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Abstract








Orientation: Perception of justice amongst survivors of organisational downsizing is crucial for extra-role engagements. Researchers have recorded
extra-role behaviours because they are important for organisational efficiency and success.




Research purpose: The main objective of this study was to evaluate the relationship between employees’ perceptions of justice and their
organisational citizenship behaviour (OCB) after organisations downsize.




Motivation for the study: Many organisations that are downsizing do not seriously consider the unintended consequences of downsizing on the behaviour
of survivors. This study intends to draw the attention of organisations that are downsizing to this oversight.




Research design, approach and method: The researchers used a quantitative research design and survey method for the study. They distributed
a self-administered questionnaire to 130 employees from a population of 180 survivors at the head office of a commercial bank that recently downsized in
Lagos, Nigeria.




Main findings: The research results showed that there was no fairness in the downsizing exercise. This resulted in low morale amongst survivors and
unwillingness to engage in extra-role behaviours.




Practical/managerial implications: It is important for organisations that are downsizing to use a participative approach in order to achieve
organisational efficiency and improve productivity after restructuring.




Contribution/value-added: The results of the study will give the managers of organisations, which are planning to downsize, a useful insight into how
to plan the exercise, how to implement the plans, and how to manage the employees they will retrench and those they will retain after concluding the downsizing
exercise.
























Introduction







The study of employees’ perceptions of workplace justice and the extent to which these perceptions affect job-related attitudes (like commitment and
organisational trust) and behaviours (like organisational citizenship behaviour and intention to leave) have become very interesting to organisational
behaviour researchers. They have become particularly interested in the fairness of organisations when they restructure and in the citizenship behaviour
of employees who survive organisational restructuring.




Many organisations are facing problems of global competition, economic instability and changing technologies today. These problems demand organisational
change strategies that will allow organisations to remain competitive at lower cost.




A strategy that many organisations use to manage these problems is to downsize. Downsizing, according to Robbins (2005), is reducing an organisation’s
workforce and unused assets in order to reduce costs and to improve efficiency, productivity and competitiveness. Some features that one commonly associates
with downsizing are the uncertainty, anxiety and frustration that will have long-term effects on the dismissed workers as well as on the survivors of restructuring
(Samuel, Osinowo & Chipunza, 2009). The survivors in restructured organisations are particularly concerned about the extent of fairness (or justice)
managers show. This concern could shape employees’ work behaviours and attitudes positively or negatively.




Organisational justice and its relationship with extra-role behaviour are the basic and important objectives of successful organisations in the competitive
world of business. Achieving organisational justice, Chegini (2009) argues, is a kind of fulfilment in all activities, behaviours and tendencies of organisations
and individuals. Chegini further argues that organisational justice is a basis for strategic thinking and value management and is the basis of all organisational
values and principles. Injustice, according to Chegini, threatens organisational permanence and growth, the goals of organisations. Therefore, the established
relationship between organisational justice, employee citizenship behaviour and organisational success has made the subject a compelling study for organisational
practitioners and academic researchers.










Overview of downsizing at the commercial bank in Nigeria (2005–2006)




The reform of the banking industry (commonly called the consolidation exercise) that the Central Bank of Nigeria (CBN) carried out between 2005 and 2006
has left an indelible mark on the landscape of the banking industry in Nigeria.




The exercise ‘consolidated’ about 89 operating banks in Nigeria into 25 at the end of 2006 (Oluba, 2008). The main reason for the consolidation
exercise, Oluba explains, was the belief that banks in Nigeria were not vigorously and suitably ‘performing the traditional and modern day responsibilities
expected of them as banks’. The consolidation exercise aimed to increase the strength, reliability and diversity in the banking system (Oluba, 2008). This,
according to Oluba, would guarantee the depositors’ money and create the enabling financial environment for the banks to contribute more actively to the
economic development of Nigeria.




In order to make itself more efficient and competitive, the commercial bank the researchers studied merged with another commercial bank and acquired a third
bank to form a bigger banking entity in 2005 (Greef, Ajiboye & Adekeye, 2007). With this merger, it became necessary for the bank to downsize its workforce.




According to Adegboye (2008), the bank used two criteria to downsize the bank. The first criterion was to give long-serving employees the option to resign
voluntarily. The bank terminated the appointments of others and dismissed others outright without using any clear criteria.




The bank’s managers prohibited employees from joining labour unions. This breaches article 20(1) of the Universal Declaration of Human Rights, which states
that ‘everyone has the right to freedom of peaceful assembly and association’. Nevertheless, the prohibition made the summary dismissal of employees
possible. This clearly violates the principles of good labour practice.




The downsizing exercise affected the employees of the newly acquired bank most. Some employees left the consolidated bank willingly because they believed that
their future in the new bank was bleak. The bank downgraded those who remained to lower positions (Adegboye, 2008). The bank excluded these employees from the
bank’s annual performance appraisal exercise, thus effectively making their promotion impossible for that financial year (Adegboye, 2008).




Therefore, Adegboyega noted, the managers of the bank created a demoralised workforce, whether intentionally or not. The perceptions of justice, of all the
survivors of the downsizing, became a critical determinant of their willingness to engage in extra-role behaviour. The procedures the bank used to downsize
on the one hand, and considerations about distributive and relational justice for the survivors on the other, caused this.




Clay-Warner, Hegtvedt and Roman (2005) contend that, although downsizing affects its victims more than it does the employees that remain (in terms of their
attitudes, perception, and future choices of employment) it also affects the survivors. Clay-Warner et al., (2005) argue that, although the survivors
keep their work and wages, their sense of job security and hope of reimbursement decreases. In other cases, the fear of job loss will make the survivors less
committed to their work. This causes lower productivity and more resistance to change (Noronha & D’Cruz, 2006).




