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ABSTRACT This study investigated the relationship between justice perceptions and job insecurity and how such
relationship was affected by the perceptions of role clarity and work  overload amongst survivors of downsizing in
an economically volatile environment. The research was conducted in selected public and private sector organisations
in Zimbabwe. Using a quantitative research approach and a sample of 100 survivors, the results showed  correlations
amongst workers’ perceptions about the relationship, on one hand, between justice and job insecurity and on the
other hand, between work overload and role clarity.  The study revealed that survivors of the organisations
investigated in this study received treatment that exposed them to job insecurity, which is synonymous to injustice.
Exposing workers to this type of treatment during and after downsizing created negative perceptions about
downsizing exercise and the attendant effect on workplace justice and job security in the volatile work environment.
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INTRODUCTION

The competiveness and survival of compa-
nies now requires human resource management
principles and practices that are just, fair and
create the sense of job security for employees.
This is, however, an illusion in management prin-
ciples and practices used by most companies
today. Most management practices expose work-
ers to unjust treatment during and after down-
sizing creating negative perceptions about
downsizing, and the attendant effect on work-
place justice and job security. Contemporary
management functions have been amplified by
the adoption and usage of technology support
in an effort to overcome the change and chal-
lenges associated with economic recession and
globalization  (Kleynhans et al. 2009). Other  phe-
nomena such as, political instabilities and social
changes, in the Middle East, USA and EU and
most especially, the socio-political situation in
Africa, have played a significant role in the way

organisations conduct their businesses
(Southall 2008). Therefore, in order to remain
competitive in the face of such volatility, organ-
isations tend to resort to cutting costs through
downsizing using the involuntary workforce re-
duction strategy (Cameron et al. 1991, 1993).
When downsizing takes place, employees who
remain (survivors) are concerned with their fu-
ture in terms of, among other issues, performance
in their new roles, the nature of work they will
do, and on the one hand, job security, based on
‘how’ the downsizing process unfolded (Cascio
1993) On the other hand, organisations become
concerned with the economic and organisation-
al benefits on their business, often putting the
concerns of survivors at the very bottom of their
priority lists (Heenan 1989).

Different interests create different priorities
and therefore different reactions.  While survi-
vors of downsizing and volatile work environ-
ment are more concerned with justice and job
security, organisations are concerned with com-
petitiveness and organizational success. The
interplay between these two differences is area
of academic interest and has been given suc-
cinct review, consideration and attention in this
paper.

Research by Cohen-Charash and Spector
(2001) showed that involuntary workforce re-
duction can have negative perceptions of or-
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ganisational justice and trust that have the po-
tential to adversely impact survivors’ level of
commitment and satisfaction with the organisa-
tion.  Similarly, researchers on downsizing have
documented on organisational justice and its
interactions with outcome favorability, the na-
ture of work, individual differences of survivors
and social ties with victims (Elovainio et al. 2000;
Chen et al. 2003); the relationship between trust
and justice after downsizing (Brockner 2000;
Bews and Rossouw 2002);  the relationship be-
tween justice, satisfaction and performance (Fis-
cher and Smith 2004) and the role of organisa-
tional justice in predicting job satisfaction, or-
ganisational commitment, motivation and per-
formance (Robinson 2004).  These studies were
all done in environments that can be described
as stable, politically and economically. To our
knowledge, no study has investigated the rela-
tionship between justice perceptions and job
insecurity and how such a relationship is affect-
ed by the perceptions of role clarity and work
overload among survivors of downsizing in a
politically and economically volatile environ-
ment. Given the large scale downsizing that takes
place among organisations operating in volatile
political and economic environments, and the
attention that is paid to the laid-off, that is, vic-
tims of the downsizing exercise, it is important
to determine how downsizing taking place in
such environments affect survivors perceptions
on a number of work and job - related variables.
In addition, studies have indicated that survi-
vors of downsizing exercise are often neglected
in the whole process under the assumption that
they have retained their jobs (Heenan 1989). The
present study was therefore both exploratory
and descriptive in nature.

