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Downsizing is seen as a commonly chosen strategy to improve organizational efficiency, effectiveness, performance,
competitiveness, and to regain financial stability. After the decision on the downsizing was made and the downsizing was
conducted, special attention should be placed on those employees who survived the downsizing. The purpose of this paper
is to observe how the procedural fairness of the downsizing method applied impacts the survivers' behaviour. The primary
assumption is that the characteristics of the employed downsizing method, here observed Clarity, Validity, and Accuracy,
impact the attitudes of survivors viewed through Motivation, Satisfaction, and Turnover Intention. A questionnaire was
developed and distributed to 556 employees who had survived downsizing to verify the proposed conceptual model. The
results of the study supported the claim that characteristics of the downsizing method influence the survivors' behaviour,
whereas Validity stands out for its relatively strong impact on Motivation and Satisfaction with the organisation to which
the survivors belong. The findings illustrate that when conducting downsizing, managers and decision makers should
consider the fairness of downsizing method applied because, if conducted in an adequate manner, dowsizing can even induce

positive behavior of the surviving members.
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Introduction

Downsizing emerged as an important research topic in
the 1990s, but it is still relevant, especially due to the
COVID 19 pandemic impact (Rudolph et al., 2021; Pekovic,
Wagner & Vogt, 2022). Very quickly, theorists defined
several roles which the participants in downsizing process
can play: victims, survivors and executors (Cascio, 1993;
DeVries & Balazs, 1997), where it was evident that
downsizing affects all these groups of employees.
Depending on the research context, the importance of each
of the mentioned categories of employees (or former
employees) also changes. The victims of downsizing are a
dominant topic in the social context. However, in the
context of the organisation, authors present the survivors as
the most important group of employees because the long-
term survival of the company depends on them (Mishra &
Spreitzer, 1998; Ugboro, 2016; Frone & Blais, 2020).

The concept of the organisational justice of downsizing
has a special place among the various characteristics of the
downsizing process whose impact on survivors has been
examined. Many authors, led by Brockner, have studied the
impact of various elements of the organisational justice of
downsizing on survivors (Brockner & Siegel, 1996;
Brockner et al., 2004; Chen & Mykletun, 2015; de Jong et
al., 2016). In most of these studies, organisational justice
has three elements: distributive, procedural, and interactive.

For the purposes of this study, the most important is
procedural justice which refers to the fairness of the
downsizing implementation process itself, and is basically
defined by two determinants: structural and interpersonal.
The structural determinant refers to whether the decisions

were made by neutral decision makers, whether they are
based on facts, and whether the criteria used are valid, while
the interpersonal determinant refers to the treatment of
employees during the implementation of downsizing
(Brockner, Tyler & Cooper-Schneider, 1992; Mengstie,
2020).

The significance and impact of procedural justice on
employee responses to a particular decision generally vary
depending on whether those outcomes are positive or
negative. Thus, if there is a negative outcome, procedural
justice will have a direct and strong impact on the reaction
of employees (Brockner & Wiesenfeld, 1996; Brockner et
al., 1997; Riolli & Savicki, 2006; Smollan, 2012), which is
why the importance of procedural justice in the downsizing
process, which abounds in negative outcomes, is evident,
especially for the survivors.

Even though procedural justice in the implementation
of downsizing has been the focus of researchers for many
years, the topic is still relevant, and many recent studies
have addressed its impact on survivors (Hopkins &
Weathington, 2006; Michel, Stegmaier & Sonntag, 2010;
Van Dierendonck & Jacobs, 2012; Lopez Bohle, Chambel
& Diaz-Valdes Iriarte, 2018).

Most of the studies focusing on the procedural justice
of downsizing implemented procedures and methods to
provide answers as to who should lose their job in the
downsizing process (Mishra & Spreitzer, 1998). On the
other hand, although it is intuitively clear that before
answering the question of who should lose their job, a
decision should be made on how many employees should
lose their jobs. To our knowledge, the procedures and
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methods used for this purpose have not been researched
within the context of organisational justice.

Therefore, the core of this research is to observe how
characteristics of the method for determining the required
number of employees, predominantly its procedural justice,
impact the surviving employees. For that, a conceptual
model was developed. The purpose of this research is to
propose and verify a conceptual model which addresses the
theoretical relationships between clarity, validity, and
accuracy of the downsizing method, and the behaviour of
the survivors. The model is therefore built on two pillars:
the observed procedural justice and the observed effects of
downsizing on the remaining employees. By doing so, the
model aims to improve the currently devised models in the
field and to fill in the gaps in the literature on the effects of
downsizing methods. To test the proposed conceptual
model, we designed and conducted a survey among
employees of state and privately owned companies.

The structure of the paper is as follows: the next section
reviews the current literature and focuses on the
development of the proposed conceptual model. The
following section covers the research methods and study
design. Section 4 presents the results of the model
verification. The two final sections are devoted to the

discussion, managerial implications, and concluding
remarks.
Conceptual Model Development and Related
Hypothesis

The starting idea of the proposed conceptual model was
based on the long-established fact that downsizing
influences the change of attitudes and behaviour of
employees (Brockner et al., 1987). However, the main goal
of the study was to investigate more deeply one element of
the downsizing process (the method for determining the
required (optimal) number of employees) and the impact of
the perceptions of the procedural justice of that (specific)
element on the attitudes of survivors, and thus indirectly on
the effectiveness of the downsizing process.

The significance and connection between changes in the
attitudes of survivors and subsequent changes in the
behaviour of employees, i.e. the impact on the effectiveness
of the downsizing process, will not be the subject of the
study because it is already widely covered in the relevant
literature (Armstrong-Stassen, 1994; Brockner et al., 2004;
Drzensky & Heinz, 2016).