Previous research findings (like those of Barrett-Howard & Tyler, cited in Clay-Warner et al., 2005, p. 89) show that employees are better motivated
and express more feelings of satisfaction when they feel that their employers have treated them fairly. Coyle-Shapiro, Kessler and Purcell (2004) note that
‘employees who believe they have been treated fairly respond to change initiatives within the work environment with behaviours that reflect effort
beyond the call of duty.’ These behaviours, according to Coyle-Shapiro et al., are organisational citizenship behaviours. The consolidated bank
needed these behaviours, according to Imasuen (2008), because of the low morale of employees before and after the downsizing exercise.




In the light of these perspectives about the restructuring exercise at the consolidated bank, the research questions this study addresses are:




• What are the perceptions of survivors about the managers’ use of procedural and distributive justice strategies during downsizing? 


• What effect do the survivors’ perceptions have on their organisational citizenship behaviours (OCBs)?




The objectives of the study are to:




• determine the perceptions of the survivors about the managers’ use of procedural and distributive justice during downsizing 


• measure the extent to which the survivors engage in OCB 


• analyse the relationships between the survivors’ perceptions of justice and the extent to which they engage in OCB.




The findings of this study will provide a basis for comparative studies on the downsizing process with regard to the effective use of organisational justice
to reduce some of the elements that hinder survivors’ engagement in OCB. This will add significantly to the existing literature on organisational downsizing.




The sections that follow give a theoretical review of perceptions of justice and OCB in relation to organisational downsizing, present the research methodology,
research findings and discussion and state the limitations of the study. The article makes recommendations to organisations that are downsizing and gives
suggestions for further research into perceptions of organisational justice and OCB as they relate to organisational downsizing.













Literature review








Organisational justice theory and perceptions




Perceptions of justice have been considered explanatory variables in organisational research (Nadiri & Tanova, 2010). Organisational justice is a
kind of fulfilment in all activities, behaviours and tendencies. It is the basis of all organisational values and principles (Chegini, 2009). Injustice
threatens organisational performance and growth, the goals of organisational life.




According to Koopmann (2006), one can trace the theory of organisational justice back to Adams’ (1965) equity theory, the basis of social comparison.
Similarly, organisational justice theory, as Thornhill, Lewis, Millmore and Saunders (2000, p. 262) express it, provides a useful explanation of people’s
reactions to the things they receive (outcomes) and the means through which they achieved these outcomes (procedures).




Adams’ equity theory (1965) posits that employees assesses their job inputs against their job outputs and then compare the ratio of their inputs to
outputs with other employees’ ratios of inputs and outputs (Schultz, Bagraim, Potgieter, Viedge & Werner, 2003, p. 64). In other words, employees
measure the effort they contribute to a job against the outputs (or rewards) they get for the effort they contributed. They then compare them with the effort
other employees expend and what they get as a reward.




We can locate the implications of this theory in the procedures organisations use when they reward, punish, promote and dismiss employees. Schultz et al.
(2003) contend that the survivors of organisational downsizing will always consider the procedures an organisation used when retrenching their fellow colleagues.
Survivors then react negatively if they regard the procedures as unfair. According to Steiner and Bertolino (2006, p. 63), the survivors’ perceptions of
inequity create tension and this tension will motivate the survivors to reduce input in proportion to the unfairness they perceive.




The researchers’ findings in the current study are consistent with the literature. These findings show a significant drop in morale amongst survivors and
their willingness to engage in extra-role activities because of the injustice they perceived in the procedures organisations used during downsizing and when
distributing rewards afterwards.




Organisational behaviour researchers (like Kickul, Lester & Finkl, 2002; Robbins, Odendaal & Roodt, 2004; Steiner & Bertolino, 2006) have identified
three types of organisational justice: distributive, procedural and interactional.




Ismail (2007) defines distributive justice as ‘the perceived fairness of the amount and allocation of rewards amongst individuals’. Clay-Warner
et al. (2005) define the basis of distributive justice theory as the fairness of the outcome of a decision. This predicts how survivors will react to
the outcome of allocating and distributing rewards to the victims of downsizing. Clay-Warner et al. (2005) contend that the basis of the survivors’
perception of distributive justice is how the expected outcomes and agreed rules compare with the actual outcomes.




Distributive justice has many interesting elements that help us to understand why survivors of downsizing may not see the methods organisations use to distribute
outcomes as fair. Thornhill, Lewis, Millmore and Saunders (2000) posit that survivors will see unfairness if the criteria the organisations used seem to promote
organisational needs, like performance and efficiency, at the expense of workers. Robbins, Odendaal and Roodt (2004) note that distributive justice influences
employees’ satisfaction more than procedural justice does. The fairer the outcomes, the more satisfied employees will be. Therefore, this suggests that
managers must ensure transparency in how they make decisions about downsizing in order to improve job satisfaction and OCB (Robbins, Odendaal & Roodt,
2004, p. 79).




The researchers’ analysis in the present study supports these authors. The variable selection procedure suggests that the survivors’ perceptions
of breaches of psychological contracts and the methods of rewarding victims were the most important predictors of OCB.




Robbins, Odendaal and Roodt (2004, p. 140) refer to procedural justice as ‘the perceived fairness of the process used to determine the distribution
of rewards’. According to Steiner and Bertolino (2006), employees will see a process as fair when they can participate in the deliberations that lead to
the decisions that affect them. This increases mutual trust and commitment to their organisations.




