. Presenting the other side
provided an ethical balance in the study, as no data was concealed.

According to Onwuegbuzie and Leech (2007), reflexivity, triangulation, or
interview techniques could reduce bias. The methods of triangulation applied to the study
would reflect the validity of the results. According to Begley (1996), triangulation is
invaluable when researching by increasing the quality and amount of data collected.
Using more than one method within the triangulation method, such as data, investigator,
theoretical, and methodological, may have provided a broader lens to gather a more
diverse data collection. According to Denzin (1978) and Patton (1999), triangulation

methods provide a deeper understanding of the content. The first method, which may be
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feasible depending on the participant and the time that each can contribute to the data
collection, would include scheduling the interview once during working hours and a
second time on a weekend, outside of working hours, to gage possible diverse responses,
which may show a difference in tone. The second method would compare participants
with different viewpoints, such as management vs. employee, to interpret the data
provided.

According to Webb et al. (1966), researchers should employ more than one
instrument to measure results. As in the case of the current study, this process was not
feasible based on participants' time constraints. Another tactic to ensure credibility was to
cross-examine the integrity of the responses received from the participants. Using tools
such as this to test credibility would allow for more secure insurance for integrity in the
collection and analysis.

Transferability

Transferability represented the validity of data and sources. | used references from
scholarly works that provided factual and trustworthy data. The literature used in this
research included documents discussing downsizing in any format, legal documents, past
documentation, corporate documents reflecting the subject of downsizing, and lived
experiences from managers and employees who had experience with this process—
ensuring the accuracy and authenticity of records required sites such as the US
Department of Labor and US Equal Employment Opportunity Commission and published

articles and case studies from accredited institutions.
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Transferability within the research may have shown how the data collected and
verified could apply to other situations involving the downsizing process within the US.
The information presented was meant to be transferable to further ongoing research
studies surrounding the topic of downsizing and managerial strategies to mitigate the
severity of the situation or transferrable to a continuation of the thesis and where the data
will leave off. The goal was to provide the data to support the research and to judge
whether the information provided is worthy of transferring based on need and subject
content. Another critical aspect of the study was dependability. The data collected had
shown consistency with participants' lived experiences, the literature reviewed, and the
data which would be presented. Hand coding would allow the data to be documented,
interpreted, and categorized to show consistency, reliability, and an audit trail created
throughout the process. These steps reflected dependability in presenting an accurate
account of the data.

Dependability

Data accuracy and reliability were concerns throughout the research process. The
conclusion will be false if inaccurate information finds a way into the data. Data could be
verified using the two methods based on triangulation, including scheduling the
interviews at an off time, beyond business hours, and comparing participants with
different viewpoints. Validation could also be done through the triangulation method.
This is a research tool that, according to Patton (1999), attempted to verify the accuracy

of data within the field of study. Using data from multiple sources with several different
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perspectives would show a more multi-dimensional view of the data collected and reflect
the data’s accuracy.
Confirmability

Two components could establish confirmability, an audit trail, and reflexivity. An
audit trail could capture details of the data process within the study. This would consist of
how participants were recruited, and the method used to collect data.

Keeping notes of how the interview process, including the exit interview, was
conducted and the process results for each participant was vital, included in the audit trail
where data analysis and interpretation of the data. This would have consisted of the
software used and the coding system to categorize the data.

The second component, reflexibility, would be helpful in a phenomenological
study such as this. This allowed for reflection on the background and analyzing any
experiences which would reflect or influence the research process. This would include
why this methodology was chosen, analyzing the data, interpreting results, or presenting
the conclusion. According to Anney (2014), reflexivity is applied to this research. This
concept would reassure confirmability by reflecting on a journal and capturing the
collected data's values, interests, and interpretations.

Ethical Procedures

Ethical procedures were also tied to the IRB. Walden University is responsible for
ensuring the thesis complies with the university's ethical standards and US Federal
regulations. The IRB procedure required an application to be filled out and submitted for

approval based on the information provided by the researcher. Based on the research and
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qualitative research study chosen to pursue, the process for IRB approval includes but is
not limited to obtaining “IRB approval before data analysis. Private records might
include test scores, student work products, employee work products, employee
performance ratings, outcomes records, or any other type of data generated under an
organization's auspices as part of its operations” (Carrington, 2016). Ethical
responsibility on the researcher's part included the responsibility of the data, including
storage and who has access to this area. The integrity of the data remains vital to the
validity of the study.

The responsibility lies with the researcher to ensure the integrity of the
information is never compromised or misused. Ethics also included documenting data,
where and how the data was obtained, and ensuring correct procedures were used to
collect and use the data for the intended use. Ethics was the main driving force in how the
research moved forward. The goal was to document all steps to provide a trail showing
the efforts taken to work through this dissertation process. This will serve the research
well and ensure the process has followed the correct procedures deemed by the school.

Summary

Applying the qualitative methodology with a hermeneutic phenomenological
research approach was most applicable for this study. Using this type of lens to highlight
how lived experiences of managers and employees are used to maintain loyalty and trust
and apply creative strategies in corporate downsizing may help minimize job loss in the

United States. | used eight participants. Collecting and analyzing the data provided a
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high-level overview of how employees are affected and what can be done to promote

change. The data collection will be described in detail in Chapter 4.
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Chapter 4: Results

| focused on identifying employees who have lived through downsizing and their
lived experiences. The analysis highlighted Creative Strategies; Maintaining Loyalty in a
Corporate Downsizing. Applying the Qualitative hermeneutic phenomenological research
approach supported the need to focus on eight employees who remained loyal to their
organization during a downsizing effort. This approach provided supportive or non-
supportive data to substantiate or negate the effects of downsizing in organizations and
the importance of maintaining employees' Loyalty and commitment by applying creative
strategies when downsizing occurs. Data were presented for each participant's experience
showcased in the table and charts displayed.

Applying this study's qualitative hermeneutic phenomenological research
approach reflected a realistic interpretation of loyalty and trust in organizations during or
after a downsizing event. The process allowed for an open-ended discussion of lived
experiences during each participant's interview regarding their experience with a
downsizing effort. The primary purpose of this approach was to bring to light and expose
the lived meaning of each of these participants' experiences. The research question was:

What are the lived experiences of managers and employees regarding maintaining

loyalty and trust in corporate downsizing situations?

Understanding the cause and effect of downsizing and how this affects the trust and
loyalty of employees toward leadership is an essential factor. Identifying the long-term
impact of choices companies make to decrease cost and boost the bottom line by

downsizing employees could be causing a downward trend in an employee's ability to
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maintain loyalty and trust in management. This chain of events could cause a higher
turnover in organizations and a deterioration of employees' commitment to their job,
company, and leadership. Filling in the gap left by past studies has allowed this process
to highlight the importance of loyalty and trust among employees. The presented research
could make a difference in leadership's ability to apply creative measures to cut back
financially without job loss. It was crucial to understand the human experience to
empathize with each participant on their own experiences and how downsizing had
affected each participant professionally and personally.

Pilot Study

The pilot study was carried out with P1. The interview was completed without
any implication or gap in the flow of collecting data. Researching how a pilot study may
have affected the research outcome shows that this process which was the beginning of
the data collection, drove the study's accuracy and provided checks and balances. The
pilot study allowed researchers to ensure questions were interpreted correctly,
participants understood the process, and the interviewee was comfortable with the
interview process.

According to Yujin (2010), the pilot study reflected its usefulness in qualitative
research. The pilot study acknowledged the practical and methodological positives and
negatives of the first study. The crucial points that should have come to light from this
study include making sure the participants are a right fit for the study. If the participant
was unwilling to answer the questions in an explanatory and complete fashion instead of

a possible one-word answer without expanding, this action may have posed an issue in
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collecting enough valuable data to substantiate the findings and corroborate with the
remaining participants to show accurate results. The pilot study offered a chance to
modify or edit interview questions that may have been interpreted as having an
ambiguous meaning, or participants may not have understood every aspect of the
question.

There also might have been strong feelings about a question not being appropriate
or relevant to the study. These were components that were important to identify. Using
this as a small-scale test to ensure the methodology was carried out as prescribed allowed
the chance to edit any part of the actual process. Conducting this pilot study was crucial
to test the function of knowing if key steps taken would achieve the goal of collecting
data from participants in a comfortable fashion. The participant could respond in a safe
space, where no judgment was passed. This would traditionally be built on trust from the
researcher. Resources such as Zoom may have created issues with some participants
regarding their comfort level using this platform. A pilot study allowed for understanding
any obstacles and how to avoid those moving forward in the interviewing stage.

According to Castillo-Montoya (2016), there are four pilot study phases. The first
phase would be ensuring the interview questions correlated to the research question. The
second phase initiates a conversation that would promote openness to respond and keep
the interaction fluid. The third phase focuses on when the interview is completed.
Receiving feedback from the participant would be crucial to understanding if there is
anything that needs to be adjusted. The fourth phase ensured the interview process was

successful and met the expectations of the researcher and participants. Examples of two
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questions asked of P1, who took part in the pilot study, are reflected below. Feedback on
how the interview process went from the viewpoint of P1 is also included.

Question: What does loyalty mean to you?

P1’s response referred to loyalty as tough to describe. P1 continued to share that if
exactness is needed, there is the dictionary definition, but on a personal level, loyalty
represents someone's personality and approach to a situation. Empathy means loyalty to
P1. People who care about others and do well in their work inspire P1 to show a more
loyal side than someone who shows little concern for peers or their job performance (P1,
2021).

Question: What could be done to improve loyalty and trust for those who retained
their jobs after a downsizing?

P1 can determine whether trust in the organization is justified by honesty. Being
honest and upfront with peers or subordinates about process changes or any event that
could affect an employee's job shows a level of trust. P1 also reflected that showing
employee confidence is a way management and leadership provide the tools needed to do
the job and then stand back and allow those to do so and be successful. One of the final
questions asked focused on last words or opinions which come to mind that P1 could
share relating to trust and loyalty in corporations in the current climate we live in today.
P1 responded that the organization that P1 is employed by is big on promoting trust and
loyalty from middle management. P1 had alluded that top leadership cannot be counted

on to expect loyalty and trust toward employees, but middle management fills in the gap.
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P1 shared that the choice to work one-on-one with someone is more desirable than letting
them fail. P1 also shared that people, not the process, reflect trust and loyalty (P1, 2021).

P1's Feedback on the interview experience:

P1 highlighted that all the questions seem to be on the positive side. P1 observed
that no questions were asked about dealing with distrust or disloyalty on the management
or employee sides.

Gaining the feedback from P1 was essential to acknowledge and considering
adding those opposing viewpoint questions to the interview was also valuable feedback.
This was the time to ensure all objectives were met. The pilot provided each phase in this
process. These steps would allow refining and improving the instrument for the
participants and ensuring the research goals were met.

Research Setting

The importance of the research setting can be determined by a participant's
physical, social, or cultural background, as to where each participant is when the
interview is being conducted. In this research study, as the focus was humanistic
experiences in corporate downsizing, the participants needed to be in a comfortable
setting, without distraction, where each participant was comfortable answering all
questions honestly. According to Sutton and Austin (2015), the location or environment
of a participant is as important as the participants in a setting with stability, comfort, and
familiarity. This environment may produce a participant's most honest and humanistic
side. This environment may allow the participant to feel comfortable opening up and

being as open as possible about their lived experience. In a qualitative research study, the
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focus is heavily on an immediate reaction to a question. Participants in a natural setting
where each participant is comfortable yet focused are essential to collecting accurate and
sufficient data. This is imperative to ensure the conclusion is based on honesty and
accuracy.

As the research setting is the physical environment where the data collection
occurs, each participant who participated in the study was at their home when they were
interviewed. They were on Zoom and camera except for P8, who chose not to participate
on camera but still proceeded with a Zoom call. The data collection was done during a
pandemic. Due to the Corona virus, the participants were all working from home. Their
verbal and non-verbal tones were relaxed when speaking about their background in their
organizations. For example, P2 referenced the commitment felt to a company that had
provided a roof over P2 and their family’s head for the past 40 years. The tone in which
P2 shared feelings toward the company was relaxed and unscripted. The response came
from a place of personal experiences and a level of loyalty P2 had felt toward the
organization.

During questions about participants' background and personal experiences with
trust, participants’ verbal and nonverbal communication fluctuated from relaxed to tense.
For example, when asked about describing trust within the organization toward
employees, Participant 3 relaxed their shoulders and, in a matter-of-fact tone, said, "Trust
used to be pretty good at the company. Since downsizing had occurred, changes are
constantly happening.” P4 was asked to describe experiences during downsizing. The

tone was somber and reflected anger and annoyance in their voice. P4 expressed sadness
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at losing half their team, stating, "Loyalty has to go both ways. You need to be loyal
upward but also to your team. When downsizing occurred at the organization, | was
asked to rate my team as a manager, and the lowest person would lose their job™ (P4,
2021). After that question was addressed, there was a moment of silence. P8 was more
verbose with their response when asked to describe an experience where P8 felt a great
sense of trust within their organization. P8 responded, "I do not trust anybody within the
organization, no matter their level, including my peers.” The tone in P8's voice was
severe, and there was a detection of sadness.

Each participant shared lived experiences without feeling inhibited or somewhat
censored in what they had to say. The answers to the interview questions were complete
and robust. The participants spoke their minds without judgment or personal opinions
being interjected. The responses to the questions were geared toward downsizing, and
when answering, each participant was able to do so without interference or interruption.
This was an essential component in this qualitative research study, and the focus was on
an immediate reaction to a question. Participants in a natural setting where each
participant is comfortable yet focused were crucial. The confidence to know the data
received was honest and forthright based on the questions was vital to ensure the
conclusions were based on honesty and accuracy.