As already mentioned, many studies have identified the
impact of procedural justice on survivors (Brockner et al.,
2004; Hopkins & Weathington, 2006; Michel, Stegmaier &
Sonntag, 2010; Van Dierendonck & Jacobs, 2012; Lopez
Bohle, Chambel & Diaz-Valdes Iriarte, 2018). In particular,
the subject of research in the context of the procedural
justice of downsizing was often the criterion used to
evaluate employees, which led to decisions on who would
lose their jobs, where it was emphasized that the criteria
should be related to work, employee performance, but also
seniority (Campion, Guerrero & Posthuma, 2011). At the
same time, procedural justice has been almost completely
neglected in the literature when deciding how many people
should lose their jobs. The situation is paradoxical, and the
paradox lies in the fact that the answer to the question of

who will lose their job directly depends on how many
people will lose their jobs.

This indicates that decisions regarding who should lose
their jobs should be based on contributions and merits
(Mishra & Spreitzer, 1998). However, regardless of how fair
the system is in this sense, or how well the merits of certain
employees are recognized, the volume of downsizing (the
answer to the question of "how many") will determine
whether only bad workers will lose their jobs, or perhaps
some of the good ones, or even excellent workers will be
forced to seek new employment. All employees among
future survivors have a certain perception of their
contributions and merits as well as those of their colleagues,
especially those with whom they work closely.

The theoretical assumption is that in the employee's
mind, there is a clear employee ranking in terms of
contributions and merits (which helps classify workers as
good and bad) and that the company should lay off
employees according to that ranking. It should not be
overlooked that downsizing does not represent the dismissal
of bad employees (Cascio, 1993), but a reduction in the
number of employees, but here the classification of
good/bad stands out due to employee perceptions. In both
cases, employees may feel a lack of procedural justice,
which they see as an inadequate answer to the question of
who should lose their job.

However, what if in the first instance the company made
a mistake in estimating the required number of employees,
and that the work could be done with even fewer
employees? It might have been possible to carry out even
stricter downsizing and lay off the remaining employees a
given employee perceives as poor workers. Also, looking at
the second situation, the company may have made the
opposite mistake and laid off more employees than it should
have, and that is precisely the reason why good employees
"suffered"?

In both cases, which represent theoretical assumptions,
the cause of negative perceptions of procedural justice lies
not in the wrong answer to the question of who should lose
their jobs but in the answer to the question of how many
people should lose their jobs. For that reason, the study
focuses on answering the question of how many employees
should lose their jobs.

The aim of the study is to determine the importance of
the method used to determine the required number of
employees during downsizing and the impact of different
characteristics of this method on changes in the attitudes of
survivors. Therefore, to form this part of the conceptual
research model, the previously accepted view was used. We
took the view which considers that the perceptions of
procedural justice are formed based on employees'
assessments of whether decision makers are neutral and
whether they were neutral in their decision-making; whether
the decisions were made on the basis of data and whether
the data were accurate; whether the criteria used were valid
(Brockner, Tyler & Cooper-Schneider, 1992). Therefore,
mindful of the method for determining the required number
of employees and providing an answer to the question of
how many employees will lose their jobs, the conceptual
model is set up to include:
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1) Clarity of the method for determining the required

number of employees,

2) Validity of the method for determining the

required number of employees,

Since employees often "disappear" faster than the work
"disappears", the survivors of downsizing frequently feel
overwhelmed by the volume of work in the new
organisation (Kozlowski, 1993). This view indicates that the
method, if any, or the manner of decision-making regarding
how many employees should lose their jobs, in terms of its
fairness, should ensure the adecuate number of employees
“survives” to perform existing and future work. Hence, the
last construct is:

3) Accuracy of the method for determining the

required number of employees.

All three constructs should be considered a prerequisite
for achieving procedural justice in this segment of the
downsizing process.

The second part of the conceptual model refers to the
attitudes of employees after downsizing, i.e. any changes
which occur as a result of downsizing and its procedural
justice. Three fundamental attitudes of the surviving
employees after downsizing stand out in the literature:

1. Motivation,

2. Job (organisation) satisfaction, and

3. Turnover intention,

and these will be the subject of the study. As the study
focuses on one specific aspect of downsizing, on the method
for determining the required number of employees, and aims
to determine the impact of certain characteristics of the
method on changing attitudes among "surviving"
employees, the attitudes which have already been proven in
the literature to be strongly influenced by downsizing and
its characteristics, including justice, have been selected.

The construct referred to as motivation in the study
should be explained in more detail. This construct is formed
on the basis of several different constructs. The literature
abounds with studies examining the impact of procedural
justice on constructs termed "organisational commitment"
or "work effort". On one hand, research examining the
"work effort" construct asked respondents to rate claims
such as: "I try to do the best I can; I put a lot of effort into
my work (Brockner, Tyler & Cooper-Schneider, 1992),
while the "organisational commitment” construct was
examined through claims such as: "I am willing to put in
more effort than is normally expected; My company inspires
me to do my best in terms of performance at work;"
(Brockner et al., 2004). It can be seen from such examples
that even the same authors investigating "work effort" and
"organisational commitment" in this sense were examining
a very similar construct, which we have combined in this
study is as motivation. The name of the construct is in
accordance with the questions used to study it, and is also in
the spirit of the Serbian language in which the study was
conducted.

It is also necessary to provide further explanation
regarding the job (organisation) satisfaction construct. Job

satisfaction is a comprehensive concept. Employees may be
satisfied with certain elements of the job, ranging from the
very nature of the job itself to the responsibilities and
working hours it entails, while can, at the same time, feel
dissatisfied with other elements, such as poor management,
earnings, and workload. Bearing in mind the wide range of
elements which affect job (dis) satisfaction, it is necessary
to define the construct precisely. Procedural justice, as part
of organisational justice, stands out as particularly important
for the evaluation of an organisation which has made a
specific decision, i.e. for the evaluation of satisfaction with
the organisation (Brockner & Wiesenfeld, 1996).