In other words, involving employees in decision-making processes increases their feeling of self-worth because they believe that their employers are treating
them in a dignified and respectful manner. Furthermore, they will be more willing to accept the outcomes that have emerged from the participative processes.
In addition to accepting the outcomes, Dayaram (2005) notes that, when survivors perceive that their organisations make fair decisions that lead to the downsizing
outcomes, they are likely to engage in extra-role behaviour to reciprocate the fair treatment from their managers.




Clay-Warner et al., (2005) observe that employees see procedures as fair when the means organisations use to reach decisions, when downsizing, eliminate
bias and allow for consistency in treating employees. Eliminating bias reflects the opinions of the affected people, guarantees the accuracy of information and
the methods the organisations use to rectify wrong decisions, and ensures compliance with moral and ethical standards. They increase the survivors’
perceptions of procedural fairness, loyalty, productivity and commitment to the organisation.




Losing a friend, or friends, because of downsizing has a great effect on the attitudes and behaviours of the survivors. Shah (2000, p. 103) states that the
outcomes of downsizing become more painful to the survivors if they see their former colleagues suffering. This statement is consistent with the views of
Robbins, Odendaal and Roodt (2004, p. 262), who assert that ‘the reactions of survivors are determined by the process used in selecting those that were
affected and how they were treated’. The survivors’ perception that organisations have treated their colleagues unfairly will, as Robbins, Odendaal
and Roodt (2004) infer, result in negative survivors’ attitudes and behaviours towards the organisation. Procedural justice is important to survivors
because of its implications for their own futures.




In addition to distributive and procedural justice, interactional justice is one of the components of organisational justice. Interactional justice, according
to Aquino, Griffeth, Allen and Hom (1997), is the assessment of the genuineness, objectivity and value an authority has given employees during times of change.




The focus in the literature on interactional justice is on the employees’ feelings about the fairness of the ways their organisations treated them and
others during downsizing exercises (Thornhill et al., 2000, p. 264). In a brief explanation of the meaning of interactional justice, Steiner and Bertolino
(2006, p. 66) posit that it is ‘the communication criterion of fairness’. According to Steiner and Bertolino (2006), people respond to the quality
of interpersonal encounters they experience during the implementation of organisational procedures. Interactional justice, in the context of downsizing, is
important because communication helps to explain why people feel unfairly treated even though they think the procedures and outcomes of decisions were fair.
For example, survivors will judge an organisation’s future interaction with them based on how fairly it has treated the employees it has dismissed.




In a similar explanation, Othman (2008) relates interactional justice to interpersonal interactions between employees and their managers. The main contention of
Othman (2008) and Steiner (2006) is that employees must see the interpersonal interaction or communication that happens during downsizing as truthful, respectful
and justified.




Therefore, one can conclude that interactional justice affects the organisational citizenship behaviour of survivors and that this depends on how they evaluate
the genuineness, propriety and objectivity of the communication process managers used during downsizing processes.















Organisational citizenship behaviour




The less traditional types of job behaviour are better avenues to follow to discover the relationship between perceptions of fairness and employee
behaviour (Moorman, 1991, p. 845). These nontraditional behaviours are on-the-job behaviours that traditional job descriptions do not usually capture.
Therefore, they are more likely to fall under one’s personal control (Moorman, 1991, p. 845).




One example of nontraditional job behaviour is organisational citizenship behaviour. Rafferty, Maben, West and Robinson (2005) define organisational
citizenship behaviours as those special employees’ work behaviours that benefit the organisation. They are optional, not directly or openly
acknowledged in the formal reward system, and promote the effective running of the organisation.




OCBs are beneficial and desirable from an organisational perspective. However, managers have difficulty eliciting their occurrence or punishing their
absence through contractual arrangements and formal rewards because they are voluntary (Nadiri & Tanova, 2009). OCB includes employees spending time
to assist coworkers to complete tasks, volunteering to do things that their jobs do not really require but that benefit the organisation, readiness to
adjust to change and courtesy.




OCB is very important for the success of any organisation. Here, Robbins, Odendaal and Roodt (2004) submit that organisations, which have employees who do
more than the organisations require, are efficient and will out-perform those organisations whose employees do not. This is consistent with Koopmann (2006),
who noted that the presence of OCB will help organisations to become more successful because there will be low turnover rates and dedicated workers. It will
lead to greater productivity.




In reporting on the general situation of the survivors of the downsizing in the Nigerian banking sector, Imasuen (2008) concludes that the merger created
many problems that required immediate solutions. It remains to be seen what immediate solutions the bank could use to arrest the general sense of disillusionment
amongst the banking staff. This ‘general sense of disillusionment’ (Imasuen, 2008) will prevent the banking sector in Nigeria from developing the
stable working environment necessary to reap the benefits of OCB.




Organ (1990) identified and described the five dimensions of OCB:




• conscientiousness, which means that employees perform well beyond the minimum required levels 


• altruism, which means helping others 


• civic virtue, which suggests that employees participate responsibly in the political life of the organisation 


• sportsmanship, which states that people do not complain but have positive attitudes 


• courtesy, which means treating others with respect.




Research shows that helpful behaviour (altruism) is an important dimension of OCB (Ishak, 2005; Jahangir, Akbar & Haq, 2004; Podsakoff, Mackenzie,
Paine & Bachrach, 2000). The definition of helpful behaviour that most scholars, like Lievens and Anseel (2004); Podsakoff et al. (2000);
Ishak, (2005); Jahangir et al. (2004), most commonly accept is that it is a voluntary behaviour of selfless concern for the welfare of others. It
involves helping others voluntarily, like helping those who are absent or helping to prevent work-related problems and helping others to prevent unforeseen
problems. Sportsmanship behaviour is another important component of OCB that is crucial to organisational success.