Context of the Study

The study was done in the context of a coun-
try experiencing violent land reform programme,
recurrent interference with, and intimidation of
the judiciary, as well as the maintenance of unre-
alistic price controls and exchange rates, lead-
ing to a sharp drop in investor confidence. There
was virtually no direct foreign investment re-
sulting in 94% unemployment and spiraling hy-
perinflation (Mail and Guardian 30 January 2009).
The inflationary figure stood at 230 million per-
cent, a figure that surpassed the inflation of all
other nations. The country had the lowest Gross

Domestic Product (GDP) compared to real
growth rate of any ccountry. The country’s de-
cision to compulsorily acquire white-owned
farms led to a massive reduction in farm produce
which in turn affected the availability of inputs
to the key manufacturing sector. For example,
overall agricultural production in the 2006/07 sea-
son was less than 30% compared to the previ-
ous seven years (21%)(Zimbabwe Business
Watch 2008). A report by the Confederation of
Zimbabwe’s Industry (CZI) Survey showed that
manufacturing continued to under-perform. The
sector was estimated to have declined by 7% in
2007 compared to 3.2% in 2005.  Thus, a decline
in agricultural production had a significant ef-
fect on productivity in the manufacturing sec-
tor.

One of the organisations that responded to
the above external factors was the country’s elec-
tricity utility company. The organisation  experi-
ences a lot of financial constraints as a result of
foreign exchange shortage and unsustainable
sub-economic electricity tariffs. To make-up for
the shortfall in local electricity generation, the
organisation entered into power import agree-
ments with the electricity utilities in neighbour-
ing countries.  When the utility company  failed
to pay for the imported electricity, the utility com-
panies from neighbouring countries cut back on
the amount of power supply.  In addition, the
utility company failed to pay its employees a
decent salary.  Against all these problems and,
in order to remain focused in supplying electric-
ity to the population, the organisations had to
find ways of reducing costs and remain efficient.
This was done by targeting labour costs,
through downsizing.

In a similar study by Kivimaki et al. (2001),
downsizing also known  as involuntary work-
force reduction represents a major transition not
only for the displaced worker (the victim) but
also for the employee who remains in the organ-
isation (survivor). Despite this evidence, most
organisations do little  in terms of taking care of
victims (Heenan 1998). This management prac-
tice creates perceptions of injustice and job in-
security amongst survivors with the resultant
negative and intended consequences on employ-
ees and employers.  For example, decreased per-
ceptions of organisational justice during down-
sizing have been found to adversely impact on
survivors’ level of commitment and satisfaction
with the organisation afterwards (Cooper-Hakim
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and Viswesvaran 2005). Similarly, seeing others
lose their jobs, survivors may think that the whole
downsizing exercise was conducted in an unfair
manner and that management ill-treated them.
This may result in job insecurity, job dissatis-
faction and high turnover rates among survi-
vors (Noer 2000). Survivors may also not know
their new roles in the new organisation. There
might be too much work to do since there will be
fewer employees left.  Thus, Mabey and Sala-
man (2000) contend that downsizing is often
perceived by individuals as being threatening.
The process requires careful planning to over-
come some misperceptions that might have an
impact on survivors’ behaviour in the new work
environment. The interplay between or among
the aforementioned perceptions of job insecuri-
ty, role ambiguity and work overload might un-
dermine the savings or improvements the or-
ganisation hoped to gain through downsizing
(Mabey and Salaman 2000).