These are precisely the reasons why, in research,
organisation satisfaction is examined as part of the
broader concept of job satisfaction. A review of the
research literature provides further opportunities to explain
the construct. If we analyze the pioneering research on job
satisfaction (Hackman & Oldham, 1975, 1976), on whose
questionnaires many studies in the field of organisation
sciences were subsequently based, we gain a clearer picture
of what exactly is classified as job satisfaction. As already
mentioned, job satisfaction has several aspects, and the
authors provide special questionnaires for each job aspect
(Hackman & Oldham, 1980). These questionnaires include
statements such as: "I am generally satisfied with the
essence of the work I do; I am generally satisfied with the
management and control at my work; Satisfaction in my life
comes mainly from the work I do". These are just some of
the statements used in JDS (Job Diagnostic Survey) to
examine job satisfaction (Hackman & Oldham, 1980). The
claims themselves show in another way why the study is
focused on satisfaction with the organisation.

Unlike Brockner and others, a certain group of authors
examine "organisational commitment" with claims such as:
"This is the best organisation I could ever work for; I care
about the future of this organisation;" (Mayer & Schoorman,
1992). These claims should examine the concept referred to
as "value commitment"” in the literature (as one of the
dimensions of the concept of "organisational commitment")
and refers to a positive, affective attitude towards the
organisation itself (Stevens, Beyer & Trice, 1978; Mayer &
Schoorman, 1998; Al-Jabari & Ghazzawi, 2019; Pratama,
Suwarni & Astuti Handayani, 2022) and most closely
illustrates the organisation satisfaction construct used in this
study.

The last construct used in this part of the conceptual
model is turnover intention. This construct is significantly
less abstract than the previous two and thus requires no
particular explanation. Studies that have dealt with the topic
of downsizing in a very similar way provide a clear
elaboration of turnover intention (Brockner, Tyler &
Cooper-Schneider, 1992; Arshad & Sparrow, 2010; Mileva,
Bojadjiev & Stefanovska, 2022).

Based on the presented literature review, a conceptual
model was developed. The model, alongside the research
hypotheses is presented on Figure 1.
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The method for
determing the required >
number of employees

Validity

Accuracy

Motivation

Job (organisation)
satisfaction

Turnover intention

Figure 1. Conceptual Model on the limpact of Procedural Justice of Downsizing on Survivors' Behaviour (Authors' work)

Based on the proposed conceptual model and the mutual
relationship between the constructs, the following nine
hypotheses can be devised:

HI: Clarity has an impact on the Motivation of the

SUFVIVOFsS.
H2: Clarity has an impact on the Job satisfaction of the
SUFVIVOFS.

H3: Clarity has an impact on the Turnover intention of

the survivors.

H4: Validity has an impact on the Motivation of the

SUFVIVOFS.
H5: Validity has an impact on the Job satisfaction of the
SUFVIVOFS.

H6: Validity has an impact on the Turnover intention of

the survivors.

H7: Accuracy has an impact on the Motivation of the

SUFVIVOFS.

HS: Accuracy has an impact on the Job satisfaction of

the survivors.

HY9: Accuracy has an impact on the Turnover intention

of the survivors.

Research Method / Study Design
Conducted Survey

All of the data used in the survey was collected using a
questionnaire consisting of 29 questions, which are mostly
closed-ended, where the respondents choose one of the
offered answers. Some of the questions and the logical flow
of the questionnaire will be described below.

The first segment of the questionnaire refers to general
characteristics of the respondents and the organisations they
work in. This segment is intended to offer a better
description of the sample and to later provide the
opportunity to cross-reference these data with the main
study results. Within this segment, the respondents were
asked questions about their gender, age, level of education,
type of organisation and similar questions.

One of the key study questions is the following

1. Has any kind of analysis ever been conducted in the
organisational unit you currently belong to in order
to determine the required number of employees?
with the offered answers of YES and NO.

The importance of this question is reflected in the fact
that the respondents who answer with NO are unable to give
any valid answers to the questions about the clarity or
validity of the method for determining the required number
of employees because either no method was used or it was
used, but they were not aware of this fact. For this reason,
the questionnaire was designed in such a way that if the
respondents answered with NO, they would skip the
questions about the clarity and validity of the method for
determining the required number of employees.

All of the respondents who answered the
aforementioned question with YES move on to the next
segment of the questionnaire which refers to the clarity
construct of the method for determining the required
number of employees. Three questions were asked for this
purpose:

Cl1. To what extent were you involved in determining
the required number of employees in your
organisational unit?

C2. To what extent were you familiar with the data
used for analysis in determining the required
number of employees in your organisational unit?

C3. To what extent are you familiar with the way the
number of employees in your organisational unit
was determined?

The first two questions from this segment assume that
the more involved the respondents were in determining the
required number of employees and the more familiar with
the data used for that purpose, the more likely they were to
understand the way the number of employees in the
organisational unit was determined. Simply put, greater
involvement should result in a better knowledge and
understanding of how the required number of employees is
determined. The answers to all three questions were given
in the form of a 5-point Likert scale, where the answers
ranged from a) the lowest level of involvement or familiarity
to e) the highest level of involvement or familiarity.

-296 -



Inzinerine Ekonomika-Engineering Economics, 2023, 34(3), 293-307

The next segment of the questionnaire referred to the
statements used to evaluate the validity of the way in which
the required number of employees was determined. The
respondents were asked to evaluate eight statements, i.e. to
answer the following question:

To what extent are the following data, information and
methods used in order to determine the number of
employees in your organisational unit:

V1. Information and data on the existing workload;

V2. Information and data on the future workload;

V3. Defined time norms for performing operations or
assessments of managers and employees about the
time needed to perform the work;

V4. Analysis of the effects achieved by employees in
the previous period;

V5. Comparison with competing or other companies

V6. Comparison with other organisational units within
the company;

V7. Analysis of presence at work (use of days off,
annual leave, sick leave);

V8. Analysis of the work process (recording the process
flow, determining the time required for operations,
eliminating unnecessary operations).

For each sub-question (V1 — V8), a 5-point Likert scale
was offered with identical answers ranging from 1 — Not
used at all, to 5 — Constantly used. The assumption when
forming this set of questions, which was used to examine
the Validity construct, is that the use of any of the listed data,
information or methods has a positive effect on the validity
of the whole approach to determining the required number
of employees.

The last segment of the questionnaire referring to the
constructs related to the method of determining the required
number of employees, is related to the accuracy of the
method used. However, it is vital to mention that this
concerns the perception of accuracy, and that it is measured
indirectly using the following questions:

Al. To what extent do you think there is a shortage of

employees in your organisational unit?

