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Abstract

This report presents results from a study of employee commitment at the Otago
Polytechnic following a major organisational restructuring and downsizing exercise
that commenced in October 2003 and concluded in December of the same year. One
hundred and fifty academic and non-academic staff in restructured and nonrestructured positions were randomly selected to complete a quantitative and short
answer questionnaire designed to gauge their perception of the restructuring process
and its impact on their commitment to the organisation.
The relationship between survivor syndrome, organisational commitment and the
psychological contract was analysed. Findings indicate a clear association between
the presence of symptoms of survivor sickness and a damaged psychological
contract, which collectively and individually show a significant negative impact on the
level of commitment staff now feel towards their organisation.
The analysis also shows a significant difference between the levels of commitment felt
by academic staff when compared with non-academics and between staff in
restructured positions when compared with staff in positions that were not
restructured.
This report discusses the potential implications for the Otago Polytechnic in light of
these findings and offers suggestions for improving staff commitment levels both
during and following a restructuring exercise.

ACKOWLEDGEMENT

Considerable thanks is given to Dr Fiona Edgar in the Department of Management for
her assistance, advice and support without which I think I would still be struggling with
the joys of SPSS and statistical analysis. Fiona's critical appraisal of my work has
been invaluable.
I am also grateful to Dr Robin Day, Deputy Chief Executive Officer and Phil Ker, Chief
Executive Officer at the Otago Polytechnic, for giving me the opportunity to review the
process of restructuring and assess the impact on staff. I hope that the findings of
the study will be of benefit to the Otago Polytechnic.
Finally, my sincere thanks go to the staff that so kindly completed the survey, without
which this project would not have been possible.

B

CO
Page

ABSTRACT
ACKNOWLEDGEMENTS
TABLE OF CONTENTS
CHAPTER 1: INTRODUCTION

1

CHAPTER 2: BACKGROUND
The Otago Polytechnic — Organisation and business
2.1
The need for organisational review and restructure
2.2
2.3
Implementation of the Business Recovery Plan
Staff support strategy
2.4
Research Objectives
2.5

2
2
2
4
4
5

CHAPTER 3: LITERATURE REVIEW
Survivor Syndrome
3.1
Organisational Commitment
3.2
The
Psychological Contract
3.3
The relationship between Survivor Syndrome, Psychological Contract
3.4
and Commitment in the downsized organisation
3.4.1 Communication, restructuring and organisational commitment
3.4.2 The trust relationship between management and employees
3.4.3 Fairness of process
3.4.4 Job security
3.4.5 Loyalty
3.4.6 Summary

7
8
10
10
11
11
12
13
14
15

CHAPTER 4: METHOD
4.1
Research Design — The Survey
4.2
Survey Development
4.3
Pilot study
Sample
4.4

16
18
20
20

CHAPTER 5: RESULTS
5.1
Survivor Syndrome
5.1.1 Consultation and Information
5.1.2 Procedural fairness
5.1.3 Opportunity to participate in decisions
5.1.4 Planned goals and objectives
5.1.5 Belief in goals of organisation
5.1.6 Organisational expectations
5.1.7 Job security
5.1.8 Valuing staff
5.1.9 Planning the changes
5.1.10 Communication of work expectations
5.1.11 Honesty
5.1.12 The future

23
23
26
27
29
29
30
31
32
33
34
35
36

5.2

38
Organisational commitment
5.2.1 Commitment prior to and following restructure
38
5.2.2 Affective, normative and continuance commitment 41

5.3

Psychological contract
5.3.1 Job security
5.3.2 The employee-employer relationship
5.3.3 Trust
5.3.4 Employer promises

42
44
46
47

Determining the relationship between Survivor Syndrome,
Organisational Commitment and the Psychological Contract

48

5.4

CHAPTER 6: DISCUSSION
Survivor Syndrome
6.1
6.1.1 Consultation and information
6.1.2 Planning the changes/fairness of process
6.1.3 Goals and objectives; organisational expectations; belief
in organisational goals
Organisational Commitment
6.2
Psychological Contract
6.3
6.3.1 Security
6.3.2 Trust and employee-employer relationship; value
Determining the relationship between survivor syndrome,
6.4
organisational commitment and the psychological contract

56

CHAPTER 7: CONCLUSIONS AND RECOMMENDATIONS

57

CHAPTER 8: FUTURE RESEARCH OPPORTUNITIES

63

REFERENCES

64

50
50
51
52
53
54
55

APPENDICES
Appendix 1
Employee Support Strategy
Ethical approval application
Appendix 2
Appendix 3 Organisational Commitment Survey

IV

CHAPTER 1: INTRUDUCTION
This research project examines whether perceptions of organisational commitment
altered as a result of a major organisational restructure and subsequent downsizing at
the Otago Polytechnic that commenced in October 2003 and was due to be
completed in December of the same year.
The project assesses the impact of significant organisational change on staff that
were directly or indirectly affected (i.e. their position may or may not have been
changed) but who remain as staff. This group of staff are often referred to as the
"survivors" (Brockner, 1992; Allen, 1997; Robbins, 1999). The literature on survivor
syndrome suggests the process of restructuring, the level of staff involvement and the
way in which staff are communicated with and supported during and after downsizing,
are indicators of surviving staff's future commitment, motivation, performance and
intent to leave.
This project is somewhat exploratory in nature in that it aims to assess whether Otago
Polytechnic staff display signs of survivor syndrome and whether their experiences of
the restructuring process has negatively affected their relationship with their employer.
As any significant change in organisational structure also affects the employee's
psychological contract – i.e. the set of unwritten reciprocal expectations, beliefs or
perceptions that characterise the relationship between employee and employer
(Sparrow and Cooper, 1998; Schein, 1978; Mathys and Burack, 1993; De Vries and
Balazs (1997) cited in Appelbaum and Doris, 2000), the inter-relationship between
this, survivor syndrome and organisational commitment is also explored.
This project has been undertaken as a result of the Otago Polytechnic Senior
Executive indicating a desire and willingness to review its own procedures and learn
from the experiences of staff as a mechanism for strengthening future change
processes. As the restructuring process occurred less than 12 months ago, and
further organisational change is likely, it is anticipated that the findings of this project
will be able to be utilised by the Otago Polytechnic to help rebuild or strengthen
relationships should these be found to have been weakened. Additional support can
then be provided to staff that may have been negatively affected by such changes.
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CHAPTER 2: BACKGROUND
2.1 The Otago Polytechnic — Organisation and business
The Otago Polytechnic is a large provider of tertiary education services based in
Dunedin. Between the main Dunedin Campus and satellite campuses in Cromwell,
Queenstown, Wanaka and Oamaru the Otago Polytechnic provides a broad range of
certificate, diploma, degree and post-graduate qualifications to over 12,000 students.
It employs over 400 full time equivalent staff on a permanent basis and contracts with
a further 300.

2.2 The need for organisational review and restructure
In October 2003, the Otago Polytechnic finalised and commenced implementation of
its Business Recovery Plan (BRP) following a three-month period of organisation-wide
consultation.
The driver behind the BRP was the need to review and manage costs of the
organisation's operation as opposed to looking at continuing to enhance revenue
growth following a sustained period of steady domestic growth in equivalent full time
students (EFTS) over recent years. In 2002, even though the Otago Polytechnic was
bringing in more EFTS funding than peer Polytechnics this was eliminated by
significantly higher full time equivalent (FTE) costs and high non-personnel operating
costs. Implementation of the BRP was deemed essential to secure the long-term
viability of the Otago Polytechnic.
The development of the BRP looked at all aspects of the organisation's operation with
a view to implementing processes to bring the financial viability of the institution back
within the guidelines indicated by the Tertiary Advisory Monitoring Unit (TAMU), i.e.
requiring a financial operating budget surplus of 5% by the end of 2004. This needed
to be achieved whilst ensuring that the high quality of programmes provided by the
institution was maintained and its reputation enhanced (Business Recovery Plandecisions and next steps, October 2003).
2
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The BRP was formulated on a combination of external benchmarks and internal
targets. Key benchmarks and targets were based on TAMU guidelines and
comparisons with institutions of a similar size. The BRP was lead by the Senior
Management Team and an external consultant, and overseen by the Otago
Polytechnic Council.
There were two key stages to the BRP designed to span a total of 18 months:
Phase 1:

Identify efficiencies and savings to existing business (by the end of
2003)

Phase 2:

Introduce systematic and fundamental changes to the portfolio of
programmes, structure and delivery and to business processes (by the
end of 2004).

The initial BRP proposal was to result in 40.5 FTE Academic and 11.1 FTE nonacademic staff reductions by the end of 2003. These efficiencies would be achieved
through a series of voluntary and involuntary redundancies following the merger of
some schools, the non-renewal of fixed term academic staff contracts, a
reduction/realignment of senior manager secretarial support and the centralisation of
student administration and enrolment services (Business Recovery Plan, Otago
Polytechnic, August 2003; Business Recovery Plan – Decisions and Next Steps,
Otago Polytechnic, October 2003). Two point-seven FTE new positions were also to
be created as the result of department reconfiguration.
At the time this study commenced final figures on employee reductions were not
available.
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2.3 Implementation of the Business Recovery Plan (BRP)
The timetable for action and implementation of the BRP was as follows:

4 Aug 03

Stage
Release of consultation
document to staff

12 Sept 03

Close of consultation process

19 Sept 03

Oral submissions to Council
from Key interest groups

23, 24, 29 Sept 03

Council Subcommittee to
consider submissions

7 Oct 03

Council

10 Oct 03

Release of decisions to staff

10 Oct 03
17 Oct 03

Call for voluntary severance
Notification to all staff on
employment status

22 Oct 03

Closing of voluntary severance
applications
Decisions on voluntary
severance
Redundancy/redeployment
process

Date

28 Oct 03
29 Oct to 7 Nov 03

10 Nov 03

Confirm with all affected staff the
final outcome on their potential
redeployment or redundancy

Action
Confirm decisions and consultation
process
Council seek Academic Board
response to BRP

Ratify the BRP Decisions
document
Presentation by Acting CEO to
staff on decisions
Applications requested from staff
Each staff member to receive a
letter identifying whether they are
affected or not affected by
decisions by 17 th Oct 03

Acting CEO to decide and confirm
Following voluntary severance, all
affected staff situations will be
reviewed against opportunities for
redeployment using the criteria
Each individual employee who is
to be redeployed or made
redundant will receive a letter of
confirmation from the Acting CEO.
This letter will also include next
steps.

2.4 Employee support strategy
In order to reduce the negative consequences of the business recovery process on
employees a number of employee support activities were made available. See
Appendix 1.
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2.5 Rcsca:ch Objectives
The objective of this study is to ascertain what affect the restructuring process has
had on staff within the Otago Polytechnic. A number of aspects of employee
wellbeing related to the restructuring process have been identified in the literature,
namely survivor syndrome, organisational commitment and the psychological
contract, and this study aims to examine these constructs in light of the recent
restructuring undertaken in this organisation. The broad research aims of this project
are to establish whether elements of survivor sickness are evident in staff at this
organisation, and to assess what impact the restructuring process has had on levels
of organisational commitment and the psychological contract of staff within this
organisation. These aims will be achieved by:
•

Assessing whether survivors of organisational restructuring at the Otago
Polytechnic perceive their levels of organisational commitment have altered
because of the restructuring process.

•

Assessing whether there is a difference between the commitment levels of
academic and non-academic staff.

•

Assessing whether there is a difference between the commitment levels of staff
whose positions have been changed and those that have not (survivors vs. nonsurvivors).

•

Examining the relationship between survivor syndrome, organisational
commitment and the psychological contract.

•

Ascertaining whether the process of organisational downsizing, as implemented
by the Otago Polytechnic, appears to have helped minimise the symptoms of
survivor syndrome in staff.

•

Identifying some of the possible ways in which organisations can improve the
process of restructuring in order to maintain commitment and minimise symptoms
of survivor syndrome.
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Provide some recommendations and/or suggestions to the Otago Polytechnic as
to how they might alleviate any identified symptoms of survivor syndrome with the
aim of strengthening organisational commitment.

6
Organisational commitment at the Otago Polytechnic
MBUS Project, October 2004

Christine Theissen ID 5484725

CH

E REVIEW

The literature on survivor syndrome, organisational commitment and the
psychological contract is widespread. The following section defines each construct
and considers the main features of each. It becomes evident from this review that
these constructs are inter-related, with the presence of one being likely to have an
affect on the other.

3.1 Survivor Syndrome
Survivor syndrome (also known as survivor sickness) is defined as "A set of attitudes,
perceptions and behaviours of staff who remain following involuntary employee
reductions" (Robbins, 1999). The term was introduced to management studies by
Brockner to help describe the common symptoms of guilt, lack of organisational
commitment and fear that survivors often experience following a downsizing (Noer,
1990, 1993 and 1997 cited in Allen, Freeman, Russell, Reizenstein, Rentz, 2001).
There is considerable evidence to suggest that those staff who remain within an
organisation after significant restructuring/downsizing often experience the adverse
effects of change as profoundly as those who have left (Allen, 1997; Brockner 1992;
Astrachan, 1995 and Baruch and Hind, 1999). The symptoms are many and can
manifest themselves in a number of different ways. According to Kinnie. Hutchison
and Purcell (1998) and Allen (1997) survivors may become demotivated, cynical and
insecure, demoralised, lose trust, faith, and confidence in their employer, suffer
stress, increased absenteeism, and become increasingly bitter. Survivors may feel
guilty that it was not them who went, develop insecurities as they fear future job
losses, be unclear about responsibilities and what managers expect of them, and
perceive their workload to be higher. There is also evidence to suggest that many
staff fear future change, experience a loss of loyalty towards their employer, become
less inclined to take risks and feel that they are not being kept well-informed
(Brockner, 1992; Robbins, 1999; Allen, 1997; Burke and Nelson, 1997; Appelbaum
and Donia, 2000; Thornhill, Saunders and Stead, 1997; Rice and Dreilinger, 1991).
Cascio (1993) cited in Kinnie et al (1998) adds that staff may also become less
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flexible and over-depend on traditional well-known ways of doing things thus inhibiting
organisational creativity.
The implications for organisations with staff suffering from survivor sickness are
considerabie. Those that fail to address survivor sickness risk higher levels of
turnover and reduced commitment, negatively affecting productivity and performance
thus inhibiting organisational success (Kinnie, Hutchinson and Purcell, 1998; Allan,
1997; Thornhill, Saunders and Stead, 1997; Greenhalgh, 1982, Roskies and Guering,
1990 cited in Kinnie. Hutchinson and Purcell, 1998, Doherty and Horsted, 1995).