Demographics

Presenting participant demographics and characteristics relevant to the study is

vital to a complete understanding of the data and a background of where and whom the

data was extracted from while maintaining each participant's anonymity. Working to
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identify two individuals who met the criteria for the study was the main focus of
beginning the process of choosing participants. This would encompass prospective
participants at a company for the past 3 years and survived downsizing in the past 5
years. Each participant must share their lived experiences based on the interview
questions. As participants were chosen, one of the qualities to look for was diversity in a
particular organization where the participant worked. Another quality was the role each
participant had within the organization. This would allow for a more well-rounded study
with mixed results. The participants would need to meet or exceed the requirements to be
considered.

According to Salkind (2010), demographic information provided data regarding
the participants taking part in the research. This information was vital to ensuring those

chosen are representing the general population.
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Demographics of Participants
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Participant  Yrs. in Job Title

Org.

Responsibilities

2 20

3 10 Product

Development

Engineer

4 39.5

(Retiree)

Support

Client Support
Specialist

Area Manager
Customer Service
Sales Support

Senior Client

Supported largest accounts
working alongside sales to ensure
the client's expectations were met.
Worked in integrated systems to
place orders and manage any IT
Issues.

Managing billing issues and
fielding questions

Managing large projects- ordering
and requesting the installation of
data lines i100-1000+ locations
Liaison between client and
company

Design and develop new
automotive models for the
organization

Work as part of project teams to
conceptualize and carry out plans
for new ideas and concepts
regarding the product

Work with internal groups to
ensure projects are successful
Manage a team of 15 team
members

Oversea accounts

Tracking employee's progress and
handling any disciplinary actions
needed to be taken

Preparing reports for superiors
Carry out initiatives from
leadership

Working under the manager to
ensure employees were doing their




Specialist- Team

Lead

18 Chief Information
Officer

6 Client Executive

18.5 (37 Service Executive
yrs.)
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jobs

Work to handle any complaints
that came in and address the
specific employees involved
Track employee timesheets and
vacation balances

Provided training for subordinates
Responsible for managing IT
Infrastructure

Implemented computer technology
to ensure the company was up-to-
date on its software and hardware
Provided leadership updates on the
latest trends and needs of the
organization in a technical
capacity

Supported IT and took the
initiative to become a break/fix
expert when there were computer
issues

Responsible for selling widgets to
small businesses

Working to create relationships
with clients

Initiating any help with clients
who were having service or billing
issues

Managed installations and outages
for large accounts

On-call 24/7 to take care of any
issues the clients faced with their
data lines, billing, or installations
at any of their sites
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Data Collection

The data collection process encompassed eight participants being interviewed.
Each interview lastly approximately 30-60 minutes in length. These interviews were done
on Zoom. Calls were scheduled for each participant through Zoom, with each participant
receiving their own time and Zoom link provided by email. Qualitative data were
collected based on the lived experiences of downsizing and focused on specific details
reflected in questions asked during the interview. The goal was to have each participant
represent a different organization within various industries. The expectation was to
identify four managers and four employees who have dealt with the downsizing process
and share their lived experiences. Each participant could expand on the occurrences and
shed light on the effects of the process. The participants would be located throughout the
United States, male and female, from diverse industries with differentiating backgrounds,
holding white-collar jobs.

The pilot call took place first, with the results from the call analyzed and opened
to adjustment if optimum results were not achieved. The remainder of the participants
would be interviewed in the same fashion. The calls ran approximately 30-60 minutes.
The goal was to ask the questions prepared for the participants and provide each person
with enough time to answer each question to the fullest extent. Allowing each person to
finish their answers with all the information each participant wanted to share to capture
the data relevant to each question was vital to the study. Each participant had similar
questions but depended on the answers, and some participants were asked more or fewer

guestions than others.
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The data collection encompassed lived experiences of the participants with vivid
and detailed data shared, as seen in Appendix A. Applying the phenomenological
approach, according to Alase (2017), was used to explore an employee's perception of the
downsizing process, including the interaction and communicative experience employees
have with leadership during this type of event. The objective was to understand how
downsizing affects employees and the company regarding the internal structure and
increasing the bottom line. The interaction was done over Zoom, with each participant
engaged in their private call. This allowed for a one-on-one experience, asking each
participant questions similar in structure but moderately tailored to fit each participant's
background, as previously stated. The questions posed were focused on behaviors,
diversity of roles and responsibilities, and the process of how downsizing efforts affect
trust and loyalty within organizations. The call was recorded and once completed,
downloaded to Otter.ai - Voice Meeting Notes & Real-time Transcription. This
application transcribed the data onto a Word doc or PDF.

Personal feelings and an attentive look at how loyalty and trust were affected
during and after a resource action were integral to the data collection. As the questions
were asked, P 6 and P7 had more calmness in their body language, whereas P1 though P5
showed more facial expressions and upper body movement when specific questions were
asked. P4 had shaking in voice tone when speaking about the experience of having to lay
off workers who had worked for P4 for 10 years and some even longer. There was more
of a monotone in the voices of P3, P6, and P7. Each participant was descriptive of their

lived experiences while maintaining a tone of solidarity and seriousness.
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The last participant, P8, declined to be on camera. Still, the nonverbal
communication came through very clearly as questions about trust and loyalty involving
peers were asked. P8 was very descriptive and detailed oriented when answering the
questions. P8’s voice tone was raised when speaking about downsizing and trust. P8’s
style became lowered when responding to the questions about the overall experience at
the company, where P8 had spent 18.5 years at the current job and a total of 37 years at
the organization. There was an underlying tone of depression and anger when talking
about those affected by layoffs and how management had handled these resource actions
over the past couple of years. The lived experiences provided raw data to substantiate the
participant's expressiveness. This also reflected each participant's experience without bias

or editing of the data collected. Each participant has also assured confidentiality.
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Table 2

Sample Interview Questions

Participant No. Questions Asked Sample Question

1 18 Can you share with me a
time when you felt
absolute loyalty to your org

2 19 What do you feel someone
has been trustworthy to
you and exhibits those
qualities

3 12 During the time of
downsizing in your org.,
did you feel a sense of
loyalty toward your org?

4 12 Can you describe loyalty
and trust and what they
mean to you as a manager?

5 10 During the downsizing
efforts through the yrs. can
you think of creative ways
leadership could improve
on how this resource action
would be handled or how
to minimize human
casualties

6 10 What are your thoughts on
how trust and loyalty are
handled in corporate
America?

7 15 What are the short and
long-term effects on
organizations?

8 14 When loyalty is shown to
you through management,
does this behavior affect
you or how you do your
job?
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Data Analysis

To capture and report the data throughout the study, the tools used were MS Word
and Microsoft Excel in this process. In creating the file, there were four tabs:

1% Tab: Summary of participants

This created a foundation for introducing each participant while maintaining
privacy by individualizing them, providing a history of how long each participant had
been at their company, what position they held and how many questions were asked of
each of them. The first tab reflected possible themes based on the raw data collection
from each participant, which would assist in setting up coding for the data analysis.
Keywords were identified to provide an extensive picture analysis based on creative
strategies for maintaining loyalty and trust amid downsizing.

2" Tab: First-level coding.

This process involved identifying the initial codes based on descriptive words and
sentences. An example of raw data was provided to substantiate the level 1coding and the
descriptive vocabulary. Field notes were supplied for each participant to be added to the
narrative as a spoken event that ties into the coding and descriptive verbiage provided.

3" Tab: Subthemes.

This descriptive process started with themes and evolved into subthemes, which
modeled the thematic analysis to analyze qualitative data, including interviews. The
subthemes were developed to narrow down the original themes on Tab 1. Drilling down
more specifically into the data and moving from the generalized interpretation to a more

defined or specific idea based on data provided by each participant was crucial to
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ensuring the critical points of this data analysis were seen and understood. The subthemes
were supported by Level 1 coding and then substantiated by descriptive data collected,
which helps define the subthemes and the coding. Along with those components, raw
data was provided to perpetuate the meaning of the data collected and how the
information is being categorized.

4" Tab: Sub-themes

These themes are supported by the initial coding and continued the dissection,
similarities, and differences in the data collected. These components provided a
baseboard to build Level 2 coding, assist in descriptive verbiage and highlight raw data to
provide an analysis reflecting the research. The hope is that this effort will guide the
reader through the study in an organized manner showcasing the generalities of the data
collected and moving toward finetuning the data, so the results are clear and concise in
understanding each participant's lived experience with downsizing and their interpretation

of trust and loyalty during a resource action.
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Themes and Codes
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Participant’s  Sub Themes Themes Coding Coding
Lvll Lvl 2
P1 Loyalty Healthy Personal definition of ~ How does this
environment  trust company
exude
dependability
and stability

P2 Experience in  Leadership's  Feelings of loyalty Loyalty is
Downsizing mission and shown to an reflected

goals for the  organization differently as

organization the goals of
the
organization
have been
altered

P3 Loyalty & Transparency- sense of loyalty to How does
Trust understanding management/leadership downsizing

of action during downsizing affect your

being taken personal and
professional
life?

P4 Effects of The Personal/Professional Keeping up
Downsizing atmosphere feelings in decisions morale and
on during a you had to make standards in
Organizations  layoff regarding job loss in the

your group organization

P5 Improving Downsizing Great sense of loyalty =~ How to build
Loyalty and causes toward employees, those bridges
Trust between  instability peers, or leadership with
management employees
and and foster the
subordinates professional

relationship

P6 Trust and Leadership Communicating Does the
Loyalty supporting effectively with realism of

recognition of employees throughout  trust and
employees the downsizing process loyalty exist

between



P7

P8

Effects of
Downsizing
on
Organizations

Short
Term/Long
Term Effects
of Downsizing

Leadership
reaching out
to highlight
loyalty
toward an
employee
Remembering
a culture
promoting
trust and
loyalty

Short and long-term
effects of downsizing

Employee’s
perceptions of
downsizing and who
will be affected
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managers and
employees
Will
downsizing be
beneficial in
the long run
for companies

Understanding
the value of
the loyalty
shown and
reflecting on
the value of
the trust
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Transcribing the data was the next step when the interviews were completed.
Interviews were downloaded onto Microsoft Word documents individually. Having the
vocabulary transcribed provided clarity and brevity that allowed for the ability to read
over each interview, creating member checking for each participant to review and dispute
if needed. Once that was completed, the data through transcription was ready to be
inputted into a data analysis file in Microsoft Excel.

The data collected focused on loyalty within organizations between management
and employees, the human experience of downsizing, and creative strategies which could
be used to limit human casualties. These topics were relative to the material covered in
the interview questions. Appendix B provided a sample of all the interview questions

asked. The data collected fell under different themes, as three examples are listed below:

. Loyalty to maintain a healthy environment in the wake of downsizing

o Loyalty to employees

. Transparency in open communication internally between employees and
leadership.

The responses collected from the eight participants are displayed in Appendix A.
The interview questions were expected to be addressed with humanity, honesty, and lived
experiences. This was based on the interpretation of the data collected. A sample of

interviews and responses are reflected in Figure 2.
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Figure 2

Sample Respondents Data Sample Question

Can you share a time when you felt loyalty toward your
organization?

» P3 Response: A remarkable amout of loyalty as an employee towards my company
was shown as the company had provided us with tools to continue to work safely
and remotely while maintaining our level of productivity during the pandemic.

» P4 Response: Loyalty was shown to my customer's, the company and my team.

» P8 Response: | have always had loyalty toward the organization always. 37 years of
of being with the same company, that reflects loyalty.

What are emﬁ_loyees erceptions as a result of the
downsizing efforts which had occured at your
organization?

* P3 Response:For most people or those I have worked with once downsizinf is done

there is kind of a unifying effect. Employees look at this as it will be ok. P3 was the
only participant who had an understanding of whg downsizing had to happen and in

some circumstances reflected on downsizing not being as bad of an idea when
leadership feels this measure is needed to survive.

* P4 Response: People are very hurt when they are affected by downsizing. They're
angry, hurt and in disbeleif.

» P8 Response: There is a lot of confusion going around about this. Employees do not
make this decsion. We are seeing bizarre decisions being made about folks who
have done nothing wrong, yet losing jobs. Overall the folks I have spoken with feel
like they just want peace of mind and a level of security.

Interview
. Can you think of creative ways that leadership could have

Qu =:91le)7]  improved the experience during downsizing or found a way

to maintain jobs and still accomplish thier goals?

» P3 Reponse: The first company I was with did it perfectly, but the second company
I was with could have hami'le the downsizing proces a lot better. [ would rather be
told by my own supervisor that I am affected then by someone 1 did not know. The
take away when a downsizing event happens is looking how to improve for future
efforts if they arise so employees feel valued no matter the outcome.

» P4 Response: It is very difficult when you have to downsizing an organization. |
can't tefl} you how many nights I would lay awake trying to figure out a way around
letting any of my people go. It is very hurful on both sides. The only action that
should be appplied to this in a consistant manner it transparency.

* P8 Response: Management needs to let those who are going to be donwsized go
with dignity.
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The data in figure 2 provided a sample of questions asked during the data
collection process. The questions were formulated based on the RQ. The data collected
were coded based on survey questions and commonality in responses. Specific data were
highlighted that reflected more of a humanistic approach. Lived experiences were also
highlighted to illuminate the downsizing experiences and creative strategies that could be
applied to save jobs. The questions addressed to participants focused on feelings of
loyalty and trust based on management, peers, and their efforts to mirror these traits
toward fellow employees. Coding, such as, what loyalty would mean to the participant,
and personal feelings felt or lived based on the effects of downsizing, was a part of
creating codes applied to the data to drill down to the most granular form. This process
was vital in highlighting the most pivotal pieces of the data collected.

According to Gibbs (2007), preparing data using tools such as coding to develop
the final analysis and ultimately the conclusion is a crucial part of analyzing qualitative
data to understand how the data can substantiate or negate the goal of the research.
According to Saldafia (2016), coding in a qualitative study is a symbolic effort allowing a
researcher to identify the data to be viewed in a definite format, capturing the
comparative essence, commonality, and opposing views based on the interview questions
posed by each participant. Coding can range from one word to an entire paragraph of
descriptive words relative to the responses and questions asked.

