THE EFFECTS OF RETRENCHMENT ON THE MORALE OF WORKERS: A STUDY OF ENUGU STATE CIVIL SERVICES

ABSTRACT

This research work is a study study of Enugu State Civil Service. Survey research was used, which helped to standardize the researchers questions to the respondents. The researcher made use of both primary and secondary data to achieve the comprehensiveness of the study. To determine the sample size of the study, the researcher used the Burley’s rule. The key findings of the study are that retrenchment is perceived differently with a negative perception as an organizational change and as well workers always try to resist it due to the uncertainly it comes with, it ridicule permanence of serve and create job insecurity and also dampened the morale of workers. Recommendations made include that a counseling section should be created as a structure to deal with psychological and emotional trauma of the retrenchment exercise, settlement of retrenched workers with all entitlement should be immediate to enable them found another means of livelihood and also the involvement of stakeholders (Labour Union) in decision-making.
CHAPTER ONE

INTRODUCTION

BACKGROUND OF THE STUDY

A change in government can initiate and bring in political that might effect the economy and standard of living of any state or nation. This can lead to reorganization, reform and restructuring within the tiers of the government. It is not uncommon for job loss to result, and in some cases may create an avenue for the government to move forward and thrive. A range of factors may cause loss of employment from stringent politics, reform, and technological change to privatization, and to total displacement, retrenchment or disengagement.

No single concise definition or universally used terminology exist to categorize such job losses. Terms used can include; Retrenchment, Redundancy, disengagement, downsizing or lay-off. The term “retrenchment”, which covers a wide range of dismissal that do not relates to the conduct or capability of the workers and include;
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    Job losses arising from reduction in staffing requirements due to inefficiency gains or demand for the services

[image: image2.png]


    Job losses arising from downsizing in operation or restructuring of the workforce following for example, privatization.

Retrenchment is a government-initiated policy, ministry-wise to cut down the number of employees and subsequently, reduce costs incurred (Hansen and Twaddle, 2002:78). This policy is what the then Enugu State Governor in 1999 implemented in the Civil Service as a reform programs by disengaging more than 4,500 civil servants in the state, but it created problems as low salary pay, no motivation, no benefits ands allowances in time, poor management, nut instead the government sees it as dysfunctional and high number of inadequate personnel redundancy, poor public service attitude and massive bureaucratic red type.

In 1988, the then President and Commander-in-Chief of the Armed Forces of Nigeria, General Ibriahim Badomasi Babagida carried our some fundamental change in the Civil Service, which is the major structural Civil service Reform in the country. This Civil Service Reform had specific objectives, which included to improve the general services delivery to the government and public, improve financial viability in the short and medium term, strengthen capacity and reverse the progressive decline in public service efficiency and effectiveness (Vanguard, 1988:21). In motion to attain these objective, some organization set several strategies in motion, such as disengagement/retrenchment or downsizing. The main objection of this retrenchment was to reduce the size of the workers and thereby cut down the emolument costs. This supposes to be in anticipation to improve salaries and allowance, increasing motivation and morale of workers, and improve quality of work life and performance of workers.

STATEMENT OF THE PROBLEM

The persistent economic depression in the world which increasingly bewildering Nigeria for some years now has compelled citizens, industries, banks and other business contemporaries, big and small to take extensive far reaching measures in the struggle for survival by cutting costs. The Nigerian civil service (Federal, State and Unified Local Government Service) forms the machinery through which the government carries its basis objectives. In accordance with the Civil Service General Order (G.O.), rules and regulations (1978:17) guiding it in the pursuit of its goal and objective are basically applied to sustain continuity of existence, permanence, professionalism and impartiality.   The Civil Service is one of the means through which Government in power tries to legitimate itself and command allegiance from the society. It is also a channel through which the Government fulfills its budget promises, policies and proposals to its citizens. Therefore the society sees the civil service as a continuous and indispensable machinery of Government and as such demands from it. As the society grows, so also the burden of Government and in turn the civil service but unfortunately, the successive retrenchment exercises in the country especially in the public service and banking industries poses economic and social threats. According to (Webster’s Ninth New Collegiate Dictionary, 2000;1001), retrenchment is the act of cutting down expenses, live more cheaply, to reduce amount of, curtail expenses in order to economize. It could also be seen as the act of terminating the services of workers; when the job ceases to exist; usually as a result of technological, political or economic changes. Retrenchment, which is, a recent phenomenon in the Nigerian Civil Service started in 1970s by the Military Head of State as a result of recession after the civil war. According to (Adebayo, 1999:32), there was services in which, though the intention was laudable, the execution left much to be desired, the active servants were thrown out with the inactive ones, an unfortunate situation, many lost their jobs.   This could be seen in an editorial, “Agony of Retrenchment” (Agbese, 2001:11), where some public servants were laid off. 

Such exercise is carried out in Enugu State Civil Service where more than 4,500 workers were disengaged, in most of this instances of retrenchment, the major reasons given are:

Low productivity

Due year of services (retiring age of 60 and 35 years of service)

Inefficiency

Redundancy

Gross Misconduct (fraud, disloyalty, dishonesty, etc)

Corruption and embezzlement

Poor health condition

Over staffing and absenteeism

Misappropriation

Ethnicity and red tapism.

The objective of this research work is to find out if the above claimed reasons for retrenchment of civil servants were the genuine and true reasons for the exercise or not, or a combination of them. The work will also be interested in finding out the effects of this exercise on the morale and perception of workers both the retrenchment and those retrained. It will also look into the alternatives in relation to this exercise.

OBJECTIVES OF THE STUDY

Retrenchment of workers is the major cog in the wheel of economic progress through out the nation because it causes a rapid growth in the rate of unemployment. It reached a height during the Military era and now the politicians in their course for self-aggrandizement, selfish interest and to enmasse wealth.

The objectives of this study are:

Assess the effects of retrenchment on morals of workers.

Identifies alternative to retrenchment.

To find out the reasons for retrenchment of workers.

To ascertain ways retrenchment can be implemented.

Identifies the advantages and disadvantages of retrenchment.

RESEARCH QUESTIONS

In order to properly find out the effects of retrenchment on the morale of

Workers in Enugu State Civil Service the following questions help to guide the researcher in the quest:

What are the effects of retrenchment on the morale of workers?

What alternative action would have been taken preferred than retrenchment?

What are the major reasons for the retrenchment exercise?

What is the workers perception regarding retrenchment?

Does retrenchment show feeling of job insecurity to employees?

RESEARCH HYPOTHESIS:

Ho: Retrenchment does not show any feelings of job insecurity to employees.
H1: Retrenchment shows feelings of job insecurity to employees.

Ho: The workers have a negative perception regarding retrenchment.

H1:The workers have a positive perception regarding retrenchment.
SIGNIFICANCE OF THE STUDY

Government policies on retrenchment of workers are like a mad dog barking at the owner because of the increasing rate of unemployment in the country. The government is to provide for the citizens not the other way round. The motive and rationale behind this study is to create a solid bas for the Nigerian Labor Congress (NLC) to help fight unnecessary retrenchment of workers in recent times and for the government both Federal, State and Local governments to see the need for creating employment through recruitment than result in laying off workers and make like unbearable for the affected and their dependants. A good recruitment exercise enhances productivity and also reduced cost and labor turnover rate and employee dissatisfaction (Nwachukwu, 2002:38).