3.2 Organisational Commitment
Organisational commitment can be defined as the relative strength of an individual's
identification with and attachment emotionally and functionally to one's place of work
(Elizur and Koslowsky, 2001). According to Price (1997) and Mowday. Porter and
Steers (1978) cited in Stiles, Gratton, Truss, Hope-Hailey, McGovern (1997)
organisational commitment is characterised by three factors: a strong belief in and an
acceptance of the organisation's goals and values; a willingness to exert considerable
effort on behalf of the organisation; and a strong desire to remain in the organisation.
Commitment involves an active relationship with the organisation such that individuals
are willing to give something of themselves in order to contribute to the organisation's
well being.
Morrow (1983) cited in Thornhill, Saunders and Stead (1997) offers a more refined
definition of commitment suggesting commitment can be categorised into five distinct
forms: the intrinsic value of work to individuals as an end in itself; the perceived
importance of one's career; the degree of daily absorption an individual experiences
in work activity; ones loyalty to and identification with their employing organisation
(also in Price, 2000, Morris, Lydka and O'Creevy, 1993) and the possibility of an union
focus or loyalty to and identification with one's bargaining unit. Workplace
commitment can also be linked to organisations, occupations and professions, teams
and leaders, personal careers or the attainment of goals (Meyer and Herscovitch,
2001). Organisational commitment can be as narrow as remaining as a member of
the organisation or as broad as working towards the success of the organisation. It
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can encompass obligation, desire or need to stay and a staff willingness to go the
"extra mile" to ensure an organisation's success (Guest, 2000).
However, Baruch (1998) cited in Singh and Vinnicombe (1998) believes that in a new
era of downsizing and flexibility the conceptualisation of work commitment may be
different from the past. Although people may now indicate that they will put a lot of
effort into helping the organisation be successful this may be so they keep their job,
not due to any particular attachment to the organisation.
The theory underlying commitment suggests that employee commitment to an
organisation should be a reliable predictor of certain behaviours, especially turnover
and committed people are considered more likely to remain with the organisation and
work towards the achievement of organisational goals (Mowday, Porter and Steers,
1982; Spreitzer and Mishra, 2002; Allen and Meyer, 1990). While very high levels of
commitment may not necessarily always be desirable as it can stifle creativity,
innovation and adaptation (Cascio, 1993; Mowday, Porter and Steers, 1982), it is
generally accepted that organisational commitment is a desirable staff attribute. For
example, Baruch and Winkelmann-Gleed (2002) concur that from a managerial
perspective organisational commitment is welcome because it has been shown to
have a significant impact on employee performance and effectiveness, borne out by a
number of studies such as those undertaken by Mathieu and Zajac (1990), Cohen
(1991), and Fletcher and Williams (1996). Staff that remain in an organisation after
organisational downsizing and restructuring has occurred (i.e. survivors) may find
however that these dimensions of commitment are altered, particularly the level of
commitment they feel towards their organisation and the actual focus of their
commitment (Morrow, 1983).
The literature provides sound evidence that organisations who have the most success
in maintaining employee commitment following downsizing tend to be those that plan
well in advance, communicate openly and regularly with all staff throughout the entire
process, respect the seniority rights of staff, depersonalise layoff decisions as much
as possible and clearly align and articulate the company's values and strategic
objectives (Dolan, Belout, Balkin, 2000; Thornhill, Saunders, Stead, 1997).
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3.3 The Psychological Contract
The process of restructuring within an organisation is also related to the psychological
contract. The psychological contract between employer and employee is a set of
unwritten reciprocal expectations, beliefs or perceptions that characterise both the
mutual behaviour delivered in the employment relationship and implied obligations or
promises (Sparrow and Cooper, 1998; Schein, 1978).
A bond between employer and employee, it describes the unconscious choice of an
organisation to respond to employee's psychological and employment needs in
exchange for meeting the organisation's needs (Mathys and Burack, 1983; De Vries
and Balazs, 1997 cited in Appelbaum and Doris, 2000). It includes mutual
responsibilities and expectations, but because it exists implicitly, it is deemed
unofficial.
It has been suggested that the breaking of the psychological contract can occur with
any organisational change where new policies and processes make statements that
are at odds with the status quo (Rousseau and Parks, 1993). According to Herriot
(1992), the psychological contract can be renegotiated between employees and
employers at any time.

3.4 The relationship between survivor syndrome,
psychological contract and commitmert in the downsized
orr;,.iisation
According to Thornhill, Saunders and Stead (1996) downsized organisations aiming to
ensure employee commitment need to overcome the adverse responses of survivors
that are often negatively orientated towards them. The following sections consider
the individual symptoms of survivor syndrome and their potential to impact on
organisational commitment and the psychological contract as defined by the literature.
Whilst individually symptoms do not necessarily lead to a complete breakdown in
organisational commitment, collectively the impact can be significant. This would
suggest that the presence of symptoms of survivor sickness and perceived breaches
of the psychological contract could result in low levels of organisational commitment.
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3.4.1 Communication, restru

& organisational commitment

Effective two-way communication, participation in decision-making and control over
work processes are instrumental to the cultivation of higher levels of commitment in
organisations (Morris and Steers, 1980, Rhodes and Steers, 1982, Stevens et al,
1978 cited in Hiltrop, 1996). Appelbaum, Delage, Labib and Gault (1997) found that
survivors are often either not informed or are misinformed about many issues to do
with the restructure such as their place in the new organisation, expected
performance standards, extra work demands, the value of their expertise and the
existence or lack of opportunities for advancement. In the restructured organisation,
failure to address such issues through good communication with survivors can reduce
commitment (Brockner, 1992 cited in Burke and Nelson, 1997) and damage the
trust/respect relationship between management and staff.
Survivors often feel a need to blame someone for employee layoffs, and management
and poor communication are the natural targets (Robbins, 1999). The reality however
may be that no amount of open and honest communication will be perceived as
enough, and the post layoff workplace is likely to be characterised by constant
complaints of poor management communication.

3.4.2 The trust relationship between management and staff
Allen, Freeman, Russell, Reizenstein and Rentz (2001) consider that changes in
organisational commitment may be influenced by the extent survivors are satisfied
with the performance of top management during the period following the downsizing.
If survivors do not trust that top management are competent and honest with staff
through the downsizing, they are likely to withdraw from the organisation or respond in
other destructive ways. Robbins (1999) found that survivors of downsizing frequently
commented that they no longer believe or trust what management says. Even when
staff are satisfied with how top management is leading the organisation they may be
reluctant to immerse themselves fully in their work for a considerable period following
the downsizing event or completely commit to the organisation.
Sparrow and Cooper (2003) however believe that those who survive the structural
adjustment and personal experience of job displacement will once again give their
organisation their trust and commitment. Armstrong-Stassen (2002) agrees. In his
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three year longitudinal study of redundancy programme survivors he found that whilst
designating staff redundant had an adverse effect on organisational trust, commitment
and job satisfaction during the downsizing period, once these staff were no longer at
risk of losing their jobs there was a marked increase in levels of trust, commitment
and satisfaction.
3.4.3 Fairness of process
Cynicism or lack of confidence in management and change efforts and the belief that
the layoff process was not conducted fairly, are the most damaging of negative
emotions since the organisation's credibility becomes undermined in the eyes of the
staff (Boroson and Burgess, 1992, Turnley and Feldman, 1998, Burke and Nelson,
1997). Survivor reactions are likely to be affected by their level of acceptance of the
need to downsize or make people redundant; the lack of alternative courses of action;
level of prior notification by management; selection criteria used and the decisions
made by managers about who would be made redundant, and the way in which
leavers are treated during their period of notice and offered support to find alternative
employment (Thornhill and Saunders, 1998). If staff are unable to directly affect the
process of restructuring themselves, they must see it as fair and just in order to trust
the imposed outcomes (Cooper and Rousseau, 1994).
Staff who perceive there is procedural justice in their organisations may not react as
negatively to such psychological contract violations because they are unlikely to feel
that they have been unfairly singled out for bad outcomes (Harris and McGrady, 1999,
Turnley and Feldman, 1998). Staff also tend to react less negatively to changes in
psychological contracts when they attribute the violations to legitimate external events
outside the organisation's control or where they are seen to be necessary for an
organisation's survival (Turnley and Feldman, 1998, Smithson and Lewis, 2000,
Rousseau and Aquino, 1993 cited in Rousseau, 1995). They will however expect the
organisation to compensate in other ways, for example, through training and
development, reasonable pay, autonomy and respect.
The assistance given to both surviving and departing staff is a major strategic issue in
any downsizing effort (Appelbaum and Donia, 2000). Not only will it reflect the culture
of the organisation, but will also have a major impact on the organisation that will
emerge following the downsizing. Consequently, not only are comprehensive and fair
12
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post term assistance programmes an ethical issue, but they send a clear message to
surviving staff about the value the organisation places on its members.
security
Extensive organisational change such as that incurred with restructuring and
downsizing affects the steady state of employment still expected by many staff today.
The loss of job stability and the subsequent need to renegotiate career expectations
can be regarded as a major violation of the psychological contract (Robinson and
Rousseau, 1994). Once organisations no longer reward hard work and dedication
with lifetime employment, the old psychological contract no longer holds (Mathys and
Burack, 1993). Over time, surviving staff are likely to feel less confident in their ability
to manage their own careers and feel great insecurity about their future (Appelbaum
and Donia, 2000). Staff react to the increasingly limited offer of employment for life
and career development by withdrawing down the trust commitment scale (Sparrow
and Cooper, 1998, Smithson and Lewis, 2000). Furthermore, because staff have
already witnessed a downsizing, surviving staff are believed to increasingly be living
under the fear of being fired (Boroson and Burgess, 1992). The immediate need of
surviving staff therefore is knowing the extent to which they should worry about the
possibility of future layoffs (Appelbaum and Donia, 2000). The continuation of open
communication channels, opportunities to debrief and the provision of comprehensive
support networks are as important now as they were in the lead up to the restructure if
the organisation is to ensure the ongoing support of its staff.
Beaumont and Harris (2002) and Jacoby (1999) contend that jobs involving long-term
career prospects with a single employer however are becoming less common and in
many cases have essentially disappeared altogether (Capelli, 1999, cited in
Beaumont and Harris, 2002): "The job for life concept has gone" (Pollock, 1997, cited
in Sparrow and Cooper, 2003).
Staff who cope best with restructuring tend to be those who are least dependent on
the organisation to define who they are as individuals (Appelbaum and Delaae, 1997;
Doherty and Horsted, 1995; Wilson, Larson and Stone, 1993 cited in Holm and
Hovland, 1999). Noer, (1993) cited in Appelbaum, Delage et al (1997) suggests, "If
who you are is where you work, you will do almost anything to hang on". Desire to
stay with the organisation in this case therefore does not indicate commitment but
13
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rather an unhealthy co-dependent relationship. Anecdotal evidence also suggests
that even when survivors accept the incidence of redundancies and adjust to the postdownsized environment they find themselves in, this may be more related to a
pragmatic or even compliant position on the part of the survivors, rather than any
sense of organisational commitment (Holbeche, 1998).
Staff who have always worked in jobs that are insecure have less psychological
attachment to lose: "Those who build their lives around their employer will suffer the
most as survivors" (Sparrow and Cooper, 1998). Noer (1993) believes that staff who
break the chain of co-dependency with their employer are immune to survivor
sickness. Individuals who survive cutbacks must learn to deal with their own feelings
as they develop a new relationship with their organisation in which they are more
empowered and less dependent (Burke and Nelson, 1997). The provision of specific
training for career self-management and encouragement for workers to learn
transferable skills will assist in reducing dependency in a changing work environment
(Smithson and Lewis, 2000).

3.4.5 Loyalty
Greenhalgh (1983) finds a loss of loyalty is demonstrated through higher turnover and
argues that satisfied workers tend to stay with their employer longer. Holbeche
(1998) warns however, that turnover is not necessarily a reliable indicator of loyalty,
as turnover can seem artificially low when the job market is relatively static or appears
to be shrinking. The real test is when growth returns and people choose to be more
mobile. In Holbeche's (1996) study of managers in 200 organisations, she found
that the most dissatisfied group were the people whose jobs had not grown. They
were all actively looking for jobs even though many of them stated they were still loyal
to their employer.
Hiltrop (1996) and Obilade (1998) found in their studies that loyalty was greatest in
those individuals who felt valued and respected by their employer. Acknowledgement
of effort, recognition of skills and experience, clarity of roles and responsibilities, clear
communication of goals and objectives and opportunities to participate in decision
making are all vital in ensuring that staff feel an integral part of the organisation, and
not a commodity that can be easily discarded.
14
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Robbins (1999) and Filipczak (1995) believe that in the restructured organisation, an
employee's loyalty is no longer to the organisation but to his/her own career with the
breaking of this dependency relationship essentially an individual effort. "The new
psychological contract rests on the assumption that people will not automatically be
loyal to their company, but that like professionals, they will be moved by a new kind of
loyalty to their own disciplines and skills" (Hiltrop, 1996).
3.4.6 Summary

This review of the literature suggests that if Otago Polytechnic staff indicate that
information regarding the restructuring process, participation in decision making is
lacking, the process of restructuring is deemed to be unfair, organisational loyalty is
low and there is a lack of clarity about roles and work expectations, we would expect
to find that organisational commitment is low.
If trust in management to make sensible decisions for the future is low, and feelings of
job insecurity are high, we can conclude that the psychological contract between staff
and the Otago Polytechnic (their employer) has been breached.
In essence, we can deduce that the presence of symptoms of survivor syndrome and
a damaged or broken psychological contract are likely to result in low, or lowered
levels of organisational commitment.
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ME I OD
4.1 Research Design - The Survey
The main data collection method used in this research is the mail survey. Given the
potential for varied interpretation of question wording, a pilot study was undertaken to
ensure maximum clarity. The scope of this pilot is reported under section 4.3 on page
20.
The mail survey was the method of choice because they are relatively inexpensive to
administer; they allow for large numbers of respondents to be surveyed in a relatively
short period; respondents can take their time in answering, and privacy is easier to
maintain (Mangione, 1995). However, mail surveys have two major weaknesses, the
first being the potential for a low response rate, and the second concerning the type
and amount of information that can be secured as questions cannot be probed deeply
nor large amounts of information obtained (Schindler and Cooper, 1998). This
second limitation has been partially overcome by the inclusion of both open and
closed questions. Respondents are able to comment specifically on key aspects of
the restructuring process, allowing the expression of both opinions and feelings which
may (or may not) help to provide further support for quantitative question results.
Bearing in mind these limitations and due to the pressure of time and resources
available, the mail survey was considered the most appropriate method in this
instance.
Issues of reliability and validity are addressed in a number of ways. A measure is
reliable to the degree that it supplies consistent results (Cooper and Schindler, 1998).
Where appropriate, this study uses existing measures that are reported to have firm
psychometric qualities (for example, Price's, 1997 assessment of the relative reliability
and validity of Mowday, Porter and Steers, 1978 and Meyer and Allen's, 1982 studies
on organisational commitment).
Because the statements relating to survivor syndrome have been developed from the
literature, reliability was assessed through application of Cronbach's alpha in SPSS in
order to measure internal consistency. Nunnally and Burstein (1994) suggest internal
consistency estimates above the 0.80 level are more than acceptable. The two
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measures of survivor syndrome and organisational commitment used in this study
reached this level (survivor syndrome a=0.85; organisational commitment a=0.86).
The measure of psychological contract taken from Guest (2000) however only
reached an internal consistency of .72. This may reflect that only a small cross
section of statements was taken from his work. To improve the validity of statements
on psychological contract in future it is suggested that the full range of statements
from his study are incorporated.
The key aims of the survey were to:
•

establish whether levels of organisational commitment had been affected by
restructuring and downsizing as perceived by a cross-section of Polytechnic
academic and non-academic staff who survived the process, securing either their
existing role or a new one

•

establish whether there is a link between symptoms of survivor syndrome and
levels of organisational commitment

•

assess whether surviving staff perceived the psychological contract with their
employer had been damaged or altered

The survey comprises four sections:
1. Demographic information: age, gender, length of tenure, position (academic or
non-academic) and whether or not the respondent's department and/or position
had been restructured. Specific identifying information, such as employing
department, was not requested given the desire to protect respondent's identity.
The demographics for participating staff are shown in Tables 1 and 2.
2. A series of open-ended questions: these were designed to assess and obtain
feedback from staff on their perceptions of (1) adequacy of consultation and
information sharing (survivor syndrome); (2) levels of commitment both prior and
following the restructure (organisational commitment); and (3) perceived security
of position and the current relationship between management and staff
(psychological contract).
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3. Twenty two statements measuring organisational commitment, survivor syndrome
and the psychological contract.
4. A page for additional comments.
Ethics approval for this research was obtained from the University of Otago
Management Research Committee prior to the collection of data (see Appendix 2).