When deciding how to code the data collection, the most appropriate choice for
this study was to apply hand-coding vs. using technology such as NVivo. Evaluating data

from eight participants could be considered a small data set. This type of coding would
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allow for coding without using a software program, unlike a large data set which might
require a database to assist in the process. The disadvantage of hand-coding could result
in lacking an in-depth overview of the elements, which can be elevated to new
revelations from the original data collected.

According to Madelyan (n.d.), coding is to properly label and organize the
qualitative data to identify themes and how the data are collected from each participant.
The data collected may provide many similarities or differences. Enabling the thematic
analysis allows for themes to be extracted from the data collected by examining the
responses from each participant. Hand coding, according to Medelyan (n.d.), provides the
researcher the ability to analyze unstructured data, which is a term occasionally used
when referring to qualitative data. According to Medelyan, qualitative coding data can
make the process less challenging to interpret the information collected from the
interviews. Assigning or coding words from each participant can help capture the
meaning of the data the participant was trying to convey. Compiling responses,
organizing, and categorizing the data can provide a clear interpretation of the information
and assist in coding the data.

According to Charmaz (2001), researchers view data through an analytical lens
when coding data. Perception and interpretation may depend on the researcher's filter to
apply over the lens. According to Richards and Morse (2007), coding is a method of
linking the data to the study's main idea or purpose and then attaching the main picture to
the data provided. Coding is an ongoing process. The first level of coding data began

breaking down the information collected and starting the categorization process.
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Second level of coding provides a data filtering process, which will help identify
Level 2 coding. Moving into another level of coding can help highlight and focus on
more specifics of the data, solidifying the purpose or meaning of the research. Breaking
down the data to an even more granular level as in Level 2 is similar to turning on filters
and drilling down metaphorically. This step provides a deeper dive into the analysis.
According to Charmaz (2001), coding the data allows for a linkage between data
collection and the meaning of the data.

Gibbs (2007) suggested that coding was a way of indexing or categorizing the
data to establish a framework of thematic ideas based on the data collected. Gibbs also
suggested that in qualitative research, coding reflects the meaning of the data and how to
maintain authenticity when analyzing participants' responses to the interview questions.
Coding identifies a passage in the text or other data items (photograph, image), searching
and remembering concepts, and finding relations between them. Therefore, coding is not
just labeling; coding serves as a bridge that connects the data to the idea and back to other
data—making sure to document Levels 1 and 2 of coding and identifying the themes
allowing for a more systematic approach to analyzing the data. Member checking after
the data was collected from participants assisted in solidifying the data collected. This
step assures that the data captured was recorded as intended. This step also ensures the
data was based on accuracy and followed all the rules regarding ethical behavior. Table 5

provides a sampling of coding.
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Sample of Level 1 and 2 Coding
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Level 1 Coding

Level 2 Coding

Definition of loyalty through the years at
this organization has loyalty altered over
time

Feeling a sense of intense loyalty to the
organization

A personal description of trust and what
can occur when faith is not reciprocated
Maintaining work culture in a downsizing
effort

Feelings toward management and
employees during the downsizing process

Communicating effectively with
employees throughout the downsizing
process

Employee’s perceptions of downsizing
and who will be affected

Loyalty is reflected differently as the
goals of the organization have been
altered

Feeling like you can trust leadership to
have your back

Has trust been achieved between the
company and employee

Keeping up morale and standards in the
organization

The sense of trust shaken by the
downsizing efforts created difficult
emotions, which were reflected by some
employee's negatively

Knowing how strong the line of
communication can affect an employee’s
sense of stability during this time
Knowing that the downsizing effort might
affect you and your peers- preparing for
the worst might help to prepare you
emotionally

Evidence of Trustworthiness

When conducting a qualitative research study and engaging participants to collect

data, there needs to be a level of trustworthiness between the researcher and those who

volunteer for the study. Qualitative researchers must show that the data collected is done

ethically, precisely, and confidentially, so the participant's privacy is protected. This part

of the process is essential for the data collection process. Portraying a high level of trust

with the participants involved transparency, open communication, and addressing any

guestions or concerns that arose during the introduction. The consent form was sent to
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each participant, laying out the format for the interview. The method of ensuring each
individual's privacy was maintained throughout the interview process and beyond was
reassured to the participants in the consent form and stated this was strictly voluntary and
a participant could stop for any reason.

Member checking after the interview had been completed for each participant.
Feedback or validation to the participants reconfirmed what was said in the interview was
crucial to the researcher’s trust. This process ensured the participants that data was
captured accurately during the data collection. Member checking could reassure the
participant and improve the trustworthiness and credibility of the study.

According to Nowell et al. (2017), the research that may prove most valuable is
familiar and understood by the audience intended for a particular research study. Gaining
not only the trust of the participants but the intended audience can reflect a level of
integrity and honesty in the way the study was compiled, including the trust that in the
data analysis process, there was a high level of ethics and complete trust and respect for
the operation and how the data was interpreted and analyzed.

According to Lincoln and Guba (1985), trustworthiness is based on whether the
audience, including myself, can be convinced that the findings from the data study are
valid and credible. This credibility would have to be enough for the intended audience to
pay attention to the data and, if needed, act on those actions' results, which may create
improvements. Knowing the audience might review the data and question the value and
whether or not the research is applicable and timely shows the audience is paying

attention to detail. Reflecting a fluid consistency in the data, highlighting a level of
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neutrality demonstrated by the researcher, and showing no bias in the study is vital in
building trust with the intended audience. These components make up the ability to
highlight the trustworthiness of the research.
Credibility

Lincoln and Guba (1985) highlighted that credibility encompasses different
components. As the study progressed, emphasizing the findings as believable and
credible to the intended audience who reviewed the research was necessary. The
credibility of qualitative research is based on human experience, perception of the data,
and interpretation as the data are analyzed. Substantiating the data to ensure credibility
would be done by backing up the findings with other studies. Reflecting the same or
similar results could provide a foundation to build on, based on data identical in nature or
research, which provided an opposing side to the current data, showing diversity to the
study through a lens that negates the recent data provided. Reflecting credibility can be
accomplished by taking steps to complete member checking with participants, reviewing
data several times to ensure no information was overlooked or misinterpreted, and
examining the raw data as makeshift checks and balances. This helps ensure the data was
reviewed and analyzed and not misinterpreted. These steps showed credibility, which was
vital to the authenticity of the study.
Transferability

Transferability, according to Tobin and Begley (2004), is the responsibility of the
researcher to provide enough information, so other researchers or those of an academic

nature would desire to use data or additional information from the study for the use of
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sustain their data or collaborate through shared case studies or views. This process should
be able to be done with the ease of accessibility. Providing the correct information,
including accurate sources, dates, and paraphrased opinions on different aspects of a
study, shows credibility, and believability in the current research. The perception should
be that the data are scholarly, not without room for growth, and fully supported by
acceptable case studies. The data should also reflect a nonbiased look into the
phenomenon and address the research question highlighted by the data collected and
referenced material used from other scholarly studies, cited to reflect the appropriate use
of the data. This qualitative phenomenological study analyzed the data and created an
analysis reflecting comparative results among each participant with similarities and
differences shared in the data collection process. These results are based on each
participant's human experience. The results presented in this study could be developed
into a more in-depth analysis, which can be ongoing as the current corporate environment
fluctuates. Data supporting or negating this study reflected a climate change among
leadership and employees.
Dependability

According to Tobin and Begley (2004), achieving dependability may depend on
how researchers showcase their data. Ensuring the data is clear and concise, with accurate
results documented in the data analysis and summation of the research study, may
provide a high-level of dependability and ethnicity of the data collected. Being consistent
or showing trustworthiness is critical for the quality of research. According to Lincoln

and Guba (1985), dependability in qualitative research correlates to reliability. The
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researchers refer to dependability as auditing oneself to ensure the credibility of the data
and the authenticity of the way the data were recorded. The outcome would be based on
reliable information, reflected in the analysis, and presented in the findings. Data were
initially collected by conducting a video interview and viewing the participants' verbal
and nonverbal actions and reactions. The ability to see the nonverbal and verbal
communication while questions were being asked allowed for a level of assurance that
the participants were honest. Each participant answered the questions truthfully and
honestly based on their own experience. As some of the questions were sensitive,
covering trust, loyalty, and the personal downsizing experience, the raw data collected
were based on professional backgrounds and tapped into human emotion. The
participants were engaged in a frank exchange of thoughts and human affairs based on
individual experiences. The analysis reflected a high level of dependability. The data
captured included the participant's knowledge and factual information based on each
participant's lived experience.
Confirmability

Confirmability refers to the validity of the data presented in the study. Ensuring
that other researchers can confirm the data for reference or further research can cement
the ethnicity and validation of the data collected. According to Tobin and Begley (2004),
confirmability refers to the precise adaptation of the data based on the interpretation
when transcribing the data collected in the interview and translating the information into
an analysis. According to Cutcliffe and McKenna (2004), using audit trails to confirm

qualitative research overuses the need for justification. This step will not create the



173
credibility of the findings in the study. According to Cutcliffe and McKenna, testing

credibility in qualitative research remains debatable among some researchers. Confirming
the data collected had remained true to form with the original meaning of the vocabulary
not altered in any way, reflected in the raw data, which was captured and transcribed in
the original format as intended. This step was imperative to provide trustworthy research,
which can be viewed and expanded on, knowing the research presented is authentic,
transparent, and accurate. According to Tobin and Begley (2004), ensuring the
vocabulary is delivered in the way the data was conveyed to the researcher shows the
study's validity, which is reflected in the research and provides the data presented is done
so without bias, misinterpretation, or altering the meaning of any data collected from the
study. This course of action reflects a level of solidarity and truthfulness to the survey.
Study Results

The results reflected in a phenomenological study, according to Moustakas
(1994), were meant to highlight the need to discover the objective and subjective reality
of the phenomenon, which is vital to the study's success. This type of study depends on
the researcher refraining from predicting the study's outcome with any bias based on
personal interpretation to suit the researcher. In a study such as this, according to
Moustakas, there is a relationship between the perception of the data based on human
experience, internal perception, memories from the participants, and perceptual
interpretation on the researcher's behalf. The results from this study are without bias and

reflect the data collected from eight participants. This section highlights the process taken
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to analyze the results from the data collection. The data analysis study has provided a
clearer picture of how the data was reviewed, interpreted, and categorized.

According to Bekker and Clark (2018), presentations of qualitative research
findings can be effective depending on how these results are presented. Qualitative
research findings should be accessible and intuitive. The results should provide accuracy
and transparency surrounding the research question and how that question was either
substantiated or negated by the data collected. Studies such as this have the unique
opportunity to provide new or updated data, which can spark new ideas or creative
strategies for addressing issues such as downsizing. Reviewing archival material and
renowned researchers' works will continually benefit. As Bekker and Clark (2018)
pointed out, researchers raised awareness around the issues with such studies to create
meaningful discussions and debates by reviewing more recent studies with new findings.
These studies may also provide education to those up and coming into positions of power
that may make a difference.

There is also the importance of knowing the background of each participant.
According to Dennis (2014), the ethical commitment to take each participant's experience
into account individually is relevant when preparing to interview the participant.
Understanding a participant's background may help anticipate how participants respond
and react to their interviews. This may include how the questions are being asked and
how the participants may answer. This can also encompass how in-depth the responses
are and how willing they are to reflect on their human experiences related to the research

question. According to Hebenstreit and DePrince (2012), depending on the topic,
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concerns could have arisen where the trauma occurred during the interview process.
Understanding the motivation for a participant to participate in the study and how the
questions will affect each person is essential to know so psychological harm is not
intentionally caused.

Understanding the responsibility of recruiting participants and ensuring their
psychological well-being remains intact may reflect on the questions asked and the
support given by the researcher during the interview. Also, understanding each
participant's background can shed light on what type of situations they have been through
and how downsizing played a role in their vast experience.

Figure 1

Flow Chart Loyalty and Trust — Creating Strategies to Neutralize Downsizing

Employee
Loyalty ) .
c Downsizing Creative Strategies.
efforts effecting Mamntammg Loyalty mn
employees to Corporate Downsizing
remain

committed
Employee
Trust

The data analysis of these eight participants was broken down into four tabs in a
Microsoft Excel file before applying the hand-coding, themes, and sub-themes to conduct

the research. An example is listed in Table 6.
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Table 6

Data Analysis Using Microsoft Excel

Worksheet Tab  Column 1 Column2 Column3 Column4 Column5 Column6 Column?7
e Summary of Years in Number of ~ Themes Summary Deductive
Participant's company questions (Coding) of Keyword Coding
Coding asked
e Coding Level Initial Codes  Description Raw Data Field Notes
1
e Initial Codes-  Synopsis of Themes Sub-themes Initial Level 2 Description  Raw Data
Sub Themes RQ Codes Codes / Code
Definition
e Themes Level 1 Codes Description Raw Data
/ Code
Definition

The data analysis was built on several components. Tab 1 focuses on the work
history of the participants as well as how many years a participant had been at their
organization. This provides a foundation to build upon. This historical information led to
the possibility that the participants had witnessed or experienced downsizing, which
might have led to personal setbacks or terminations. A sample of this data showed P1 was
at their organization for 9.5 years. P5 had spent 39.5 years at the same organization and
then retired. Categorizing the number of questions and beginning to code the data was the
next step in breaking down the information and understanding the data collected via the
interviews. A sample following broke down coding based on P2 data collection.
Potential coding P2

Data encompassed loyalty

Experience in downsizing

Trust

Improving belief and faith
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The effects of downsizing on organizations

Descriptive coding and themes categorized the data, ensuring P2’s responses were

carefully analyzed and presented to support or negate the research question. Data were

broken down under deductive coding for each participant. According to Medelyan (n.d.),

deductive coding refers to the event where codes have been predefined in the early stages

of the analysis. Those codes are then assigned to the qualitative data collected. As an

example, P7's coding was based on the data collected per the interview questions about

these key phrases:

Downsizing

The effects of downsizing on organizations
Improving loyalty and trust

Personal experience with downsizing

Deductive Coding

The culture within a workplace during downsizing
The experience during downsizing

Enhancing confidence and loyalty

Long and short-term effects of downsizing

Trust between employees and companies

Emerging Codes- Raw Data

Table 2 highlighted coding data at a Level 1 status. According to Gibbs (2007),

defining data provided coding as identifying concepts and finding a correlation among

the data collected by all participants. The data analysis could determine whether the
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participants supported the research by identifying ideas, similarities, and differences as
the coding began. Most participants agreed downsizing was a deterrent regarding trust
and loyalty in an organization. There were a smaller number of participants who felt
downsizing presented new opportunities. Gibbs reflected on researchers usually
identifying several passages from data collected, sharing the same coding. That was the
case with several participants based on data collected. A sample showed P3 and P8 with
similar experiences. Highlighting the similarities are reflected in Figures 4 and 5.
Figure 2

Analysis Breakdown P3

Description:

Initial Coding:

During the time of the resource action there
a sense of loyalty to
management/leadership

Raw Data:

When asked about a time when real loyalty
was felt toward the organization P3 felt a
great sense of loyalty towards the company.
This commitment came from management
providing workers with the tools to
continue working safely and remotely while
maintaining the level of productivity these
workers were used to, during the
pandemic.