The findings and recommendations of this research work will help the government, Federal and State Civil Service Commission, banks, other agencies and authorities of the nation especially developing countries to see the effects on morale of workers. The study will b significant to the Society, the general public, human resources managers and business practitioners as it relates to management of work force, workers and their dependants. Academicians and students especially those in the field of Public and Human Resources Management will benefit from this study since it will serve as an additional source of information.

SCOPE AND LIMITATION OF TH STUDY

The scope of the study encompasses effects of retrenchment on the morale of workers on Enugu State Civil Service. Some Ministries and Extra-ministerial departments in Enugu State Civil Service Secretariat were selected for the study especially those mostly effected in the exercise, as follows:
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         State Ministry of Works and Transport
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         State Ministry of Agriculture and Natural Resources 
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      State Ministry of Commerce, Industry and Technology 
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      State Ministry of Lands and Housing
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         State Civil Service Commission
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         Office of the Head of State Civil Service Commission 

[image: image9.png]


      Stat Ministry of Justice
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         State Ministry of Finance and Economic Development 
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      State Ministry of Information and Culture and Tourism 
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      State Ministry of Health

The selected ministries and extra-ministerial departments are a good representative of the Enugu State Civil Service. The research will also apply descriptive analysis of findings and this will be based empirically on two sources, the primary sources of questionnaire and interview administration to workers while the secondary sources of data include, making use of the National, State and school libraries, internets, textbooks, magazines, newspapers, consulting official documents in offices/ministries’ libraries/archives and reference works.

The limitation of this research work is constrained to few ministries and extra-ministerial departments in the State Civil Service. The major impediments that restricted the scope where text books, journals, magazines, and other relevant materials that would provide or aid the researcher with needed information which where not available. Others include finance, which is the major set back due to the present economic recession, time available to research for this work is very short and does not give room for thorough job and understanding of works toward the research especially those affected in 1999 and had been recalled to work by the new State Government, their felling is that it might be another measure to carry out another exercise, some workers attitude was appalling because they saw it as a waste of time and the findings cannot be implemented.

DEFINITION OF TERMS RETRENCHMENT

Retrenchment is a government initiated, ministry-wide exercise of cutting down the numbers of employees aimed at cost reduction. This cutback of the employees is determined by various reasons and is aimed, in the long run at improving the quality of services delivered. (Hansen and Twaddle, 2002:78).

MORALE

This is the mental and emotional condition of an individual or group with regards to their functions or tasks at hand. Morale is a feeling, some what related to spirit de corps, enthusiasm … (Olewe, 2001:15).

CIVIL SERVICE

It is being defined by the civil service handbook (1978:15) as a body or an organ of government, which enjoys continuity of existence.

INEFFICIENCY

This is state of being wasteful, (of person) wasting time, energy etc in their work or duties, not producing adequate result.

CHAPTER TWO

 REVIEW OF RELEVANT LITERATURE

2.1
CIVIL SERVICE STRUCTURE AND FUNCTIONS

The Civil Service handbook (1978:15) defines “Civil Service” as a body or an  organ of government, which enjoys the continuity of existence. Its members a not limited to a short term of office, they all work on pensionable appointment and comprises of all servants of the state other than holders of political and judicial office holders, who are employed in a civil service capacity. Their remuneration is paid wholly and entirely out of money voted by parliament. The civil service consists of the Federal Civil Service, the thirty-six Automatons State Civil Service, and the Federal and State Government Agencies including Parastatal, Corporations, and Commissions, which help in the proper provision of goods and services to the people (Imaga 2003:115). The Federal and State Civil Service were organized around government departments, or ministries, and extra-ministerial departments headed by Ministers (Federal) and Commissioners (States), who were appointed by the President and Governors, respectively.

The civil service is the major facilitators for implementation of the will of the state as expressed through public policy. A civil servant is a person who is employed in the government civil service and he works in any ministry or department of the government (Imaga, 2003:115). The civil service is a professional body of officials, permanent, paid and skilled (finer. 1949:112). It is a system that offers equal opportunity to the citizens to enter the government service, equal pay to all employees doing work requiring the same degree of intelligence and capacity, equal opportunity for advancement, equal favourable conditions, and equal participation in retirement allowances and makes equal demands upon the employees (Willoughby, 1997:63). The major requirement of the civil service are that it should be impartially selected, administratively competent (Gladden, 1999:12). The Civil Service is indispensable to the functioning of the modern state, which is why the condition of the society is largely determined by the performance of the Public Service (Philips, 1990:6). He is to work effectively and efficiently with the regard to the government. Civil Servants should not be a political office holder and his remuneration should be solely paid out of Government funds (Basu, 2000:41). The characteristics and functions of the civil service by (Imaga, 2003:115), includes;

CHARACATERISTICS OF CIVIL SERVANTS

Permanence: The civil service is a permanent appointment rather than temporal. It is subject to promotion, gratuity, and pension after retirement.

Professionalism: The civil servants unlike the politicians and political holders are effective and efficient in terms of administration.

Impartiality: A civil servant is non-political officer and he is expected to be impartial in the performance of his duties.

Anonymity: The civil servant cannot be invited to parliament during question time to answer questions concerning their ministries and departments. The principle of anonymity in the civil service has been violated during the military regimes in Nigeria.

FUNCTIONS OF THE CIVIL SERVICE

They ensure continuity of government especially when there is change in government

The civil servants keep all records of government policies.

The civil servants formulate and execute the government policies.

Civil servants advice their political heads who are Ministers and Commissioners.

They take part in the preparation of bills and annual budgets.

They serve as
a link between the government and the people.

they give require information from the government to the people, like distribution of letters, circulars, and posters.

22
REASONS FOR THE RETRENCHMENT OF WORKERS

Retrenchment is a canker worn that have eaten deep into the fabric of the country’s economic stability and it stand to increase the rate of unemployment and standard of living of those affected with their dependants. As mentioned in the first chapter there are many reasons for any organization to embark on retrenchment exercise on its workers, but this few will be dicussed;

Retiring age and service year

Misconduct

Redundancy

inefficiency

poor health condition

1. RETIRING AGE AND SERVICE YEAR

Many workers face retrenchment exercise because they reached their retiring age or year of service in their various organization. According to the Federal government circular (1998:2) at all events, an officer on what ever grade shall be deemed to have retired from the service with effect from the date he or she attained the age of 60years or has putting in 35years in the service. In this case, there is every justification for the retirement of such worker, but in the cause of retrenchment many near the age of retirement but not yet due are mostly affected.

2
MISCONDUCT

Misconduct is defined as a specific act of serious wrong doing susceptible of investigation and proof. It includes;

Willful act or omission or general misconduct to the scandal of the public or to the prejudice of discipline and proper administration of the government, e.g. corruption, dishonesty, drunkenness, false claims against government, foul language, insubordination, negligence, falsification or suppression of records, and failure to keep record etc.

Conviction for criminal offences (other than a minor traffic or sanitary offence or the like; cases of doubt should be referred to the public service commission for guidance);

Financial embarrassment;

Engaging in political activities;

Absence from duty without leave;

Engaging in trade or business without authority

Disobedience of lawful order, such as a refusal to proceed on transfer or to accept posting etc.

Disclosure of official information;

Action prejudicial to the security of the state.

3.
REDUNDANCY

Redundancy has being seen as a state or un-needed or surplus workers as a result of recession or the introduction or new strategies or technology such as computer, new machine, etc in the organization. One of the reasons for retrenchment of workers in any organization has been adduced to surplus workers for few jobs especially in the public service (Onwudiegwu,2002:5).