4.2 Survey Devalopment
An adapted and shortened version of Mowday et al's 15-item survey on organisational
commitment was used. Nine items, three for each element of commitment were
selected, namely:
1. Affective commitment – the emotional attachment felt by the employee towards
their organisation and identification with organisational values and support for
organisational goals (Meyer and Allen, 1984 cited in Somers and Birnbaum,
2000);
2. Continuance commitment – an employee's dedication to the organisation but
where the costs of leaving are considered too high (Mowday, Porter and Steers,
1982; Meyer and Allen, 1994, cited in Harris and McGrady, 1999); e.g. a lack of
alternative career opportunities as opposed to have an actual desire to stay with
the organisation.
3. Normative commitment–on employee's felt obligation to stay with the
organisation (Somers and Birnbaum, 2000)
Respondents were asked to indicate, using a five-point Likert scale (1=strongly
disagree and 5=strongly agree), the extent to which they agree with each of these
nine statements.
The presence of low levels of trust and loyalty, high levels of insecurity and a sense of
injustice about the process of restructuring are all indicators of survivor syndrome
(Baruch and Hind, 1999; Rizzo, House and Lirtzman, 1997 (cited in Meyer and Allen,
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2001); Brockner, 1992; Newell and Dopson, 1996). To measure this, an 11-item
scale was developed based on a review of the literature. Respondents were asked
to indicate, using a five-point Likert scale (1=strongly disagree to 5=strongly agree),
the extent to which they agreed with each statement. This enabled an assessment to
be made as to how surviving staff at the Otago Polytechnic perceived the process of
restructuring, their involvement in decision-making, the fairness of the process, their
sense of organisational loyalty and feelings of job security.
The impact of the psychological contract on organisational commitment in
restructured organisations was measured using an adapted version of a measure
previously developed by Guest (2000) for this same purpose. This measure
contained two items. Respondents were asked to indicate, again using a five-point
Likert scale (1=strongly disagree to 5=strongly agree), the extent to which they agreed
with each of these statements. (See Appendix 3 for a copy of the survey).
Six open-ended questions were also included in the survey – two for each of the three
major constructs examined in this study (survivor syndrome, organisational
commitment and psychological contract). One reason for the inclusion of these
questions was that they enable confirmatory support for data collected from the
survey to be obtained. A second reason is that information gleaned from these
questions may elucidate new information that is useful in developing our
understanding of the impact of survivor syndrome.
Finally, additional space was provided for respondents, should they wish to do so, to
make any additional comments they deemed relevant to this study.
Survey data were analysed using the computerised statistical programme SPSS
Version 10.1. The analysis mainly involved the computation of frequency data, and
the reporting of means. An independent samples t-test was used to examine
differences between the means for different groups (i.e. academics and nonacademics, and restructured and non-restructured staff). Pearson correlation was
used to establish the relationship between survivor syndrome, organisational
commitment and the psychological contract.
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4.3 Pilot study
A pilot study was conducted prior to the main study, to ensure that the survey tools
developed for use in the research were suitable in their content and length and that
the respondents were interpreting the survey questions in the manner intended. Pilot
studies are conducted to detect weaknesses in design and instrumentation and
provide proxy data for a selection of a probability sample (Cooper and Schindler,
1998). They are also considered useful in helping to determine issues and
appropriate variables (Jankowicz, 2000).
Four staff (two non-academics, one academic and the Chief Executive Officer)
reviewed and piloted the survey. As a result, a number of amendments to the survey
were made.
Although this project was initially designed to be a "moment in time study", the CEO
indicated that he was particularly interested in gauging whether staff perceptions of
their level of commitment to the Otago Polytechnic had changed following the
restructure. The initial question asking respondents to rate their level of the
commitment to the organisation now was expanded to include both a subjective
assessment of individual commitment prior to and following organisational
restructuring.

4.4 Sample
Staff were selected randomly from full and part time academic and non-academic staff
that were in post as at the 22nd June 2004 but who had been staff members since 1st
March 2003. This group of staff had been in post at least five months prior to the
initiation of the Business Recovery Plan (BRP) and in post at least eight months prior
to its subsequent implementation.
There was some discussion as to the sample size and the Chief Executive Officer
indicated that only a selection of staff should be surveyed at this time, as he was keen
to initiate a much wider survey of workplace satisfaction later in 2004. A ratio of one
to eight permanent staff was selected initially however on review of the eligible staff
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population this was reduced to one in five to ensure a broader representation of staff
groups across the full range of Polytechnic Departments.
An up to date staff listing was obtained from the Human Resources Department and
sorted by department, position and commencement date. Staff appointed after the
1 st March 2003 were excluded, along with any staff member not in post as at the

22nd

June 2004.
A total of 150 questionnaires were sent out to staff through the internal mail system
during the last week of June and first week of July 2004. Staff were asked to return
the completed survey in the attached postage paid envelope addressed to the
University of Otago Management Department by the 25 th July 2004.
Sixty-four surveys were returned (42.7 percent) of which 60 (40 percent) were valid.
Of the four that could not be used one was from a staff member who returned the
form uncompleted indicating that their relationship with the Polytechnic (outside of the
BRP) would have inappropriately biased their answers. Two were from staff who had
been members of the Polytechnic less than six months (indicating an error in the HR
staff listing) and the fourth was from a staff member based in Wellington.

TABLE 1
Distribution of gender and position in the sample
Gender

Academic

Department
restructured?

Position
restructured?

Contract

Male

Female

Yes

No

Yes

No

Full time

Part time

15

19

29

7

13

23

27

6

Non academic

10

14

16

8

9

15

25

2

Total

25

33

45

15

22

38

52

8

NB: Two staff did not specify gender.

Of the 60 valid responses, the average length of tenure was 9.27 years and the
average time in current position was 5.41 years. The average age of respondents
was 45 years.
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TABLE 2
Sample numbers by Department and Position

Full time
academic

Part time
academic

Full time
non
academic

Part time
non
academic

6

2

1

1

Senior
Mgt
Team

Department

Code

Architecture, Building, Engineering

ABE

Academic Management

ACM

1

1

Academic Development Centre

ADC

1

1

Art

ART

5

4

2

11

Business, Tourism, Travel

BTT

7

2

Chief Executive Officer

CEO

Community, Languages, Maori

CLM

Chief Operating Officer

COO

Central Otago Campus

COT

Customer Services

CUS

Design

DES

Finance

FIN

2

2

Human Resources

HRA

1

1

Hospitality, Service Sector

HSS

International Office and Marketing

INT

2

2

Information Systems and Support

ISS

4

4

Information Technology,
Electrotechnology

ITE

9

1

11

Midwifery

MID

4

Nursing

NUR

10

Oamaru Campus

OAM

1

Occupational Therapy

OCC

4

Property Services

PPS

4

4

Programme Support Unit

PSU

2

2

6

10

9
1

5

1

2

2
12

1

1
3

1

6

1

2

2
3

5

2

1

7

1

1

9

2

4
2

14

1

1
3

1

10

2

1

SDM

1

Sports Institute, Adventure

SIA

3

5

Science, Vet Nursing, Natural Resoue
rc
Totals

SVR

5
71

5
34

8
2
33

1
10

2
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5.1 Survivor syndror,a
The overall research objective was to establish whether elements of survivor sickness
were apparent in staff at the Otago Polytechnic. Respondents were asked a series of
five point Likert-scale questions covering each element of survivor syndrome as
defined by the literature. The inclusion of a series of open-ended questions relating to
consultation and information, job security and the relationship between management
and staff were also included in order to gain a more detailed understanding from staff
as to their thoughts and feelings about the actual process of restructuring and whether
there was anything further the organisation could or should have done.

5.1.1 Consultation and Information
The aim here was to establish whether staff felt that there was sufficient consultation
within the Otago Polytechnic about the planned organisational changes and how staff
were likely to be affected. Staff were also asked to indicate the extent to which they
felt they had been given sufficient information about the process of restructuring and
to provide comments on the process.
Tables 3 and 4 present the mean scores and frequencies indicating the extent to
which academics and non-academics in restructured and non-restructured positions
perceived that sufficient consultation had occurred during the restructuring process
and whether sufficient information had been provided.
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TABLE 3
Consultation
N

Academics

Nonacademics
All staff

Mean

Std
Deviation

1.23

.439

Insufficient

Sufficient

More than
Sufficient

0/0

0/0

°/0

76.9

23.1

0

Restructured

13

Not restructured

23

1.74

.619

34.8

56.5

8.7

Total

36

1.56

.607

50.0

44.4

5.6

9

1.56

.726

55.6

33.3

11.1

Not restructured

15

1.60

.632

46.7

46.7

6.7

Total

24

1.58

.654

50.0

41.7

8.3

Restructured

22

1.36

.581

68.2

27.3

4.5

Not restructured

38

1.68

.620

39.5

52.6

7.9

Total

60

1.57

.621

50

43.3

6.7

Restructured

Key: 1=Insufficient; 2=Sufficient; 3=More than sufficient

Overall, academic and non-academic staff were evenly divided as to whether they
felt there was adequate consultation, however when the results were broken down in
to restructured and non restructured staff a marked difference appeared with over
three quarters (77 percent) of restructured academic and over half of restructured
non-academic staff (55.6 percent) indicating that there was inadequate consultation.
The responses to the open-ended question revealed that while a number of
academic and non-academic staff commented that their managers were very good at
involving them in discussions, the significant majority of comments were negative
towards the consultation process. Many staff commented that they felt their views
were not taken on board and that they were 'told" what was going to happen rather
than being consulted. For example:
"Staff did not have a real impact; all decisions were made for them. There
was consultation, but very little from staff (below management level) was
implemented or actioned" (Full time non-academic staff member)
"Although at the end of the process my job has been unaffected, at no stage
did my manager (at the time) actually make time to sit down, tell me the
situation and ask how I felt". (Full time non-academic staff member)
Others were more positive:
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"Given that there was time to have input into the consultation document, and
present written and oral submissions, I think the process was as good as it
could be. There were also staff forums that allowed for extra dialogue". (Full
time academic staff member)
Where consultation was considered adequate there was concern that no one was
told where they stood or how their independent positions were going to be affected.
For a number of staff the uncertainty of role continuation persisted well into
December 2003 increasing their level of personal anxiety.
Of particular note is the number of academic staff who commented that they felt that
there was a fixed agenda. For example:
"We were consulted in mass meetings and via a site on Polybase that
technologically excluded some. Submissions based on sound information
and common sense was ignored. Yes, they could tick the consultation box
but their ideas appeared to be fixed so consultation was pointless. There is
no consultation if there is no willingness to change your view" (Full time
academic staff member).
"... I believe not enough discussion took place and decisions were made
autocratically without buy-in from staff" (Full time academic staff member)
TABLE 4
Information

Academics

Nonacademics
All staff

N

Mean

Std
Deviation

Insufficient

Sufficient

More than
Sufficient

Restructured

13

1.31

.480

69.2

30.8

0

Not restructured

23

1.65

.487

34.8

65.2

0

Total

36

1.53

.506

47.2

52.8

0

9

1.44

.726

66.7

22.2

11.1

Not restructured

15

1.60

.632

46.7

46.7

6.7

Total

24

1.54

.541

54.2

37.5

8.3

Restructured

22

1.36

.581

68.2

27.3

4.5

Not restructured

38

1.63

.541

39.5

57.9

2.6

Total

60

1.53

.566

50.0

46.7

3.3

Restructured

Key: 1=Insufficient; 2=Sufficient; 3=More than sufficient
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Staff in restructured positions (both academic and non-academic) were far more likely
than non-restructured staff to feel that they received inadequate information on how
the restructure was to affect them (69.2 percent for academic staff and 66.7 percent
for non-academic staff):
"Had to ask a lot to get the information. Nobody really seemed to have clear
answers, and answers were tinged with uncertainty which bred cynicism". (Full
time academic staff member)
Staff who positions remained unchanged indicated a high level of satisfaction with the
information provided to them (65.2 percent for academic staff and 46.7 percent for
non-academic staff) and a number commented that in most cases their line managers
had done an excellent job in keeping them up to date and providing support:
"Our HOS kept us up to date with relevant information and was supportive".
(Full time academic staff member)
Part time staff however were far less likely to feel that they had been given sufficient
information with a number commenting that they seemed to be forgotten about.

5.1.2 Procedural fairness
Survivor reactions to downsizing are deemed to be less severe when they perceive
the process to be fair and necessary (Turnley and Feldman, 1998; Brockner, 1997).
Staff were asked to consider whether the restructuring process adopted was justified.
See Table 5.
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TABLE 5
Procedural fairness

Academics

Nonacademics

All staff

N

Mean

Std
Dev.

Strongly
disagree

Disagree

Neither
agree
nor
disagree

Agree

Strongly
agree

Restructured

13

2.23

1.24

38.5

23.1

15.4

23.1

0

Not restructured

23

2.70

1.22

21.7

21.7

26.1

26.1

4.3

Total

36

2.53

1.23

27.8

22.2

22.2

25.0

2.8

9

1.78

1.39

22.2

22.2

22.2

22.2

11.1

Restructured
Not restructured

15

2,53

0.83

13.3

26.7

53.3

6.7

Total

24

2.63

1.06

16.7

25.0

41.7

12.5

0
4.2

Restructured

22

2.45

1.30

31.8

22.7

18.2

22.7

4.5

Not restructured

38

2.63

1.08

18.4

23.7

36.8

18.4

2.6

Total

60

2.57

1.16

23.3

23.3

30.0

20.0

3.3

Key: 1=strongly disagree; 2=Disagree; 3=neither agree nor disagree; 4=Agree; 5=strongly agree

Sixty two percent of restructured academic staff considered the process of
restructuring was unfair with 38.5 percent feeling very strongly about this. Forty four
percent of restructured non-academics were also dissatisfied. Over half of nonrestructured non-academics however could not decide whether the process was fair
or not.
5.1.3 Opportunity to participate in decisions
Employees cannot support the changes the organisation is making if they do not know
what is going on (Appelbaum, Delage, Labib, Gault, 1997). Failure to adequately
involve staff in the decision making process can leave staff suspicious about
management's intent, add to feelings of insecurity and decrease staff members' sense
of value to the organisation, all clearly defined symptoms of survivor syndrome (see
Table 6).
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TABLE 6
Participation
N

Mean

Std
Dev.