A2. To what extent do you think there is a surplus of
employees in your organisational unit?

A3. To what extent do you think that you are
overworked (overtime hours, working from home
outside working hours, pressure due to the amount
of work)?

A4. To what extent do you think that your colleagues
are overworked (overtime hours, working from
home outside working hours, pressure due to the
amount of work)?

The answers to the questions were in the form of a 5-
point Likert scale, which ranged from 1 (There is no surplus
/ shortage of employees at all) to 5 (There is a significant
surplus / shortage of employees) and 1 (I am not overworked
at all / They are not overworked at all) to 5 (I am extremely
overworked / They are extremely overworked).

Since this segment refers to perceptions of accuracy,
which are measured indirectly, more attention needs to be
paid to the way in which this set of questions is indended to
measure the construct of accuracy of the way the required
number of employees is determined. First, it should be borne
in mind that answers to the main research question and
groundedness of the conceptual model is sought only

through the answers of those respondents who reported that
some form of analysis was conducted in their organisational
unit in order to determine the required number of
employees. If, even after an analysis of this type, employees
feel that there is a surplus or shortage of employees in their
organisational unit, or that they and/or their colleagues are
overworked, an explanation can be sought in the following
almost closed set of options: the analysis was not accurate
enough or the analysis was accurate enough, but the results
of the analysis were not implemented through appropriate
decisions.

Also, it is important to mention that in all segments of
the questionnaire related to the constructs of Clarity,
Validity and Accuracy of the method, the respondents were
asked to state their views on the statements related to their
organisational unit. The assumption is that the highest
reliability in the answers can be expected if the questions
relate to the organisational unit to which the respondents
belong, primarily in relation to the constructs of the clarity,
validity and accuracy of the method for determining the
required number of employees.

The following part refers to the organisational changes
which occurred during the period in which the respondents
were employed in a particular organisational unit. The first
question in this segment and one of the key questions in the
questionnaire is:

How has the number of employees in your organisational
unit changed in the period you have worked there?
a) The number of employees has been significantly
reduced;
b) The number of employees has been reduced;
¢) There has been no change;
d) The number of employees has increased;
e) The number of employees has significantly
increased.

The importance of this question lies in the fact that
based on the answer to this question, it is assumed that
downsizing took place within a certain organisational unit.
Therefore, only those respondents who answered a) or
b) were considered representative for answering the
remaining questions in the survey regarding downsizing
and behaviour in the organizational unit.

In other words, the respondents were not directly
questioned anywhere about whether downsizing had taken
place in their organisational unit because the researchers
firmly believe that downsizing can happen without
employees even noticing it. The best example of this is the
situation where an employee retires or leaves the
organisation (voluntarily). If the organisation does not hire
a new person for that job, it has actually carried out
downsizing, in its "mildest" form, and it is highly
questionable whether the respondents would recognize that
downsizing had taken place.

The next segment of the questionnaire referred to the
motivation construct described in the previous section.
Similar to the way Validity was measured, one question was
asked, with several sub-statements:

To what extent do you agree with the following
statements?

MI.I am ready to make significantly more effort at

work than it is normally expected;
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M2. The organisation I work for inspires me to do the
best I can in terms of performance at work;

M3. I would accept almost all work assignments just to
keep working for the organisation I am currently
employed in;

M4.1 do my best and try my best at work;

MS5. I consciously make an extraordinary effort in doing
my job.

The respondents responded on a scale ranging from 1 "I
do not agree at all" to 5 "I completely agree". The first three
statements in this question relate to "organisational
commitment" and have been used in previous research
(Mayer & Schoorman, 1992; Brockner et al., 2004), all
adapted from an anthological group of studies conducted in
the early 1980s (Mowday, Steers & Porter, 1979). The last
two statements refer to "work effort" and have also been
used in previous research (Brockner, Tyler & Cooper-
Schneider, 1992).

The next segment of the research referred to the
construct of job (organisation) satisfaction. The main
question, with its sub-statements, was:

To what extent do you agree with the following statements?

JS1. For me personally, this is one of the best
organisations I could work for;

JS2. Tam proud to be part of this organisation;

JS3. Tagree with the policy of the organisation in which
I am employed in terms of human resources
(employment, layoffs, number of employees,
workload);

JS4. T talk about the organisation I work for with my
friends as a desirable organisation to work for;

JSS. I care about the future of the organisation I work for.

All the statements have already been used in previous
research (Mowday, Steers & Porter, 1979; Mayer &
Schoorman, 1992) to measure the construct of "value

commitment" within the sphere of "organisational
commitment", which was explained in the previous section of
the study.

The last segment addressed the construct of turnover
intention. The main question, with its sub-statements, was:
To what extent do you agree with the following statements?

TI1. I intend to leave the organisation in which I am
employed in the near future;

TI2. I have been thinking seriously about looking for
a new job in the last few months;

TI3. I am actively looking for another job;

TI4. I often think about looking for another job.

Given that there is a construct in the literature which
corresponds fully to the construct of turnover intention used
in this study, all the statements are taken directly from recent
research (Arshad & Sparrow, 2010).

Conducted Survey

The research was conducted in the period between June
15, 2020 and July 15, 2020. The questionnaire described in
the previous subsection was available to the respondents in
electronic format.

Given the specifics of the research question and the
questionnaire described above, the researcher observed the
potential sample very broadly, with almost no restrictions or
guidance. Simply put, the branches in the questionnaire

necessarily lead to "splitting" of the sample and thus to the
reduction of the sample suitable for analysis. The research
was conducted with certain specifics, and the research
procedure is presented in the paragraphs that follow.

First, in order to conduct the research within a relatively
short period of time (one month) and at the same time
provide a significant number of respondents, a large team of
research associates was formed. The team of research
associates numbered 440 students from the Faculty of
Organizational Sciences, University of Belgrade. The
research associates were tasked with collecting answers
from at least four respondents of their choice, respecting the
given rules. In this way, the sample gained a significant
dimension of randomness.