According to (Adebayo, 2003:32), the government inundated the public service with personnel which were surplus to requirement on an unprecedented scale and this made the task of management virtually impossible… no matter whether the work is there or not, carpenters, bricklayers, and other artisans abandoned their hard work and flock into the public service as messengers, gardeners, and night watchmen; four to sixpeople engaging on the work being done by one man. In this case, who is to be blamed for redundancy, the employer or the employee? This situation had very adverse consequences on the public service, for where ten people are employed to do the work of four workers. It runs counter to every principle of management. When labour is not related to cost and production, it lowers the morale and destroys discipline (Adebayo, 2003:32). In the finale analysis efficiency is severely impaired.

1.
INEFFICIENCY

Inefficiency has being has been seen as a state of wasteful, not productive or producing adequate results to meet target or objectives set by an organization. It concerned with measuring of the failure of inputs to achieve desired out-puts or the gap between the actual performance or expected performance, between results and effort (Ile, 2001:31). It has also being attributed to the personal lapses of workers due to a lesser contribution or efforts towards organizational objectives.

A lot of reasons may lead to inefficiency of workers in an organization, which include faulty or illegal recruitment of workers, inadequate training, frequent posting, incompetent supervisors, lack of clear objectives, etc……… let it be quickly added that irregular or or non payment of workers salaries and allowances could also lead to inefficiency (Adebayo 2003:32). Though some workers may not be exonerated from being inefficient even when the employer on his part had made all effort on the retrenchment on the morale and efficiency of workers cannot be over-emphasized.

5.
POOR HEALTH CONDITION

Due to some domestic commitments and responsibilities, most Nigerian public officers whose health condition has deteriorated to the point of permanent impairment of efficiency, never learn to resign or retire gracefully from the service (Adebayo, 2003:32). They hold and drag themselves to work even when they know that they are incapacitated, painfully labouring with their official assignment by day and collapsing on their back during and after office hours. Mental aliment, usually aggravated by the psychological fear of the possible outcome of the illness ……………………, the General Order contains adequate provision for dealing with officials or officers whose efficiency has run low as a result of ill-health. Such officers can no long carry out their legitimate assignment/duty with a degree of competence compatible with efficiency in the public service, they are to be removed from the public service (Chukwuemeka, 2004:61). But the question lies if, the above process as taken into consideration to enlist those affected shoud there be any retrenchment exercise amongst the workers of any organization.

IMPLEMENTATION OF RETRENCHMENT

There is no single numerical threshold for when the number involved in a retrenchment exercise become sufficiently “significant” to trigger the need to have a plan, the greater the impact a retrenchment program has on workers, the economy, dependants, communities, etc the greater degree of planning, review and forethought the performance standard requires (Burke, 2002:211). This will vary with the circumstances, factors to consider in the implementation of retrenchment exercise and this includes:
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         Total number of workers to be retrenched
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      The number as a percentage of the workforce
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         The number as a percentage of the working population in the Service

[image: image16.png]


         Characteristic of the current job market combined with the skills sets of the workers to be retrenched i.e. how easy or difficult it will be for workers to find equivalent paying job else where.
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         Level of diversification in the economy or the level of dependants on the works, as well as the availability of infrastructure and services within the states.

Once it has been established that there is no alternative to losing jobs, it is important to move on to determine the method and criteria for selection of those employees who will be chosen for dismissal. There are several ways in which a selection process can be organized, but it is important to ensure that it is;

Transparent

Based on fairness and objective criteria

Applied consistency on rules/procedures

Contain an appeal or grievance procedure

Also in certain cases, particular criteria may be required either by national law or by some form of collective agreement with trade unions. Once the criteria have been either decided upon or determined by reference to agreement and national rules, the next step is to consult with employee representatives over their proposed implementation. This will involve clearly setting out the proposed criteria, explaining how they will be implemented, and listening to any concerns or suggestions. Subsequently, a management procedure should be put in place to ensure that the criteria are accurately applied to all employees considered for retrenchment. Such criteria as “worker’s potential” and “commitment t9 the service” may be seen attractive, they are almost always based on a subjective verifiable facts. Moe typically selection criteria involved one or a combination of the following factors:

Length of service (age)

Performance records (APER Form)

Disciplinary records

Inherent skills

Knowledge acquired

Other appropriate skills, strategies and tactics are needed in implementing and managing retrenchment. This is partly because retrenchment implies organizational change and change is normally resisted (Biller, 2001:14).   Having a corporate strategy is important for successful implantation of retrenchment (Hehn, 2003:7), and he emphasizes that to make retrenchment work, there are basis responsibilities of cut back management which include deciding what to cut, maintaining morale, avoiding mistakes, developing supports of key constituencies or stakeholders, creating opportunities for innovation, attracting and keeping quality people. Behn, 2003 stated that managers should maintain productivity, and that retrenchment is dependent on leadership and management, leaders must explain the reality, take a long term view, develop a corporate strategy, measure of performance and be passionate or considerate unlike the Enugu State Civil Service workforce which was 20,384 in 1998 and when the former Governor took over in 1999, a retrenchment exercise took place and more than 4,500 workers were affected. The conclusion is that retrenchment must be effectively implemented and managed by government/manager and also ecercise the required skills to carry out such exercise.

ADVANTAGE AND DISADVANTAGES OF RETRENCHMENT

The major advantages of retrenchment include an effective adjustment policy, and should therefore be associated with high organization productivity and not strike (Cascio, 2002:52). It should also be associated with high quality of work life of the employees. Many retrenchment programs have been implemented in Nigeria but report shows that these programs have not indicated how the immediate impact affects especially in terms of immediate work and organizational outcomes have been addressed (United Nations, 1999).

Some said that organizational performance and innovation increase as a result of retrenchment and reflected to improve service delivery, (Namatovu, 2000:64), isolated some of the advantages of retrenchment to include;

Restructuring of job and departments

Reducing of over-staffing

Reducing redundancy and overcrowding

Improved performance

Inculcating discipline and efficiency in workers

Bringing innovation, training and allowances and salary enhancement

In its disadvantages, (Levine, 2000:3), found that retrenchment resulted in fiscal stress and human resources shrinkage that caused many difficult problems for workers and individual government managers. These problems are caused by methods used by managers/government to cope with the ned to retrench and decrementalism (decrease in budget without loss of visible operating effectiveness). The major problem is decrease of human resources that result from cost cutting measures, which bring lower standard of living and abject poverty, loss of skills, energy, morale commitment, physical and mental health degradation, that results from employees withdrawing physically and emotionally. Decrementals also cause reduced co-operative attitudes, greater fear and distrust; poor communication, lowered performance goals, restriction of production and increased turnover. (Biller, 2000), is of the view that organization costs increases as a result of retrenchment due to the package grant on retrenchment and catering for the needs of re-training those retained by the organization. (Cascio, 2002:52), support this view by saying that although lay-offs are intended to reduce the costs, some costs like the severance package, out-of-placement benefit, pension and administrative processing costs may increase.   It seems the short run but even the long run, its achievement may be bleak. The retained workers become more productive and if the productivity theory of wags rules, the wage goes up pushing the wage bill up (Levine 2001:2).