Strongly
disagree

Disagree

Neither
agree
nor
disagree

Agree

Restructured

13

1.92

1.12

46.2

30.8

7.7

15.4

Not restructured

23

2.52

1.08

17.4

39.1

17.4

26.1

Total

36

2.31

1.12

27.8

36.5

13.9

22.2

0

Strongly
agree

0/0
Academics

Nonacademics

All staff

0

9

2.00

1.00

33.3

44.4

11.1

11.1

0

Not restructured

15

2.67

1.23

26.7

13.3

26.7

33.3

O

Total

24

2.42

1.18

29.2

25.0

20.8

25.0

0

Restructured

22

1.95

1.05

40.9

36.4

9.1

13.6

0

Not restructured

38

2.58

1.13

21.1

28.9

21.1

28.9

0

Total

60

2.35

1.13

28.3

31.7

16.7

23.3

0

Restructured

Key: 1=strongly disagree; 2=Disagree; 3=neither agree nor disagree; 4=Agree; 5=strongly agree

Both restructured academic and non-academic staff were vehement in their response
to this question with over three quarters of each group indicating that there was
insufficient opportunity to participate in decisions that would affect their work areas.
Staff who were not restructured also indicated dissatisfaction with the decision making
process (56.8 percent academic and 40 percent non-academic) citing a lack of clarity
as to how decisions were arrived at:
"There was no basis on which decision-making was performed. No
explanations why certain directions were taken - especially as these directions
conflicted with what the schools (our anyway) wanted". (Full time academic
staff member)
"The bigger decisions were made by people who were divorced from the
coalface of the schools and therefore did not have the correct information or
'feel' to make informed judgements. I don't believe that management were
prepared to really listen to staffing concerns and issues". (Full time academic
staff member)
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5.1.4 Planned goals and objectives
Respondents were asked to indicate how clear they felt the Otago Polytechnic's goals
and objectives were (see Table 7).
TABLE 7
Clear goals and objectives
N

Mean

Std
Dev.

Strongly
disagree

Disagree

Neither
agree
nor
disagree

Agree

Strongly
agree

`)/0

Academics

Nonacademics
All staff

Restructured

13

2.69

1.25

23.1

15.4

38.5

15.4

7.7

Not restructured

23

2.52

1.08

21.7

26.1

30.4

21.7

0

Total

36

2.58

1.13

22.2

22.2

33.3

19.4

2.8

9

2.33

1.12

22.2

44,4

11.1

22.2

0

Restructured
Not restructured

15

2.67

0.98

13.3

26.7

40.0

20.0

0

Total

24

2.54

1.02

16.7

33.3

29.2

20.8

0

Restructured

22

2.55

1.18

22.7

27.3

27.3

18.2

4.5

Not restructured

38

2.58

1.03

18.4

26.3

34.2

21.1

0

Total

60

2.57

1.08

20.0

26.7

31.7

20.0

1.7

Key: 1=strongry disagree; 2=Disagree; 3=neither agree nor disagree; 4=Agree; 5=strongly agree

Only a quarter of all restructured staff consider the organisation has clear goals and
objectives, with nearly three quarters of restructured non-academic staff and over a
third of restructured academic staff citing poorly defined goals and objectives.
Irrespective of whether positions were restructured or not, staff overall were more
likely to indicating a lack of clarity around organisational goals rather than an
understanding of them.

5.1.5 Belief in goals of organization
In order for staff to be committed to the organisation's future success staff must both
understand and believe in the goals of the organization (see Table 8).
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TABLE 8
Belief in organisational goals
Neither
agree
nor
disagree
53.8
47.8
50.0

Key: 1=strongly disagree; 2=Disagree; 3=neither agree nor disagree; 4=Agree; 5=strongly agree

Although a third of restructured academics and a quarter of restructured non
academics indicated confidence in the organisation's plan, over 50 percent of
respondents indicated that they neither agreed nor disagreed with the organisation's
goals and what it is trying to do tor the future.
This result can be expected given the large proportion of staff who indicated in 5.1.4
above that they did not know what the goals or objectives of the new organisation
were.

5.1.6 Organisational expectations for employees
Respondents were asked whether they understood what the organisation expected of
them following the restructure, given many of them had acquired newly orientated
positions (see Table 9).
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TABLE 9
Organisational expectations for emp oyees
N Mean

Academics

Res ructured

13

Not restructured

23

3.15

Std Strongly Disagree
Dev. disagree

1.21

7.7

23.1

30.8

23.1

15.4

8.7

8.7

8.7

65.2

8.7

11.1

8.3

Total
Nonacademics

Restructured

Not restructured

38

376

0.97

13.9

16.7

50.0

22.2

11.1

44.4
26.7

0

20.0

53.3

8.3

16.7

50.0

9.1

22.7

22.7

31.8

13.6

5.3

5.3

13.2

60.5

15.8

Not restructured

Total
Restructured

Strongly
agree

Neither Agree
agree
nor
disagree

Key: 1=strongly disagree; 2=Disagree; 3=neither agree nor disagree; 4=Agree; 5=strongly agree

Non-restructured academic staff were far more likely to understand what the
organisation expects of them in their role than restructured academic staff (73.9
percent and 38.5 percent respectively).
This finding was mirrored in non-restructured non-academics with 80 percent
indicating that they understood what was required compared with only 55.5 percent of
restructured non-academics.

5.1.7 Job Security (see also psychological contract)
Job security is considered an important indicator in maintaining the psychological
contract between employee and employer (Guest, 2000). A feeling of insecurity is
also an indicator of survivor sickness (see Table 10).
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TABLE 10
Job security
Mean

Strongly
disagree

Disagree

Dev.

1.12

15.4

7.7

Std

Neither
agree
nor
disagree

Agree

Strongly
agree

53.8

15.4%

7.7

0/0

Academics

Nonacademics
All staff

Restructured

13

2.92

Not restructured

23

3.09

1.13

13.0

13.0

30.4

39.1

4.3

Total

36

3.03

1.11

13.9

11.1

38.9

30.6

5.6

9

3.22

1.09

33.3

22.2

33.3

11.1

O

Not restructured

15

3.67

098

0

13.3

26.7

40.0

20.0

Total

24

3.50

1.02

20.8

25.0

37.5

16.7

Restructured

22

3.05

1.09

9.1

18.2

40.9

22.7

9.1

7.9

13.2

28.9

39.5

10.5

8.3

15.0

33.3

33.3

10.0

Restructured

Not restructured

38

3.32

1.09

Total

60

3.22

1.09

Key: 1=strongly disagree; 2=Disagree; 3=neither agree nor disagree; 4=Agree; 5=strongly agree

Only 11.1 percent of restructured non-academic staff feel secure in their role (55.5
percent feel insecure or very insecure). Non-restructured non-academic staff on the
other hand show a relatively high level of job security at 60 percent. Academics in
restructured positions are equally divided between feelings of security and insecurity
however, the majority (54 percent) feel neither secure nor insecure. Overall,
irrespective of whether their positions were restructured or not, only a third of
academic staff feel secure in their positions compared with just over half of all nonacademic staff.
5.1.8 Valuing staff
According to Meyer and Allen (1994) and Rousseau (1995), organisations need to
ensure that their staff feel valued if they want to enhance staff commitment. Staff who
feel undervalued tend to perform less well making it more difficult for the organisation
to achieve its objectives (see Table 11).
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TABLE 11
Staff feel valued by organisation

Academics

Nonacademics
All staff

N

Mean

Std
Dev.

Strongly
disagree

Disagree

Neither
agree
nor
disagree

Agree

Strongly
agree

Restructured

13

2.85

1.14

15.4

23.1

23.1

38.5

Not restructured

23

2.57

1.04

17.4

30.4

30.4

21.7

0

Total

36

2.67

1.07

16.7

27.8

27.8

27.8

0

9

3.33

1.50

22.2

0

22.2

33.3

22.2

Not restructured

15

3.40

1.06

6.7

6.7

40.0

33.3

13.3

Total

24

3.37

1.21

12.5

4.2

33,3

33.3

16.7

Restructured

22

3.05

1.29

18.2

13.5

22.7

36.4

9.1

Not restructured

38

2.89

1.11

13.2

21.1

34.2

26.3

5.3

Total

60

2.95

1.17

15.0

18.3

30.0

30.0

6.7

Restructured

Key: 1=strongly disagree; 2=Disagree; 3=neither agree nor disagree; 4=Agree; 5=strongly agree

Overall, restructured staff were more likely to feel valued than their non-restructured
colleagues and restructured academic staff were more likely than non-restructured
academics to feel valued (38.5 percent and 21.7 percent respectively).
Over half of restructured non-academics (55.5 percent) and 46.6 percent of nonrestructured colleagues felt valued. A significant proportion of staff in all groups
however felt neither valued nor not valued.

5.1.9 Planning the changes

Employee commitment is considered easier to achieve when employees believe that
the changes have been properly thought through and that there is logic, order and
fairness in what occurs, rather than appearing as a series of ad hoc, hurried decisions
or chaotic events (Thornhill, Saunders and Stead, 1997). Staff were asked to
consider how well they felt the Polytechnic planned the changes (see Table 12).
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TABLE 12
Organisational changes were well planned

Academics

Nonacademics
All staff

N

Mean

Std
Dev.

Strongly
disagree

Disagree

Neither
agree
nor
disagree

Agree

Strongly
agree

Restructured

13

2.23

1.09

30.8

30.8

23.1

15.4

Not restructured

23

2.74

1.18

17.4

26.1

26.1

26.1

4.3

Total

36

2.56

1.16

22.2

27.8

25.0

22.2

2.8

22.2

0

25.0

0

9

2.22

1.20

33.3

33.3

11.1

Not restructured

15

2.67

1.11

20.0

20.0

33.3

Total

24

2.50

1.14

25.0

25.0

25.0

Restructured

22

2.23

1.11

31.8

31.8

18.2

18.2

0

Not restructured

38

2.71

1.14

18.4

23.7

28.9

26.3

2.6

Total

60

2.53

1.14

23.3

26.7

25.0

23.3

1.7

Restructured

Key: 1=strongly disagree; 2=Disagree; 3=neither agree nor disagree; 4=Agree; 5=strongly agree

Less than a fifth of restructured staff (both academic and non-academic) felt that the
changes had been well planned. Non-restructured staff were a little more positive
with a little over one quarter of staff (28.9 percent) agreeing that things had been done
well.
There was also a general concern that the time required to implement such significant
changes in structure were rushed, leaving staff uncertain about their jobs and the
future of their programmes:
"Didn't even know until the last minute if students we had accepted would
have a course to come to". (Part time academic staff member).
5.1.10 Communication of work expectations
Forty seven percent of respondents were in restructured positions, indicating changed
roles and work expectations for a significant group of staff. Staff commitment to the
organisation is considered easier to maintain where managers communicate work
expectations clearly and provide ongoing support and guidance, prior, during and
following the restructuring process (Burke and Nelson, 1997, Foxman and Polsky,
1988, cited in Thornhill and Gibbons, 1995). See Table 13.
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TABLE 13
Manager communication of work expectations
N

Mean

Std
Dev.

Strongly
disagree

Disagree

Neither
agree
nor
disagree

Agree

Strongly
agree

°/0
Academics

Restructured

13

2.31

1.11

30.8

23.1

30.8

15.4

0

Not restructured

23

2.91

1.34

13.0

34.8

17.4

17.4

17.4

Total

36

2.69

1.28

19.4

30.6

22.2

16.7

11.1

Non-

Restructured

9

3.33

1.50

22.2

0

22.2

33.3

22.2

academics

Not restructured

15

3.60

1.35

6.7

20.0

13.3

26.7

33.3

Total

24

3.50

1.38

12.5

12.5

16.7

29.2

29.2

Restructured

22

2.73

1.35

27.3

3.6

27.3

22.7

9.1

Not restructured

38

3.18

1.37

10.5

28.9

15.8

21.1

23.7

Total

60

3.02

1.37

16.7

23.3

20.0

21.7

18.3

All staff

Key: 1=strongly disagree; 2=Disagree; 3=neither agree nor disagree; 4=Agree; 5=strongly agree

Fifty-four percent of restructured and 47.8 percent of non-restructured academic staff
indicated that their managers had not effectively communicated work expectations
following the changes. A number of staff commented that six months in to their new
roles they still did not have job descriptions or have set performance objectives,
making it difficult to both know what they were expected to do or how they were
performing.
Non-academic staff, both restructured and non-restructured, indicated a reasonably
high level of understanding of work expectations (55.5 percent and 60 percent
respectively).

5.1.11 Honesty
Honesty and trust are closely aligned. Evidence of mistrust and feelings that
management has been dishonest are signs of survivor syndrome (Appelbaum,
Delage, Labib and Gault, 1997). Results are presented in Table

14.
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TABLE 14
Management honesty re good and bad news
N

Academics

Nonacademics
All staff

Mean

Std
Dev.

Strongly
disagree

Disagree

Neither
agree
nor
disagree

Agree

°le

0/0

Strongly
agree

Restructured

13

3.00

1.16

7.7

30.8

23.1

30.8

7.7

8.7
8.3

8,7
16.7

30.4
27.8

47.8

4.3
5.6

Not restructured

23

3.30

Total

36

3.19

1.02
1.06

Restructured

3.00

1.00

0

44.4

11.1

44.1

0

3.20
3.13

1.15
1.08

6.7
4.2

20.0
29.2

33.3
25.0

26.7

Total

9
15
24

33.3

13.3
8.3

Restructured

22

3.00

1.07

4.5

36.4

18.2

36.4

4.5

Not restructured

38

3.26

1.06

7.9

13.2

31.6

39.5

7.9

Total

60

3.17

1.06

6.7

21.7

26.7

38.3

6.7

Not restructured

41.7

Key: 1=strongly disagree; 2=Disagree; 3=neither agree nor disagree; 4=Agree; 5=strongly agree

Non-restructured academic staff were more likely to believe that Management had
been honest with both good and the bad news (52.1 percent) than restructured
academic staff (38.5 percent):
"Our line manager was extremely honest with our group. Good news and bad
news was always and is still passed on to us". (Non-academic full time staff
member)

Overall, restructured staff were more likely to feel that management had been
dishonest than non-restructured staff (40.9 percent and 21.5 percent respectively).