Knowing employees worked hard and
stayed committed to the job, would
eventually lose their own job; yet this
person still continued to exude a level of
loyalty.

Field Notes:

P3 had shared with me there was a great
sense of loyalty to the organization that was
reflected in the sense of loyalty to P3's
current manager.
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*Figure 3

Analysis Breakdown P8

Description:

e Organizations who can show loyalty to

A time when the organization exuded employees can cement that relationship,
loyalty to you which may build loyalty and trust with
employees

Field Notes:

P8 had worked for 37 years at Co. P8 had
many different types of managers. When
asked about loyalty the question was
answered with a level of respect for whom
P8 worked for at the time.

Raw Data:

P8 always had loyalty te organization. 37
years of employment should reflect loyalty
and trust but P8 had "Zero” trust in senior

management

P3 and P8 had similar thoughts, reflections, and human experiences. Reviewing
the initial coding for both participants, the similarities focused on exuding loyalty either
during a tough time as seen in P3's data or a more ambiguous code for P8, highlighting
any time when the company had shown loyalty toward management or leadership. When
viewing descriptions of the coding for both participants, P3 shared that although knowing
the possibility of losing their job was on the line, loyalty never wavered. P8 shared
thoughts that organizations showing loyalty and trust to employees would promote
loyalty and trust. The similarities shown in the experiences of each participant, when

faced with the idea of downsizing, according to each participant's human experience, was
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a glimmer of positivity with the focus on maintaining morale among peers and coworkers
according to the data shared within the data collection.

The raw data from P3 reflected a solid loyalty to the organization with many
examples but based on the most recent support by leadership to allow their workers to
work effectively and safely during the pandemic. P8 reflected on the level of loyalty
shown in the commitment of 37 years of employment, but regarding senior management,
the belief within that division was lacking.

P3 and P8 highlight their loyalty to the organization, but P8 has less dedication
when broken down into categories for those in senior positions. When interviewing,
observations were recorded based on the verbal and non-verbal communication and
perceptions of each participant through the lens of the researcher and the experience
throughout the interview. P3 shared human affairs based on loyalty and trust within the
organization. Despite the downsizing the participant had experienced, dedication to the
participant's organization remained strong. P8 had a commitment toward their
organization based on the length of employment. There were non-verbal behaviors based
on the tone of the voice higher, lower, and at times a slim level of annoyance when
answering questions, where loyalty was in question regarding the participant's current
feelings on their organization. When addressing questions specifically regarding senior
management, that loyalty was distant and non-existent. Throughout the analysis,
similarities and differences depended on each participant's lived experience.

The analysis reflected themes and then transitioned into Level 2 coding. The

importance of coding data and including themes in the equation was to show a broader
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meaning of the coding, according to Bazeley (2009). Themes could be used as an
inclusive category or comprehensive coding description. This could allow for the coding
to be broken down into categories. Coding could be grouped into a thematic structure, as
a reoccurrence of thoughts or ideas was collected, highlighting common themes between
participants. Bowen (2006) highlighted the importance of themes, defining them as data
that emerges from the analysis, emphasizing the meaning or experience from specific or
multiple situations. The themes capture memorable moments when participants were
responding to interview questions. Those unique or meaningful statements derive into
themes, which could be defined as the thematic analysis, which is in place, according to
Morse and Field (1995), to identify common themes visible throughout an interview or
repeated in multiple interviews.

Themes could be ambiguous and hard to locate. Reviewing the data and coding to
appropriately create applicable themes involved going in-depth within the data collected
to understand the data and the conceptual meaning of what was shared in each interview.
As themes were derived from data rather than their direct experiences, applying themes is
similar to identifying an abstract entity. When determining themes, use an abstract entity
or a general concept extracted from the data collected by looking at the commonality of
the situation and finding the phenomenon. Themes can become a significant part of the
analysis as those themes link to the interview and coded data.

The common elements in the interviews contrived the themes identified in the
research. Themes and subthemes came to light after reviewing the similarities in the

responses. From the themes created, subthemes were applied to drill down further to



182

highlight the interpretations on a more granular level reflecting the meaning of the lived

experiences shared by the participants.
Figure 4

Themes and Sub Themes
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Figure 6 reflects the correlation between themes and sub-themes. The themes
were created from the coding to clarify the concepts and topics of the research. The
subthemes are in place to drill down and provide a more specific lens into the concepts
derived from the data collected. The difference between subthemes and themes is
reflected in how the theme captures the reoccurring pattern. The themes set the tone.

The themes and subthemes highlighted in Figure 6 reflect a design that shows
participants who agreed that maintaining loyalty, trust, and open communication during a

downsizing effort are actionable items that should be upheld within organizations. Other



183

themes and subthemes that had a reoccurring pattern included identifying the uncertainty
with a company's future based on restructuring efforts. The subtheme morphed into
employees who feel unstable about working in their particular organization. This was a
commonality as participants shared lived experiences with each organization they worked
for and how the instability of not knowing if employment would be long-term after
downsizing was a significant concern.

Identifying themes and subthemes was essential to capture the commonalities and
similarities in the data collection. According to Braun and Clarke (2006), themes are
representations of the research question. When themes were created, careful evaluation to
ensure themes represented a pattern based on the data collection was positively identified.
The ability to substantiate the similarities and recurrences in the data was carefully
weighted to ensure the data backed up the theme and subtheme, which was essential for
the analysis.

Level 2 coding was applied within the analysis as well. Themes and subthemes
were created based on the similarities and repetitiveness of the data in the collection.
Level 1 coding was used as a comparative tool to examine the possibility of creating
Level 2 coding, which would provide more depth into the data with a more descriptive
analysis. According to Kan (2007), Level 2 coding is sifting through sand to identify data
granules that pointedly represent each participant's experience and views. Where Level 1
coding identifies the data, which addressed the research question, Level 2 narrowed down

the focus to drill down to the specifics. Sampling is reflected in Figure 7.
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Figure 5

Level 1 and 2 Coding

Initial Coding; Sub Themes Data

The analysis reflected themes and transitioning from Level 1 and 2 coding. The
importance of coding data is to break down and understand and categorize the
information collected so the data can be reviewed and analyzed. Drilling down from
Level 1 to 2 coding provided more accuracy and clarity for themes to be morphed based
on Level 1 and 2 coding’s. The description had to be clear and concise. Once it was
completed, themes were able to evolve, and sub-themes would then be derived. Bowen
(2006) highlighted the importance of themes, defining them as data that emerges from the

analysis, emphasizing the meaning or experience from a specific or multiple situations.
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Themes based on coding served to capture memorable moments when participants
responded to interview questions. Those unique or meaningful statements are derived into
themes, which could be defined as the thematic analysis, which is in place, according to
Morse and Field (1995), to identify common themes visible throughout an interview or
repeated in multiple interviews. Themes could be ambiguous and hard to locate.
Reviewing the data and coding to create applicable themes appropriately involved going
in-depth within the data collected to understand the data and the conceptual meaning of
what was shared in each interview.

Themes were derived from data identified in the coding process. Determining
themes was accomplished by reviewing conceptual words or phrases extracted from the
data collected, looking at similar experiences, and finding the phenomenon. Articles
would become a significant part of the analysis as those themes linked the interview and
data. The common elements in the discussions assisted in creating the pieces identified in
the research.

Figure 7 highlights the correlation between the Level 1 and 2 coding’s. Once the
coding drills down to a more microscopic focus, themes would be derived from
reviewing both levels of coding. The subthemes were in place to drill down and provide a
more specific lens into the concepts derived from the data collected. The difference
between subthemes and themes was reflected in how the theme captured the reoccurring
pattern. The themes and subthemes reflected a design that guided participants who agreed
that maintaining loyalty, trust, and open communication during a downsizing effort are

actionable items that should be upheld within organizations. Other themes and subthemes
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that had a reoccurring pattern included themes such as uncertainty about a company's
future based on restructuring efforts. The subtheme which followed up on the theme was
focused on employees who felt unstable about their employment in their particular
organization, which was a commonality as participants shared lived experiences with
each of the organizations they worked at and how the instability of not knowing if
employment would be a long-term after the downsizing was a significant concern.
Identifying themes and subthemes was essential to capture the similarities and differences
in the data collection.

Data Analysis

The data analysis served as a vessel to the house. It inspected the data collected,
representing eight participants lived experiences in companies that have been a part of a
downsizing that had affected trust and loyalty on different levels. The data presented
were categorized and broken down into two levels of coding themes and subthemes. The
data presented highlighted the experiences that affected each participant professionally
and personally. The goal of the analysis was to determine if the data collected could
substantiate this research and prove the problem statement to be valid.

The analysis was positioned like a road map to start and reach a destination. This
equation was part of capturing ideas, thoughts, and experiences, which may shape a
reader's understanding and perception of each participant and their own experience with
downsizing. As the participants shared their experiences regarding downsizing, loyalty,
and trust, capturing the essence of the information communicated through questions was

the main focus. The interpretation was vital in relating to the data shared from the first-
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person point of view. The participant answered interview questions from a one-sided
perspective, whereas stepping back to examine each perspective to interpret the data
correctly was imperative for a researcher. Processing the data collected, categorized

under two levels of coding, themes, sub-themes, defined and supported by raw data,

needed to be interpreted by both perspectives.

According to Tavallaei and Talib (2010), interpreting data from a particular
perspective, the data provided can be judged by several variables. These include the
statement's credibility, how dependable the data seems, if the information can be
confirmed and whether the data meets ethical standards. Tavallaei and Talib pointed out
that researchers approach the data flexibly. Categorizing coding, subthemes, definitions,
and raw data while providing an in-depth analysis of the similarities and differences
based on each participant may change the original interpretation when the information is
broken down and thoroughly analyzed.

Emergent subthemes, coding, descriptions, and raw data from each participant are
a reflective glimpse into each participant's lived experience. The data collected from the
eight participants seemed to show a straightforward narrative supporting or negating the
research question focused on the lived experience of management and employees
maintaining loyalty and trust in corporate downsizing. Based on the eight participants'
there is a sample to follow of data for each participant, broken down into a sub-theme,
coding and presenting the raw data from the interview.

P1

Sub Theme: Loyalty
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Level 1 Coding: What loyalty means to you

Raw Data: P1 shared that they worked for a person who. "Did nothing to engage
loyalty” (P1, 2021, Tab 4). P1 thought loyalty should start at the top of an organization
and have a domino effect throughout the organization. P1 elaborated on the question of
when loyalty was exuded to P1. P1 shared an example "When P1 comes into a company
that bought out the division of a previous organization, still under manager from the
previous organization, the entire team, according to P1 remained loyal to that person, the
loyalty is reciprocated” (P1, 2021 Tab 4). P1

P2

Sub Theme: Experience in Downsizing

Level 1 Coding: Personal experience in a downsizing situation

Raw Data: From the researcher's perspective- reiterating to P2, were thoughts
focused on wanting P2 to share with me the lived experience P2 encountered which led to
the shock of downsizing. P2 responded with a personal life experience based on 40 years
at the same organization, "The atmosphere was surprised and devastated. The lived
experiences of the resource action created uncertainty, bad feelings, and a need for
empathy as friends/coworkers were going through the same experience" (P2, 2021, Tab
4). P2 (2021) highlighted the fact that there were concerns about finding another job. P2
also referred to the biggest problem of employees as the breadwinners of the family and
unable to keep a family afloat without being employed. P2 described a personal feeling of

sadness and, at times, felt overwhelmed by the sadness. P2 wrapped up the experience as
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"The overall feeling was heartbreak after spending 40 years at the organization to end the
experience like this" (P2, 2022, Tab 4).

P3

Sub Theme: Improving Loyalty and Trust

Level 1 Coding: Personal description of trust and what can occur when faith is not
reciprocated.

Raw Data: When P3 was asked what could improve loyalty and trust, P3 shared
an experience where a particular boss did not possess these attributes. According to P3,
"You had worked with this person for a year. You would not categorize him as
trustworthy or loyal. You worked in a group of 4 that reported to him. This manager, per
your reflection, seemed to be threatened by his employees taking over his job" (P3,
2021). P3 shared that the four workers under the manager were well educated. P3
discussed that the manager's degree was gained at an international school unfamiliar to
P3, not a recognizable school. P3 alluded to the fact that this could be an insecurity. P3
shared that the manager commented on employees regarding those the manager felt
wanted this person's job. The researcher re-asked a question regarding the manager's
statement and whether this behavior promoted loyalty and trust.