The Concept of Downsizing

Corporate downsizing represents one of the
most problematic issues facing organisations
and their employees (Carbery and Garavan 2005).
According to Cascio (1993) as cited by Arm-
strong-Stassen (2002), downsizing can be de-
fined as a set of planned activities undertaken
by management to eliminate positions or jobs
and eventually head counts. The process may
occur by reducing work, eliminating functions,
hierarchical levels, or units. It might also involve
changing the way employees approach their
work so that the core principles of downsizing,
for example, simplification and continuous im-
provement, are embraced as ‘way of life’ in the
behavioural routines of employees (Cameron et
al. 1991). The most common used definition of
downsizing, which has also been used in this
study, is the reduction of lower-level operation-
al staff. Dumaine (1991) posits that  organisa-
tions that are likely to downsize are those that
are struggling to get through hard times, sad-
dled with more debt than ever. When organisa-
tions downsize using the workforce reduction
strategy, they expect to yield economic as well
as organisational gains (Cascio 2000). Econom-
ically, it is seen as a safe bet to increase earn-
ings, while in terms of organisational benefits
the expected outcomes are lower overheads, less
bureaucracy, faster decision making, smoother

communication, greater entrepreneurship and
increased productivity (Kernan and Hanges
2002). Whether downsizing brings about these
benefits or no, is still a contention among re-
searchers and academics and the debate is still
ongoing. However, what is evident is that survi-
vors of a downsizing process develop survivor
syndrome – a set of negative experiences and
perceptions such as reductions in job security
and organisational justice (Hebdon and Brown
2008); increased task demands and feelings of
overburdened (Kozlowski et al. 1993).  The se-
verity and magnitude of these aspects of survi-
vor syndrome are a function of how the down-
sizing procedures was carried out. For example,
research shows a relationship between proce-
dural justice, job security, and turnover among
survivors (Thornhill and Saunders 1998).  Simi-
larly, survivors’ perception of their new roles
was found to be related to distributive justice
during downsizing (Mishra and Spreitzer 1998).
As such, the current study examines the possi-
bility of interplay among the various survivors’
negative or positive reactions to downsizing.
Specifically, we examined the possibility of a re-
lationship between justice and job security per-
ceptions, and whether such a relationship is af-
fected by survivors’ perceptions of role clarity
and work overload.

Justice Perception and Job Insecurity

Greenberg (2000) explains that the term or-
ganisational justice pertains to the function that
fairness has as a consideration in the organisa-
tion. For survivors of downsizing, justice at work
revolves around fairness of outcomes of deci-
sion-making, fairness of procedures used to
make decisions and fairness of how employees
were treated during downsizing that is interac-
tional justice (Mishra and Spreitzer 1998; Thorn-
hill and Saunders 1998; Kernan and Hanges
2002). The outcomes commonly associated with
distributive justice during downsizing are out-
comes of the victims, since survivors often iden-
tify with the victim as colleagues, and distribu-
tion of resources among remaining survivors
(Mishra and Spreitzer 1998).  The procedures
used to arrive at layoff decisions should be seen
as fair by employees.  For example, when the
layoff decision is based on individual success
or ability, survivors are more likely to perceive
or evaluate downsizing as predictable and less
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threatening. If the decision is seen as politically
driven or at random, it is less likely to be per-
ceived as fair and survivors are likely to react
negatively towards their jobs, work, and the or-
ganisation.  Similarly, survivors’ perceptions of
how victims were treated makes them react pos-
itively or negatively to the downsizing process
(Kernan and  Hanges 2002). A study carried out
by Hopkins and Weathington (2006) actually ex-
amined perceptions of distributive justice, pro-
cedural justice, trust, organizational commit-
ment, organizational satisfaction, and turnover
intentions among survivors after downsizing.
Results showed that trust partially mediated the
relationship between distributive justice, organ-
isational satisfaction and affective commitment.
The relationship between procedural justice and
turnover intentions was also mediated by trust
perceptions. It is therefore prudent to conclude
that fairness decisions during downsizing can
have implications, negative or positive among
the remaining employees pertaining to their jobs,
future stay with the organisation and commit-
ment.