5.1.12 The future

The changes implemented by the Otago Polytechnic were considerable, creating
unease across all staff groups as evidenced by the above findings. Surviving staff
will be an instrumental part of building the future of their organisation and therefore
their commitment is essential. Staff were asked whether they felt the future was
looking better (see Table 15).
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TABLE 15
The future is getting brighter
Mean

Std Strongly Disagree
Dev. disagree

Neither Agree
agree
nor
disagree

Strongly
agree

%
Academics

Restructured

13

3.54

38.5

23.1

Not restructured

23

3.87

1.01

4.3

4.3

17.4

47.8

26.1

Total

36

3.75

1.10

5.6

8.3

16.7

44.4

25.0

0.93

0

11.1

55.6

22.2

46.7

25.0

Non-

Restructured

9

3.89

academics

Not restructured

15

4.00

15.4

11.1
0

26.7

6.7

18.3

0

Restructured

4.5

Not restructured
Total

15.4

0

Total

All staff

7.7

0/0

1.27

2.6
60

3.83

0.99

3,3

Key: 1=strongly disagree; 2=Disagree; 3=neither agree nor disagree; 4=Agree; 5=strongly agree

Nearly three quarters of ail staff believed that the future for Otago Polytechnic is
getting brighter with little difference in the results between restructured and nonrestructured staff. There were many comments to support this finding:
"While difficult, many changes took place for the overall betterment of the
Polytechnic which ultimately, is to provide students with a quality learning
environment. We have a way to go but we are on the right track and have the
support of the majority of staff. OP is a great place to work and I think will get
even better under the new management". (Full time academic staff member)
"In general, things feel as if we are on the right track again. There is a sense
of going forward and most of the staff are enthusiastic about the changes that
have been made, as well as new developments". (Non-academic full time
staff member)
A fifth of restructured staff (both academic and non-academic) however remain
uncertain about the future.
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5.2 Organisat i onal commitment
Staff were asked to consider their level of commitment to the organisation both prior
to and following the restructure. The research objective here was to establish
whether there had been a change in the perceived levels of organisational
commitment felt by academic and non-academic staff and between academic and
non-academic staff whose positions had or had not been restructured. Results are
presented in Tables 16 and 17.

5.2.1 Commitment prior to and following restructure
TABLE 16
Comparisons of Means - Commitment pre and post restructure
Prior to restructure
Academics

Non-academics

All respondents

Following restructure

N

Mean

Std Dev.

Mean

Std Dev.

13

2.92

.28

1.92

1.04

Not restructured

23

2.78

.52

36

2.83

.45

2.30
2.17

.92

Total

.88

Restructured

.97

9

3.00

.00

2.56

Not restructured

15

2.80

.56

2.80

.56

Total

24

2.88

.45

2.71

.69

Restructured

Restructured

22

2.95

.21

2.18

1.01

Not restructured

38

2.79

.53

2.50

.83

Total

60

2.85

.44

2.38

.90

Key: 1=Low; 2=Neutral; 3=High (prior to restructure)
1=Low; 2=No change; 3=High (post restructure)
NB: Respondents who indicated there was no change in their level of commitment following the
restructure have had their scores recomputed to match their initial response.

TABLE 17
Frequency data - commitment pre and post restructure
Commitment levels pre and post restructure
Non academic

Academic
Position restructured

Low
Neutral
Or No
Change
High

Position not
restructured

Position restructured

Position not
restructured

Prior to
Post
Prior to
Prior to
Post
Post
Prior to
Post
restructure restructure restructure restructure restructure restructure restructure restructure
0/0
0/0
6.7
30.4
22.2
6.7
53.8
4.3
7.7

92.3

46,2

13.0

8.7

82.6

60.9

100

77.8

6.7

6.7

86.7

86.7
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Organisational commitment in both academic and non-academic staff was very high
prior to the restructure at 86.1 percent and 91.6 percent respectively. However
following the restructure academic commitment had fallen significantly with just over
half of all staff (55.6 percent) indicating that their commitment remained high. This
finding becomes even more appreciable when we see that only 2.8 percent of
academic staff indicated low organisational commitment prior to the restructure but
this had increased to 38.9 percent following the changes. Although non-academic
staff commitment also fell post restructure this was by only 8.4 percent to 83.3
percent. In essence, academic staff were far more likely to feel the effects of
restructuring than non-academic staff.
A number academic staff commented that their commitment was or had never been to
the Otago Polytechnic or its management rather they were committed to their
profession and to the students they taught. For example:
"My commitment lies with the subject and students I teach, not the
organisation or management structure". (Academic full time staff member)
"I have a high co/nni0nant&o the team I work with but lower to organisation ...
don't look at my work as long term" (Part time academic staff member)
"My commitment is to the Polytechnic and what it stands for – not for the
structure!" (Full time non-academic staff member)
Further analysis was conducted to establish whether there was a statistically
significant difference in the commitment levels of the 13 academic and nine nonacademic staff whose positions were changed by the restructure. The findings
indicate a substantive drop in commitment for both groups. Prior to the restructure
92.3 percent of academic staff and 100 percent of non-academic staff, who were
subsequently restructured indicated a high level of commitment. Following the
restructure, this had fallen to 46.2 percent in academic staff and 77.8 percent in nonacademics. For non-restructured staff commitment prior to the restructure was
82.6% for academic staff and 86.7 percent for non-academics. Following the
restructure commitment fell to 60.9 percent for academics but there was no change
for non-academics. Again, academics have felt the effects of the restructure more
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acutely however all staff in restructured positions demonstrated much lower levels of
commitment.
Staff were asked to comment on what it was about the process of restructuring that
had affected their level of commitment to the organisation. Several key themes arose,
namely that there seemed to be general lack of understanding of the potential
emotional impact of restructuring on individuals by those responsible for
implementation of the BRP and consequently a number of staff felt isolated,
unsupported and not valued. For example:
"... Through the BRP process it was clear that people meant nothing" (Part
time academic staff member)
A significant number of respondents felt strongly that they were "not heard" during the
consultation process, nor did they feel they had any influence over the outcome:
"Management do not listen to staff" (Full time academic staff member)
"The ground floor staff up to middle management don't really matter was the
distinct impression I got and still have" (Non-academic full time staff member)
"Decisions at corporate level got the organisation in to its financial mess, yet
all reappointed to senior positions except for the CEO. Views of
Schools/departments were ignored." (Full time academic staff member)
"The complete lack of consultation/communication over the impact on
individuals. I don't have a job description and it is very hard to feel as if you
have any responsibility for what you do without one. Your work can be moved
elsewhere at the drop of a hat and you find out about it afterwards". (Full time
non-academic staff member)
Where consultation was considered adequate there was concern that no one was told
where they stood or how their independent positions were going to be affected. Fora
number of staff the uncertainty of role continuation persisted well into December 2003
increasing their level of personal anxiety.
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Whilst a number of academic and non-academic staff commented that their managers
were very good at involving them in discussions, the significant majority of comments
were negative towards the consultation process. Many staff commented that they felt
their views were not taken on board and that they were 'told' what was going to
happen rather than being consulted.

5.2.2 Affective, Normative and continuance Commitment
In addition to the questions designed to assess the perceived level of commitment
prior to and following the restructure, elements of Meyer and Allen's (1982) and
Mowday Porter and Steers (1978) study into affective, normative and continuance
commitment were incorporated in the survey and analysed as subsets of the construct
of organisational commitment. Correlations on the nine five-point Likert-scale
organisational commitment questions were undertaken first to ensure that there was a
proven association between the questions within each element.

An independent two-sample test was undertaken to determine whether there was any
statistically significant difference between the scores of academic and non-academic
staff for each of the three types of commitment.
An independent two sample test was also conducted on the three types of
commitment for staff in restructured and non-restructured positions. The results for
this test found no significant difference between either group to exist (see Table 18).

TABLE 18
T-test for equality of means — Affective, Normative and Continuance commitment

Affective
Normative
Continuance

N

Mean

SD

Academic

36

3.69

0.77

-2.34

Non academic

24

4.14

0.67

-2.40

Academic

36

3.11

0.79

-2.34

Non academic

24

3.60

0.77

-2,35

Academic

36

2.80

0.87

-1.51

Non academic

24

3.14

0.84

-1.52

df

Sig. (2
tailed)

58

.023
.019

58

.023
.022

58

.134
.133

The mean affective commitment scores of non-academic staff (M=4.14, SD=0.67) is
significantly higher (t=-2.34, df=58, p=0.19) than for academic staff (M=3.69,
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SD=0.77) indicating that non-academic staff show a higher level of affective
commitment than academic staff.
The mean normative commitment scores of non-academic staff (M.3.60, SD=0.77) is
significantly higher (t=-2.34, df=58, p=0.22) than that of academic staff (M=3.11,
SD=0.79). That is, non-academic staff show a higher level of normative commitment
than academic staff.
The mean continuance commitment scores shows that there is no significant
difference in scores 0=-1.52, df=58, p=0.13) between non-academic staff (M=3.14,
SD=0.84) and academic staff (M=2.80, SD=0.87). That is, similar levels of
continuance commitment are present in both academic and non-academic staff as
indicated by the two-tailed independent samples test.

5.3 Psychological contract
5.3.1 Job security
The purpose of this question was to assess the extent to which staff felt secure in
their roles as low levels of job security are deemed to be both an indicator of a breach
of the psychological contract and a symptom of survivor syndrome (Guest, 2000;
Holm and Hovland, 1999). Results are presented in Table 19.
TABLE 19
Job security

Academics

Nonacademics
All staff

Restructured

N

Mean

Std
Dev.

Very
Insecure

13

3.69

1.18

Fairly
insecure

Same
as
before

Secure

Very
secure

7.7

7.7

15.4

46.2

23.1

21.7

26.1

39.1

8.7

Not restructured

23

3.26

1.05

4.3

Total

36

3.42

1.10

5.6

16.7

22.2

41.7

13.9

9

3.67

1.11

0

22.2

11.1

44.4

22.2

Not restructured

15

3.60

1.18

6.7

6.7

33.3

26.7

26.7

Total

24

3.63

1.13

4.2

12.5

25.0

33.3

25.0

Restructured

22

3.68

1.12

4.5

13.6

13.6

45.5

22.7

Not restructured

38

3.39

1.10

5.3

15.8

28.9

34.2

15.8

Total

60

3.50

1.11

5.0

15.0

23.3

38.3

18.3

Restructured

Where: 1=Very nsecure 2=Fairly insecure; 3=Same as before; 4=Fairly secure; 5=Very secure;
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Sixty nine percent of restructured academic staff felt either secure or very secure in
their (new) roles however, non-restructured academics demonstrated much lower
feelings of job security at 47.8 percent. Twenty six percent of non-restructured
academics indicated they continued to feel insecure however, this may reflect that a
number of Schools and Academic Departments were still under review at the time this
survey was distributed. Non-academic staff in restructured positions also showed
similarly high levels of job security (66.6 percent). Just over a fifth of this group (22.2
percent) continue to feel insecure.
Even though all respondents have secured ongoing employment it is clear from the
results that those staff whose role, job scope or role continuance was under threat
have been acutely affected by the restructure.
A number of staff commented that changes in the organisation's structure had been
made at the last minute, and where they had been given assurances that their roles
were not to be affected, they were. For example:
...... Your work can be moved elsewhere at the drop of a hat and you find out
about it afterwards". (Full time non-academic staff member)
Staff were asked if there was anything the organisation could do to help improve how
they felt. A general theme is in the comments was that senior management had
failed to support staff (but non-one suggested what they could have done to change
this) and as a consequence trust and faith in management was low:
A number of staff raised the need for management to actively recognise the valuable
contribution that staff made to the Polytechnic. For example:
"Recognise that the staff are an asset to Otago Polytechnic. Our students are
the core business, but the staff are vital". (Full time academic staff member)
Some staff also commented on the fact that they felt jobs were no longer "secure for
life" and there was increased acceptance of this in light of diminishing resources and
a need to maintain competency in employment.
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5.3.2 The Employee-Employer relationship
Respondents were asked to indicate whether they felt the relationship between staff
and management was better or worse following the restructure. The results are
presented in Table 20.

TABLE 20
Employee-Employer relationship

N

Mean

Std
Dev.

Much
worse

Worse

No
different
from
before

Slightly
better

c/0

Academics

Nonacademics
All staff

Much
better

0/0

Restructured

13

2.85

1.14

7.7

38.5

23.1

23.1

7.7

Not restructured

23

3.26

1.01

4.3

17.4

34.8

34.8

8.7

Total

36

3.11

1.06

5.6

25.0

30.6

30.6

8.3

9

3.00

1.32

11.1

33.3

11.1

33.3

11.1

Restructured
Not restructured

15

3.67

.98

O

6.7

46.7

20.0

26.7

Total

24

3.42

1.13

4.2

16.7

33.3

25.0

20.8

Restructured

22

2.91

1.19

9.1

36.4

18.2

27.3

9.1

Not restructured

38

3.42

1.00

2.6

13.2

39.5

28.9

15,8

Total

60

3.23

1.09

5.0

21.7

21.7

28.3

13.3

Where: 1=Much worse; 2=Worse; 3=Same as before; 4=Slightly better; 5=Much better

Only 38.9 percent of academic staff and 45.8 percent of non-academic staff felt the
relationship between staff and management was improving. Thirty percent of
academic and 20.9 percent of non-academic staff felt the relationship had actually
deteriorated.

The remainder felt there had been no change since before the

restructure.
On closer examination, it is noted that academic staff in restructured positions were
far more likely to feel that the relationship had worsened (46.2 percent) than in nonrestructured positions (21.7 percent). Non-academics showed an even greater
demarcation with 44.4 percent of staff in restructured positions indicating a worsened
relationship compared with only 6.7 percent in non-restructured positions.
Staff were asked to comment as to why they felt the relationship between
management and staff was better or worse. Many respondents (both academic and
non-academic) were positive - indicating that there was hope now the new CEO had
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started and a lot of faith was being placed in him to turn things around. His "open
door" policy was greatly welcomed. For example:
"Much of the uncertainty is over which means staff have started to move
forward and reconstruct their relationships" (Full time Academic staff member)
"Communication channels are more open and there is a sense of purpose and
hope, a forward looking attitude coming through...." (Full time non-academic
staff)
"Worse because the people who have spearheading the making of the BRP
are still in place in upper management" (Full time academic staff)
Non-academic staff in particular commented that they felt more valued and that
dialogue was more open. However, equal numbers felt that the trust and respect for
management had gone, in part due to the perception that a number of people in
senior management roles did not have the skills to carry out the tasks that were
required or that they had been "shoulder tapped" into positions. In other words, staff
felt that there had been insufficient change at the top.
A significant number of staff however indicated that it was too soon to tell and were
adopting a "wait and see" policy.
The need for management to operate transparently was strongly emphasised by all
staff groups as a means of improving the trust relationship between management and
staff. In addition, a number of staff that had taken on new roles highlighted the need
for role clarity.
A number of staff also indicated that they felt that middle managers in the restructured
organisation had a difficult job. They were seen as having responsibility for
implementing the changes but that senior management support was lacking.
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5.3.3 Trust

A breach of the psychological contract is indicated where staff show significant signs
of mistrust in management (Sparrow and Cooper, 1998). The results of the question
asking staff whether they trust management to make the right decisions for the
organisation's future is reported in Table 21.
TABLE 21
Trust in Management

Academics

Nonacademics
All staff

N

Mean

Std
Dev.