The second channel for data collection was the social
network LinkedIn, i.e. a wider circle of contacts made by
the researchers. All of the potential respondents on the
social network LinkedIn were contacted directly by means
of a personalised message from the researchers, which
provided a high percentage of completed questionnaires.

The team of research associates, together with the main
researcher, collected almost three thousand answers (an
exact total of 2968 answers). In terms of the two mentioned
channels of data collection, 768 answers were collected
through the social network, while the research associates
collected 2200 answers.

Through the social network LinkedIn, the questionnaire
was distributed to a population of 1426 potential
respondents. A total of 768 answers were collected through
the network, a response rate of 53.58 %, which is high for
an online survey (Fan & Yan, 2010).

Of the 2968 responses collected, 556 met the criteria
described in the previous section, and their answers were
suitable for further analysis.

The above numbers clearly show why the researcher had
to approach the research in the described way, where it was
necessary to involve research associates, and conduct the
research for almost a whole month. According to the correct
prediction of the researcher, who was mindful of the structure
of the questionnaire and branching, it was necessary to
provide a large number of answers so that after segmentation
of the sample, the segment which met the conditions for
hypothesis testing would remain representative. In this
particular case, considering that the final sample was 556
respondents out of 2968 respondents who participated in the
research, it can be seen that the segment which meets the
conditions for testing the hypotheses does not make up a fifth
of the total sample (18.7 %).

Statistical Analysis

To explore the proposed conceptual model's validity
and accept or reject the devised hypothesis, we opted for
structural equation modelling (SEM). SEM analysis is based
on the principles of two acknowledged statistical methods:
factor analysis and regression analysis (Kline, 2005). The
analysis is, therefore, two-fold as the factor analysis allows
the grouping of the measured variables into latent factors,
while the mutiple linear regression allows the exploration of
the relationships between the measured and latent variables.
To estimate structural equation models, researchers can
draw on two main approaches: covariance-based SEM (CB-
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SEM) and partial least squares SEM (PLS-SEM). CB-
SEM's objective is to reproduce the theoretical covariance
matrix, without focusing on explained variance, while on
the other hand, PLS-SEM is a causal modeling approach
aimed at maximizing the explained variance of the
dependent latent constructs (Hair, Ringle & Sarstedt, 2011).
PLS-SEM is a complementary approach to factor-based
SEM that emphasizes prediction while simultaneously
relaxing the demands on data and specification of
relationships, such as the small number of items per construct
(Hair et al., 2017). A recent bibliometric study indicates that
the PLS use has gained momentum relative to factor-based
SEM in recent years (Ciavolino, Aria, Cheah & Roldan,
2022). Due to the above-mentioned and the wide range of
software available for its implementation, PLS-SEM analysis
has been increasingly applied to verify conceptual models in
different fields of study (Hair et al., 2017). To verify our
conceptual model, we used PLS-SEM and the SmartPLS
Software version 4 (SmartPLS GmbH, 2023).

So far, SEM (CB or PLS) analysis has been used with
success in the field of exploring the effects of downsizing. For
example, Farrell (2003) analysed data from 2000
organisations and explored how downsizing impacts on trust,
employee commitment to customer focus, and market
orientation. Farrell together with Mavodno (2005) modelled
how downsizing which drives redesign and the level of
redesign that drives downsizing influence the level of
business performance. Arshad & Sparrow (2010) proposed a
conceptual model based on negative affectivity, perceived
procedural justice, psychological contract violation,
organisational citizenship behaviours, affective commitment,
and turnover intention. In a more recent study, Harney et al.
(2018) examined the impact of employee experiences of

hypothesised how restructuring and dowsizing impact on
employee exaustion and job satisfaction directly and are
mediated through work intensity and job resources. Led by
these examples, we also opted for the application of SEM
analysis in our research using Smart PLS software.

Results and Managerial Implications
Sample Characteristics

The mean age of the respondents is 42.56 with a
standard deviation of 11.393 and a median of 46. In terms
of educational attainment, most of the employees who
participated have either a BSc or MSc degree, 351 of them
(63.1 %), followed by those with high or middle school
education (23.4 %). The remaining respondents have
finished college or completed their PhD studies. The highest
percentage of the respondents holds an operational position
(66.7 %), while the rest have managerial positions (33.3 %)
in the organisation. The average number of months
experience in the organisation is 128.19 with a standard
deviation of 124.749 and a median of 72. This indicates that
half of the respondents have worked in the organisation for
more than 6 years. The average number of months of
experience in the organisational unit is 98.80 with a standard
deviation of 111.638 and a median of 41. This indicates that
half of the respondents have worked in the organisational
unit for more than 3.5 years. We can conclude that our
sample encompassed highly educated individuals in
operational positions with significant work experience in
both the organisation and organisational unit.

A detailed presentation of the organisations where the
respondents work is provided in Table 1.

restructuring and downsizing on well-being. They
Table 1
A Detailed Description of the Organisations in which the Respondents Work
Variable Frequency Percentage
Type of organisation
Public 144 25.9%
Private 301 54.1%
Institution 111 20.0%
Operation
Service 360 64.7%
Production 102 18.3%
Combined 94 16.9%
Origin of the organisation
Domestic 347 62.4%
International 159 28.6%
Combined 50 9.0%
Industry
Education and consulting 62 11.2%
Retail 59 10.6%
Telecommunications 44 7.9%
Banking and insurance 42 7.6%
IT 39 7.0%
Other 310 55.7%

Source: Authors' work on the data collected during the empirical research
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The Validity of the Proposed Constructs

Prior to performing the SEM analysis, the literature
suggests exploring the internal consistency of the proposed
latent constructs. The commonly used metrics of scale
reliability are Cronbach's alpha (Cronbach, 1951), Average
Variance Extracted (AVE), and Dijkstra-Henseler's rtho A
(Dijkstra & Henseler, 2015). The closer these indices are to
1, the better the internal consistency is, thus showing that
the scale is more reliable. The threshold for the acceptable
level of Cronbach's alpha is above 0.7 (Gliem & Gliem,

2003), while for AVE and rho A it is above 0.5 (Dijkstra &
Henseler, 2015) (Wong, 2013). The calculated coefficients
of internal consistency per construct and the number of
items per construct are given in Table 2. All of the observed
scales proved to be reliable. Cronbach's alpha is in the range
between 0.757 (Accuracy) and 0.941 (Turnover Intention).
AVE ranges from 0.617 (Validity) to 0.853 (Turnover
Intention), while Rho A ranges from 0.765 (Accuracy) to
0.942 (Turnover Intention). Taking the above presented
metrics in mind, we conclude that the developed scales are
consistent, according to the observed metrics.