Greenhalgh (2000) defined job insecurity as
a subjective phenomenon that is based on the
individual’s perceptions and interpretations of
the immediate work environment. In contrast to
a job loss, job insecurity refers to the anticipa-
tion of a stressful event in such a way that the
nature and continued existence of one’s job are
perceived to be at risk (Greenhalgh 2000). Per-
ceived levels of job insecurity among survivors
can be quantitative or qualitative (Hellgren et al.
1999). Quantitative  job insecurity include per-
ceived threats to the future existence of one’s
job, while qualitative insecurity refers to per-
ceived threats of impaired quality in one’s em-
ployment relationship such as decline in work-
ing conditions, decrease in salary assigned to a
lower level job position or to another job at the
same organisational level but with a reduced job
scope or depth.  Survivors may also perceive a
threat to the future existence of their jobs when
some or all functions of a department or division
are outsourced (Schermerhorn 2001). Support
for the two categories of job insecurity after
downsizing has been documented in literature
(Moore et al. 2004).

Although limited research on the relation-
ship between organisational justice and job in-
security is available, related studies indicate that
negative justice perceptions about the down-

sizing procedure very often lead to distrust of
top management and consequently, fear regard-
ing the survivor’s security within the organisa-
tion (Allen et al. 2001). Additionally, a perceived
unfair procedure may be viewed by employees
as a violation of the psychological contract, a
contract that implies long-term employment in
return for hard work and loyalty (Leung and
Chang 2002). According to Leung and Chang
(2002), this implies that, from the survivor’s per-
spective, the feeling of dependency on the com-
pany is transformed into a sense of betrayal as
the employer is no longer willing or able to prom-
ise job security, pay and benefits, or promotion
opportunities. Generally employees expect to be
treated fairly and violations of such a psycho-
logical contract result in reduced emotional at-
tachment and job security. Leung and Chang
(2002) argued that negative reactions of the
downsizing process take the form of lower com-
mitment to the organisation and survivors tend
to feel insecure and have an increased propen-
sity to leave the organisation. On the other hand,
if the organisation is perceived as having been
fair to the dismissed employees in the lay-off
process, survivors will react positively and the
propensity to feel job insecurity will be reduced.
As such, within the context of the study, we
sought to examine the existence of a relation-
ship between perceived organisational justice
and job insecurity.

Role Clarity and Job Insecurity

According to Minda (2000), role clarity can
be defined as the subjective feeling of having as
much or not as much role relevant information
as the person would like to have. After downsiz-
ing, survivors may feel uncertain of their roles
within the new organisation. They may be as-
signed new positions which are totally different
from what they previously did or what they were
trained to do. This may impact heavily on their
feelings of job insecurity as they will not be sure
of their performance. The effect of role clarity on
performance was revealed in a study by Fried et
al. (2003) where results showed that job perfor-
mance increased over time under higher levels
of role clarity. Moreover, and, in relation to job
security, increase in performance was maximised
when both role clarity and job security were high,
while deterioration in performance was greatest
when role clarity was low and job security was
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low (Fried et al. 2003). Research has also found
that survivors of a downsizing  tend to develop
negative perceptions of justice as they may feel
that it is unfair for them to be asked to do work
they were not trained to do.  The concept of role
clarity is crucial in all these studies. However,
the present study is not interested in the perfor-
mance of survivors, but whether role clarity af-
fects the observed relationship, if any, between
justice perceptions and job insecurity after a
downsizing process in an economically volatile
environment.

Downsizing and Work Overload

Beehr (2000)  argues that one of the effects
of downsizing is the exacerbation of work over-
load, for example, longer hours, pressure to work
overtime, doing tasks in addition to the regular
work and, sometimes, at a faster pace. Accord-
ing to Leung and Chang (2002), work overload
situation arises when tasks exceed the amount
of time and resources available for their accom-
plishment. The argument is that while downsiz-
ing through workforce reduction reduces an or-
ganisation’s workforce, the same amount of work
may remain, which may result in survivors expe-
riencing role overload. Moreover, the remaining
employees may be required to perform more
tasks or activities they normally do not take part
in. In line with this assertion and, according to
Fong and Kleiner (2004), a firm’s effective man-
agement of downsizing is intricately related to
the possible strategies of alleviating work over-
load, among other issues. This is particularly
important both during and after the downsizing
exercise (Fong and Kleiner 2004). Work over-
load perceptions can thus lead to unwanted re-
sults and harm the restructuring and revitalising
efforts of the organisation after a downsizing
process. Specifically, survivors can perceive that
they are being treated unfairly by being given
excess work which might lead to change in work
effort and increase in intention to leave.  Ac-
cording to Sparrow and Cooper (2003), work
overload, job insecurity and intention to leave
are all related reflections of discomfort after
downsizing and can be high if the downsizing
process is poorly handled. If work overload is
linked to perceived fairness in the downsizing
process and also to job insecurity, one may
therefore ask whether survivor’s perceptions of
the relationship between the two may be affect-
ed by perceptions of work overload in a differ-