According to Lievens and Anseel (2004), sportsmanship is being able to tolerate more than is usual. It is a person’s ability or willingness to endure
an annoying situation without complaining. One of the features associated with organisational downsizing include work overload, role ambiguity and burnout.
After downsizing, survivors may feel uncertain of their roles. Managers may assign them new positions that are very different from what they previously did
or what they were trained to do. This may affect their feelings of job insecurity, as they will be unsure of their performance in the new role.




The study of Fried, Ben-David, Tiegs, Avital and Yeverchyahu (1998) revealed the effect of role clarity on performance. Their results showed that job performance
increased over time when roles are clearer. Employees require sportsmanship behaviour in these conditions. Ishak (2005) also emphasises this attribute. Ishak
states that the ability of an individual to endure an unfavourable situation without grumbling is sportsmanship behaviour. Podsakoff et al. (2000) went
on to assert that sportsmanship goes beyond not grumbling when coworkers cause uncomfortable situations. It includes remaining positive when things are not going
according to plan.




Conscientiousness is another discretionary behaviour that goes beyond the minimal requirements of organisations (Tayyab, 2005). Operating beyond the minimum
behaviour levels organisations require will go a long way to improving organisational effectiveness and increasing productivity. Employees, who arrive early
at work and leave late, avoid unnecessary breaks or take short lunch periods, make constructive suggestions and complete tasks before they are due will certainly
add to organisational effectiveness and help organisations to achieve their goals. This behaviour, Tayyab observes, is the conscientiousness dimension of OCB.




Jahangir et al. (2004) and Ishak (2005) refer to this behaviour as personal initiative and it includes the optimum use of time. Examples are being punctual
and having high attendance rates. However, Podsakoff et al. (2000, p. 517) argue that one can regard individual initiative as OCB only if the people willingly
decide to do more than organisations formally require of them. Employees are conscientious when they voluntarily suggest ideas and innovative designs that will
enable them to be more effective in performing their duties, put more interest, time and determination into completing tasks effectively, willingly undertake
extra work and encourage others to follow suit.




Werner (2007) describes courtesy as another discretionary act of thoughtfulness and considerate behaviour that prevents work-related problems for others.
Notifying employers if employees will be arriving late for work, notifying colleagues before they do things that might affect their jobs or informing coworkers
of delays in work progress, especially in inter-related work schedules where one employee’s input depends on another’s output, are all courtesy
behaviours. They allow for effective work coordination and planning, which are essential to achieving predetermined organisational goals.




Lievens and Anseel (2004, p. 300) define civic virtue as extra participation and being more concerned about the success of organisations. Some of these behaviours
include voluntarily serving on committees and attending functions that improve the image of organisations (DiPaola & Tschannen-Moran, 2001, p. 432).




Podsakoff et al. (2000, p. 525) define civic virtue as the ‘willingness to participate actively in organisational governance such as, attending
meetings, engage in policy debate, and express one’s opinion about what strategy the organisation ought to follow’. They extend civic behaviour to
monitoring organisations’ environments for threats and opportunities and keeping up with changes in the industry that might affect them. Employees who ensure
their organisations’ best interests by reporting hazards or suspicious activities and locking doors after work (even at great personal cost) are engaging in
civic virtues (Podsakoff et al., 2000, p. 525).




Podsakoff et al. (2000) enlarge the traditional dimensions of OCB to include organisational loyalty. This means that employees are consistently faithful
to their organisations. Accordingly, they define organisational loyalty as:




• being supportive and protective of their organisations at all times  


• being committed to their organisations always 


• defending and promoting their organisations at all times.




This presupposes that employees promote and protect their organisations by presenting their good image to the community.




Farh, Zhong and Organ (2004) summarise this behaviour as ‘allegiance to an organisation and promotion of its interests’. Another dimension of
OCB that Podsakoff et al. (2000, p. 517) identified is organisational compliance. These are attributes that enable employees to adhere to their
organisations’ rules and procedures always. This suggests that employees obey the rules and regulations of their organisations even when they are not
being watched or monitored.




A study by Podsakoff et al. (2000) shows that organisational compliance is what Smith (1983) calls generalised compliance. Graham (1991) calls it
organisational obedience.




Podsakoff et al. (2000) call self-development another dimension of OCB. According to them, it is the employees’ choice to participate in activities
to improve their skills, knowledge and abilities to benefit their organisations. It is common practice for employees to participate freely in advanced training
programmes, to attend professional conferences and workshops, to remain current about research findings relevant to their professions and to acquire new skills
in order to improve their contributions to the success of their organisations.













Theoretical foundations of organisational citizenship behaviour




The bases of OCB are some assumptions, like social exchange theory. According to Greenberg and Colquih (2005), Eisenberger, Armeli, Rexwinkel, Lynch and
Rhoades (2001) and Aryee, Budhwar and Chen (2002), the first thing that will motivate people to help each other is reciprocity. This means people will feel
compelled to help those who have helped them in the past (Eisenberger et al., 2001, p. 42). The simple reason for this is that, in order to maintain a
healthy and continuous relationship, it is proper and appropriate to reciprocate help. The motivation for both in-role and extra-role job performance,
according to Greenberg and Colquih (2005, p. 359) is reciprocity. That is, ‘for in-role performance, the reward system provides motivation to reciprocate
job performance’. For extra-role performance, they state that the motivation to reciprocate is not reward, but the perceived socio-emotional outcomes
like trust, fair treatment, support and respect. This, amongst others, explains the reason that employees are willing to go the ‘extra mile’ for
their organisations if they feel their organisations are treating, or have treated, them fairly.