Strongly
disagree

Disagree

Neither
agree
nor
disagree

Agree

Strongly
agree

Restructured

13

2.77

1.09

7.7

38.5

30.8

15.4

7.7

Not restructured

23

2.74

1.25

21.7

21.7

21.7

30.4

4.3

Total

36

2.75

1.18

16.7

27.8

25.0

25.0

5.6

9

2.78

1.09

11.1

33.3

22.2

33.3

0

Not restructured

15

3.33

1.11

6.7

13.3

33.3

33.3

13.3

Total

24

3.13

1.12

8.3

20.8

29.2

33.3

8.3

Restructured

22

2.77

1.07

9.1

36.4

27.3

22.7

4.5

Not restructured

38

2.97

1.22

15.8

18.4

26.3

31.6

7.9

Total

60

2.90

1.16

13.3

25.0

26.7

28.3

6.7

Restructured

Where 1=Strongly disagree; 2=Disagree; 3=Neither agree nor disagree; 4=Agree; 5=Strongly agree

Nearly half of all staff (45.5 percent) in restructured positions and a third of all staff (34
percent) in non-restructured positions do not trust senior management to make
sensible decisions for the organisation's future. Non-restructured non-academic staff
were more likely to trust management (46.6 percent) than non-restructured academic
staff (34.7 percent). The quote below typifies the responses received about trust:
"'The whole process of the BRP highlighted the lack of trust in management.
The BRP became an exercise in self-preservation for senior managers and
those not liked got rid of. Individual personalities dictated who stayed and who
went with no regard for merit, ability and experience". (Full time academic
staff member)
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5.3.4 Employer promises
Staff were asked to indicate the extent to which the Otago Polytechnic has kept its
promises or commitments to them re the demands of their job (see Table 22).

TABLE 22
Keeping promises

Academics

Nonacademics

All staff

N

Mean

Std
Dev.

Strongly
disagree

Disagree

Neither
agree nor
disagree

Agree

Strongly
agree

Restructured

13

2.77

1.09

23.1

23.1

30.8

23.1

0

Not restructured

23

2.74

1.25

17.4

30.4

21.7

30.4

0

Total

36

2.75

1.18

19.4

27.8

25.0

27.8

0

9

2.78

1.09

11.1

33.3

0

55.6

0

Restructured
Not restructured

15

3.33

1.11

6.7

13.3

20.0

40.0

20.0

Total

24

3.13

1.12

8.3

20.8

12.5

45.8

12.5

Restructured

22

2.77

1,07

18.2

27.3

18.2

36.4

0

Not restructured

38

2.97

1.22

13.2

23.7

21.1

7.9

0

Total

60

2.90

1.16

15.0

25.0

20.0

35.0

5.0

Nearly half of all staff in restructured positions and a third of staff in non-restructured
positions felt that Otago Polytechnic had broken its promises or commitments to them
as regards job demands. Non-restructured non-academic staff were far less likely to
feel that the Polytechnic had not met its obligations when compared to nonrestructured academics (20 percent and 47.8 percent respectively).
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5.4 Detern.::ning the relationship between survivor syndrome,
organisaticnal commitment and the psychological
contract
The next analysis aims to assess the relationship between the three measures of
survivor syndrome, organisational commitment and the psychological contract.

Survivor syndrome

Organisationai
Commitment

Results show that there is a strong two-way relationship between each of the
elements of survivor syndrome, organisational commitment and the psychological
contract (see Table 23).
TABLE 23
Relationship between survivor syndrome, organisational commitment and psychological contract

Measure (N=60)

Survivor
Syndrome

Survivor Syndrome
Organisational Commitment
Psychological Contract

.694**
.776**

Organisational
Commitment

Psychological
Contract

.684**

.776**
.615**

.615**

* Correlation is significant at the 0.05 level (2-tailed).
** Correlation is significant at the 0.01 level (2-tailed).

The statistically significant positive relationship (using Pearson correlation) between
the psychological contract and organisational commitment (r = 0.61, df = 58, p > 0.01)
may be suggestive that staff whose psychological contract with the organisation is
strong (i.e. high levels of trust, faith and security) are also likely to demonstrate a high
level of commitment to the organisation. Because breaches of the psychological
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contract seem evident, it would not be surprising to also find reduced levels of
organisational commitment.
The statistically significant positive relationship (using Pearson correlation) between
survivor syndrome and organisational commitment (r = 0.68, df = 58, p > 0.01)
suggests that evidence of survivor sickness is also likely to have an adverse effect on
organisational commitment. Therefore, the presence of low levels of survivor
sickness is likely to translate in to high levels of commitment to the organisation.
There is also a statistically significant positive correlation between survivor syndrome
and the psychological contract (r = 0.77, of= 58, p > 0.01). This would indicate that if
survivor sickness is evident within the organisation (as demonstrated by staff feeling
undervalued, having little faith in the goals of the organisation and feeling excluded
from decision-making) staff are also likely to have little trust in management to make
sound decisions or keep its promises to staff (see Table 24).

TABLE 24
Comparison of means for the three constructs of survivor syndrome, organisational commitment
and psychological contract
Survivor
syndrome

N
Academic

Non
academic
Total

Restructured

13

Not restructured
Total

Restructured

Organisational
commitment
SD

Psychological
contract

SD

SD

2.72

.68

3.26

.72

2.65

.99

23

3.00

.68

3.16

.75

2.70

1.02

36

2.90

.68

3.20

.73

2.68

.99

9

2.95

.83

3.38

.76

2.89

.96

Not restructured

15

3.26

.71

3.77

.56

3.43

1.1

Total

25

3.14

.75

3.62

.66

3.23

1.0

Restructured

22

2.81

.73

3.31

.72

2.75

.96

Not restructured

38

3.11

.69

3.40

.74

2.99

.11

All respondents

60

3.00

.72

3.37

.73

2.90

1.04
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DISCUSS!0]
This section considers the findings of the survey used to establish whether
organisational commitment has been affected as perceived by staff that went through
the restructuring process. The presence or absence of symptoms of survivor
syndrome and breaches of the psychological contract are discussed in relation to their
potential to impact on commitment as defined by the literature.

6.1 Survivor syndrome
There are a number of distinct symptoms that can indicate the presence of survivor
syndrome in restructured organisations. These are considered below.

6.1.1 Consultation and information

The majority of restructured staff (both academic and non-academic) at Otago
Polytechnic considered the level of consultation and information provided to be
inadequate. Although non-restructured staff were more likely to consider that both
consultation and information was sufficient, a greater proportion of this group also
expressed dissatisfaction.
Given that in most cases staff were not aware that their position would change until
completion of the consultation process, this might indicate that staff who found their
roles untouched on reflection believed that more information was provided than
actually was, or that because they were "safe" found the need for such detailed
information and consultation unnecessary.
Doherty and Horsted (1995) found that survivors of restructuring tend to need more
information about the effects of the changes and organisations usually responded to
such requests, yet poor communication continues to be identified as a major problem
in the majority of downsized organisations. In the face of uncertainty and insecurity,
surviving employees seek more information to allay their fears about the future and
thus this would indicate that much greater attention and support needs to be provided
for this group. Both the content and focus of the communication needs to be
considered if it is to be perceived as effective by staff.
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The Otago Polytechnic had undertaken a comprehensive consultation process in the
months leading up to the restructure however many staff, particularly part timers, felt
that they had very little access to information or opportunities to participate in
discussions. Again, where adequate information and opportunities were provided
there was a sense that Management was only paying "lip-service" to staff suggestions
and took very little of what they said on board.
In addition, communication and information tended to focus on determining the most
appropriate structure – in effect a top level discussion, with less attention seemingly
paid to defining how staff affected by the changes would fit in to the new structure or
what their new role would require of them. Failure of the organisation to define
organisational expectations and provide visible support to survivors can result in
significant costs to the organisation including ongoing staff turnover following the
restructure, lower productivity and a general feeling that the organisation does not
value them (Makawatsakul and Kleiner, 2003).
Such inconsistencies need to be addressed by human resource strategists
responsible for overseeing the change process, as it is both part and full time staff
that must buy in to the new organisation and its aims. Winning commitment (and
thus maintaining commitment) to organisational change requires considerable effort in
employee communications (Kinnie. Hutchinson and Purcell, 1997).

6.1.2 Planning the changes; fairness of process
A significant proportion of all staff considered the process of restructuring to be unfair
although staff did not comment as to why they felt this was or what could have been
done to improve it.
Although procedural fairness does not necessarily completely eliminate negative
reactions to the process of downsizing it can soften the severity of employee
responses and make buy-in easier to obtain (Turnley and Feldman, 1998). Brockner
(1987) supports this statement confirming that staff reactions to downsizing are likely
to be less damaging where survivors see the process was necessary. Trust and faith
in management can be maintained where the process is deemed transparent and
where it

is

accepted that there was no alternative.
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Staff indicated understanding of the need to redefine the Otago Polytechnic's core
business in the light of significant financial difficulties however many staff felt that the
decisions on future direction were pre-determined by the senior management team
and that insufficient effort was made to demonstrate that the ideas presented by staff
were seriously considered.

6.1.3 Goals and objectives; organisational expectations; belief in
organisational goals
Nearly half of all staff (both restructured and non-restructured) continue to be unclear
about the organisation's goals and objectives some six months after implementation
of the new structure. A question on whether staff actually believed in the goals of the
organisation highlighted that the majority did not actually know what they were. In
addition, over a third of all restructured staff lack a clear understanding of work
expectations in the new organisation. This has the potential to impact negatively on
productivity and slow the organisation's ability to achieve its new objectives. Staff can
only commit to something they believe in, see value in and where there is a clear
understanding of what is required of them.
Employees will look to management for a clear indication of the future direction of the
organisation, how and why it will be different from the past, how they as individuals
will be affected and the benefits to be expected from the change (Rice and Dreilinger,
1991; Sinetar, 1981 cited in Thornhill et al, 1997). It is important therefore that
survivors understand the organisation's future direction and believe in what it is trying
to do. Survivors need to see how their individual role fits with the objectives of the
organisation and how they can contribute to ensuring future success (Thornhill and
Saunders, 1998; Foxman and Po!sky, 1988 cited in Thornhill and Gibbons, 1995).
Thus, Management needs to exhibit good communication and listening skills, be
accessible and visible, in not only the lead up to the restructure but during and
following it.
Role clarity, two-way communication, decentralisation and direct participation in
decision making are all believed to help cultivate higher commitment among
employees (Morris and Steers, 1989; Rhodes and Steers, 1982; Stevens et al., 1978
as cited in Hiltrop, 1996) but sadly the results of the survey indicate that these are key
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areas that the Otago Polytechnic has not sufficiently addressed during the process of
restructuring.

6.2 Organisational commitment
There is a marked difference in pre and post-restructure commitment levels between
academic and non-academic staff, and between staff in restructured and nonrestructured positions. Restructured academic staff in particular showed a substantial
drop in their level of commitment with over 50 percent indicating low organisational
commitment. This may be linked to the fact that academic divisions and their
programmes were reviewed not only for their ongoing viability but also in relation to
staffing levels and skill mix. Staff in such specialised teaching areas tend to have less
transferable skills than their non-academic generalist colleagues (both within the walls
of the city and within the city's educational institutions) so the implications associated
with potential job losses are potentially much greater.
Given that both restructured academic and non-academic staff demonstrated a
significant drop in commitment and that they felt there was little true opportunity to
participate in or influence the decisions that would affect their work areas, it is
perhaps reasonable to draw the conclusion that the process adopted by the Otago
Polytechnic was unsuccessful in "taking staff along with them".
Survey findings show a strong level of emotional attachment (affective commitment)
to the Otago Polytechnic with both academic and non-academic staff in all positions
indicating that they care a great deal about the fate of the organisation, however they
do not necessarily feel that the organisation inspires them to do the very best job they
can. Given that the survey also indicated that staff are unclear as to both the goals of
the organisation and what they are expected to do this result is not unexpected.
Individuals who are affectively committed to their organisation tend to remain because
they want to not because they feel that they have no choice (Meyer and Allen, 1984
cited in Somers and Birnbaum, 2000). Management can encourage the development
of this commitment by ensuring that staff are actively involved in decisions that affect
the organisation, by demonstrating that staff are valued and by proactively
encouraging support for organisational objectives and activities.
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Staff also indicated a relatively high level of loyalty to the organisation (a sign of
normative commitment) however, Somers and Birnbaum (2000) warn that this may
reflect a sense that staff feel obligated to stay with their organisation rather than
wanting to stay with them. According to Allen and Meyer (1990), normative
attachment to an organisation appears to be weakened by perceived or actual job
insecurity. Given non-restructured staff in particular indicated low feelings of job
security, this argument seems well supported.
Continuance commitment (i.e. the need to stay with the organisation because of
limited alternatives) was found to be low, indicating that staff would not stay with the
organisation if they did not feel that it had something to offer them (or that they could
offer). This finding concurs with many of the comments proffered by staff who
indicated that they were not committed to the organisation or its management per se,
they were committed primarily to their work with students and to their profession.
Real commitment however can only be achieved through mobilizing energy, ideas
and effort that come from each employee willingly and spontaneously. To get real
commitment people need to believe that the organisation is worth working for,
understand the organisation's purpose and what it trying to do, identify with its
missions, feel a sense of belonging and value (Hiltrop, 1996; Rousseau, 1995).

6.3 Psychological contract
6.3.1 Security in Employment
According to Guest (2000), perceptions of lost job security and a worsening
relationship between staff and management are key indicators of breaches in the
psychological contract and can negatively affect organisational commitment. Both
are evident at Otago Polytechnic.
Whilst restructured staff are more likely to feel secure than non-restructured staff, over
a quarter of all staff remain insecure. Mathys and Burach (1993), Doherty and
Horsted (1995), Boroson and Burgess, 1992 (cited in Appelbaum and Donia, 2000)
and Baruch and Hind (1999) indicate that survivors of organisational downsizing do
not always feel relief at having secured their jobs, rather they feel demoralised about
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their future, harbouring a great distrust towards management and continue to fear
future job changes. This observation seems to correspond with the findings of the
Polytechnic study, however given that a significant proportion of both academic and
non academic staff also feel secure in their positions this may indicate that once staff
have gone through the process of restructuring they feel more confident that they will
not be subject to further job changes. This concurs with Allen, Freeman et al (2001)
who found this to be the case in their three-year longitudinal study.
Lee and Mitchell (1994) however warn organisations not to become complacent as
failure to address feelings of insecurity can contribute to increased exit, decreased
organisational loyalty and lower levels of job satisfaction. Low levels of organisational
commitment have already been established, particularly in academic respondents.
Management of an insecure workforce could include specific training for career selfmanagement and encouragement for workers to learn transferable skills that will
increase their employment security (Smithson and Lewis, 2000). At present, there is
no indication that the Otago Polytechnic has provided such support. If security cannot
be offered, good practice indicates that the organisation should offer alternatives such
as career management programmes that serve to change the nature of the
psychological contract between the organisation and its employees (Noer, 1993;
Doherty and Horsted, 1995).