ent context other than in which the documented
relationship were observed.

Objectives of the Study

In view of  the above literature the objec-
tives of the study were:

1. To investigate the relationship between jus-
tice perceptions and job insecurity of sur-
vivors after downsizing

2. To determine the effect of work overload
perceptions on justice and job insecurity
perceptions, respectively, after downsizing

3. To determine the effect of role clarity per-
ceptions on justice and job insecurity per-
ceptions, respectively, after downsizing

4. To make recommendations on how survi-
vors should be managed when organisa-
tions decide to downsize.

Given the above objectives, this study here-
by hypothesized as follows:

Hypothesis 1: There is a significant relation-
ship between justice perceptions and job inse-
curity among survivors after downsizing.

Hypothesis 2: Role clarity perceptions have
significant positive effect on justice and job in-
security perceptions, respectively, after down-
sizing.

Hypothesis 3: Work overload perceptions
have a significant positive effect on justice and
job insecurity perceptions, respectively, after
downsizing.

METHODOLOGY

Research Approach

The research was conducted within the pos-
itivist paradigm. Specifically, a quantitative ap-
proach was employed. This allowed the research-
er to formulate the study hypotheses. The study
was descriptive in nature. The aim was to estab-
lish the existence of a relationship between sur-
vivors’ perceptions of justice and job security
after downsizing and how such determined rela-
tionship is affected by perceptions of work over-
load and role clarity or ambiguity.

Research Participants

The population for the study consisted of
300 employees employed by the organisation at
the time of the study. These were both perma-
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nent and casual employees. From the total pop-
ulation, 150 were permanent employees who had
survived the downsizing. This constituted the
sampling frame of the study. According to Bry-
man and Cramer (2005), a relatively smaller pop-
ulation would need a large percentage of popu-
lation to draw representative and accurate pre-
dictions and conclusions. They recommend that
with a population of between 150 and 200, 66%
should constitute the sample. A sample of 100
employees was therefore randomly selected for
the study.

In the sample, 68% of the respondents were
males and 32% were females.  Furthermore, 90%
of the respondents were middle level employees
and 10% were low level employees. The age
range of the sample was between 25 and 56. In
the sample, the highest educational qualifica-
tion was a master’s degree and the lowest was
ordinary level. The tenure for the sample ranged
between 2 and 21 years of employment with the
organisation.

Measuring Instruments

Four questionnaires, using a Likert scale and
worded differently for the different sections in
each questionnaire, were used to collect data
from the respondents.  The first questionnaire
was a closed-ended questionnaire developed by
Ashford Lee and Bobko (1989) to measure sur-
vivors’ perceptions of job insecurity. The sec-
tions in the questionnaire measured (1) impor-
tance of job features (How important are the
following features to you personally? - Physi-
cal demands your job places on you) (2) percep-
tions of threats to various job characteristics or
features (I may lose my job and be moved to a
lower position within the organisation) and (3)
probability that changes could occur that would
negatively affect each of these job characteris-
tics or features (Looking to the future, what is
the probability that changes could occur that
would negatively affect the freedom to sched-
ule your own work? The second questionnaire
was a thirteen items scale on role overload de-
veloped by Reilly (1982) with questions like:
There are too many demands on my time. The
third questionnaire, developed by Rizzo et al.
(1995) contained thirteen items on role clarity.
Example of question in the questionnaire was:
My job has clear, planned goals and objectives.
The fourth questionnaire, developed by Moor-