Another argument Greenberg and Colquih (2005, p. 359) raise about social exchange theory is based on the research findings of Blau (1964). They assert that
Blau did not agree that the fundamental driving force of all kinds of exchange is reciprocity. Blau states that social exchange, according to Aryee et al.
(2002, p. 267), is ‘the voluntary actions of individuals that are motivated by the returns they are expected to bring and typically do in fact bring from
others’. This suggests that people may feel obliged to reciprocate a good gesture because of self-interest. The importance of Blau’s finding is in
the link it creates between OCB and reciprocation (Greenberg & Colquih, 2005). Aryee et al. (2002) and Greenberg and Colquih (2005) contend that
employees may engage in OCB to reciprocate benefits because they want them to continue. Thus, Greenberg and Colquih (2005) posit that, when employees see their
exchange relationship as social, they will feel obliged to reciprocate the benefits they received or to reciprocate through OCB.




Aryee et al., 2002, p. 268, state that the ‘social exchange in an employment relationship may be initiated by an organisation’s fair treatment
of its employees’. That is, if employees believe that they are receiving fair treatment from their employers they are obliged to pay back the fair treatment
in order to reciprocate.




According to Eisenberger, et al. (2001, p. 42), employees are motivated to reciprocate beneficial treatment by engaging in behaviours (like OCB) that
will be valuable to their organisations. Greenberg and Colquih (2005, p. 361) note that the relationship between organisational justice, social exchange and OCB
is the perception that fair treatment is a benefit. Jahangir et al. (2004, p. 80) suggest that employees’ perceptions of fairness is based on how
equitable they perceive organisational decisions and the procedures organisations use to reach them.




Research suggests that the perception of fairness, in the distribution of outcomes and the processes organisations use to make these decisions during downsizing,
is an important determinant of survivors’ commitment. For example, Williams (2004) states that survivors’ commitment to organisations after downsizing
depends mainly on the perceived fairness of the downsizing process. Williams further states that, for organisations to survive after downsizing, they need employees
with high affective commitment.












Affective commitment and organisational citizenship behaviour




Various researchers (like Jahangir et al., 2004; McShane & von Glinow, 2008) regard affective commitment as important to employees’
engagement in OCB. Rafferty, Maben, West and Robinson (2005) suggest that employees with high affective commitment are willing to do more than their
duties require for the benefit of their organisations. Affective commitment to organisations happens with little or no influence from formal incentives.
McShane and von Glinow (2008) assert that employees with high effective commitment want to do more for their organisations. As a result, they tend to be
absent from work less frequently and display more motivation and organisational citizenship. Affective commitment amounts to self-sacrifice that, although
organisations do not impose or demand it, contributes to their smooth operation (Brown, Mowen, Donavan & Licata, 2002). Similarly, Jahangir et al.
(2004) note that the survival and prosperity of organisations depend largely on the willingness of employees to act as good citizens by exhibiting behaviours
that exceed their call of duty.




Further research on organisational behaviour has revealed determinants of OCB other than the social and economic exchange relationship. Cardona, Lawrence and
Bentler (2004, p. 220) carried out one of these studies.




It revealed that other organisational experiences that influence OCB do not use social exchanges as a basis. For example, the work scope and job perceptions,
which are also determinants of OCB, use individual job attributes rather than social exchanges as their bases. According to Cardona et al. (2004),
work exchange relationships, like social exchange relationships, are based on implicit agreements, unlike economic exchanges that are based on explicit
agreements. This suggests that employers cannot specify all the expected behaviours they require employees to exhibit in a contract. Therefore, (Brown et al.,
2002) state that ‘mutual expectations defining a work exchange evolve as the relationship matures and social norms changes’. They also contend that,
although social and work exchanges are based on implicit agreements, this does not make them the same. The difference between the two is that work exchanges are
specific to work activities whilst social exchanges involve undefined social interactions (Cardona et al., 2004, p. 224).










Organisational justice and organisational citizenship behaviour




Organ (1988a, 1988b, 1990) suggests that one can describe the empirically supported relationship between job satisfaction and OCB as one that reflects a
relationship between perceptions of fairness and OCB. Drawing from Organ’s arguments, Moorman (1991), Greenberg and Colquih (2005) conclude that,
if one measured job satisfaction and perceptions of fairness, then perceptions of fairness, and not job satisfaction, would relate to OCB. Moorman further
argues that, if job satisfaction comprises a large fairness component, then why should fairness relate to OCB.




In providing an answer to this question, Organ (1988b, 1990) suggests two reasons why fairness could predict citizenship behaviour. Firstly, Adams (1965)
proposes in equity theory that conditions of unfairness will create tension in people that they will attempt to resolve.




Organ (1988a) suggests that one should consider OCB as an input for one’s equity ratio and that raising or lowering one’s level of OCB could be a
response to inequity. Organ (1988b) went on to point out that changing OCB could be the strategy of choice because OCB is discretionary and lies outside formal
role requirements. Therefore, a change in OCB, in response to inequity, would probably be safer than trying to change behaviour to bring it in line with formal
role requirements. If it were not safer, at least it would fall directly under personal control (Moorman, 1991, p. 846).




A second reason why perceptions of fairness could relate to OCB originates from Blau’s (1964) definition of the difference between economic and social
exchanges (Moorman, 1991, p. 846). Organ (1988b) believes that perceptions of fairness may influence OCB by prompting employees to define their relationship
with an organisation as one of social exchange. The exchanges become ambiguous because social exchanges exist outside strict contracts. This allows discretionary
and prosocial acts from employees (Moorman, 1991).