6.3.2 Trust and the employee-employer relationship; value
According to Allen, Freeman et al (2001) changes in organisational commitment may
be influenced by the extent survivors are satisfied with the performance of top
management during the period following the downsizing. Mishra and Spreitzer (1998)
posited that trust in management plays a powerful role in determining survivor
responses. If survivors do not trust that the top management is competent and
honest with employees through the downsizing, they are likely to withdraw from the
organisation or respond other destructive ways. Nearly half of all restructured staff
consider the relationship between management and staff has deteriorated. Similar
numbers report a low level of trust and faith in management's ability to make sensible
decisions for the organisation's future and a third of staff feel undervalued.
Combined, these findings indicate that there is real cause for concern.
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6.4 Determining the relationship between -a' vivor syndrome,
organisational commitment and the psychological
contrast
Collectively, evidence of both symptoms of survivor syndrome and a damaged or
broken psychological contract are likely directly impact on the level of commitment
staff feel towards their organisation (Appelbaum, Delage, Labib and Gault, 1997;
Sparrow and Cooper, 1998; Thornhill and Saunders, 1997).
The survey clearly indicates the presence of both survivor sickness and a damaged
psychological contract. Commitment to Otago Polytechnic is low. Application and
analysis of the Pearson Correlation Coefficient test further confirms the direct
relationship between all three constructs.
In essence, the low levels of trust, job security and faith in management
(psychological contract) felt by staff, combined with feelings of being undervalued,
exclusion from decision-making and lack of clarity about role expectations (signs of
survivor syndrome) have resulted in a significant loss of organisational commitment.
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CHAPTF,
CONCLUS Oi
RECOMMENDATIONS

)

This study has examined the impact of organisational downsizing on a random cross
section of Otago Polytechnic staff who survived a major organisational restructure in
October 2003, in relation to both their psychological contract and ongoing
commitment to their employer.
The literature provides strong evidence to suggest that organisational restructuring
can have a profound effect on levels of staff commitment, as demonstrated by the
potential loss of loyalty and trust in the organisation, feelings of insecurity, the
implementation of seemingly unfair downsizing processes and confusion over roles
and expectations — symptoms known collectively as "survivor syndrome". Failure to
effectively communicate direction and ensure legitimate, ongoing opportunities for
staff to be actively engaged in the process of restructuring, and ensure transparency
of decision making can damage the relationship between employers and employees,
reducing the commitment staff feel towards their organisation.
Symptoms of survivor sickness and a damaged psychological contract are evident at
the Otago Polytechnic with low levels of trust in management, continued feelings of
job insecurity and resentment over the way in which the restructuring process was
both planned and implemented. Staff feel strongly that there was insufficient
involvement in the decision making process and that the views of staff were largely
ignored. Feedback was considered inadequate. Despite surviving the restructure
many academic staff do not feel the organisation values them or their contribution to
academia. Work expectations, particularly for staff in restructured positions, remain
undefined. As a result, organisational commitment appears to have dropped
significantly post restructure, particularly for academic and restructured staff. More
positively, survey findings indicate that staff across all groups have a relatively high
level of organisational loyalty however staff comments indicate that this loyalty may be
more aligned with the individual's profession and the students in their care, rather
than to the organisation itself. Nearly all staff believe that the future for the Otago
Polytechnic is getting brighter.
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Doherty and Horsted (1995) advise that there is a lack of established best practice in
the management of survivors and most management programmes appear to deal with
matters almost exclusively from the organisational point of view. Managing change
successfully means addressing issues from both the organisational and the individual
perspective. There is a clear sense that the restructuring was "done" to staff at the
Otago Polytechnic rather than taking staff along with them, however, the ability of any
organisation to gain 100 percent agreement to substantive change is questionable.
Nevertheless, the survey findings indicate a number of areas the Otago Polytechnic
could look at with the aim of reducing the incidence of, or alleviating the effects of
survivor responses to downsizing, both now and in the future, and thus help to
enhance staff commitment. These are:
Communication and consultation: Communication and consultation strategies
should support both the planning and implementation stages of organisational
change and offer scope for staff involvement and clarification prior, during and
following the restructuring process. The Otago Polytechnic adopted a wide range
of communication strategies including staff forums, a web based information site
and detailed written documentation however, a number of part time and
contracted staff indicated that they did not always have access to this information
(particularly web based) and the timing of staff meetings meant it was difficult to
attend. Forum timings could be scheduled both in work time and out of work
time, to maximise the opportunity for these staff to attend. It may also be
necessary to consider the wider circulation of written material and to set up
computer access facilities in general staff areas.
Human resource professionals should have a central role in ensuring the
successful implementation of downsizing strategies as they represent the key
interface between management and employees. The human resource team
needs to take responsibility for ensuring that the consultation strategies cover all
groups and information shared to senior management regarding individuals and
their positions is accurate as there is evidence to suggest that some Otago
Polytechnic staff received incorrect information or did not receive information
regarding their role's continuation. It is important that management accessibility
after downsizing is actually increased as it is during this time that staff need
reassurance that the organisation supports and is committed to them.
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•

Decision-making and information sharing: Many staff indicated that they felt
their ideas and suggestions re the revised structure were largely ignored and
feedback was negligible. The involvement of staff in decision-making processes
could be enhanced by ensuring more comprehensive feedback on proposals and
by providing opportunities for further discussion and debate, even when ideas are
not considered feasible by the senior management team. The opportunity for
wider debate on proposals would help demonstrate to staff they are seen as
integral to the change process and that it their ideas are seriously considered.

•

Clarifying future direction: Many staff indicated a lack of clarity over
organisational direction and do not have confidence in the senior management
team to make sensible decisions for the future. Survivors need to be convinced
that the changes imposed on the organisation have clear benefits. They should
be able to see how their individual role fits with the objectives of the organisation
and how they can contribute to ensuring its future success. Because the impact
of major organisational change is ongoing, it is essential that senior management
maintains its visibility and accessibility to staff post restructure. Senior staff need
to demonstrate their commitment to the changes and be available to answer
people's queries and concerns and provide ongoing support and encouragement.
Changes need to be championed
the key players here.

•

Clarifying roles and job expectations: The survey highlighted that the majority
of academic staff in both restructured and non-restructured positions remain
unclear about role expectations. The clarification of roles and responsibilities for
staff in both new and existing positions is essential to ensure the achievement of
organisational goals. In many cases, downsizing staff does not coincide with a
reduction in workload. Major downsizing programmes should be combined with
work process re-engineering to eliminate those aspects of employee workloads
that are no longer necessary or that add little value. The establishment and/or
refinement of job descriptions and the introduction of performance objectives will
help to provide role clarity and define expectations. Staff are more likely to have
confidence in management if they can see that the changing work requirements
have been carefully considered.
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Ongoing guidance and support from line managers who have responsibility for
articulating organisational objectives and implementing change strategies is also
necessary. Although it may be difficult to get staff committed to the goals of the
organisation for the sake of the organisation, it may be possible to get employees
to work towards those same goals if they can be shown to be relevant to the staff
member's own personal career, profession or to their students. Attention needs
to be paid to the training needs of staff in new roles to ensure their success and to
give them the confidence to do what is needed. Regular feedback on
performance is an essential part of this process.
Improving job security: Despite surviving the restructuring process, many
academic staff in particular continue to feel insecure in their roles and fear further
changes. This feeling is compounded by the lack of clarity around roles and
responsibilities, particularly for staff in newly restructured positions. Human
resource management strategies could be strengthened to ensure that support
and assistance continues to be available to them post-restructure. Staff
member's personal transition into the new organisation could be eased by
providing professional development opportunities which will also have direct
organisational benefits.
It is acknowledged that because of the need to maintain commercial viability it is
unlikely that the Otago Polytechnic can provide a guarantee of long-term job
security. By increasing the emphasis on staff employability and providing training
opportunities which support this strategy feelings of job insecurity may ease.
Investment in staff can be demonstrated through the introduction of personalised
career planning processes, enhanced support and resources for training and
development as well as providing opportunities for job enrichment through
secondments and greater participation in determining organisational strategy.
Clarification of roles and responsibilities also helps to ease feelings of job
insecurity.
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Valuing staff: Staff need to feel that the contribution they are making to the
organisation is recognised and that their expertise and experience is valued if the
organisation is to maintain their commitment. A high proportion of staff in
restructured positions indicated a sense of isolation following confirmation of their
new roles and although this was combined with a sense of relief in many cases, a
lack of post-restructure support has meant that staff do not feel that the
organisation values them. Staff who do not feel valued may not perform to their
full potential and the achievement of organisational objectives can be inhibited.
Regular communication of organisational goals, direction and value systems by
both line managers and the senior management team can help to better integrate
staff into the new organisation.
It may be necessary to redefine organisational values and determine the
congruence between those of individuals and those of the organisation. The
success of the organisation will in part be determined by the ability of both the
organisation and its staff to collectively own and acknowledge the same value
system. There is an ongoing need to communicate what the organisation is
trying to do, how it is going about it, and what the key priorities are.
Building trust: Survey results indicate a high level of distrust in management
both in terms of how honest staff feel management has been with them regarding
the changes and in their confidence in management to make sensible decisions
for the future. It may be possible to rebuild this relationship over time by ensuring
that communications are transparent, they have greater opportunities to be
involved in change management strategies and that management is seen to be
accountable for their performance. Many staff commented however that they had
a renewed sense of confidence in the organisation with the arrival of the new
Chief Executive, given his open-door policy and "no blame" management style.
This bodes well for the future.

In summary, the impact of survivors' reactions on organisational commitment points to
the need for organisations to understand and respond to those strong determinants of
employee commitment that are themselves affected by their own managerial
strategies and actions (Thornhill and Saunders, 1998). It is argued therefore, that the
aim of organisations to ensure a committed workforce can only truly start to be
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realised when management shows a willingness to acknowledge and learn from the
processes it has been responsible for implementing. In addition to efforts to help
survivors, part of managerial efforts in rebuilding the organisation should include the
evaluation and effectiveness of restructuring processes and revitalisation efforts. An
assessment of what went right and what went wrong may help prevent the need for
future restructurings.
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CHAPTER 8: 0 CI U lITIE FON : U URE
RESEARCH
•

A blanket survey of all staff within individual departments would be useful. There
is anecdotal evidence to suggest that some departments felt more involved in the
consultation process than others did.

•

A further survey in another 12 months time of the same group of staff to see if
commitment has changed. The need for longitudinal data when investigating the
effects of survivor responses cannot be overstated (Brockner, 1992; Allen,
Freeman, Russell and Rentz, 2001)
A study of those staff that have left the Otago Polytechnic following the restructure
to assess whether the process adopted by the Polytechnic influenced their
decision to leave.
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Otago Polytechnic Business Recovery Project
Staff Support Strategy
Purpose
To outline the staff support activities that have been identified to reduce the negative
consequences of the business recovery process.
Generic Staff Support Activities
Staff Assistance Programme
The Staff Assistance Programme is a programme designed to provide an avenue for
staff to resolve personal problems that are impactin g on their work and lives.
Otago Polytechnic has contracts with 3 counselling providers. Staff may use these
providers, or a provider of their choice. Ota go Polytechnic will pay for a maximum of
3 sessions. Staff may self-select a provider or discuss options with our SAP
- (025 340 243 or ext 8340).
Coordinator,
Our preferred providers are:
Delta Psychology, 4745155
Psychology Associates (Dunedin), 4555622
Psychotherapy Centre (Dunedin, Cromwell, Queenstown, Oamaru), 4790996

Industrial Chaplain
is available to support staff
is located in the student centre and
can be contacted on 8094.
office hours are 9am-lpm Monday – Thursday.

Support for Staff made Redundant / Considering Voluntary Severance
Career Counselling
Career Services are offering daily seminars during the week 13 October. These
seminars are designed to introduce participants to some of the factors useful in career
decision making. The seminars will cover identification of marketable skills, work
values and will consider the skills required to navi gate an uncertain future. Resources
will also be provided.
The followin g sessions have been scheduled:

Day

Time

Location

Monday, 13 October
Tuesday, 14 October
Wednesday, 15 October
Thursday, 16 October

3:00pm
4:00pm
12noon
4:00pm

G106
G106
G106
G106

Friday, 17 October

9:00am

G106

Time
3:15 – 4:00pth

Location
TBC

Cromwell:
Day
Wednesday, 22 October

In addition Career Services will be available on-site to conduct confidential 1/2 hour
sessions with individuals wishing to discuss their decision-making. Bookings can be
on ext 8007 or email
made by contacting
g
@tekotago.ac.nz. The followin times are available:
Da y
Monday, 13 October
Tuesday, 14 October
Wednesday, 15 October
Thursday, 16 October
Friday, 17 October

/2 timeslots between
9am-4.30pm
9am-4.30pm
9am-4.30pm
9am-4,30pm
9am-4.30pm

Location
H115
H317a
H115
H115
H115

Time
4:00 - 5:30pm

Location
TBC

Cromwell:
Day
Wednesday, 22 October

Staff in Daman' will be provided with transport to attend the sessions in Dunedin.
CV writing support will be provided to those staff who are involved in the selection
process.
Career counselling and CV writing expertise will be available to staff whose
employment is terminated either voluntarily or involuntarily as a result of the BRP.
Financial Planning

Financial planning sessions will be available for staff durin g the week beginning 13
October 2003. Information will be provided on financial plannin g and work and
income entitlements. The following sessions have been scheduled:
Day
Monday, 13 October
Tuesday, 14 October
Wednesday, 15 October
Thursday, 16 October
Friday, 17 October

Time
2:00pm
12noon
10:00am
2:00pm
2:00pm

Location
H127
H127
H513
H127
0106

Financial planning expertise will be available to staff whose employment is
terminated either voluntarily or involuntarily as a result of the BRP.

Information Packs
Staff who whose employment is terminated will receive information regarding the
following:
•
•
•
•

Their entitlements under our policies and/or employment agreement
An outline of common responses to redundancy and some coping strategies
A SAP brochure
Contact information for financial planning
/ career counselling and the
Chaplain.