man (1991) had nine items on justice percep-
tions. Example of question in the questionnaire
was: To what degree do you feel your organisa-
tion was fair in carrying out the lay-off pro-
cess?  The reliability coefficient for the job inse-
curity scale was 0.90; justice perceptions 0.80,
role clarity 0.86 and work overload 0.84. A Cron-
bach alpha co-efficient level of 0.50 and above
is regarded as acceptable.

Research Procedure

The questionnaires were put together to
form one large questionnaire for the study. The
combined questionnaire was randomly distrib-
uted with the help of a human resources person
identified by the organisation at each station.
Distribution was done during the lunch breaks
to avoid disrupting the normal flow of work.

  RESULTS

Statistical Analysis

Measures of central tendency and disper-
sion for the responses of each variable under
investigation in the study were computed to
assess survivors’ perceptions of role clarity, work
overload, job insecurity and justice perceptions.
The Pearson Product Moment Correlation was
used to examine the relationship between job
insecurity and justice perceptions. It was also
used to ascertain whether a statistically signifi-
cant relationship existed between work overload
and justice perceptions, work overload and role
clarity, job insecurity and role clarity, justice per-
ceptions and role clarity. Analysis of variance
(ANOVA) was used to determine the effects of
role clarity and work overload on justice percep-
tions and job insecurity, respectively. All tests
were carried out at a 5% level of significance.

Descriptive Statistics

The median point of 3.0 for the Likert scales
used in the study was regarded as the score
against which the means obtained were com-
pared. The higher the mean score value obtained,
the more positive or negative survivors’ percep-
tions were, depending on how the questions
were worded. The lower the mean score, the
negative survivors’ perceptions were.
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With a mean score of 4.0, Table 1 shows that
survivors felt threatened in the current environ-
ment after downsizing. Survivors felt insecure
regarding their job characteristics with a mean
score of 3.61. A mean score of 3.57 indicated that
survivors were clear regarding their roles. With
a mean score of 3.26, survivors felt they were
overloaded with work after downsizing. Overall,
survivors felt insecure in their current jobs as
indicated by a mean score of 3.21. The degree of
job insecurity in relation to negative change in
the survivors’ current environment was shown
by a mean score of 2.60. In addition, job security
in terms of changes in survivors’ job character-
istics had a mean score of 2.59. These results
indicate positive perceptions regarding job se-
curity after downsizing.  Justice perceptions had
a mean of 2.20 showing that survivors had neg-
ative perceptions regarding the fairness exer-
cised by management during downsizing.

Hypothesis 1: There is a significant relation-
ship between justice perceptions and job inse-
curity among survivors after downsizing.

As indicated in Table 2, there was a signifi-
cant inverse relationship between justice per-
ceptions and job insecurity in the current envi-
ronment (r = 0.199; df = 98; p<0.05). There was
also a significant direct relationship between
justice perceptions and job insecurity due to
change (r = 0.521; df = 98; p<0.01). There was a
significant but inverse relationship between jus-

tice perceptions and job insecurity due to change
in job characteristics (r = 0.235; df = 98; p<0.05).
These results indicate that the hypothesis was
partially rejected.

Hypothesis 2: Role clarity perceptions have
significant positive effect on justice and job in-
security perceptions, respectively, after down-
sizing.

Table 3 shows that role clarity does have an
effect on the relationship between justice per-
ceptions and job insecurity. F (11.62) = 0.05,
p<0.005). The hypothesis was therefore not re-
jected.

Hypothesis 3: Work overload perceptions
have a significant positive  effect on justice and
job insecurity perceptions, respectively, after
downsizing.

Table 4 shows that work overload had a pos-
itive effect on the relationship between justice
perceptions and job insecurity F (36.42) = 0.000,
p<0.05). The hypothesis was therefore not re-
jected.