Retrenchment may create demoralization, dampen organization productivity and increase voluntary retrenchment, discourage the organization’s most talented and productive employees who will end up leaving the organizations (Hehn,2001:11) and (Standing an Tolkman, 2004:12) warn that the introduction of voluntary retrenchment arrangements may impose considerable financial burden on the organization. (Wilburn and Worman, 200:13) says that retrenchment threatens one’s faith in the value of contribution to the organization and sense of control over the future. Retrenchment causes industrial unrest. (Biller, 2000:14), notes that people whose status, income and future are dependent on the programs that employ them will inevitably resist the change. This is further enhanced by trade unions, which resist un-called-for layouts. (Wilburn and Worman, 2000:14), says that further resistance may come from members of management who have spent time developing policies and programs and whose end may not be seen. Innovation might be dampened because of retrenchment (Biller, 2000:14).

(Denga, 2001:4), states retrenchment of workers, inflamed psych-social problems, for example reduced self-esteem, general irritability, stomach ulcers, tendency to commit crime, high blood pressure, heart disease, financial emaciation and depression. Such stressful evens are not limited to low cadre employees, managers and senior officers are equally adversely affected. For example, (Burke, 2000:11), found that contemporary sources of stress both managerial and professional include organizational retrenchment, decline and future job ambiguity and insecurity. The above findings support the work of (Curtis Russell, 1999:8), who investigated responses of administrators and lower personnel of retrenchment in public service and concluded that administrators’ responses about events leading to cutbacks have been reactive activities that centralize, formalize and increase downward communication and defectiveness. These responses exacerbate the existing problems connected to employee morale, trust, depression and productivity. Cutbacks and cutback management can introduce threatening environmental changes and pressures and internal organizational response. (Levine 2000:3), found that organizations facing crises, for example, reduced resources by implementing cutbacks in personnel retrenchment, cope and adapt to their environment by unwittingly exhibiting certain crisis-syndrome characteristics. In hard times, most of them tighten control of expenditure, centralize authority, and decision-making, pursue inappropriate strategies that worked in the past, and distort information. These responses affected members and create secondary rises as members try to cope with anxiety. Their working habits may deteriorate, filled with resentment, hostility, anger and may develop a sense of dependence and search for leader to save them. Such crises cause physical and psychological problems in the employees.

COST AND BENEFITS OF RETRENCHMENT

Retrenchment has attracted different interpretations and effects (Standing and Tolkman, 2001:12). It cost and benefits depending on how it is managed (see the figure 1 for the conceptual frame work of the study). The conceptual model shows that the need for retrenchment (for example, of an oversized civil service) leads to planning and then implementation of the exercise. Implementation may result in positive or negative consequences and this has implications for employees who are retrenched and those who stay on their jobs. Retrenchment has implications for both organizations and country. Feedback about retrenchment effects is necessary whether the effects are positive or negative.   Particularly, corrective feedback on consequences is necessary to improve subsequent steps and future retrenchment exercise. Positive impact implies that the retrenchment exercise is likely to achieve its main objective, which is improved quality of service delivery. (Baron and Greenberg, 2000:12), argues that for retrenchment to be effective, it needs to follow the sequential steps of identifying the need for change, planning for the change, implementation, evaluation and feedback.

Need for change planning Implementation Loss of skill, poor physical Issues, rationale of
retrenchment
and mental health, reduced For retrenchment performance and morale, and increases industrial and political unrest, Centralization, innovation discipline, efficiency, Feedback
training, performance and salary

Figure 1: The conceptual model of the study

EFFECTS OF RETRENCHMENT ON MORALE OF WORKERS

It is evident that retrenchment will have a substantial impact on the workers both the affected and those retained. However, the effect an be much more widespread, those employees who are left behind and officers who deal with the retrenchment exercise can be affected by the process, especially if it is badly handled and creates unnecessary conflict. A poorly executed retrenchment process can lead to loss of productivity, low morale and decreasing economic performance (Bntlely, 2005:17). While it will always be difficult to maintain employees’ morale during retrenchment exercise, there is likely to be better response to a process that appears to be based on clear grounds that employees and their representatives can understand and contribute towards (Bentley, 2005:17).

Although the effects of downsizing are most acutely felt by the workers and their immediate families, a large-scale retrenchment can have significant impacts on the nations economy because it leads to an increasing rate of unemployment and cripples local business, affects dependents on patronage of workers and their families, which can be hard hit as well.   Socio economic impacts can be especially severe on the employees who have grown dependent on the service, not only for their livelihood but also for social services and facilities such as health care, housing, education, sanitation, water supply, electricity, and maintenance of the transports and communications infrastructure. Every country has basic national rules for dealing

with collective job losses and reorganization (Biller, 200:14).
An important aspect of developing and implementing a retrenchment plan is ensuring compliance with national laws and the term of collective bargaining agreements.

Minimizing the legal risk is an important factor to bear in mind from both a financial and reputational perspective.
Key aspects of it in this regard include severance payment to individual employees and the nature of consultation carried out with trade unions and other stakeholders

(Bentley,
2005:17).
An
organization’s
risk

of
being
sued
for discrimination, unfairness, or a range of other causes is such higher if the rationale behind selecting a particular individual over another cannot be explained and justified. Furthermore, retrenchment is not particularly a rare activity in both public and private
sectors
of
many
countries
of the world today. (Wendell,
1999:98), retrenchment may be right given the current economic climate, but will it solve the problem of non-profitability for the establishment?.............profitability (for the oriented organizations) however is dependent on high productivity, which in turn depends to a large extent on the worker’ morale

The morale, the efficiency, and the discipline of the workers go together.
Efficiency is materially affected by morale in the service, and in a similar manner, morale and efficiency have an effect on the attitude of officers towards the disciplinary code.
When morale is low, the employee is dejected and disgruntled; the productivity of such an officer becomes low, the employee is dejected and disgruntled; the productivity of such an officer becomes low resulting in inefficiency (Levine, 2000:3).

A number of factors lead to high workers’ principal among them which is security of the job, even minimum work force after retrenchment may not maximize its productive capacity in the absence of security of tenure, for workers may feel alienated and thus show a bad attitude towards the progress of the establishment, and even life in fear (WENDELL. 1999:98). Also according to (Obidiegwu, 2001: 19), moral has to do with the disposition or mental state, which causes a man, or body of people to face an emergency with spirit fortified and unflagging zeal. He maintained that security of employment if tied to moral and any organization, which does not guarantee security of employment of its workers, can never hope to obtain high productivity and efficiency. A worker who knows that his permanency in his work place is not guaranteed behaves like a visitor to the department and takes time off frequently to look for alternative employment, and while he takes time of his job suffers. Commenting on the 1999 mass disengagement of civil servants in Enugu state (Thisday, 1999:23), stated with all the intention of the then state government to set the state civil servants on the state, the practical effect of it was to create an atmosphere of apprehension and uncertainly, chaos, disorder in the state which lead the affected to resort in taking the state government to court. This, in turn led to general felling of depression and no one suffering feeling of fear and depression can be expected to be efficient at his work. Since some employers and stakeholders in the state claims that redundancy was the employer to provide the worker with work sustainable to his capacity on every workday that the worker presents himself for work except where a collective agreement provides otherwise. If the employer in the absence of an agreement or law fails to provide work, he shall pay to the worker, in respect of each day on which he has so failed, wages at the same rate as would be payable if the workers has performed as day’s work.