Proactive SAP Support
Staff whose employment has been terminated involuntarily will be contacted by the
SAP coordinator. The purpose of this contact will be to "check-in" with the person
and to offer and arrange SAP support.
Leaving Ceremonies
Managers should consider and discuss with the staff member the most appropriate
foi in of leaving ceremony e g staff morning tea etc and, if necessary, the most
appropriate way of informin g the wider internal and external polytechnic community.
Manager Support
Managers have available to them SAP for professional supervisions. Managers are
encouraged to discuss concerns or issues that emerge within their naturally occurring
peer groups.
Managers will be responsible for carrying much of the business recovery processes.
During this process, close support will be provided by the HR Department with stepby-step guidance.
A clear process will be provided with checklists and guidelines.
Human Resources Support
Staff may contact Human Resources at any time to answer queries about employment
conditions or the implementation process.
To obtain an approximate redundancy calculation contact Payroll
Human Resource contacts are as follows:

Payroll

Extension 8239
Extension 8406
Extension 8975
Extension 8022

@tekotago.ac.nz
@tekotago.ac.nz
tekotaao.ac.nz
payroll@tekotago.ac.nz

Staff Representation
At any stage staff may obtain independent advice and representation. This includes
the unions on site (ASTE TIASA). The Union contacts are:
ASTE

Branch Chair
Ph 479 3677 or ext 3677

Assistant Secretary — Southern Region
Ph 027 229 5570

TIASA

TIASA Executive
Ph 479 6160 or ext 8381

Chief Executive
Ph 07 346 1989
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PLEASE read the important notes appended to this form before completing the sections below

NAME OF DEPARTMENT:

Department of Management, Otago University

TITLE OF PROJECT:

The impact of organisational restructuring on employee
commitment at the Otago Polytechnic.

PROJECTED START DATE OF PROJECT:

Monday 22 nd June 2004

STAFF ME ER RESPONSIBLE FOR PROJECT: Christine Theissen
NAMES OF OTHER PARTICIPATING STAFF:

Not applicable

BRIEF DESCRIPTION OF THE PROJECT: Please give a brief summary (approx. 200 words) of
the nature of the proposal:The purpose of this study is to:
1. Assess the impact of organisational restructuring and subsequent downsizing on employee
commitment at the Otago Polytechnic.
2. Compare levels of commitment between those directly affected by organisational
restructuring/downsizing (i.e. survivors) and those who were unaffected directly (i.e. nonsurvivors).
3. Explore the link between the psychological contract (the unwritten agreement between employees
and employers) and restructuring and how these impact on employee commitment.\
The method of data collection used in this study is the survey. Organisational commitment and the
psychological contract are measured using previously developed measures of these constructs.
Organisation commitment is measured using a nine item measure adapted from the work of Mowday,
Porter and Steers, 1979). This measure has previously been found to be both a reliable and valid
measure of commitment.
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The psychological contract is appraised using part of a study by staff at Birkbeck College designed to
monitor the state of the employment relationship. Questions utilised relate specifically to assessing
perceptions of fairness, trust and the extent to which management is believed to be delivering on its
promises and commitments. The United Kingdom Institute of Personnel and Development (IPD)
have used the full survey annually since 1997. It was first evaluated and findings of the full survey
published by Guest and Conway in the same year.
The relationship between the restructuring process and these two constructs will be explored by
asking respondents to answer a series of open-ended questions.
Survivor syndrome will be detected through a series of questions designed from the findings of
several studies including the work of Brockner (1992), Baruch and Hind (2000), Rizzo, House and
Lirtzman and Newall and Dopson (1996).
A random sample of employees have been sought to participate in this study. The sample will
comprise those employees that have been directly affected by the restructuring process and also those
employees that were not directly affected. The analysis will involve comparing the data from these
two groups to establish if any differences exist. Survey findings will be analysed and findings used
to consider how organisations might improve the process of restructuring in order to maintain and/or
strengthen employee commitment.

DETAILS OF ETHICAL ISSUES INVOLVED: Please give details of any ethical issues which
were identified during the consideration of the proposal and the way in which these issues were dealt
with or resolved:No ethical issues have been determined. Participation is entirely voluntary and the proposed data
collection means that staff cannot be identified.

ACTION TAKEN
q

Approved by Head of Department

q

Approved by Departmental Committee

q

Referred to University of Otago Human Ethics Committee

q

Referred to another Ethics Committee
Please specify:

DATE OF CONSIDERATION:

........ ....... ........ ......

Signed (Head of Department):

. .... ..... .............. ........................

Please attach copies of any Information Sheet and/or Consent Form
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Notes concerning Category B Reporting Sheets
1.

This form should only be used for proposals which are Category B as defined in the policy document "Policy on
ethical practices in research and teaching involving human participants", and which may therefore be properly
considered and approved at departmental level;

2.

A proposal can only be classified as Category B if NONE of the following is involved:Personal information - any information about an individual who may be identifiable from the data once it
has been recorded in some lasting and usable format, or from any completed research;

(Note: this does not include information such as names, addresses, telephone numbers, or other
contact details needed for a limited time for practical purposes but which is unlinked to research data
and destroyed once the details are no longer needed)
•
•
•
•
•

The taking or handling of any form of tissue or fluid sample from humans or cadavers;
Any form of physical or psychological stress;
Situations which might place the safety of participants or researchers at any risk;
The administration or restriction of food, fluid or a drug to a participant;
A potential conflict between the applicant's activities as a researcher, clinician or teacher and their interests
as a professional or private individual;
The participation of minors or other vulnerable individuals;
Any form of deception which might threaten an individual's emotional or psychological well-being.

If any of the above is involved, then the proposal is Category A. and must be submitted in full to the University of
Otago Human Ethics Committee using the standard Category A application form, and before the teaching or
research commences;
3.

A separate form should be completed for each teaching or research proposal which involves human participants and
for which ethical approval has been considered or given at Departmental level;

4.

The completed form, together with copies of any Information Sheet or Consent Form, should be returned to the
Manager Academic Committees or the Academic Committees Assistant, Registry, as soon as the proposal has

been considered at departmental level;
5.

The Information Sheet and Consent Form should NOT include the statement "This proposal has been reviewed and
approved by the University of Otago Human Ethics Committee" as this is inappropriate for Category B proposals.
A statement such as statement "This proposal has been reviewed and approved by the Department of ....., University
of Otago" may however be used;

6.

Please ensure the Consent Form and the Information Sheet have been carefully proofread; the institution as a whole
is likely to be judged by them;

7.

A Category B proposal may commence as soon as departmental approval has been obtained. No correspondence
will be received back from the University of Otago Human Ethics Committee concerning this Reporting Sheet

unless the Committee has concerns;
8.

This form is available electronically at the following web address:
http://telperion.otago.ac.nz/acadcommicategoryb.html
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22nd June 2004
THE I ACT OF ORGANISATIONAL STRUCTURING ON E 'LOYEE
COMMITMENT AT THE OTAGO POLYTECHNIC
INFORMATION SHEET FOR
[PARTICIPANTS or PARENTS / GUAMANS ETC.]
Thank you for showing an interest in this project. Please read this information sheet carefully
before deciding whether or not to participate. If you decide to participate we thank you. If
you decide not to take part there will be no disadvantage to you of any kind and we thank you
for considering our request.
What is the Aim of the Project?
This project is being undertaken as part of the requirements for the Masters in Business
Degree at Otago University.
The purpose of this study is to:
1. Assess the impact of organisational restructuring and subsequent downsizing on employee
commitment at the Otago Polytechnic.
2. Compare levels of commitment between those directly affected by organisational
restructuring/downsizing (i.e. survivors) and those who were unaffected directly (i.e. nonsurvivors).
3. Explore the link between the psychological contract (The unwritten agreement between
employees and employers) and restructuring and how these impact on employee
commitment.
What Type of Participants are being sought?
A random cross section of Otago Polytechnic academic and non-academic staff members who
may or may not have been directly involved in or affected by the restructuring process have
been asked to participate in the study.
What will Participants be Asked to Do?
Should you agree to take part in this project, you will be asked to complete a written survey
involving a series of short answer questions and statements designed to assess your views on
the process of restructuring and how you feel as an employee of the organisation. The survey
should take no longer than 20 minutes to complete.
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Can Participants Change their Mind and Withdraw from the Project?
You may withdraw from participation in the project at any time and without any disadvantage
to yourself of any kind.

What Data or Information will be collected and What Use will be Made of it?
The summary findings will be made available to the Senior Management Team of the Otago
Polytechnic in order that they may reflect on the process taken by them during the restructure
and to assist with future planning. Completed survey sheets will only be viewed by me and
once analysed will be destroyed. No identifiable data is included.
Results of this project may be published but any data included will in no way be linked to any
specific participant.
You are most welcome to request a copy of the results of the project should you wish.
The data collected will be securely stored in such a way that only those mentioned above will
be able to gain access to it. At the end of the project any personal infotniation will be
destroyed immediately except that, as required by the University's research policy, any raw
data on which the results of the project depend will be retained in secure storage for five
years, after which it will be destroyed.

What if Participants have any Questions?
If you have any questions about our project, either now or in the future, please feel free to
contact either:Christine Theissen

or

Dr Fiona Edgar

Otago Polytechnic

Department of Management

Telephone Number: 479 6064

University Telephone Number: 479 8091
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APPENDIX 2
Reporting Sheet for use ONLY for proposals considered at departmental level

THE IMPACT OF ORGANISATIONAL RESTRUCTURING ON EMPLOYEE
COMMITMENT AT THE OTAGO POLYTECHNIC [
CONSENT FORM FOR PARTICIPANTS
I have read the Information Sheet concerning this project and understand what it is about. All
my questions have been answered to my satisfaction. I understand that I am free to request
further infoimation at any stage.
I know that:1.

My participation in the project is entirely voluntary;

2.

I am free to withdraw from the project at any time without any disadvantage;

3.

The data will be destroyed at the conclusion of the project but any raw data on which the
results of the project depend will be retained in secure storage for five years, after which
it will be destroyed;

4.

The results of the project may be published and available in the library but every attempt
will be made to preserve my anonymity.

I agree to take part in this project.

......... ........ ..................... ...... ........ ..... ....................
(Signature of participant)

(D ate )
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To Whore no,c1,:longo o Olago

25th June 2004

Dear Staff Member
I am writing to ask if you would be prepared to fill out the attached survey, which is part of my
Masters in Business degree research project on assessing the impact of organisational
restructuring on employee commitment. This research proposal has been reviewed and
approved by Phil Ker, Chief Executive Officer at the Otago Polytechnic and by the University of
Otago Ethics Committee.
A random cross section of Otago Polytechnic academic and non-academic staff members who
may or may not have been directly involved in or affected by the restructuring process have
been asked to participate in the study.
The survey consists of a number of short answer questions followed by a series of statements
that I would ask you to read and tick the answer which best reflects your view. The survey
should take no longer than 20 minutes to complete. Your identity in this research is anonymous.
Your responses are completely confidential and will only be viewed by myself. Once I have
analysed these results all survey forms will be destroyed.
The summary findings will be made available to the Senior Management Team at the Otago
Polytechnic in order that they may reflect on processes taken by them during the restructure and
to assist with future planning. Results are also available to you on request.
Once you have completed the survey, please send to the Management Department, University
of Otago in the attached prepaid envelope. In order that the results may be collated promptly. I
would be grateful if you would complete and return this by Friday 9 th July 2004.
As your participation in this research is voluntary. I would like to take this opportunity to thank
you for assisting me with this study. It is hoped that the findings will provide a valuable insight in
to how organisations can improve planning processes for employees during restructuring.
Should you have any queries regarding this survey, or if you would like further information
please feel welcome to contact me by email: CTheissenRtekotago.ac.nz or by telephone on
479 6064.
With kind regards.
Yours sincerely
-Christine Theissen
Encl.

Department of Management
Tel 64 3 479 8125

PO Box 56, Dunedin, New Zealand.
Email munagement@otago.cc.nz
Fax 64 3 479 8173
www.otaeo.ec.riz
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APPENDIX 3

SURVEY
The impact of organisational restructuring on employee commitment at the Otago Polytechnic
General Position (please circle)

Academic

Non-Academic

Gender:

Age:

Length of time
in current position:

Length of time as
Polytechnic employee:

Was your department restructured?

Yes

No

Was your position directly affected by restructuring?

Yes

No

Part time staff

Full time staff

(please circle as appropriate)

(please circle as appropro

Organisational restructuring — impact on employees
1.

In your view, was there sufficient consultation within the Otago Polytechnic about the changes taking place
and how they were likely to affect you?

More than
sufficient

Sufficient

Insufficient

More than
sufficient

Sufficient

Insufficient

Please qualify your answer.

2.

Did you receive sufficient information about the future status/directions of your department/work group
following the restructure?

Please qualify your answer.

,

APPENDIX 3
3.

(a) How would you rate your level of commitment to the organisation prior to restructuring?

High

Neutral

Low

(b) How would you rate your level of commitment to the organisation now?

High

No change

Low

If your level of commitment has changed, what was it about the process of restructuring that has affected your level of commitment to the organisation?

4.

How secure do you feel in your current position? (please circle)

Very
secure

Fairly
secure

Same
as
before

Fairly
insecure

Very
insecure

Much
better

Slightly
better

Same
as
before

Worse

Much
worse

Can the organisation do anything to help improve how you feel?

In your view is the relationship between management and employees better now than before the
restructure?
In what way has it changed?

APPENDIX 3
With respect to your own feelings about the workplace in which you are now working, please indicate the degree of your agreement or disagreement
with each statement by ticking the most appropriate box:
QUESTIONS

1

I really care about the fate of this organisation

2.

I am proud to tell others that I am part of this organisation

3.

This organisation really inspires the very best in me in the way of job performance

4,

I feel very little loyalty to this organisation

5.

Often I find it difficult to agree with this organisation's policies on mportant matters relating to its
employees

6.

I am extremely glad that I chose this organisation to work for over others I was considering at the
time I joined.

7.

There is not too much to be gained by sticking with this organisation indefinitely

8.

I would be willing to accept almost any type of work assignment to stay with this organisation

9.

It would take very little change in my present circumstances to cause me to leave this organisation

10. I believe that the restructuring process at Otago Polytechnic was fair and just
11. I was given ample opportunity to participate in decisions that would affect my work area
12. Otago Polytechnic has clear, planned goals and objectives
13. I bel eve in the goals of the organisation and what it is trying to do for the future
14. I have a clear understanding of what the organisat on expects of me in my current role
15. I feel secure in my job at the Polytechnic
16. I feel that the Otago Polytechnic values the contribution I am making to it
17. I trust senior management to make sensible decisions for the organisation's future
18. The Otago Polytechnic has always kept its promises or commitments to me about the demands of
my job
19. I feel that management planned the changes to the organisation carefully
20.

I feel that my line manager has done all they can to help me understand exactly what is expected
of me following the changes to the organisation

21. I believe that management has been at least as honest with bad news as good news about
changes to the organisation
22.

I feel that the future for the organisation is getting brighter

Strongly
Agree

Agree

Neither
Agree or
Disagree

Disagree

Strongly
Disagree

APPENDIX 3
Do you have any additional comments that you would like to make about the restructuring process that was undertaken at the Otago Polytechnic? (Continue on
separate paper if you wish)

Many thanks for taking the time to complete this survey.
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