According to Organ (1988b, p. 553), ‘the inherent ambiguity of such a system frees the individual to contribute in discretionary fashion without thinking
that this will be acquiescence to exploitation’. Therefore, if employees consider themselves to be in conditions of social exchange, they may be more likely
to exhibit OCB (Moorman, 1991). Aryee et al. (2002, p. 267) suggest that employment relationships are exchange relationships that could be social or economic.
Greenberg and Colquih (2005) state that social relationships are based on the exchange of benefits between two parties, like employers and employees. This, in other
words, means that if employees see their organisations’ fair treatment as benefits, they will be motivated to reciprocate. One way of reciprocating, according
to Greenberg and Colquih (2005), is by doing more than their jobs require.




There is recorded empirical support for the influence of perceptions of fairness on OCB. The studies of Dittrich and Carroll, Scholl, Cooper and McKenna (as cited
in Moorman, 1991) found that perceptions of job and pay equity correlated significantly with extra-role behaviour. In addition, Konovsky and Folger (1991) present
preliminary evidence to support relationships between procedural justice and altruism. Furthermore, Farh, Podsakoff and Organ (1990) studied the relationship
between fairness, job satisfaction and OCB specifically. Although they measured fairness indirectly from reports of leader contingent reward behaviour, leader
supportiveness and participative leadership behaviour, they found that fairness was a two-factor model of OCB (Moorman, 1991).













Research design







The researchers chose quantitative research for this study because its findings are mainly the products of the statistical summary and analysis that
Shaughnessy and Zechmeister (1997) described. One of the advantages of quantitative research design, according to Blanche, Durrheim and Painter (2006),
is that ‘the findings are generalisable and the data are objective’. The researchers chose a quantitative design for this study because of its
primary strengths. See Blanche et al. (2006).








Research strategy




The researchers collected information using the survey research method. This involved administering structured questions, in a questionnaire, to a
sample of respondents they selected from a population (Ghauri & Gronhaug, 2005).













Research method








Participants



The researchers drew the sample for this research from the 180 employees at the head office of a commercial bank that recently downsized in Lagos,
Nigeria. The sample for the study comprised 130 survivors of the downsizing exercise. The researchers selected the sample randomly using probability
sampling. The participants represented all categories of employees in the bank.











Measuring instrument



The researchers measured organisational justice using the scale that Mansour-Cole and Scott (1998) developed. They measured OCB using the scale Robinson
and Morrison (2000) developed.




Sections B and C of the measuring instrument consist of three and five questions respectively. The questions in both sections measured the survivors’
perceptions of the employers’ breaches of psychological contracts. Section E of the measuring instrument consists of 10 questions that measured perceptions
of procedural and interactive fairness. Sections F and G consist of seven questions each. The researchers used them to measure perceptions of distributive
justice and the survivors’ willingness to engage in OCB.




The researchers used a five-point Likert scale to measure all the questionnaire items. The researchers tested the reliability of the measuring instrument using
Cronbach’s alpha coefficient (see Table 1).











Data collection 



The researchers sought and obtained permission from the head of human resources at the bank’s head office in Lagos, Nigeria. The bank appointed a
human resources officer as contact person.




The researchers, with the assistance of the contact person, delivered 130 questionnaires to the research participants. After several phone calls and personal
visits to the participants, the researchers received 92 completed questionnaires. This is a 71% return rate, which is adequate for the study.











Data analysis



The researchers analysed the data using the Statistical Package for Social Sciences (SPSS version 15.0). They used Spearman’s correlation coefficient
to determine the relationship between the variables of procedural justice, distributive justice and OCB.




According to McDonald (2009), researchers use Spearman’s correlation coefficient when measuring two variables and one ‘hidden’ nominal
variable or ranked variables. McDonald (2009) further states that researchers use the nominal variable to group items into pairs in order to determine the
relationship between the variables.




The researchers used descriptive statistics, like frequency distributions, to analyse the data. These distributions give the frequency of responses and the
percentages for each of the questions in the questionnaire. They determined statistical significance for all the tests at the 0.05 level of significance.














Results









Descriptive statistics




The following tables give the descriptive statistics for each section of the measuring instrument.




The questions in this table assessed the extent to which employees knew about the downsizing. The scale ranges from 1 (‘not at all’) to
5 (‘completely informed’). The median for all the questions was 2. This shows that the bank gave little information to employees. This means that
more than half of the survivors felt that they received very little or no information. The mean of 1.86 supports this. This suggests that employees did not
receive enough information about the downsizing exercise.




These variables deal with the bank’s decision-making methods. The researchers used them to measure procedural justice.




The researchers assessed the employees’ answers using a five-point Likert scale. The scale ranged from 1 (‘strongly agree’) to 5
(‘strongly disagree’).




The median for all the responses was 4, with the exception of item C4, which had a median of 3. These medians show disagreement and neutrality
respectively. The median of 4 implies that more than half of the respondents disagreed with the decision-making methods. The means are also close to
the medians, indicating that the survivors generally disagreed with the downsizing approach the bank used. Employees’ disagreement with the
decision-making methods could be because of their lack of involvement in the process. Their responses, which suggested their involvement in the downsizing
process, made this clear.




The researchers measured the survivors’ perceptions of breaches of psychological contracts and trust in managers using the statements in Table 4.
They recorded the responses using a five-point Likert-scale. The scale ranged from 1 (‘mostly nondescriptive’) to 5 (‘very descriptive’).