According to (Agbese, 2001:12), the pains of retrenchment are unbearable especially where the people involved has no other means of livelihood. Apart from the dangers of increasing the number of unemployed people, the crime rate will also increase. Retrenchment exercise is bitter experienced than imagined, people who are affected by the mass purge of workers has resorted to a number of ways for survival. Some who were privileged to have cars or motorcycle turn to taxi drivers popularly known as “Kabu-kabu” or “Okada” respectively, others beg for arms in the streets and roads, while some resort to petty trading irrespective of their academic background, others turned into other illegal businesses such as armed robbery, bandits and other social vices for survival. To the workers, retrenchment is a nightmare; it is a psychological and social castration, a demoralizing blow to their life and families. It could be very traumatic, and devastating to the victims and bring such negativity like insomnia, depression, alcoholism, domestic squabbles, discordant family relationship and even divorce in some homes etc.

QUALITIES OF WORKING LIFE AND RETRENXCHMENT

Quality of working life is a neglected issues in organization in developing countries. Quality of work life is defined by (Lawler, 1999:89), as the employee perceptions of their physical and mental well being at work. These perceptions can be favourable or unfavourable. quality of working life has been identified by other researchers, to have the following components; pay employee’s benefits, job security, alternative work schedules, job stress, participation in decision-making, workplace democracy, profit sharing, pension rights, working hours, programs that enhance workers’ welfare and overall job satisfaction. Most of the above important were isolated by the work in American Institute Survey as the most important quality of work life issues of the 1990s and beyond. Therefore, retrenchment program, which have positive effects, must address these components. Productivity and quality of work life are important because where they have been addressed; monetary benefits, improved labour relations, fewer grievances, lower absenteeism, and reduced turnover and strike have been achieved (Casio, 2000:52). Where it exist, high quality of work life has been associated with high job performance (Casio, 2000:52). In summary, retrenchment has positive, and negative effects on individual, and organizational performance, as well as quality of work life, however, its effects are not well known.

ALTERNATIVE TO RETRENCHMENT

One of the first questions to ask during any retrenchment process is whether there are alternative to job losses. Quit often, workers and their representatives will come up with alternative and innovation ways to deal with particular economic situation so that a large number of workers will not lose their livelihood, it is always worth verifying whether there are alternative ways of achieving the changes sought.

There are several instances where reducing the number of individuals directly employed by a organization seems to be the most obvious way to achieve necessary savings (Lawler, 1999:89), however, further consideration and consultation may reveal that alternatives to job losses might be possible. Options to consider includes;

A freeze on new hiring (embargo on recruitment)

Enforcement of retirement age

leave of absence

reduction in hours worked by existing staff

out sourcing of particular activities

An end to using agencies and contract workers

internal transfer to different departments

redeployment of workers

Transfer of employees to third party organization

reduction in salaries, increment, allowances etc

active performance management

staff involvement to find productive gains

it is important to consider whether any of these alternatives is viable in the circumstance of each retrenchment exercise. Decision should be based upon full knowledge of all the relevant facts, the legal and economic context in which the organization is operating. Organizations need this initial information in order to start forming picture of the options available. This also includes gathering information to answer the following questions;

what are the workers rights and obligations in relation to job loss, not only in term of the content of their contracts of employment and their entitlement to payment of their retrenchment benefits, but also with respect to collective agreements and local international rules?

How employable are the workers to be retrenched and what is the job market like for the types of skills they posses?

From what levels and groups of workers will the cut come?

What is the gender and ethnic breakdown of the workers to be retrenched versus those who are to be retained?

What is the age bracket of the workers to be retrenched?

CHAPTER THREE

RESEARCH DESIGN AND METHODOLOGY

RESEARCH METHOD AND DESIGN

Research is a systematic and objective recording and analysis of controlled observation that may lead to the development of generalization, principles and theories, resulting in prediction and possible ultimate control of events (IKeagwu,1998:21). The researcher used a retrospective survey design in the study. It is comprehensively designed to evaluate critically “The effects of retrenchment on morale of workers”, which has an adverse effect on national economy, the citizens’ welfare and increase the rate of unemployment in the state nation.

SOURCES OF DATA COLLECTION

The nature of this research word made it imperative, that it is carried out with all sense of caution and carefulness, to this end, the researcher made use of primary and secondary data in writing work.. some methods of collections of data are used to find out more important required. It was designed in such a way that the researcher carried oral interviews with some senior personnel officers in some selected ministries/department in Enugu state. The results of those interviews were utilized in the project and it helped the researchers to give a vivid picture of the effects of retrenchment on morale of workers in Enugu State Civil service.

In the course of carrying out this study, the data used were colleted from two major sources. These sources are

Primary Sources

Secondary Sources

The Primary Sources is where the researcher in a direct account of event, which involves observations, direct participation and administered questionnaires to various selected Ministries/Departments

Secondary Sources of data collection is where there is no actual participation in events. It involves the polls of material used in the write up, both published and un-published that has some degree of relevance to the subject under study. The researcher obtained information from textbooks, newspapers, professional journals, lecture notes, gazettes, General order, civil service circulars, dictionaries, and magazines available in national and school libraries, and other reference files in the ministries’ libraries/archives.

DATA COLLECTION AND METHOD OF ANALYSIS

Data were primary obtained by the questionnaire survey. The questionnaire was designed in a reasonable and adequate from in order to elicit the correct responses from the sample (Orji, 1996:22). It is to sample opinion of a reasonable percentage of the employees in the Ministries/Departments under study.

The civil service is a large organization with much population and comprises the Federal Civil Service and thirty-six autonomous State Civil Service, which Enugu State forms a part. The researcher worked on seven (8) selected Ministries and three(3) Extra-ministerial departments in the State Civil Service and Extra-ministerial departments used are;

State Ministry of Works and Infrastructure

State Ministry of Agriculture and Natural Resources

State Ministry of Commerce, Industry and Technology

State Ministry of Lands and Housing

State Civil Service Commission

Office of Head of State Civil Service

State Ministry of Justice

State Ministry of Finance and Economic Development

State Ministry of Information, Culture and Tourism

State Ministry of Health.

The study took the ten Ministries/Departments as rational representations of the Enugu State Civil Service as they were mostly affected in the disengagement of civil servant in the state.

In the questionnaire designed, the researcher tried to elicit information more or less of a factual kind, like age, sex, while others attempt to extract respondents’ opinion rather subjectively about the effect of retrenchment on the morale of workers in the State Civil Service. They also attempted to draw from the respondents why this persistence. There was also the use of multiple choice question which allows the respondents to choose from an array of suggested answer that nest describe their own suggestions where possible. In the questionnaire designed, the researcher used the Yes/No type of question to allow the respondents to choose from two options.

POPULATION OF THE STUDY

The population of this study comprised Civil Servants in the State Civil Service , (See Table.1), for the number of Civil Servants in Enugu State from 1998-2010, the study also concentrated on the selected Ministries and Extra- ministerial department in 2010, (see Table. 2). The stratified random sampling method was used to draw the samples from the ten (10) Ministries/Departments. This method was employed in order to have representation of the various categories of the grade levels because the population does not constitute a homogenous group (Kathari, 2004:71). The sampling design was influenced by the staff strengths of the various Ministries/FDepartments.

TABLE. 1

THE ENUGU STATE CIVIL SERVANTS WORKFORCE 1998-2010

	YEARS
	POPULATION SIZE

	1998
	20384


	1999
	15840

	2000
	15891

	2001
	15902

	2002
	15958

	2003
	19878

	2004
	16893

	2005
	17349

	2006
	18314

	2007
	20152

	2008
	19927

	2009
	18676

	2010
	18334


The fluctuations in the number of civil servants in the Enugu State Civil Service from 1999 till date were due to the disengagement of civil servants by the then State Government. The Government within the years newly recruited many emplpoyees, some civil servants lift the service voluntary, some died while some retried from the service. In the year 2007 all disengaged civil servants were recalled by the new Government, which led to the increasing work strength to 20,152.