P4

Sub Theme: Loyalty and Experiencing Downsizing

Level 1 Coding: Effects on you and your employees when learning your

department would be downsized
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Raw Data: When P4 was posed with the question regarding loyalty and trust
during downsizing, the thought was expressed that the responsibility of P4 was to prepare
for those chosen to be eliminated as a manager. "You were requested to rank and rate
your team™ (P4, 2021). Once this was done, your rankings were compared to other team
members from other individual managers carrying out the same task P4 had shared. This
led to communicating back to P4, reiterating the stressfulness of the situation.

P5

Sub Theme: Loyalty and Trust

Level 1 Coding: Sense of loyalty toward employees, peers, or leadership

Raw Data: When P5 has posed the question regarding loyalty over the past couple
of years and shared a lived experience that stands out, where an employee or
management showed dedication to P5, the example provided involved P5's director. P5
shared, "During the most recent round of downsizing, the director shared with me that |
could have many offers regarding another role. My director highlighted that my
experience of the last 20 years added value toward finding a different job and possibly a
different type of role" (P5, 2021). P5 felt with the loyalty and support of the director and
the director's ability to flush out the fact that P5's experience should always be valued.
Reiterating back, P5 had a better understanding of their worth based on lived experiences,
and in the end, P5 was able to obtain another job.

P6

Sub Theme: Loyalty
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Level 1 Coding: Personal experience when loyalty was shown to coworkers or
management

Raw Data: | had asked if there was a time you felt absolute loyalty to an
organization. You had shared with me that, "Loyalty to you was reflected when you
would be woken early in the morning by a worker that was in the office early or an alert
on your phone that a server was down or someone needed technical assistance asap, and
you were consistently there to help," (P6, 2021). "Your goal was to ensure that any
technical mishap was repaired and working to full capacity by the time employees started
their day at the office" (P6, 2021). P6 shared that those actions reflected the loyalty P6
had to the organization. Also, the question was posed to P6 regarding when P6 felt great
loyalty to peers. P6 shared with me that coworkers, who had received P5's help with
technical work or other issues unrelated to work, which P6 was happy to do, were like
family to this participant. | reiterated that to ensure the meaning of the experience was
captured, P6 helped the employees because P6 cared.

P7

Sub Theme: Improving Loyalty and Trust

Level 1 Coding: Feeling of loyalty and trust from management and peers

Raw Data: When P7 was asked when a sense of loyalty was felt or when loyalty
was put to the test, P7 described the most recent role when you were there. "You felt you
had shown loyalty to the organization but did not feel that same courtesy from leadership.
You had shared that the company was going through re-organizations every couple of

months and management was continuously changing™ (P7. 2021). When asked about the
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organization's culture during the downsizing process, P7 stated, "You can only control
what you can control. You were advised to keep your head down and do the best job.
You felt that was good advice, as the tension and stress were prevalent among
employees” (P7, 2021).

P8

Sub Theme: Loyalty

Level 1 Coding: A time when the organization displayed loyalty to you

Raw Data: "When an organization displays loyalty, employees' perception may
reflect a sense of value tied to this action. A misconception of loyalty is that employees
who have been at organizations for years might be perceived as 100% loyal to the
company. Why would an employee stay several years if they were not" (P8, 2021)? P8
shared, "Employees have different reasons for staying at organizations, but if the right
offer comes to them, they might be used to changing jobs" (P8, 2021. P8 (2021) shared
thoughts of concern that if new opportunities with more security and stability are offered
to those who might be facing downsizing, this could cost the company money to lose a
person with advanced skills and someone with longevity at the company, as someone else
would need to be trained to take over that person's job. That training could prove to be
costly.
Similarities and Differences

The data results reflected diversity in each participant's experience. The data

below from the eight participants reflected a human perspective on each of the questions
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asked. There were similarities and differences in the data collected for this qualitative
phenomenological study.

According to Starks and Trinidad (2007), researchers delve into identifying
barriers and what constitutes a successful data collection. The research aims to educate
and provide plausible solutions for issues plaguing our society. There are usually those
who support the study and fault the analysis or have dual opinions regarding the
researcher's topic. Hanel et al. (2019) pointed out that the lack of recognition that
similarities are essential, as well as differences, should be highlighted. When participants
are brought together with a specific variable, such as a study, many factors are
considered. Demographics, sex, gender, age, education, and culture would define those
differences, even if the same shared experiences had occurred. Samples are shown below
from the data collected. Similarities and differences are reflected in these samples.
Sample Interview Questions

RQ: What are the lived experiences of managers and employees regarding

maintaining loyalty and trust in corporate downsizing situations?

Interview Question 1: Can you share a time when you felt loyalty to your
organization?

Similarities: Participants agreed that downsizing could be detrimental to the
morale of an organization. There was a consensus regarding the instability of downsizing
and the loyalty and trust that could be shaken or destroyed when companies lay off

workers. Those who remain are expected to carry the workload of those who lost jobs.
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Differences: A participant shared a healthy understanding of the need for
downsizing and supported management in making those decisions. The participant felt
this process weeded those not committed and retained those most valuable to the
organization.

Interview Question 2: 1 would like to return to when your department was
downsized. Can you tell me what the experience was like, personally and professionally?

Similarities: The consensus shared by participants was that of shock, sadness,
disappointment loss, and a diminishing effect regarding trust and loyalty toward
management and leadership.

Differences: One participant shared their thoughts on the experience and
suggested this action was a level of relief. Although the resource action was unsettling,
the participants felt the company would be more robust when the organization emerged
from this process.

Interview Question 3: What do you think are the effects of downsizing on an
organization, and how does this affect employees?

Similarities: Participants agreed that the effects of downsizing could be
catastrophic or allow a company to emerge stronger. The aftermath of downsizing can be
very hard on those losing jobs and those remaining. Leadership's goal for restructuring
also may not come to fruition as far as gaining strength financially, as shared by some
participants.

Differences: Some participants shared that downsizing can ruin an organization.

Downsizing can wipe out the loyalty employees have. Employees who provide excellent
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value to the company will leave and take their skills and talents to another organization.
This can permanently hurt an organization with no recovery in sight.

Interview Question 4: Can you think of creative strategies your leadership could
have applied to improve the experience during downsizing, especially if having to
support the same amount or more work with fewer people?

Similarities: This question was not addressed by every participant. Those
participants who were able to answer this question shared their lived experiences by
sharing that leadership needs to have a process in place where responsibilities can be
reshuffled, packages for those who wish to retire early, and outside resources to help
those who are losing jobs, to provide as much support and help to find new employment.

Differences: Some participants felt there were no strategies to apply to this
situation. Downsizing meant jobs were cut, and employees lost their way to support
themselves and their families.

Summary

The results from the qualitative responses aligned with the conceptual framework,
focusing on hermeneutic phenomenology. The data provided by the eight participants
addressed the research question; What are the lived experiences of managers and
employees regarding maintaining loyalty and trust in a corporate downsizing? The data
broken down into categories based on the questions and responses successfully provided
lived experiences describing loyalty and trust or lack of in organizations where
downsizing occurred. The data described the culture of organizations living through

downsizing and the effects of the organizational culture. According to Schein (2010),
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culture sets the tone for how employees interact and navigate their behavior in the
workplace setting. As Schein had communicated in the research publications, there were
three levels of culture. Schein highlighted the early stages in a company, midlife, and
maturity, as employees seek to wind down their careers. These variables may be relevant
in some organizations, but these levels may or may not be irrelevant for those companies
going through resource actions. The commonality throughout the shared experiences was
the hope of stability in collecting data.

According to Schein (2010), going through these stages would have been the
consensus of the participants. This idea of being at an organization throughout a person's
career without facing layoffs would be ideal for those participants of this study. Lived
experiences in this study revealed employees had emotions ranging from betrayal,
distrust, and a level of abandonment to those who understood the reason behind
downsizing, but the empathy for those affected was present in participants who kept their
jobs while witnessing their peers losing theirs. According to Market Business News
(n.d.), the human casualties can be numerous when management acts on conducting an
organizational downsizing to cut operating costs and reduce organization size.

The eight participants interviewed shared that even though companies are taking
action to improve efficiency and productivity and maintain their competitive edge,
maintaining trust and loyalty toward leadership is still a constant struggle. The
commitment to a company has decreased. Victims who lose their jobs without any
consent or say in the matter and survivors who watch these occurrences are expected to

pick up the slack without increased pay or proper training are not feeling an abundance of



197

loyalty to the organization. These events can shake up employee loyalty and
commitment. Data also revealed that if creating strategies were developed by leadership
when downsizing occurred, this action would reflect a level of compassion and empathy
from leadership.

According to most participants, Downsizing was not met with participants willing
to remain loyal or committed. Suppose leadership can re-evaluate the need to cut jobs and
creatively move around employees to departments who are not needed in their current
roles or find temporary positions for them until they can be placed permanently as an
alternative solution to sustain jobs. In that case, those actions may go a long way in the
eyes of employees worried about losing their jobs in a resource action. Downsizing is not
ideal in a world where employees seek stability, such as those who participated in this
study. Still, if downsizing occurs, applying creative strategies to maintain jobs would be a
step in the right direction. Chapter 5 will delve into the findings and how the data is

interpreted. The limitations will also be addressed, allowing future studies to continue.
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Chapter 5: Discussion, Conclusions, and Recommendations

This qualitative phenomenological study highlighted the importance of
employees' loyalty and trust in organizational leadership and management. The study
served as a tool to reflect the lived experiences of those who have been through a
downsizing effort and how creative strategies may preserve the commitment employees
may have for their employer if other options were presented other than human casualties.
"Based on statistics collected by the U.S. Department of Labor (DOL), extended mass
layoffs have affected on average 1.3 million employees in the period 1996 through
2003—at higher rates during the recessionary period that began in 2000, at lower levels
in the booming 1990s" (U.S. Department of Labor, 2006, p. 1).

The study revealed challenges employees faced when going through a downsizing
event. As P8 clarified in the data shared, loyalty is reflected in how long an employee
stays with an organization. P8 shared no confidence in P8’s personal opinion when asked
about trust. P1 felt that loyalty started at the top of an organization and had a domino
effect in a perfect corporate world. The participants identified their personal and
professional experiences and feelings about downsizing. The data and outcome revealed
different perspectives on how downsizing occurred and whether there is a right or wrong
way to do this. The cohesiveness in the data came in the middle of the interview when
asked about the effects of downsizing on organizations and employees. The responses
were similar. There was fear, anxiety, and, for some employees, devastation set in. These
events created anger and resentment for most participants as those who remained watched

peers and friends lose their livelihood.
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According to Blau et al. (2012), a study involving a survey examined the impact
of variables regarding downsizing and the effects on employees. The survey dove into
topics that touched on each participant's experience with organizational layoffs. Blau et
al. (2012) examined the willingness of employees affected by downsizing to recommend
the current employer to other prospective employees or to be able to speak highly of the
company. Blau et al. reflected on findings that highlighted those employees angry about
being laid off were less likely to recommend the organization, as the bitterness was
present in their attitude and mindset. Those laid off but in great need of being employed
were more willing to speak well of the organization and reapply for a job from a
company that had just let them go. According to Sucher and Gupta (2018), two
components contribute to this trend in downsizing, automation, and fierce global
competition. Organizations have had to rethink their strategies regarding workforce and
economically surviving. Restructuring and continually laying off employees is disruptive
to the environment, lowers morale, and long term, in the opinion of Sucher and Gupta
(2018), can hurt productivity and damage company profitability.

This research study focused on presenting lived experiences of employees
touched by downsizing. Whether management and subordinates were affected, data
revealed anxiety, anger, and confusion regarding each participant's occurrence when
involved in a downsizing effort. Raw data showed that participants did not understand
companies' downsizing decisions versus other cost-saving methods. According to Sucher
and Gupta (2018), layoffs have become the default when the economic future becomes

uncertain. In the US, the Bureau of Labor Statics reported that 880,000 to 1.5 million
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employees had lost jobs between 2000-2008 and 2010-2013. Jobs were lost, even when

the US and global markets rebounded economically. When COVID-19 surfaced, the US
faced another blow to employment. According to Richter (2021), COVID-19 resulted in
114 million employees losing jobs in 2020. According to the International Labour
Organization (2021), the massive impact of labor markets had a devasting loss of
employment during 2020. Current figures account for the ILO, showing that 8.8% of
global working hours were lost last year. The ILO highlighted that this staggering percent
was equivalent to 255 million full-time jobs. Bordia et al. (2011) spoke on the history of
organizational change management, which revealed data reflecting how attitudes and
behaviors were shaped in the image of stability or instability of regime and experiencing
downsizing. The event which caused the drastic change, such as downsizing or possible
layoffs, may spark a reflection in employees' attitudes. Variables such as trust, loyalty,
job satisfaction, turnover rates, and flexibility may have altered the point of view of an
employee if there is fluctuation. This phenomenological qualitative study focused on
those participants who have gone through the beginning phases to the end of a
downsizing effort, no matter the reason, whether catastrophic such as COVID-19 or
simply reducing overhead to increase profits. Participants shared their experiences and
described firsthand how employees, through their perception, had viewed management
and leadership during the downsizing effort. Participants discussed leadership and
management's attitudes when peers lost jobs, and those who remained had their workload

doubled or tripled to pick up the slack. The data showed a similar lack of concern for
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those participants left behind in some cases for those employees who were losing their
jobs.

Sucher and Gupta (2018) touched upon creative strategies in the wake of
downsizing. The researchers shared that companies are searching for new methods to
handle workforce changes when needed. A large US telecommunications company had
decided in 2013 that as the times were changing in this advanced technological world,
100,000 out of 240,000 employees were in jobs that would eventually be obsolete.
Instead of letting go of valuable talent, the company decided that retraining the
employees was a more viable option.