The mean scores fell between 2.4 and 2.7. The mean scores represent nondescriptive to somewhat descriptive responses. This indicates that survivors had very
little trust in their managers. That is, their perception is that the managers had failed to honour psychological contracts. These perceptions, according to
Robinson and Morrison (2000), reduce survivors’ trust, job satisfaction, intentions to remain, sense of obligation and extra-role performance. The findings
of Rinkwest (2003) also show that, once survivors’ perceive that their job security is threatened, their job performance and productivity will suffer.
The survivors’ commitment to the organisation could also change because of broken promises.




The mean of between 1 and 2 shows that, on average, the survivors’ thought that the treatment they got from managers was unfair. The study that Kickul
et al. (2002) conducted shows that the survivors’ interpretation of how fairly managers treated victims can moderate the behaviour of survivors’
after perceived breaches of psychological contracts. This is because survivors assess the organisation using its processes and the assistance that managers gave
to the victims.




Therefore, the issue of fairness, like perceptions of fair treatment, is an important factor that determines survivors’ commitment. Lal, Srinivas and
Varma (2003) suggest that perceptions of legitimacy, personal benefits, procedural and distributive justice are some of the ways to manage downsizing effectively.
The current study showed that managers implemented none of the suggestions of Lal et al. (2003).




















































Relationship between survivors’ perceptions of justice and the extent to which they are engaging in organisational citizenship behaviour




The researchers computed paired correlations of the derived variables to determine the strength and direction of the relationship between the survivors’
perceptions of justice and the extent to which they were engaging in OCB. Table 6 gives Spearman’s correlation coefficients in a correlation matrix.





























Paired correlations of derived variables



All the paired correlations in Table 6 were statistically significant except for the one between the amount of information the bank provided and OCB (B and G).




Table 6 shows that:




• no significant linear relationship between B and G, that is, between the amount of information and OCB (r = -0.14, p = 0.191)
 


• OCB (G) had a positive correlation with (C) managers’ decision-making methods  (r = 0.4, p = 0.0001) and (F) the methods of rewarding
victims (r = 0.62, p < 0.0001)
 


• OCB (G) had a negative correlation with (E) procedural and interactive fairness (r = -0.25, p = 0.0194) and trust in managers
(r = -0.6, p < 0.0001).




These results are broadly consistent with previous research on the effects of distributive justice on survivors’ OCB. As expected, survivors’
perceptions of managers’ decision-making methods (interactive and procedural justice) and perceptions of the methods of rewarding victims (distributive
justice) had negative correlations with OCB.




They are consistent with Kickul et al.’s (2002) findings.  Kickul et al. (2002) state that survivors’ anger and frustration
increase in situations where, apart from breaches of psychological contracts, there are also perceptions of unfair procedures and treatment. This will
result in survivors’ negative attitudes and behaviour, which will hinder their willingness to engage in OCB.




The reason for this, according to Noronha and D’Cruz (2006), is that survivors use the manner in which organisations handle the downsizing exercise
as a reference point to determine the organisations’ culture and values. This, in turn, affects their OCB. This also agrees with the maxim of reciprocity
and social exchange: survivors’ perceptions of unfairness will make them reciprocate with reduced input.




Similarly, lack of trust in managers (see D 10 in Table 4) and lack of procedural fairness also correlated negatively with OCB. Although this study shows
no significant correlation between the amounts of information and survivors’ OCB, information is still the foundation for building trust between
managers and employees. This helps to explain the survivors’ lack of trust in managers, because according to Tourish and Hargie (2004), communicating
with employees builds up trust and credibility, which are beneficial to organisations.




In the same vein, Robbins, Odendaal and Roodt (2004) reveal that transparency about how organisations make decisions about downsizing will improve
survivors’ attitudes, job satisfaction and perceptions of fairness. These, in turn, influence other behaviours like OCB. In other words, lack
of information will result in dissatisfaction.




The present study supports these findings. This study shows that the amount of downsizing information:




• correlated negatively with the survivors’ perceptions of the managers’ decision-making methods (r = -0.34, p = 0.0010)
and the methods of rewarding victims (r = -0.50, p < 0.0001)
 


• correlated positively with trust in managers (r = 0.43, p < 0.0001) and procedural and interactive fairness (r = 0.49, p
< 0.0001).




This means that little information about downsizing is associated with disagreement with the managers’ decision-making methods, disagreement with
the methods of rewarding victims, less trust in managers and little management-employee interaction.




The need for employees’ participation in the downsizing process is also important for the survivors’ trust in managers and the perceived
fairness of the procedures and outcomes. This study found that negative perceptions of the managers’ decision-making methods were associated with
low trust in managers, the perception of a lack of procedural and interactive fairness and disagreement with the methods of rewarding victims.




This supports the research findings of Steiner and Bertolion (2006). They show that employees will see processes and outcomes as fair only when they are
involved in the deliberations leading to the decisions. According to Conner (2003), another factor that might affect the survivors’ perceptions of fairness
is their perception of whether they can influence the process.




The respondents in this study saw the decision-making methods as unfair because they were not involved in the process. This is consistent with the findings of
Paterson and Cary (2002). They show that employees’ commitment increases when the processes of change, like downsizing, allow employees to express their
views, participate in the decision-making processes and to appeal against unfair decisions. Processes like these increase the self-esteem and job satisfaction
of survivors and, consequently, affect their OCB.




This study also found that comparing the distribution of rewards, based on the theory of equity, was also true. The results show that distributive justice is
an important determinant of survivors’ OCB.




Conner found that distributive justice is associated with traditional equity theory, which involves perceptions of the fairness of distributing outcomes
(Conner, 2003). Based on this theory, survivors will be more willing to engage in OCB if they perceived that organisations rewarded victims fairly. This,
according to Corner (2003), shows that ‘survivors define fairness or equity based upon the use of the ”equity rule” or the notion of input
to outcome ratio comparisons’.