TABLE. 2

SAMPLE OF THE CHOOSE MINISTRIES AND EXTRA-MINISTERIAL DEPARTMENTS WITH THEIR WORKSTRENGTH IN THE YEAR 2010. (FROM 2010 EUNGU STATE BUDGET ESTMATES)

	S
N
	MINISTRIES/EXTRA-MINISTERIAL DEPARTMENTS
	WORK

STRENGTH


	1.
	Ministry of Work and Infrastructure
	508

	2.
	Ministry of Agriculture and natural Resources
	908

	3.
	Ministry of
Commerce, Industry And Technology
	251

	4.
	Ministry of Lands and Housing
	409

	5.
	State Civil Service Commission
	111

	6.
	Office of the Head of State Civil Service
	350

	7.
	Ministry of Justice
	223

	8.
	Ministry of Finance and Economic Development
	141

	9.
	Ministry of Information, Culture and Tourism
	198

	10.
	Ministry of Health
	451

	
	TOTAL POPULATION
	3550


SAMPLE SIZE AND TECHNIQUES

Most studies involve a sample or sub-group of the total population relevant to the problem, rather than a census of the entire group. The population is generally specified as a part of problem definition process (Ikeagwu, 1998). The reason for using sample by researchers includes; the desire to manipulate the enormous pupation in order to avoid errors when calculating large numbers, therefore the researcher because of the desire to reduce the cost of producing questionnaire that will cover the entire population of Civil Servants in Enugu State Civil Service used sample. To determine the sample size, the researcher used the Burley’s rule to ensure that the sample size adequately represents a large number of groups being studies. The Burley’s formula was concerned with the application of normal approximation with 95% confidence level and 0.05% allowed error in order to determine the sample
size of the group. The sample size is mathematically represented using this formula:

Where:


n
=
N

1
+
N (e)2
	n
	=
	Sample Size

	N
	=
	Population Size of the Study

	e
	=
	Level of Error which is assumed to be 5% or 0.05

	1
	=
	Constant factor


SOLUTION:

With a total population of 3550 civil servant in the 10 Ministries/ Department selected in the Enugu State Civil Service.

n
=
3550

1+3550 (0.05) 2
	n
	=
	3550

	
	
	1+3550 (0.0025) 2

	n
	=
	3550

	
	
	1+8.875

	n
	=
	3550

	
	
	9.875

	n
	=
	359.49

	n
	~
	359


The sample size (n) is 359 civil servants out of the total population of 3550. But in view of the fact that not all staff will be available and willing to attend the questions, the sample size was limited to 140 civil servants, to ensure that the questionnaires is evenly distributed to all selected ministries and extra-ministerial departments.

TECHNIQUES OF ANALYSIS

The method used in analyzing data includes these statistical tools: tables, frequencies and percentage etc. in order to test the various hypotheses chi-square (X2) statistical was employed in testing the operational hypothesis. It is used in test hypothesis at 5% level of significance of any different between a set of observed frequency. The formula for chi-square (X2) if given thus;
X2
=
∑ (FO - FE) 2
FE

Where;




∑
=
Summation

X2
=
Chi-Square
	
	F0 FE

DF
	=
=
=
	Observation Frequency Expected Frequency

Degree of freedom

	
	
	i.e
	[C
1]
[R
1]

	where;
	
	
	

	C
	=
	Column

	R
	=
	Row

	1
	=
	Constant factor

	Level of significant (S)
	=
	5%


DECISION RULE

We reject null hypothesis if the calculated value of the test statistics is greater than the critical value of chi-square (X2), otherwise we accept alternative hypothesis.
RELIABILITY AND VALIDITY OF DATA

Purposeful sampling was used to get a list of ministries/department that had been affected in the retrenchment exercise. Enugu State Civil Service Commission gave a list of 25 ministries/extra-ministerial department but the 10-ministries/departments are the most affected in the 1999 exercise. They are selected to make sure they had adequate participation in the study. The data were obtained from the questionnaires distributed to Civil servants from the selected Ministries/Departments in the Enugu State Civil Service, that are more relevant to the study and from personal interview. Some senior Officers in the Civil Service were also contacted, those who has wealth of experience in the field of study. This was done so that experts could scrutinize the questions contained in the questionnaire in order to ensure that those questions are not at variance with the subject matter under study. The confirmation of those questions helped in validating the instruments

CHAPTER FOUR

DATA PRESENTATION, ANALYSIS AND TEST OF HYPOTHESIS

DATA PRESENTATION

The presentation will be based on response derived or obtained from the questionnaires. A total number of 140 copies of questionnaires were distributed, 14 to each ministries/extra-ministerial departments in the ratio of 4:3:2:1 to categories of Grade Level 01 -06, 07   -10,   12   -   14, and 15 and above respectively. A total down of the acceptable sample response is summarized in table. 3 below. 

The instrument used in the research was pre-tested to improve their validity and reliability. Questionnaires were edited as soon as they were received to ensure completeness. Filling in the questionnaires was voluntary and respondents were assured of anonymity and confidentiality because some of the respondents rejected the questionnaire thinking that it is another ploy to disengage workers again while some think that it is of no use because the out come of the research can not be implemented by the government, preliminary analysis produce were done using frequencies, means, percentages (%), constancy checks with categories, while cleaning and debugging were carried out on the data obtained to ensure the completeness and reliability. This improved the quality of the data collected without discriminate analysis.

TABLE. 3

NUMBER OF QUESTIONNAIRES DISTRIBUTED AND RETURNED

	S
NO
	MINISTRIES/EXTRA-MINISTERIAL DEPARTMENT
	NO QUESTION- AIRES DISTRIBUTED
	NO QUESTIO- NAIRES RETURNED

	1.
	Ministry of Works and Infrastructure
	14
	11

	2.
	Ministry of Agriculture and natural Resources
	14
	14

	3.
	Ministry of Commerce, Industry And Technology
	14
	12

	4.
	Ministry of
Land and Housing
	14
	14

	5.
	State Civil Service Commission
	14
	12

	6.
	Office of the Head of State Civil Service
	14
	10

	7.
	Ministry of Justice
	14
	12

	8.
	Ministry of Finance and Economic Development
	14
	12

	9.
	Ministry of Information, Culture and Tourism
	14
	13

	9.
	Ministry of Health
	14
	10

	
	TOTAL

PECENTAGE (%)
	140

100%
	120

86%


Of all the 140 total questionnaires distributed, 120 were returned, yielding a response rate of 85.71%, while 20 questionnaires were not returned yielding a response rate of 14.29%. the total 12 questionnaires returned will represent 100%.