This study aimed to reflect on downsizing experiences by analyzing the data and
imagery shared by participants to truly understand the effects of downsizing and the
importance of creative strategies put in place to maintain jobs. Applying shorter weeks or
willingness to take less vacation as an organization to save jobs may be valuable
strategies. Initiatives s such as this may lead to fewer casualties over time from
companies. This study should share data with leadership to promote a creative approach
highlighting the benefits, which may save jobs and maintain valuable employees while
still reaching corporate goals if cutting back and realignment is needed. These strategies
would help to restore loyalty and trust in organizations that made an effort to take these
steps in preserving employment.

Interpretation of Findings

Interpretations of findings were based on the central question:
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What are the lived experiences of managers and employees regarding maintaining

loyalty and trust in corporate downsizing situations?
The data collected per the interview questions revealed a diversity of lived experiences.
Participants described their loyalty and faith and how downsizing affected these
variables. The data collected were an in-depth personal experience from each participant
sharing their lived experiences and how downsizing had affected them. The data
collected from each participant are below in Figure 11. This is an example of the lived
experiences shared in the interview process. Themes and subthemes were also identified
based on the data collected. Refining those two components was the next step in drilling
down to the simplest form to determine the meaning of the data. Applying the conceptual
framework, which encompassed researching employees, managers, and the correlation to
loyalty and trust in the lived experiences of employees experiencing downsizing, was
reflected in the data collected and brought to light through the human experience—
applying the hermeneutic phenomenological approach, along with the conceptual
framework assisted in structuring a solid foundation to build on. The framework assisted
in creating themes and subthemes to correctly display the data in the truest of meanings.

The first theory applied to the data focused on dispositional theory. This theory
supports this theory by exploring the human personality based on habitual patterns of
behavior, revealing thoughts and emotions when faced with downsizing, and the behavior
associated with those turn of events. Examples of themes that highlight the critical
components in which employees focus on instability in the workplace also support the

dispositional theory. The raw data reflected the employee's perspective. Two managers
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shared their lived experiences. Those two participants had to either choose existing
employees who would be laid off or let their team know those newly working under this

new manager would lose their jobs.



Figure 6

Themes and Data Representing Dispositional Theory
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Dispositional theory dives into the human personality to understand traits,
behavioral patterns, and how to correlate those components with action and reaction to
events in a lived experience such as downsizing, as shown in Figure 8. According to
Gerhart (2005), approaching attitudes towards jobs is essential when looking at
organizational behavior. Gerhart speaks to observing personal and situational factors
when attempting to determine attitudes and behaviors in the workplace. When
considering the personal and professional strain when downsizing occurs, understanding
the human element of employees and preparing for reactions indifferent to right or wrong
may help management shine a light on the downsizing effort and show both sides to
create a level of understanding from employees. This may support maintaining trust and
loyalty.

As seen in the data presented in Figure 8, the first theme listed is loyalty and trust
contributing to a healthy work environment. Understanding the rationale of employees
with reactions, feelings, and appropriate or inappropriate behavior when changes such as
restructuring or downsizing occur is an element that should be studied and analyzed.
Results may reflect properly communicating such changes to employees while
maintaining loyalty and trust. These steps may spotlight leaders' value and respect for
their employees, regardless of the situation or outcome.

Downsizing can cause an unstable work environment. According to the raw data
from the participants reflected in Figure 8, under the theme highlighting instability
among workers, there is a chance of behavioral changes affected by the news of

downsizing. Gerhart (2005) reviewed literature, which revealed that within a person's
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consistency, meaning the behavioral makeup, there is a possibility there can be level
changes in attitudes and behaviors when dealing with changes in the workplace. These
changes may reflect situations such as downsizing when workers fear losing jobs.

In Figure 8, raw data are revealed by P5. The lived experience shared was that of
being new in a management position and abruptly thrown into the fires of a downsizing
effort. The data revealed that P5 was new and had minimal training to handle a situation.
The environment was fraught with hostility and anger toward P5 for a decision above this
manager's level. According to Smith et al. (2018), dispositional theory does not exclude
what is valued by human beings; this research would apply to job security. The feeling,
need and desire to want stability on the employee's side apply when a downsizing effort
occurs. When leadership decides to restructure to cut costs to increase the bottom line,
those who lose jobs and become human casualties may have a total reset in their
behavior. The environment might remain more stable if creative strategies were applied
to minimize the human element losing employment.

The second theory applied was the affective event theory (2013), which focuses
on the view that emotions are central to how employees handle positive and negative
workplace situations. P2 shared a personal work experience to reflect an example of
commitment. P2 was hired into the company and had worked at this organization since
P2 was 18 years old. P2 thought they would stay at the company for two years and move
on. Forty years later, P2 had given loyalty to the company, shown in many ways; an
essential aspect is that P2 stayed with the organization through good and bad times for

approximately 40 years. P2 said they were hired at such a young age, getting good
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managers, benefiting from the organization, and working with good people along the way
defined loyalty to P2 (P2, 2021). The dedication was based on factual components,
including job, benefits, and an emotional level. The company made sense of security and
commitment to P2, so in an unwritten contract, P2 made that passionate commitment to
the organization. After all those years, P2 was finally affected by layoffs, and the
devastation was tremendous.

P8 shared lived experience based on an interview question regarding employees '
perception of downsizing and whom it would affect. The response from P8 reflected a
range of emotions. P8 shared those employees are scared to death to be let go without a
job, benefits, or paycheck. It was shared that if an employee can withstand the
downsizing effort and remain employed, many emotions are felt by those left behind.

The emotions run the gamut depending on the employee and what that person did
at the organization. Another emotional high and low were shown by those who remained
employed. After the euphoria of knowing you have kept your job, reality takes over, and
there may be fear the next time when those survivors may eventually lose their jobs.

Affective Events Theory (2013) helps to identify how emotions and behaviors
connect with job performance and happiness on the job. Understanding how employees’
feelings tie into the workplace may be critical in determining how workers may handle
difficult situations in a work environment. Another ideology shared spoke about the
relationship between internal influencers, such as emotions and reactions, which could
occur when incidents happen during a workday. When employees learn that downsizing

could occur, understanding how that news would affect a person and affect job
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performance, commitment, and long-term job satisfaction if they retain their job needs to
be considered before announcing this type of effort.

According to P8, when asked about personal feelings on creative ways
downsizing efforts could be made with minimal casualties, P8 responded that offering
more support to employees would be helpful. P8 added that treating employees with
dignity and respect for the work given to the organization would be appreciated. P8 feels
as though companies are forcing employees out the door because irresponsible financial
decisions are made, forcing the company to make cuts at employees' expense.

According to P8, forcing layoffs on those older employees close to retirement age
is not the correct answer to save money. If the employee chooses not to take the package
and wants to continue to work, that employee may take the chance of being laid off and
will receive nothing. P8 felts that this choice showed no loyalty to the employee and did
not provide an incentive to promote commitment toward the organization. These
behaviors were driven by emotion. If employees were worried about the organization's
instability and having a job, it could affect their mental health and job performance.
Psychologists Weiss and Cropanzano devolved affective AET (2013). According to
psychologists, the focus highlighted that any small or large task, comment, or simply
offering could affect employees emotionally. Positive and negative situations at work,
such as merely a bad day or finding out a resource action may be occurring, can cause
mental anguish. This type of communication may hurt a company in the long term.
Taking employees' emotions seriously and weighing this variable when making decisions

on reorganizing may take some thought outside the box.
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However, implementing creative strategies may save the organization capital and
a loss of employees' trust and loyalty in the long run. Leadership should consider the
emotional well-being of employees when strategizing on how to cut costs and increase
profit. If downsizing is the only option, it is essential to remember those employees
remaining after the layoffs may still feel instability and nervousness. Leadership needs to
consider this when cutting back. Companies that take this action are looking to increase
value and competitiveness in the market. The assumption is that management does not
want to cause irreparable damage to employees, clients, or the brand, which may not be
easy to recover from. Downsizing may not reap the rewarding leadership is hoping for
with this type of action. According to Beer and Nohria (2000), despite some companies’
success in change, initiatives such as downsizing, new infrastructure, or adjusting the
corporate culture, according to the researchers, have a low percentage of success. When
there is a rush to change, whether it is pressure from outside influencers or internal
pressure, the more rushed leadership is to make sudden monumental changes without
taking the time to think through the pros and cons, the more the decision can become
overwhelming and lose the original purpose for why the changes were occurring in the
first place.

Limitations of the Study

This research study has limitations. The first limitation was a smaller sample size
than expected. Reaching saturation with eight participants was unexpected. If time
permitted, questions could have been expanded to cover downsizing and the numerous

benefits creative strategies may have in assisting in maintaining jobs. There could have
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been a deeper dive into the subject area. According to Clancy (2019), examining the
external and internal validity of the study is key to knowing whether the participants who
took part were enough to provide a conclusion to the study. The sample size would need
to show diversity in the data collected. Although the participants worked at a variety of
organizations and shared the experience of going through downsizing, a more in-depth
look would have added substantial data supporting or negating the need for downsizing
and if creative strategies would prove to have a positive or negative effect on companies
attempting to right-size while decreasing overhead and working to increase profit.

Another limitation was the limited focus of this study. Downsizing can take many
different forms. In this study, the focus was on employees losing jobs based on
downsizing efforts. Pursuing this study to take a deeper dive into those employees who
chose to leave by taking early retirement or finding another job outside the company
would provide a broader spectrum to this study. Examining employees who feel pressure
to take buyouts would give a greater understanding of needing strategies so employees
can make informed decisions on their futures in their perspective companies. Employees
should be able to make financially and psychologically beneficial decisions for
themselves and the organization. Companies that reduce headcounts without taking the
time to research all the alternatives available rarely achieve the long-term success they
inspire to gain.

In contrast, stable employers do everything they can to retain their employees.
More than 3 million Americans lost their jobs in 2008. However, 81% of the top 100

companies in Fortune's 2009 list of “Best Employers to Work For had no layoffs that
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year” (Cascio & Wynn, 2009, p.12). Continuing studies may focus on creative strategies
and the realism of incorporating those strategies into our corporate society. Other
limitations included other employees associated with the participants, who would have
been valuable to speak with if available. The study could have taken a deeper dive into
downsizing to expose whether employees who remained could be more efficient and
productive with less staff or if the pendulum swung the other way, with businesses
suffering from losing valuable employees. These are variables that can be pursued with
further research.
Recommendations

The findings in this study reflect the evidence that layoffs and downsizing have
long-lasting effects on employees and shake the foundation companies work so hard to
build to create strong loyalty and trust in organizations. Suggestions or recommendations,
such as leadership providing transparency and implementing creative strategies where
employees have options other than losing jobs if companies hit hard times, would be a
start in maintaining employee loyalty and trust even when companies are going through
tough times. Another recommendation would suggest the continuation of a research study
such as this. Examining the human experience of downsizing through the lens of
employees and management who have experienced this type of action first-hand and
witnessed the effects of these actions may be able to provide best practices. These
employees may be able to enlighten management and leadership about offerings
beneficial to employees who find themselves in a place where their job is being

eliminated.
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Recommendations, when leadership has justified layoffs, would include a need
for open communication between leadership and the workforce. Implementing a line of
communication rolled out when downsizing is announced may provide confidence and
security to employees who may be affected by this action. According to Chisolm-Noel
(2022), when layoffs occur at an organization, communicating five key points is
recommended when discussing affected employees. Sharing the reasoning behind the
downsizing effort provides a level of justification to the involved employee that cutting
jobs is not personal but a business decision. Communicating timelines is essential so
employees can plan and mentally prepare themselves for upcoming events.
Communicating benefits and any outside companies offering job assistance, resume-
building skills, or training may reflect the level of commitment leadership has to its
employees even though layoffs occur. Explaining the following steps and answering
questions are crucial to maintaining trust and loyalty when these two components are
fragile, and employees’ emotions run high. These steps in the communication process can
go a long way for affected employees. These steps may help to minimize anxiety and
fear.

Recommendations include leadership talking with other companies to inquire how
layoffs are handled and communicating with headhunters and other organizations who
might be short-staffed or willing to take on those employees with skills that would fit into
a position somewhere else current organization is realigning themselves. Job swapping
may be an alternative to employees losing their jobs. A company that is hiring can take

on an employee losing their job, if they are willing to pay their salary and cover their cost
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for their existing benefits at their full-time employer, the employee would have a job and
maintain that job until their original employer can place them in another position at their
original place of employment. According to Doyle (2020), layoffs are not the only choice
companies must make to reduce costs. Employees can become part of a temporary
worker program that enables a company to cut costs while allowing workers to maintain
employment. This is an example of creative strategies being applied to work to maintain
loyalty and trust by showing the commitment of leadership to its workforce.

Preparing employees for other roles in a company in case jobs are eliminated is an
essential recommendation regarding caring for employees and ensuring other
opportunities are a viable option. Mailepors (2015) suggested that the need for an
increase in training and development is vital in times of downsizing and rightsizing.
Training is beneficial to the organization and can be helpful to employees. This type of
investment in employees reflects loyalty and trust shown by management to their
workers. The feeling can be reciprocated by increasing the commitment employees have
to their employees.

A final recommendation made focuses on the survivors of downsizing.
Management should remember those employees who lost jobs and those who remain
employed, as they have watched peers, management, leadership, and friends lose jobs.
When organizations downsize after the event, companies are left with “Layoff Survivors”
(Heathfield, 2020, p.1). Heathfield highlights that while downsizing may positively affect
a business’s bottom line, the goals must be redirected to investing and bolstering those

workers who remain in their roles. Boosting morale is essential to increase productivity
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and rebuild trust between leadership and the existing workforce. This step could rebuild
relationships and reassure those employees who have remained that the organization
values them. Veing upfront and answering questions about why workers were let go and
any further resource actions is a meaningful discussion. This honesty can work to
reassure and rebuild trust with the survivors.

Recommendations to minimize human causalities, as mentioned above, may help
to solidify trust and loyalty, and improve leadership's relationship with workers. Other
suggestions, according to Gandolfi (2008) through the research of Vernon (2003) and

George (2004), are included below in Figure 9.