Table 2
Obtained Cronbach's Alpha, Rho A and AVE per Construct and Number of Items per Construct
Clarity Validity Accuracy Motivation Job satisfaction Turnoy er
intention
No. of items 3 8 3 5 5 4
Alpha 0.887 0.910 0.757 0.881 0.929 0.941
AVE 0.816 0.617 0.684 0.684 0.779 0.853
Rho A 0.888 0.911 0.765 0.883 0.929 0.942

Next, we assessed the discriminant validity of the

Source: Authors' work on the data collected during the empirical research

construct) in the PLS path model.

The results of

constructs using the Fornell-Larcker criterion which
compares the amount of variance captured by the construct's
AVE and the shared variance with other constructs (Fornell
& Larcker, 1981). The discriminant validity is evaluated by
confirming that the correlations between each pair of
constructs do not exceed the value of the square root of the
AVE of each construct. Put in other words, the discriminant
validity assessment has the goal to ensure that a reflective
construct has the strongest relationships with its own
indicators (e.g., in comparison with than any other

discriminant validity analysis are given in Table 3. The bold
values are square roots of AVE, while all other values
indicate the correlation among constructs. To satisfy the
Fornell-Larcker criterion, the value on the diagonal (square
root of AVE) should be greater than the correlations in the
row and column. According to the provided results, we can
conclude that the discriminant validity can be accepted for
this measurement model, and it supports the premise of
discriminant validity between the constructs.

Table 3
Discriminant Validity
Clarity Validity Accuracy Motivation Job satisfaction Turnoy er
intention

Clarity 0.903
Validity 0.179 0.785
Accuracy -0.069 -0.035 0.827
Motivation 0.178 0.583 -0.054 0.827
Job satisfaction 0.179 0.580 -0.254 0.762 0.883
Turnover intention 0.041 0.068 -0.254 0.136 0.398 0.923

Source: Authors' work on the data collected during the empirical research

As another pre-test to the SEM analysis, confirmatory
factor analysis (CFA) was conducted. The model had a
relatively solid fit to the data (Chi-square=2043.403,
df=341, p<0.000, CFI=0.857, TLI=0.841, RMSEA=0.095,
0.091<RMSEA<0.099). The obtained RMSEA is below the
threshold of 0.1, as well as the upper limit of the 95 %
confidence interval for the RMSEA. The values of the
Comparative Fit Index (CFI) and Tucker-Lewis Index (TLI)
are close but below the threshold of 0.9. According to the

obtained fitness indices, it can be concluded that the CFA
model fits solidly to the data. In Table 4, we present the
factor loading per each construct. The presented factor
loadings indicate that all factor loadings per each construct
are positive and above 0.5, indicating that there is no need
to exclude any item from the constructs. CFA loadings
indicate that the structure of the constructs should not be
changed and that further modelling analysis can be
conducted.
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Table 4
Confirmatory Factor Analysis (CFA) Results
Construct Item Factor loading Construct Item Factor loading

Cl 0.862 Ml 0.788

Clarity C2 0.965 M2 0.654
C3 0.758 Motivation M3 0.554

\"2! 0.803 M4 0.927

V2 0.807 M5 0.922

V3 0.824 S1 0.881

Validity V4 0.761 . . S2 0.930
V5 0.570 Job satisfaction S3 0.775

V6 0.635 S4 0.892

V7 0.718 S5 0.798

V8 0.713 TI1 0.905

Al 0.534 Turnover TI2 0.923

Accuracy A2 0.820 intention TI3 0.858
A3 0.861 TI4 0.914

Source: Authors' work on the data collected during the empirical research

To additionally explore the structure of the six proposed
constructs, we calulcated the variance inflation factor (VIF)
per item. VIF is a standard measure used for detection of
multicolinearity, the specific situation in which there is a
high correlation among observed items within a construct.
The threshold for the interpretation of VIF is 5. If the

measured VIF is above 5, there is multicolinearity in the
model or equation. Otherwise, there are no issues with
multicollinearity. The results in Table 5 indicate no issues
with multicolinearity in either of the six constructs, as all
VIFs are below 5.

Table 5
Variance Inflation Factor (VIF)

Construct Item VIF Construct Item VIF
Cl 3.090 M1 2.539

Clarity C2 3.744 M2 2.009
C3 2.091 Motivation M3 1.577

Vi 3.159 M4 4.229

V2 3.308 M5 4.108

V3 2.886 S1 3.729

Validity V4 2.333 ‘ . S2 4.806
V5 1.924 Job satisfaction S3 2.235

V6 2.109 S4 3.846

V7 2.302 S5 2.490

V8 2.196 TI1 4.207

Al 1.284 Turnover intention 112 4.705

Accuracy A2 2.010 TI3 3.190
A3 2.140 TI4 4.191

Source: Authors' work on the data collected during the empirical research

Verification of the Proposed Model

The initial model had a solid fit to the data (Chi-
square=1995.492, p<0.000, NFI=0.827, SRMR=0.067).
The standardized root mean square residual (SRMR) is
close to the margin of 0.05, while the Normed Fit Index
(NFI) is close to the threshold of 0.9 (Hsu, 2013). If the
sample size, model complexity, and the acceptable and
marginally acceptable values of the fit indices are taken into
account, it can be concluded that the initial model has a solid
fit to the data.