Table 1: Mean scores (Descriptive statistics)

N Range Minimum Maximum        Mean Std.   Skewness

Statistic Statistic Statistic Statistic Stati- Std. Statistic Statistic Std.
stic error error

Work overload 100 3.38 1.62 5.00 3.2623  972E-02  .7972 .120 .241
Role clarity
Justice perception 100 3.18 1.82 5.00 3.5755 190E-02 .6190 .403 .241
Job insecurity 100 3.22 1.00 4.22 2.2033 168E-02 .8468 .469 .241

(current
environment)

Job insecurity 100 2.60 2.40 5.00 4.0070 371E-02 .5871 .657 .241
(due to change)

Job insecurity 100 3.30 1.00 4.30 2.6080 650E-02 .7650 .200 .241
 (job charac-
teristics)

Job insecurity 100 3.90 1.10 5.00 3.6130 903E-02 .8903 -1.097 .241
(post future
characteristics)

Overall job 100 2.90 1.00 3.90 2.5920 457E-02 .7457 -.480 .241
insecurity

Valid N (listwise) 100 1.92 2.25 4.18 3.2050 532E-02 .4532 -.336 .241

Table 3: One way ANOVA for effect of role clarity

Model SS DF MS F P

Regression 4.74   1 4.74 11.62 0.05*

Residual 4.90 12   .408

Total 9.64 13
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Table 2: Pearson’s Product Moment Correlation testing

   Work  Role Justice    Job   Inse- Job Job Overall
overload clarity percep-    inse-   curity inse- inse-    job

 tions  curity/ (due to curity curity    inse-
current change) (job (possi-   curity
environ- chara ble
  ment cteristics) future

change)

Work Overload
Pearson 1.000 .041 -.260** .166 -.301** .062 .093 .004
correlation .689 .009  .098 .002 .540 .360 -.965
Sig .100 100 100  100 100  100 100  100
(2-tailed) N

Role Clarity
Pearson
correlation .041 1.000 .333**  200* .226 .215* -.085 .231*

Sig. (2- .689 .001 .046 .024 .031 .400 .021
tailed) N 100 .100 100 100 100 100 100 100

Justice
Perceptions

Pearson
correlation -.260** .333** 1.000 -.199* .521* -.235 -.170 -.030
Sig. (2- .009 .001 .047  *.000  *.019 .091 .767
tailed) N 100  100  .100 100 100 100 100 100

Job Insecurity
(Current Environment)

Pearson
correlation .166 200* -.199* 1.000 .002 .512** 248*. .678*

Sig. (2- .098 046 .047  .983  .000 .013  .000
tailed) N  100 100 100 100 100  100 100  100

Job Insecurity
(Due To Change)

Pearson
correlation -.301** .226* .521** .002 1.000 .023 .220* .502*

Sig. (2- .002  .024 .000 .983 .818 .028 .000
tailed) N 100 100 100 100 .100 100 100 100

Job Insecurity
(Job Characteristics)

Pearson .062 .215* .235* .512** -.023 1.000 .026 .658*

correlation .0540 .031  .019 .000 .818 .796 .000
Sig. (2- 100 100 100 100 100 .100 100 100
tailed)N

Job Insecurity
(Possible Future
Characteristics)

Pearson
correlation .093 .085 -.170 .248* .220* .026 1.000 .597**

Sig. (2- .360 .400  .091  .013 .028 .796  .000
tailed) N 100 100  100  100 100 100 .100  100

Overall Job
Insecurity

Pearson
correlation -.004 .231* -.030 .678** .502** .658** .597** 1.000
Sig. (2- .965 .021  .767 .000  .000  .000 .000
tailed) N  100 100  100 100  100  100 100 .100

** Correlation is significant at the 0.001 level (2-tailed)
* Correlation is significant at the 0.005 level (2-tailed)
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The aforementioned results indicate the ful-
fillment of objectives 1, 2 and 3 as they occur.