Figure 7

A Framework of Cost Reduction Stages

First Stage

Short Range Cost
Savings
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form of downsizing

Mandatory Vacation-

Request all employees to
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vacation time- with the
assurance employees will
hae job security
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on ideas for cost
cutting procedures, so
jobs will not have to
eliminated. This action
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Second Stage

Mid-Range Cost
Savings

Extended Salary
Reductions-
Employees might not
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Employee Lending
Program-A company
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another company for a
set period of time and

pays back the orginating
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and benefits
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enough to be presuasive
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Third Stage
Long-Term Cost
Savings

Maintaining
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sending links to recroiters,
sites which will help build
resnmes, and firmz who
are hiring

Internal Job Fairs-
Previous employees can
reapply and interview
for other roles at the
organization

Eehiring Bonuszes-
According to Gandolfi
{2006) research has
shown employees
frequently refurn to the
downsized firm with
improved monetary
rewards
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These recommendations from Vernon (2003) and George (2004) are reflections of
the scholarly community wanting to make a difference by presenting feasible alternatives
to laying off employees and, as with the current research, applying creative strategies
such as working with employees to inquire about their suggestions on how to cut costs
without cutting jobs can help to minimize job loss.

Implications

Several factors from this study highlighted the implications of downsizing. The
negative perception employees have toward leadership and management concerning
downsizing, trust, and loyalty was visible in 8 out of the 9 participants. The majority of
the participants felt they were not being seen by management. The participants expressed
concern and disappointment about not feeling valued as workers and loyal employees.
Themes applied to the data were meant to reveal implications such as participants feeling
if certain behaviors from leadership had occurred, the culture could have been more
positive and stable.

Applying themes such as a solid commitment to loyalty, which participants felt
leadership fell short on, was a letdown for most participants. Participants shared lived
experiences, such as when jobs were lost, the commitment the employees had, which was
once unwavering, dwindled by those losing their livelihoods. According to Stroh and
Reilly (1997), employers’ attitudes represent money first, and employees are lower on the
list. Employees are not the first concern anymore, according to the researchers. The
researchers suggested that employees have been like free agents for ten to twenty years.

Trust is low, and anxiety is high. Loyalty toward organizations has faltered.
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Other themes describing participant's experiences and the implications of the
events and outcome during downsizing are represented by loyalty contributing to a
healthy work environment, a solid commitment to a culture built on transparency, open
communication, and leadership while creating a stable environment where workers are
not constantly worried about their jobs. Not taking the data in studies such as this
seriously can lead to low productivity, increase the cost to companies to continually train
new employees, increase turnover, and decrease loyalty and trust in organizations and
their leadership and management. According to Kriz et al. (2021), who spoke on coping
with organizational layoffs, management actively listening to employees concerned about
job insecurity is vital to the wellbeing of an organization. Kriz et al. argued that an
increase in communication facilitated by management focused on talking to workers
about any instability they felt from going through layoffs suggests an overall value that
may decrease the anxiety of losing jobs and decrease job insecurity, ultimately
strengthening trust and loyalty.

Applying the phenomenological hermeneutic methodology provided the eight
participants a platform to share lived experiences. Participants provided a sense of what
each participant went through when there was fear of losing jobs or watching peers who
had worked for years at an organization lose their job. Participants' perceptions of being
forced to stand by and witness these actions were an unwavering loyalty to those
affected. There were similarities reflecting employees losing faith and trust in a company

willing to lay off employees who had spent most of their career at an organization.
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Transparency was also discussed, and how downsizing affected the culture at companies
going through these resource actions.

The importance of this study can make a difference, as employees' perceptions
can have a ripple effect on an organization's negative or positive culture. Employees
going through downsizing can feel threatened by their environment, which would invoke
coping mechanisms to survive. This can be perceived as aggressive or harmful behavior
when just the worker attempts to find their footing in an unfortunate situation (Lazarus &
Folkman, 1987). Empowering employees with clarity and constant communication
during a downsizing may enable workers to maintain loyalty and trust. Management's
actions could be perceived as a valiant effort to show support and appreciation for their
workers, even if decisions such as rightsizing are inevitable.

The implications of the data are essential to understand and possibly do further
research. Senses such as diminishing loyalty and trust can affect companies long-term
and become a deterrent for workers to either want to stay at a company where morale is
low or recommend their company to anyone else as a possible place of employment.
According to Berry et al. (2021), the benefit of employees being loyal is two-fold. The
researchers pointed out loyalty can have a binding effect (Berry et al., 2021, p. 1). The
bonds that form is interpreted as a psychological bond between employee and employer
and a form of a shared goal of a successful organization. Loyalty can also affect how well
a person performs at their job, manages stress, and possibly opens new company
opportunities. The researchers shared their philosophy which encompassed showing

loyalty to an organization means employees are showing their trustworthiness. The
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researchers also pointed out that trust and commitment can be scarce without belief
among workers and management.
Implications for Social Change

Based on the research and data in this study, implications for social change
depend on identifying creative strategies organizations can apply when faced with
downsizing within an organization. This research has shown options for companies to
make cuts in the organization to reach their financial goals while streamlining the
workforce. Lessoning human causalities is a social change that would impact our society
globally. When companies talk about terminating employees, this is usually not a
favorable decision made by leadership that will reflect well on employees who lose their
job. People work to support their families, themselves, and their lifestyles. People are
dependent on their jobs, and those jobs most likely are tied to security, social status,
stability, and mental health. When there is job loss, this affects our society. The rate of
depression can cause mental health issues and personal tribulation with family, children,
and spouses. Money problems can cause stress, leading to heart attacks or other health
issues. A person who might have been a thriving part of the community and supported
that community financially and socially may now become a recluse with a whole new set
of problems.

Downsizing can affect the world globally. According to Andreeva et al. (2017),
several psychological health illnesses may be related to downsizing, including anxiety,
depression, and emotional exhaustion. In a study conducted by these researchers, there

was an observation of psychological ill-health in the case of strategic downsizing. There
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was a clear association between losing jobs and having mental health issues. When
something like this occurs, it affects not only the person or their families but our society
as a whole.

Taking steps toward working to retain jobs, no matter how creative or out-of-the-
box thinking needs to be done, can benefit society. Taking steps to apply innovative
strategies such as minimizing hours for employees, being willing to give up vacation
time, and looking to other companies who may need the help within their organizations
may be a place to start. Employees depend on job security, stability, and being able to
support their families. Our global economy depends on people working, making a living,
and supporting their communities, which supports the world. Social change means human
interaction and relationships are consistently built upon culture, commonalities, and being
an active community member. Being an active member of society means being mentally
stable, having a purpose, providing for yourself and your family, and giving yourself to
your community and those in need. Being able to carry out these tasks depends on having
stability in life, including financial stability. For most, this means having a stable job.

Stakeholders, leadership, and management must rethink downsizing, rightsizing,
and restructuring. Maintaining loyal employees who consistently give back to the
organizations is vital for our society and economic growth. If layoffs are unavoidable,
applying creative strategies, so employees do not have to lose jobs will benefit employees
and make a healthy choice for our society's mental health and well-being of our

community and on a global level.
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Conclusions

This qualitative hermeneutic phenomenological research study highlighted
employees' lived experiences based on personal experiences with downsizing. The
interview questions served as an instrument to collect data to support or negate this study.
The question dove into the personal and professional experiences of each of the eight
participants, their peers, and their leadership. The research captured common themes and
reflected on differences when discussing the justification of downsizing and the
opportunity to introduce creative strategies as a part of the downsizing plan to minimize
human casualties. The study revealed there were mixed emotions about the way
leadership handled downsizing. Some participants thought the communication was
severely lacking, and there was little transparency. Other participants understood why the
administration decided to downsize. Still, as peers and large groups of employees lost
jobs, guilt and resentment for some of the remaining participants were apparent.
Participants felt they lacked loyalty and trust in the organization as management let go of
workers. Five of the sample size were employed at their respective organizations for 18
years. Being laid off caused grave worry about finding another job and, in some
employees, sheer devastation.

The study reflected commonalities and differences as organizations have changed
dramatically over the past decade. Participants’ perspectives were similar in that
leadership believes that downsizing was the only option when times were terrible.

According to the Harvard Review, "Most of their initiatives—installing new technology,



222

downsizing, restructuring, or changing corporate culture— had low success rates. The
brutal fact is that about 70% of all change initiatives fail" (Beer & Nohria, 2000, p. 1).

Perceptions were also skewed in this process. Some participants perceived
leadership was laying off employees whose salaries were higher and rehiring new
employees to serve as replacements offering them a lesser financial package to save
money. Participants also perceived the communication between leadership and
employees to be lacking. According to SHRM (2022), managing communications is a
significant part of transitioning to a post-downsizing environment. As the eight
participants shared, communication from leadership was critical when companies
downsized. Transparency was essential as well. Those losing their jobs did not want to
feel in the dark.

Seven out of eight participants in this sample size felt that leadership needed to
communicate with those employees about to be laid off. Sharing valuable information
such as how to maintain benefits, the date of the last check, exit interviews, and if
outplacement services would be available were all essential aspects of feeling as if the
company was taking steps to support those employees affected. There were also various
feelings when employees learned they were laid off. Most of the participants did feel
stressed and saddened, but one person felt relieved. The person worked at the same
company for 18 years and has watched peers lose jobs yearly for approximately ten years.
The participant was tired of worrying about when they would be next. It was a relief to

that participant when it finally occurred.
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When creative strategies were discussed, participants doubted leadership would
entertain other options than laying off employees. Participants thought different
approaches should be introduced into any restructuring process. Retirement packages
were probably the most popular answer when the question was asked. It was brought up
about cross-training employees so that those employees would be more valuable to the
company. Employees felt their morale and ability to trust the organization diminished
when peers were let go. Those who remained at the organization felt overwhelmed and,
on some level, disenchanted by leadership, knowing this could happen to them at any
time. Studies have shown that companies are making strides to apply strategies where
workers do not have to lose their jobs, as companies need to change with the times.

As the eight participants shared in-depth experiences regarding downsizing and
how this action affected organizations, the question of how creative strategies taken by
management to preserve jobs might increase loyalty and trust. Participants in this study,
who had shown to be long-standing employees, were willing to stand by the
administration even through tough times, as long as leadership stood by them. Creating
opportunities such as job sharing and employee swaps would be a step in the right
direction to reflect a feeling of loyalty and appreciation from management to their
employees. Cross-training employees or robust retirement packages would be another
way to minimize human casualties.

Leaders need to be bold and step outside the box to investigate how to reduce
costs without putting employees out of a job. If layoffs are not done with a great deal of

thought, according to Sucher and Gupta (2018), research has shown that ill-planned
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releases rarely help leaders reach their goals. Well-thought-out downsizing initiatives
with the integration of creative strategies to maintain employment for workforces who
believe and trust their organizations may be more beneficial than laying off loyal
employees who provide value to organizations. Careful consideration in the hiring
processes to ensure a leaner approach may help eliminate the need to cut jobs
consistently. Leadership should take stock in valuing employees committed to the
organization. Employees will feel more appreciated and stable in their careers if this is
done. This course of action would be a tremendous relief to those employees who want to
ensure their legacy at their job shows they are committed to a long-term psychological

contract that they intend to fulfill.
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Participant Initial Codes Subthemes  Themes Description Raw Data
Code Definition
P1(R2) What Lo Loyalty Focusing on The
loyalty means to yalty may contribute to empowering employees to current
you a healthy make decisions traditionally = manager
environment- made by management and supplied that
starting at the top refocusing on employee atmosphere.
engagement, a collaborative = The best
environment, and how to example was
allow the human elementto  that of the
find success might heighten =~ manager P1
the interest of employees to ~ worked for and
relearn how to trust in their  the peers that
organization. reflected
loyalty toward
the P1
P1 (R4) Personal Tr Leaders 50-60 years ago, Wh
definition of trust ust hip maintaining a leadership and shareholders | en layoffs

culture built on
transparency and
taking
responsibility for
the changes that

occur

made the decisions, and
employees delegated their
duties without question or
hesitation. In current times
of empowerment and the
need for loyalty and trust,
managers should step back
and allow for more
autonomous relationships,
which may create a more

solid relationship.

occurred, P1
remained
employed.
Although it
was hard for
P1 to watch
peers lose jobs,
the
organization
offered P1
salary
increases and

other benefits



P1(R3) The
sense of loyalty
toward an

organization

P2 (R6)

of loyalty shown to

an organization

Feelings

Eff A solid
ects of commitment to
Downsizing loyalty toward an
on organization

Organizations

yalty

unconditionally

Lo Loyalty

may contribute to
a healthy
environment,
starting at the top
of the corporate
ladder & working

its way down.

Loyalty can be
driven by emotion.
Employees who have a
certain level of attachment
to their current employer
are less likely to leave their
job for something better. To
increase employee loyalty,
leadership may work to
increase positivity while
trying to negate negative

feelings and behaviors

In the last 20
years, there seems to be a
shift in the relationship
between employees and
leadership. There seem to
be new definitions of
commitment, loyalty, and
the ability to maintain

stability.
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to entice P1 to
stay.

Dur
ing the
pandemic,
loyalty and
empathy were
reflected in
employees. P1
felttobea
recipient of
that loyalty. P1
had shared that
the team P1
was a part of
had a robust
collaborative
approach,
which reflected
the
commitment of
loyalty.

The
processes,
rules, and
loyalty were
intact after
being at the
organization
for as long as
P2 was there.
P2 felt a great

sense of



P2 (R8)

P2(R9)

Feelings
toward management
during the resource

action

Definitio
n of loyalty through

the years

Lo
yalty

Eff
ects of
Downsizing
on

Organizations

Leaders
hip maintaining a
culture built on
transparency and
taking
responsibility for
the changes that

have occurred

Leaders
hip's mission and
goals for the
organization- has
that been altered in
light of the

downsizing efforts

When layoffs
occur, the mood of the
employee can change.
Although leadership's goal
may be to eliminate the role
and save money, not
necessarily the person, that
individual is left without a

job.