In order to evaluate the statistical significance of the
paths (connections) between the constructs, bootstrapping
was performed on 10,000 samples. Bootstrapping is a
standard procedure in the application of PLS-SEM analysis.
The aim of bootstrapping is to randomly create samples

from the total sample, where the assumption is that the
distribution of the samples represents an adequate
approximation of the distribution of the whole population
(Cheung & Lau, 2008). PLS-SEM is applied to each of the
created samples, and the obtained results are used to obtain
an empirical sampling distribution for each model
parameter. At the same time, the standard deviation of the
sampling distribution is used in order to determine the
standard empirical error of the parameters (Hair, Black,
Babin & Anderson, 2010).

In the specific model presented here, after conducting
the bootstrap, some of the paths in the model proved not to
be statistically significant. Although the literature is
ambiguous on whether to keep or remove the insignificant
paths from the model, we decided to keep all the paths in the
model. We believe that in such a way more comprehensive
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insights on the impact (or no impact) of procedural justice
will be obtained. Therefore, the initial model was not
changed and the model was not respecified.

Considering that in the presented model each path
represents one hypothesis, a statistically significant path
indicates acceptance of the hypothesis in question, while a
non-significant path indicates that the hypothesis in question
should be rejected.

The obtained regression coefficients on the overall
sample and the results of the bootstrap are given in Table 6.

The average value of the regression coefficient
represents the average of the specific coefficient per 10,000
samples to which the SEM analysis (bootstrapping) was
applied, and to which the standard deviation also refers. One
of the qualities of the research and its results is stability
which can be seen through these two measures. The
obtained results are very stable, because the average value
of the mean values of the regression coefficients per 10,000
samples are very close to the values of the regression
coefficients on the whole sample, with a very small standard
deviation ranging from 0.031 to 0.044. It can be concluded
that the bootstrap results are stable as the bootstrap mean
standardized coefficients are close to the standardized
coefficients on the sample.

According to the obtained results, Motivation can be
modelled based on the employees' opinions of the Clarity
and Validity of the downsizing method. Both regression
coefficients are positive and statistically significant.
However, the impact of Validity is stronger than that of
Clarity, 0.569 compared to 0.076. Although the value of the
coefficient of Clarity is below the suggested threshold, we left
it in the model to obtain a model of high quality and to detect

all the statistically significant predictors (Milenkovic, Glavic
& Maricic, 2019). The two predictors explain 34.5 % of the
variability of Motivation, thus creating a model of solid
quality. On the other hand, Accuracy did not have a
statistically significant impact on Motivation. The measured
path coefficient was negative, indicating that increased
accuracy might lead to decreased motivation.

All three characteristics of the downsizing method have
a statistically significant impact on Job satisfaction. The
characteristics which have the strongest absolute impact are
Validity, 0.561, followed by Accuracy, -0.230. As in the
previous model, Clarity was left in the model. The results
indicate that the increased perceived validity of the
downsizing method increases the satisfaction of the survivors.
The same applies to Clarity. However, the negative
coefficient of Accuracy indicates that the more precise the
downsizing method is, the less satisfied the employees are
with their working conditions. The three predictors explain
39.5 % of the variability of Job satisfaction, thus creating a
model of solid quality.

In the last model, Turnover Intention, only one
characteristic has a statistically significant impact, Accuracy.
The estimated regression coefficient implies that the more
accurate the downsizing method is, the more likely turnover
intention is going to increase. Although the coefficient is
statistically significant, the obtained R square is very low,
indicating that just 6.4 % of the variability of Turnover
Intention is explained. On the other hand, Clarity and Validity
did not have a statistically significant impact on Turnover
Intention. The measured path coefficients are positive,
indicating that increased clarity and validity might lead to the
decision to leave the organization.

Table 6

Assessment of the Model: Construct, Predictors, Obtained Standardised Coefficients, Mean Standardized Coefficient, Standard
Deviation (Std), t Statistics, Status of the Related Hypothesis, and the R Square

Construct Predictors Std Coeff Mean Std Coeff Std t Hypothesis R?
Clarity 0.074 0.075 0.036 2.076 HI1 - Accepted
Motivation Validity 0.569 0.571 0.031 18.095 H4 — Accepted 0.346
Accuracy -0.029 -0.029 0.038 -0.075 H7 — Rejected
Clarity 0.063 0.063 0.034 1.860 H2 — Accepted
Job satisfaction Validity 0.561 0.562 0.031 17.984 HS5 — Accepted 0.395
Accuracy -0.230 -0.232 0.035 -6.560 HS8 — Accepted
Turnover Cla.rit[y 0.014 0.014 0.044 0.313 H3 - Rej:ected
intention Validity 0.057 0.057 0.040 1.408 H6 — Rejected 0.068
Accuracy -0.251 -0.254 0.039 -6.385 H9 - Accepted
Source: Authors' work on the data collected during the empirical research
Discussion The research showed that clarity of the downsizing

Procedural justice of the downsizing is an important
aspect that should not be neglected as it impacts those who
conduct the downsizing, those who are to lose their jobs, as
well as those who will remain in the organisation. Therefore,
insights on how procedural justice impacts the employees
are needed. Herein we proposed a two-pillar model which
explored how procedural justice impacts the behaviour of
the surviving employees. We explored the interrelationship
between Clarity, Validity, and Accuracy, on one side, and
Motivation, Job satisfaction, and Turnover interntion, on
the other side.

method has an impact on the subsequent attitudes of the
survivors. The impact is positive in the sense that if the
employees have a better understanding of the essence of the
analysis and the applied methods, improved motivation
(H1) and satisfaction (H2) with the organisation itself thus
follows.

Another of the study's conclusions is related to the
impact of validity of the applied methods for determining
the required number of employees. In accordance with the
expectations of the researchers and in line with the
hypotheses, the results confirmed the impact of the validity
of the method on the subsequent motivation of the survivors
(H4) and their satisfaction (HS) with the organisation to
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which they belong. Such a result can be interpreted in
several ways. On the one hand, the inclusion of more data
in the downsizing analysis shows the systematic and serious
approach of the organisation to downsizing, which
definitely contributes to the creation of a sense of procedural
justice of the process on the part of employees. On the other
hand, the use of the mentioned data and methods shows the
intention of the organisation to make decisions based on
data and information, which should lead to high quality
decisions free from subjectivism and personal interests.