TABLE. 4

DEMOGRAPHIC INFORMATION FROM THE QUETIONNAIRE

	FACTORS
	CATEGORIES
	NO
	%

	Sex
	Male
	75
	62.50

	
	Female
	45
	37.50

	Total
	
	120
	100

	Seniority (G.L)
	01-06
	70
	58.33

	
	07-10
	36
	30.00

	
	12-14
	10
	08.33

	
	15 and above
	4
	03.34

	Total
	
	120
	100

	Age
	18-29
	32
	26.67

	
	30-39
	60
	50.00

	
	40 and above
	24
	20.00


	
	Not indicated
	4
	03.33

	Total
	
	120
	100

	Year of Service
	Less than 5 years
	8
	0.6.67

	
	More than 6 years
	107
	89.17

	
	Age of Retirement
	3
	02.50

	
	Note indicate
	2
	01.67

	Total
	
	120
	100

	Academic Qualifications
	SSCE/WAEC
	13
	10.83

	
	OND and equivalent
	41
	34.17

	
	B.Sc/HND
	53
	44.17

	
	Masters Degree
	12
	10.00

	
	Not indicated
	1
	00.83

	Total
	
	120
	100

	Relative dependent
	1-3 persons
	21
	17.50

	
	4-10 persons
	86
	71.67

	
	11 and above
	12
	10.00

	
	Not indicated
	1
	00.83

	Total
	
	120
	100


Table.4 above shows that the sample was almost evenly distributed in terms of sex, male comprised of 75 respondents with (62.50%) and female comprised of 45respondents with (37.50%). On seniority basis, on the job (Grade Levels) 01 – 06 were 70 respondents representing (58.33%), 17 -10 were also 36 respondents representing (30%), 12 -14 grade levels were 10 respondents representing (8.34%), while 4 respondents representing (3.33%) did not indicate their grade level. Regarding age (26.67%) representing 32 of the participants were 18 – 29   years of age, (50%)representing 60 participants were 30 – 39 years of age,(20%) representing 24 participants were 40 years and above, while (3.33%) representing 4 participants did not indicate the age. On the years of service (6.67%) representing 8 participants were less than 5 years in the service, (89.17%) representing 107 participants indicated that they have served for more than 6 years, (2.,50%) representing 3 participants had fully served and reached the age of retirement and putting in 35 years of service while (1.67%) representing 2 respondents did not indicate their years of service. Few respondents had “O” level certificate (10.83%) representing 13 respondents, OND and its equivalent had (34.17%) indicated representing 41 respondents, majority of (44.17%) representing 53 respondents had their B.SC/HND certificate, (10%) representing 12 respondents are masters degree holder, while (0.83%) representing 1 respondent did not indicate his educational qualification. The majority of the sample, (71.67%) represents 86 respondents had 4-10 relative dependants, (17.50%) representing 21 respondents had 1 – 3 relative dependents, while (0.83%) representing a respondents did not indicate the no of her relative dependants.

DATA ANALYSIS

The date presentation will be based on the response derived or obtained from the analysis the 120 questionnaires distributed to the ten selected ministries/extra-ministerial departments using the questions contained in the questionnaire. To analyze the effects of retrenchment on the morale of workers in the Enugu State Civil Service, respondents were asked to tick not more than 3 options from the objectives as listed in the questionnaire.   Based on the responses, the summary of the affect and alternatives of retrenchment are presented below in categories of grade levels as shown below:

TABLE 5

WHAT ARE THE MAJOR REASONS FOR THE WORKERS’ RETRENCHMENT EXERCISE BY THE GOVERNMENT? (QUESTION 9)

CATEGORIES

	S
NO
	OPTIONS
	01-06
	07-10
	12-14
	15 and above
	TOTAL

	1
	Redundancy
	54

(14.63%)
	35

(9.49%)
	10

(2.71%)
	4
(1.08%)
	103

(27.91%)

	2
	Inefficiency
	44

(11.92%)
	36

(9.76%)
	10

(2.71%)
	3
(0.82%)
	93

(25.20%)

	3
	Misconduct and Absenteeism
	19

(5.15%)
	12

(3.25%)
	2
(0.54%)
	4
(1.08%)
	37

(10.02%)

	4
	Old age and long term in of Service
	29

(7.96%)
	26

(7.05%)
	8
(2.17%)
	4
(1.08%)
	67

(18.16%)


	5
	Poor health condition
	32

(8.67%)
	26

(7.05%)
	9
(2.44%)
	2
(0.54%)
	69

(18.69%)

	
	TOTAL

Percentages (%)
	178

(48.24%)
	135

(36.59%)
	39

(10.57%)
	17

(4.61%)
	67

(100%)

	
	MEAN
	N = 369

120
=
3.07


The response to question, in Table 5 above showed that 369 response were received (as a result of the multi-choice question structure)with a mean frequency of 3.07 indicating that respondents does not chose more than three options as instructed. 

Majority of the respondent in percentage response for all the categories of grade levels from the most significant were of the opinion that redundancy is the major reason why the state government indulge in retrenchment exercise 103(27.91%) representing 93 respondents follows,69(18.69%),goes for poor health condition as the reason of retrenchment others were 67(18.16%),old age and long term in service and the least response were misconduct and absenteeism 37(10.02%).

TABLE 6

WHAT ARE THE EFFECTS OF THE RETRENCHMENT ON MORALE OF WORKERS? (QUESTION 10)

CATEGORIES

	S
NO
	OPTIONS
	01-06
	07-10
	12-14
	15 and above
	TOTAL

	1
	Creation of poverty to Departments
	30

(8.07%)
	26

(6.99%)
	10

(2.69%)
	4
(1.08%)
	70

(18.82%)

	2
	Disorganization of employees
	22

(5.91%)
	17

(4.57%)
	8
(2.15%)
	3
(0.81%)
	50

(13.44%)

	3
	Job insecurity
	38

(10.22%)
	31

(8.33%)
	9
(2.42%)
	2
(0.54%)
	80

(21.51%)

	4
	Reduction in strength and productivity
	30

(8.07%)
	23

(6.18%)
	8
(2.15%)
	4
(1.08%)
	65

(17.47%)

	5
	Feelings of lack of motivation
	24

(6.45%)
	16

(4.30%)
	6
(1.61%)
	2
(0.54%)
	48

(12.90%)

	6
	Loss of confidence
	29

(7.88%)
	19

(5.11%)
	8
(2.15%)
	3
(0.81%)
	59

(15.86%)

	
	TOTAL

Percentages (%)
	173

(46.51%)
	132

(35.48%)
	49

(13.17%)
	18

(4.84%)
	372

(100%)

	
	MEAN
	N = 372

120
=
3.1


Respondents were requested to indicate from the options, what effects the retrenchment of civil servants have on morale of workers, the table shows the actual number of questionnaires returned for analysis and signifies that 372 responses were received (as a result of the multi-choice questions structure ) with a mean frequency of 3.1 indicating that respondents does not choose more than three options as instructed. Percentages of response were high in the response to the creation of poverty to dependent 80 (21.51%), it is followed by reduction in straight and productivity 70 (18.82%). Job insecurity was also indicated as a major effects to the morale of workers during and after retrenchment 65 (17.47%) while loss of confidence to 59 (15.86%), disorganization of employees and feeling of lack of motivation had 50 (13.44%) and 48 (12.90%) respectively.

TABLE 7

DOSE RETRENCHMENT SHOW FEELINGS OF JOB INSECURITY TO EMPLOYEES (QUESTION 11)

CATEGORIES

	S
NO
	OPTIONS
	01-06
	07-10
	12-14
	15 and above
	TOTAL

	1
	YES
	57

(47.50%)
	40

(33.33%)
	9
(7.50%)
	2
(1.67%)
	180

(90%)

	2
	NO
	3
(2.50%)
	6
(5.00%)
	1
(0.83%)
	2
(0.67%)
	12

(10%)

	
	TOTAL

Percentages (%)
	60

(50%)
	46

(38.33%)
	10

(8.33%)
	4
(3.34%)
	120

(100%)


This table helps us to understand the rate job insecurity shows on the feeling of employees during and after retrenchment. 108 (90%) respondents were on the affirmative that job insecurity shows on employs while 12 (10%) decided otherwise.