Loyalty from
those employees who have
remained at the
organization after layoffs
may have a different level
of loyalty than before.
Those who survive the
layoffs may show signs so
burnout, their absenteeism

may become an issue, their
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commitment to
the employer.
Even when P2
was a part of
the downsizing
effort, P2 was
still loyal to the
company and
the client

The
re were those
employees like
P2 that had
been at the
organization
for years.
Those
employees felt
a strong sense
of
abandonment
and loss of
pride.

Acc
ording to P2,
most peers
were loyal to
the
organization as
they had been
with the
company for so

long.



P3(R10

P3(R11

Feeling a
sense of intense
loyalty to the

organization

Lived
experience when
downsizing
occurred in your

organization

Lo

yalty & Trust

Ex
periencing

Downsizing

Loyalty
& trust may
contribute to a
healthy
environment-
starting at the top
of the corporate
ladder & working

its way down.

Transp
arency & an
understanding of
why this type of
action is being

taken

productivity may decrease,
and the level of trust could

suffer short or long term.

Loyalty needs to
run both ways, not just on
the shoulders of the
employee. Employees may
feel entitled to a mutually
respectful relationship
between employees and
leadership. There may be an
unspoken rule, whereas the
obligations and
responsibility lie on both
leadership and the
employee to remain loyal to

each other.

Employees who
fall victims to forced
layoffs lose their
livelihoods, on some level,
their identity, and at times
their ambition to work. The
stress can be overwhelming.

Employees who have
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According to
P2, the most
vital loyalty
was reflected
with the client.

Acc
ording to P3,
there were
times when P3
worked for
management
who did not
have P3's back.
Other times,
such as current,
the feeling is
mutual when
P3 feels the
manager would
do anything for
P3. There are
advantages to
working for
someone who
you believe in

P3
shared that it
was
devastating to
watch. It also
created
underlying

instability,



(R13)

P3

P4(R14

Lived Im
Experience of trust proving
and what can occur Loyalty and
when it is not Trust
reciprocated

Lived Lo
experience when yalty &

learning your Experiencing

department would Downsizing

be downsized

Loyalty
& trust may
contribute to a
healthy
environment-
starting at the top
of the corporate
ladder & working

its way down.

The
atmosphere during
a layoff as
management is
stressed over their

team losing jobs

experienced this can feel
alone and isolated and
suffer depression and
anxiety, which may affect
obtaining another job.
Companies may
choose to prepare a
downsizing team comprised
of HR representatives, legal
analysts, one or two people
who represent leadership
and specific employees
from management to
communicate effectively on
the downsizing efforts,
answer questions and listen
to the employees’ point of
view as far as how this is
affecting them personally
and professionally. This
may maintain the trust that
exists between employees

and leadership.

Losing peers and
those close to you at an
organization may have last
effects. The survivors may
be distant, disengaged, and
disloyal as they may be

waiting for the proverbial

267
knowing if P3's
job would be
there

tomorrow.

P3
showed me
examples of
trust that led to
P3 during
years of
employment.
P3 has trusted
almost all the
managers P3
has had. P3
said that the
relationship
could be more
robust when
confidence is
established,
and the
foundation to
build on can be
more solid.

The
reality,
according to
P4, was that of
surprise and
devastation

that P4 had to



(R17)

P4(R15

P4

Personal/ Eff
Professional ects of
feelings in decisions =~ Downsizing
you had to make on

regarding job lossin = Organizations

your group

Employe Lo
e’s perceptions of yalty & Trust
downsizing and how

it will affect the

organization

Transp

arency & an
understanding of
why this type of
action is being

taken

Uncerta

inty with the

future while trying

to maintain
normalcy for the

present

other shoe to drop, and they

too will not have a job.

Laying off those
individuals who had served
you well as a manager can
be daunting. As a manager,
keeping the lines of
communication open and
being as supportive and fair
as possible would seem to
be the most viable choice if
you want to provide those
employees affected with a

stable foundation.

Critical steps put
in places such as open
communication with
employees, transparency
with all details that can be
shared, and a support
system for those who are in

need may be critical to
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lay off
dedicated
workers, and
there was
nothing P4
could do to
stop this from

happening.

was
communicated
that laying off
those who
worked under
you for so long
was a daunting
task that was
hard to
reconcile. P4
shared it was
one of the
hardest things
to be done in
his 39-year
career.

Bei
ng honest and
transparent was
the only way
P4 knew to
keep calmness
and sometime

of balance in



(R18)

(R19)

P5

P5

Great Lo
sense of loyalty yalty & Trust
toward employees,
peers, or leadership

Feelings Tr

toward management | ust
and employees
during the

downsizing process

The
atmosphere during
a lay off perceived
through
management,
which may be
asked to layoff
those most loyal to

them

Downsi
zing causes
instability among
the workforce and
may create
uncertainty in
trusting the

organization

allowing for some balance
in the environment, so a
level of normalcy can exist
and work can still be done.
Critical steps put
in place for a resource
action, such as open
communication with
employees, transparency
with all details that can be
shared, and a support
system for those who are in
need, may be critical to
allowing for balance, so a
level of normalcy can exist

and work can still be done.

Management
may decide it is in their best
interest to ensure the
employee's trust, even if
affected by the layoff, is
held in the highest regard.
Companies may choose to
prepare a downsizing team
comprised of HR
representatives, legal
analysts, one or two people

who represent leadership,
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the employee's
work and

personal life.

P5,
through a
management
lens, see’s
firsthand what
a resource
action can do
to peers and
co-workers and
how each
employee
reacts
differently. The

bond between

P5's workers
was non-
existent.

It

was shared that
P5 had nasty
comments
thrown his
way. There
was quite a bit
of negativity
and questions
P5 could not
answer. The

climate was a



(R21)

(R22)

P5

P6

Improve

loyalty and trust

Lived

experience when a

strong sense of

loyalty was shown

to co-workers or

management

proving
Loyalty and
Trust between
management
and

subordinates

Lo

yalty

Transp
arency and a
mutual need for
open and honest
communication
between
leadership and

subordinates

Loyalty
& trust may
contribute to a
healthy
environment-
starting at the top
of the corporate
ladder & working

its way down.

and specific employees
from management to
communicate effectively on
the downsizing efforts.

There may need
to reflect giving and take
between the employee and
the organization
(management). This open
communication and
collaboration between the
two parties may help build
a solid professional

relationship.

When loyalty can be
shaken, and management
reaches out to show loyalty
to an employee, the
perception of the effort can
reflect well on the
organization. Even if this
event occurs during
downsizing, the employee
may look at it as though it
appears to be an olive
branch or a way of

reassuring the employee the
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tough one,
according to

P5.

P5
had to rebuild
relationships
with those who
were left after
the
downsizing. P5
did this by
showing trust
and loyalty in
the
relationships
P5 was
developing and
fostering trust
and loyalty.

P6
shared that P6
had worked for
an IT company
and would
come in early
to ensure that
the executives
had their
systems up and
running before
the workday

began. When



(R23)

P6

Commun Ex
icating effectively periencing
with employees Downsizing

throughout the

downsizing process

Transp

arency & an
understanding of
why this type of
action is being

taken

company values you and

your work.

It is critical to
keep all communication
channels with your
employees open and
transparently discuss all the
details you can share about
the changing business needs
and possible workforce
shifts. This would at least
make employees aware of
the situation and prepare
them for any future course
of action. Knowing what is
ahead of them and how to
cope is critical for some

level of stability.
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P6 left and
went to another
job after being
at the previous
company for
many years,
the employees
were loyal, but
the
management
did not seem to
be. P6 was laid
off.

P6

did not feel
communication
was a concern
at the company
where P6 was
laid off. P6
understood the
importance of
communication
and had always
had that in
previous roles.
P6 was always
communicative
with
employees, and
those P6
helped with

their IT needs.



(R25)

(R26)

P6

P7

Perceptio
n of trust and
loyalty within
companies in
today's corporate

environment

The
feeling of loyalty
and trust from
management and

peers

Tr
ust and
Loyalty

Im
proving
Loyalty and
Trust

Leaders
hip supports
recognition of
employees and
how much value
they bring to their
jobs and the

organization

Loyalty
& trust may
contribute to a
healthy
environment-
starting at the top
of the corporate
ladder & working

its way down.

Employees can
trust their superiors if they
feel the trust, is a two-way
street. An employee may
exuberate happiness and job
satisfaction if faith is there.
Bosses who lack confidence
in their employees may
push them to look for other
jobs, reflecting the loyalty
this employee has to the

organization.

Leadership may
want to rethink a strategy
after a layoff when
recreating a safe and stable
workplace, if necessary.
Focusing on empowering
employees to make
decisions traditionally made
by management and
refocusing on employee
engagement, a collaborative
environment, and how to
allow the human element to
find success might heighten
the interest of employees to

relearn how to trust in their

2172

Thi
s may exist in
some
companies. As
P6 highlighted,
it depends on
the manager
and employee.
It is all subject
to the
participants of
the relationship
and the
expectations
and
perceptions
each has.

Thi
s is important
to P7, but P7 is
not sure this
type of
environment

exists.



(R27)

(R28)

P7

P7

Feelings
toward management
when downsizing

was occurring

What
does loyalty mean
to you when
management or a
peer exudes this

behavior

Li
ved
Experience
with
Downsizing

Tr
ust and
Loyalty

Loyalty
& trust may
contribute to a
healthy
environment-
starting at the top
of the corporate
ladder & working

its way down.

Leaders
hip reaching out to
highlight loyalty
toward an
employee by
acknowledging
their
accomplishment(s)
may provide

security.

organization

When
employees learn that there
will be a job loss, the
ownness' should be on HR
to know the detailed
knowledge of each
employee's work. Their
skills can show the
employees that they are
working to either place
them in another position in
the organization or work
without an outside
placement agency to find

them another job.

Some cherish
loyalty when it is shown to
you or on your behalf.
When loyalty is displayed,
and you have a schedule of
what you can get back in
return, there may be a

disappointment.
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P7
feels that in the
downsizing
action that
included P7's
job, no trust or
loyalty was
shown toward
any employee
in the
department
where P7 was
laid off. P7
said that trust
and
commitment
are essential,
but it has to be
reciprocated to
have meaning.

P7's
perception of
valuing loyalty
is essential
between
employees and
the company
you work for.
But it is also
important to
feel valued as

an employee. If



P8 A time Lo

(R31) when you felt a yalty
strong sense of
loyalty toward the

organization

P8 Employe Sh
(R32) e’s perceptions of ort
downsizing and who = Term/Long
it will affect Term Effects
of

Downsizing

Remem
bering a culture
that had promoted
trust and loyalty
before the times of
resource actions
and human

casualties

Transp
arency & an
understanding of
why this type of
action is being

taken

When
employees start looking for
other roles after a layoff, if
the layoff process was
handled with grace and
dignity, they may still have
some loyalty toward the
organization that laid them

off.

If the
downsizing efforts were
widely known and there
was enough time,
employees may have had
time to prepare, but in many
cases, downsizing seems to

take employees by surprise
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employees do
not think that
value, loyalty
may not be
present.

P8’
s experience is
respected at the
beginning of
the job, before
the mergers
and
acquisitions.
Still, the
company has
changed over
time, and so
did the loyalty
toward
employees. P8
did not feel as
though the
work was
alluded to or
appreciated.

P8
has been with
the company
for so long that
P8 was
emotionally
prepared for

anything. P8



(R33)

P8

Personal Im
feelings on creative  proving
ways downsizing Loyalty and
efforts could be Trust
done with fewer

casualties

Leaders
hip supports
recognition of
employees and
how much value
they bring to their
jobs and the

organization

and the prep time appears to

be limited to no time.

When trying to
create strategies to
implement to reduce job
loss, look at options such as
reducing hours, offering
unpaid leave but with a job
to come back to in a certain
amount of time, or
presenting as robust as
possible retirement
packages to encourage
those to leave so other
workers who are not at

retirement status can stay.
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said going
through many
downsizing
actions over
the years made
P8 numb to the
experience.

P8
just responded
that when
layoffs occur,
they give
employees the
dignity they
deserve when
they are let go.
Pay them what
they are worth
and treat them

with respect.
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Appendix B: Interview Questions
Semi-Structured Interview Guide
I will conduct a 45-60-minute interview
I will also reiterate what was described in the consent form.

Opening: | will ask a few demographic guestions

e What position did you hold in your organization?
e Are you coming from the position of a manager or employee?
e How many years did you work in your position?

| will set up a rapport by asking questions to ease the individual. The

question is conversational.

Can you share with me a time when you felt absolute loyalty to our organization?

Now I will begin by asking a few questions about your experiences in a
downsizing situation. You can stop if you do not want to continue with the interview. |
want to reiterate that | will not use your name to maintain your privacy.

Topic Area Loyalty

1. 1'would like you to return to the time your department was downsized and tell me
what it was like and what you experienced yourself?

2. How did you feel about your management or your employees?

3. Can you describe how they maintained the work environment in a downsizing
event?

4. How would you describe loyalty?

5. What do you feel when someone is loyal to you?



277

6. How do you outwardly react to those who exhibit loyalty?

7. Can you share a time when you felt loyalty to your organization and leaders?

Topic area Trust

8. How would you describe trust?
9. What do you feel when someone has been trustworthy to you?
e How do you outwardly react to those who exhibit trustworthiness? Can you
share when you felt a sense of trust for your organization and leaders?
10. What could you do to improve loyalty and trust for those you still work with or
are in a leadership position?
11. What do you think are the effects of downsizing on organizational structures and

employees?

Topic change creative ways to deal with downsizing

12. Could you think of creative ways your leadership could have improved your
experience during the downsizing incident?

13. What kind of downsizing did your organization do? (This will give you it was
short-term or long term etc.)

14. What creative ways do you think the leadership could have accomplished their

downsizing goals if you felt it was the short term?



	Creative Strategies; Maintaining Loyalty in Corporate Downsizing
	PhD Template