In the end, in terms of accuracy, seemingly
contradictory results were obtained. On the one hand, the
results of the research showed that the more accurate the
method was, the lower the satisfaction with the organisation
among the employees turned out to be (H7). At the same
time, the improved accuracy of the method resulted in lower
turnover intention (H9), which is desirable. Increasing the
accuracy of the method should reflect a situation where the
number of employees approaches the required number of
employees. Accepting that point of view, the research
findings in this section are logical. If downsizing has been
carried out, it means that there has been a reduction in the
number of employees and that number has approached the
required number. This automatically means that there has
been an increase in work for the survivors, whose views
have been the subject of the research, and there is a logical
decline in satisfaction with the organisation to which they
belong (Ivanovic, Ivancevic & Maricic, 2020).

Observing the results from the other perspective, we can
conclude that the three constructs related to the procedural
justice have an explanatory power of the employees’
behaviour. Namely, clearly explained downsizing method
used alongside with its perceived validity can explain
almost 35% (34.6%) of the survivning employees’
motivation. This is a clear signal that communication with
the employees is vital. Also, if alongside clarity and validity,
there is a high perceived accuracy of the downsizing
method, almost 40 % (39.5 %) of the suriviors’ job
satisfaction can be explained. On the other hand, the
procedural justice of the downsizing method did not have an
explanatory power of the survivors’ turnover intention. This
might have been caused by the fact that the surviving
employees are content at the organisation, are satisified that
they are the survivors and not the victims of downsizing and
that they have, at the moment, to intention at all to change
organisation for which they work.

The research confirmed the claims of previous research,
which emphasized the importance of procedural justice in
processes which abound in negative outcomes, such as
downsizing (Brockner et al., 1997).

Managerial Implications

There are several managerial implications which can be
drawn from the results of this study. The research results
related to importance of clarity argue that when conducting
downsizing, it is important to inform employees about the
way the required number of employees is determined so that
they, in accordance with their positions and education, can
understand it, regardless of whether they will later agree
with the results obtained or decisions made. In this way,
organisations increase the likelihood of survivors retaining

or creating positive attitudes such as motivation and
satisfaction with the organisation. Namely, if the employess
are informed on time and in enough detail about the
downsizing method, they will accept it, understand it, and
will not be stressed due to downsizing or filled with negative
emotion towards the managers conducting the downsizing
and the organisation. The employees have the right to be
informed and that should be respected.

Results of the PLS-SEM analysis pointed out the
importance of the wvalidity of the downsizing method
employed for future behaviours of the surviving employees.
Our results indicate that if the employees are informed that
the decision regarding the downsizing is made based on
various data, information, and analysis, their attitudes after
the dowsizing will not be negative, whereas they will be
positive. Increasing the communication with the employees
on the dowsizing procedure will lead to their increased
motivation and job satisaction, which is desirable, especially
when the number of employees has been reduced. Decision-
makers and managers should show the employees that the
decision regarding the downsizing and the reduced number
of employees is not their personal decision, whereas a
decision based on data.

Finally, the research results show the negative impact
of the accuracy of the method on creating turnover intention.
In other words, the closer the number of employees in the
organisational unit is to the required level, the less
employees think about leaving the organisation.
Considering that the respondents are those in whose
organisational units the existing number of employees was
reduced, this means that increasing the accuracy of the
method leads to reducing the number of employees towards
the required number of employees. This can be a positive
thing, because it should eliminate situations where
employees in organisational units do not have enough work.
Further elaborating the idea, it can be assumed that the
survivors were those who performed most of the work
before downsizing, and that they survived the downsizing
mainly because of that factor. For such employees,
eliminating those who did not have enough work can be a
positive thing in terms of balancing contributions and
rewards within organisational units. At the same time, the
managers should be aware that sometimes, accuracy might
decrease job satisfaction, due to potential increase in work
for the survivors.

In general, through the involvement of employees, not
only can useful information be obtained for the
implementation of the downsizing process, but employees
are also given the opportunity to understand the applied
methods, which increases the procedural justice of the
whole process from their point of view.

Conclusion

The findings showed that the initial model was slightly
changed, and out of nine set hypotheses, six have been
accepted. In general, the results of the study are in line with
the first research in this field, which established the clear
and strong importance of procedural justice in downsizing,
where Brockner emerged as a leading researcher in the field
(Brockner, Tyler & Cooper-Schneider, 1992; Brockner et
al., 1994; Brockner & Siegel, 1996; Brockner et al., 2004).
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The main scientific contribution of the study is precisely
that it does not observe procedural justice through decisions
on who should lose their jobs, but through the method of
reaching such decisions. Research has shown that
"surviving" employees will show greater acceptance when a
detailed analysis is conducted before such decisions are
made. Based on the results of the study, it can be concluded
that in situations when decisions on downsizing are
preceded by an analysis which includes some data, when
employees are faced with quantified arguments, managers
can expect better acceptance of obviously unfavourable
decisions, which is then reflected in the creation of positive
attitudes among employees.

A possible future direction of the study could be the
extension of the conceptual model by including new
constructs related to the survivors' attitudes, such as work
intensity or burnout (Harney et al., 2018). Also, other
characteristics of the downsizing method could be
considered, such as justification, justice, and the need for
downsizing.

The stated result can be interpreted in the context of the
sample structure, where 46 % of the respondents are from
the public sector. The public sector is generally,
independently of the state, associated with inefficiency
which is largely influenced by overstaffing (Dong &
Putterman, 2003) (Bogicevi¢-Miliki¢ & Janiéijevic, 2009).
In Serbia, the problem with the surplus of employees in
public sector has been identified at the macro level, i.e. at
the level of the entire economy (IMF, 2016; Vujovic, 2017),
as well as at the micro level, i.e. at the level of individual
public companies and corresponding organisational units
(Komazec, Krivokapic & Todorovic, 2020). A future
direction of the study could consider conducting the
multigroup sem analysis (MGA) and compare the models
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