DISCUSSION

Justice perceptions had a direct relationship
with job insecurity due to change associated
with  downsizing. The more employees perceived
the organisation to have been unfair in carrying
out the downsizing exercise, the more insecure
they felt. These results concur with Hellgren and
Pettersson (1999) who argue that change from a
traditionally secure working environment to a
rapidly changing and insecure one could be ex-
pected to have an impact on the well being, work
attitudes and behaviour of survivors. Uncertain-
ty might be triggered by the non-participation
of survivors in the downsizing process as well
as not knowing when the next wave of downsiz-
ing will take place.

Justice perceptions had an inverse signifi-
cant relationship with job insecurity due to chang-
es in job characteristics such as autonomy, flex-
ibility, reporting lines and so on. Even though
survivors perceived the organisation to have
been unfair in carrying out the downsizing exer-
cise, they were more secure with their jobs in the
current environment. Schermerhorn (2001) con-
tends that survivors might feel secure with their
jobs after downsizing because organisational
membership and all that such membership means
to the individual would have been lost. Thus,
even though survivors felt that the organisa-
tion was unfair in carrying out the downsizing
exercise, they felt secure because they managed
to survive and they still had their jobs.

Role clarity and work overload had an effect
on justice perceptions and job insecurity. This
means that the addition or removal of either role
clarity or work overload affected perceptions of
justice and insecurity. When the survivors are
clear with their jobs, their perceptions of injus-
tice and job insecurity are reduced. On the other
hand, when survivors perceive work overload,

their perceptions of justice and job insecurity
increase. Beehr (2000) argues that survivors are
likely to find that their jobs have been signifi-
cantly modified or eliminated after downsizing.
In such cases, perceptions of unfairness and
insecurity may result as employees think about
the negative consequences of not having
enough information about their jobs. This may
result in anxiety and stress. If there are no prop-
er channels of communication and feedback,
survivors will suffer from role ambiguity which
will in turn lower their feelings of justice towards
the organisation.

CONCLUSION

The uniqueness and strength of this study
is its focus on investigating downsizing in an
economically unstable environment. In summa-
ry, the paper has directed attention towards fur-
ther investigation of the variables in other simi-
lar environment, in Africa or other parts of the
world. Results of this research have identified
both direct and inverse relationship between job
security and justice perceptions among the sur-
vivors. The inverse relationship is unique to this
study as no previous studies have reported such
a relationship, even in stable economic environ-
ments. The results also indicate that when or-
ganisations downsize in an unstable economic
environment, survivors’ role clarity and work
overload perceptions affected the relationship
between justice perceptions and job insecurity.
Although future research might be welcome to
clarify this finding,  the managerial implications
clearly showed that downsizing planners in un-
stable environments may benefit from institut-
ing policies that focus on considering  justice,
role clarity, work overload and job insecurity
perceptions before, during and  after downsiz-
ing.

RECOMMENDATIONS

In light of these results, management should
involve both victims and survivors of downsiz-
ing during and after the downsizing process.
Although survivors will not be losing their jobs,
they have as much right to know what will be
going on in the organisation as victims. Involve-
ment of survivors in decision making results in
positive perceptions of justice which is healthy
for the organisation. Survivors will feel that they

Table 4: One way ANOVA for effect of work overload

Model SS DF MS   F            P

Regression 19.23   1 19.23 36.42    .000*

Residual 51.75 98 .528

Total 70.98 99



252 CRISPEN CHIPUNZA AND MICHAEL O. SAMUEL

belong to the organisation, thus minimizing their
job insecurity. In order to make survivors aware
of the roles and duties within the new organisa-
tion, management should consider holding train-
ing workshops and communicate each individu-
al’s roles. Since some employees will be doing
jobs they were not trained to do, they need on-
the job training to enable them to perform their
duties well. Organisations should consider in-
stituting performance management systems in
order to ensure that survivors develop positive
justice perceptions before and after downsizing.
This enhances their job security perceptions.
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