Looking at the correlations between OCB and all the other variables, the coefficients of determination (r2) are all less than 0.4. This shows
that the variables explain no more than 40% of the variability in OCB. This suggests that these variables, individually, do not explain a lot of the variability
in organisational behaviour.









Regressing organisational citizenship behaviour




The researchers regressed organisational citizenship behaviour to the other derived variables in order to determine the pattern and magnitude of their
effects. They used three variable selection procedures (forward, stepped and backward) to select the most important predictors and the best model to use.
Table 7 presents a summary of the variable selection processes for each procedure.




The forward-selection procedure suggested a model with the rest of the derived variables as predictors. However, in this model BD, DD and ED were not
statistically significant, as reflected in p-values greater than the 0.05 significance level. The variables CD and FD together explain 47.3%
(model R-square) of the variability in the OCB. FD explains most of it (42.7%) whilst CD explains only 5% (partial R-square). This variable
selection procedure suggests that, of all the potential predictors the researchers used in this analysis, FD is the most important predictor of OCB. This
concurs with the statement of Robbins et al. (2005), that distributive justice influences employees’ satisfaction more than procedural justice
does and the fairer the outcomes the more satisfied the employee will be.




BD, CD, ED, FD and GD are the derived variables that correspond to sections B, C, D, E, F and G of the questionnaire.




There has been a breach of a psychological contract breach when either the employer or the employee thinks that the psychological contract has not been
 fulfilled.
 



CD denotes survivors’ perceptions of managers’ decision methods and survivors’ perceptions of breaches of psychological contracts.




C(p), F and Pr denote the degree of the relationship between CD.




The stepped-selection procedure entered the variables in the same way as the forward-selection procedure did and produced the same results.
The difference with forward selection is that stepped selection suggests excluding CD as a potential predictor of OCB. Variable FD remains the
most important predictor of OCB.




The backward selection procedure also suggested excluding the variable CD as a predictor of OCB. Finding FD as the most important predictor of OCB
confirms ‘the personal outcomes model’ of Clay-Warner et al., 2005. This states that employees’ evaluation of personal
outcomes, like job satisfaction, uses the fairness of distributing outcomes mainly (Clay-Warner et al., 2005). According to this model,
distributive justice is the most important predictor of job satisfaction.

































Discussion





The main objective of this study was to evaluate the relationship between perceptions of justice and employees’ engagement in OCB after
organisations downsize.




This evaluation will provide the managers of organisations, which are planning to downsize, with useful insights into planning, implementing their
plans and managing the victims and survivors of downsizing.




The results of this study will also add significant value to the theoretical evaluation of perceptions of organisational justice and of employee
extra-role engagements during and after downsizing.




This study shows that there were flaws in the process of downsizing, particularly in the procedures the bank used and how it distributed rewards.
This caused low morale amongst survivors and affected their unwillingness to engage in citizenship behaviours. Most survivors saw the procedures the
bank used whilst downsizing, and in distributing rewards afterwards, as unfair.




The results support the research findings of Levitt, Wilson and Gilligan (2008). They conclude that organisations often do not achieve their objectives of
downsizing because survivors:




• no longer feel a sense of team or purpose  


• put limited effort into their work  


• operate at high stress levels  


• feel little job satisfaction  


• distrust the organisation  


• feel no loyalty.




The study also revealed that the bank did not involve employees before and after the downsizing exercise. This created an atmosphere of job insecurity
for survivors and made them  negative about extra-role behaviours.




The researchers make the recommendations that follow.









Recommendations




In order to motivate employees to engage in OCB, especially after downsizing, managers need to develop both proactive and reactive strategies to manage
the process of downsizing. It is important for managers to involve employees in the process of downsizing from the planning stage to the end of the exercise.




This participative approach will tell employees how much managers value them and will demonstrate how fair the exercise is. Positive perceptions of justice
will motivate employees to reciprocate by engaging in extra-role behaviours.




Communication becomes important here. Communication should be two-way in order to get the commitment and support of the employees. Transparent communication
increases the trust survivors have in managers. It increases their loyalty to the organisation and their willingness to engage in OCB.




Organisations that downsize should ensure that they are fair when distributing rewards amongst survivors.




Managers should prioritise the welfare, especially the psychological welfare, of survivors through trauma programmes like counselling, assistance programmes,
training and development to increase their sense of belonging. For example, counselling will enable the survivors to deal with the psychological trauma of
downsizing exercises. Proactive training of the survivors will prepare them for new tasks ahead. Survivors need to be reassured about their jobs in organisations
because a sense of job insecurity decreases their willingness to engage in OCB.











Limitations of the study




The respondents in this study were unable to express their ideas freely because the questions in the questionnaire used a Likert scale. This, to some
extent, limited the respondents who might want to express opinions other than those the investigators gave in the questionnaire.




The researchers conducted the research at the bank’s head office. They did not survey other branches of the bank or other banks that downsized in Nigeria.




Therefore, one should be careful about generalising the findings of this study to the whole of the banking sector in Nigeria.












Suggestion for further research




This study shows that all the variables the researchers considered accounted for only 51% of the variability in OCB. This suggests that other factors
account for the rest of the variability in OCB. The current study failed to capture these.




Therefore, the researchers recommend that future research should establish other variables that affect OCB because 49% of the variables the researchers
measured here did not predict survivors’ OCB.




This research should be replicated in all the banks that restructured because of the consolidation exercise. The results of this research can be used
as generalisable empirical evidence from the Nigerian banking sector.
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