TABLE 8

WHAT
ARE
THE
EFFECTS
RETRENCHMENT
ON
INDIVIDUAL PERFORMANCE?
(QUESTION 12)

CATEGORIES

	S
NO
	OPTIONS
	01-06
	07-10
	12-14
	15 and above
	TOTAL

	1
	Punctuality
	35

(9.67%)
	23

(6.35%)
	10

(2.76%)
	4
(1.11%)
	72

(19.89%)

	2
	Efficiency and effectiveness To Service
	28

(7.74%)
	22

(6.08%)
	10

(2.76%)
	3
(0.83%)
	63

(17.40%)

	3
	Employee discipline and Accountability
	32

(8.84%)
	23

(6.35%)
	9
(2.49%)
	4
(1.11%)
	68

(18.79%)

	4
	Personal responsibility
	34

(9.39%)
	23

(6.35%)
	9
(2.49%)
	4
(1.11%)
	70

(19.34%)

	5
	Training opportunity and Chance of promotion
	13

(3.59%)
	10

(2.76%)
	6
(1.66%)
	2
(0.55%)
	31

(8.56%)

	6
	Team work
	26

(7.18%)
	18

(4.97%)
	10

(14.92%)
	4
(1.11%)
	58

(16.02%)

	
	TOTAL

Percentages (%)
	168

(46.41%)
	119

(32.87%)
	54

(14.92%)
	21

(5.80%)
	362

(100%)

	
	MEAN
	N = 362

120
=
3.02


In this question the respondent were also requested to indicate from the options, what effects retrenchment has on the individual performance on carrying out their duties, the table shows the actual number of questionnaires returned for analysis signifies that 362 responses were received (as a result of the multi-choice question structure) with a mean frequency of 3.02 indicating that respondents does not choose more than three options as instructed. The response were as follows, 72 respondents representing (19.34%) indicated personal responsibilities, 68 respondents representing (18.87%) indicated employees discipline and accountability, 58 respondents representing (16.02%) indicated team work, while 31 respondents representing (8.56%)indicated training opportunity and promotion.

TABLE 9

WHAT IS THE WORKERS PERCEPTION REGARDING RETRENCHMENT? (QUESTION 13)

CATEGORIES

	S
NO
	OPTIONS
	01-06
	07-10
	12-14
	15 and above
	TOTAL

	1
	POSVTIVE
	58

(48.33%)
	46

(33.33%)
	9
(7.50%)
	3
(2.51%)
	116

(90.67%)

	2
	NEGATIVE
	2
(1.67%)
	6
(0.00%)
	1
(0.83%)
	1
(0.84%)
	12

(3.33%)

	
	TOTAL

Percentages (%)
	60

(50%)
	46

(38.33%)
	10

(8.33%)
	4
(3.34%)
	120

(100%)


The questionnaires response from the table.9 above shows that workers have a high positive perception regarding retrenchment of workers, 116 respondents representing (90.67%) affirmed positively while 4 respondents representing (3.33%) thinks otherwise.

TABLE 10

DOES GOVERNMENT FOLLOW ANY PROCEDURE FOR DETERMINING THOSE AFFECTED IN THE RETRENCHMENT EXERCISE? (QUESTION 15)

CATEGORIES

	S
NO
	OPTIONS
	01-06
	07-10
	12-14
	15 and above
	TOTAL


	1
	YES
	1
(0.83%)
	0
(0.00%)
	1
(83%)
	3
(2.51%)
	5
(4.17%)

	2
	NO
	59

(49.17%)
	46

(38.33%)
	9
(7.50%)
	1
(0.84%)
	115

(95.85%)

	
	TOTAL

Percentages (%)
	60

(50%)
	46

(38.33%)
	10

(8.33%)
	4
(3.34%)
	120

(100%)


The research from the question above want to ascertain whether the state government followed any procedure for determining those affected in the retrenchment exercise. The above table shows that 5 respondents representing (4.17%) agrees that the government follows procedures to determine thoe that will be affected in retrenchment exercise, while majority of the respondents 115 (95.83%) disagrees.

TABLE 11

WHAT ALTERNATIVE ACTION WOULD YOU HAVE PRESERRED THE STATE GOVERNMENT TO TAKE THAN RETRENCHMENT? (QUESTION 16)

CATEGORIES

	S
NO
	OPTIONS
	01-06
	07-10
	12-14
	15 and above
	TOTAL

	1.
	Reduction of workers’ salarie
	8
(6.67%)
	5
(4.17%)
	1
(0.83%)
	0
(0.00%)
	14

(11.67%)

	2.
	Payment of salaries according To output
	24

(20%)
	30

(25%)
	7
(5.31%)
	3
(2.51%)
	64

(53.33%)

	3.
	Cutting all cost by stopping Promotions and training
	28

(23.33%)
	11

(9.17%)
	2
(1.67%)
	1
(0.84%)
	42

(35%)

	
	TOTAL

Percentages (%)
	60

(50%)
	46

(38.33%)
	10

(8.33%)
	4
(3.34%)
	120

(100%)


This table. 11 above helps to ascertain the alternative action government would have taken than indulging on retrenchment of workers, 64 (53.33%) respondents indicated that government should pay salaries according to output, 42 (35%) indicated that government can cut all cost by stopping promotion and training, while 14 (11.67%) respondents indicated that they prefer government to reduce the workers salaries.

TABLE 12

WHAT ARE THE MEASURES THE STATE GOVERNMENT NEEDS TO TAKE IN ORDER TO IMPROVE THE STANDARD OF LIVING OF THE EMPLOYEES AFTER RETRENCHMENT? (QUESTION 17)

CATEGORIES

	S
NO
	OPTIONS
	01-06
	07-10
	12-14
	15 and above
	TOTAL

	1
	Providing a living wage
	56

(15.14%)
	37

(10.00%)
	10

(2.70%)
	4
(1.08%)
	72

(28.92%)

	2
	Improvement on social Welfare/incentives
	32

(8.65%)
	24

(6.49%)
	10

(2.70%)
	3
(0.81%)
	69

(18.65%)

	3
	Training and motivation of Workers
	18

(4.87%)
	13

(3.51%)
	4
(1.08%)
	2
(0.54%)
	37

(10.00%)

	4
	Improve condition of living environment
	22

(5.95%)
	14

(3.78%)
	7
(1.89%)
	4
(1.08%)
	47

(12.70%)

	5
	Assurance of job security
	41

(11.08%)
	36

(9.73%)
	10

(2.70%)
	4
(1.08%)
	91

(24.60%)

	6
	Employment of more workers
	7
(1.89%)
	4
(0.08%)
	5
(1.35%)
	3
(0.81%)
	19

(5.14%)

	
	TOTAL

Percentages (%)
	176

(47.57%)
	128

(34.60%)
	46

(12.43%)
	20

(5.41%)
	370

(100%)

	
	MEAN
	N = 370

120
=
3.07


The respondents were asked to tick not more than three measures the state government needs to take in order to improve the standard of living of employees after retrenchment. Table. 12 summarize indicated options by the respondents; it shows that 370 response were received with a mean frequency of 3.07. The most frequency indicated option by all respondents with regards to the measures were providing a living wage 107 (28.92%), other options indicated were improvement on social welfare and incentives 69 (18.65%), training and motivating workers 37 (10%) improving working condition and environment 47 (12.70%) assurance of job security 91 (24.60) and lifting embargo on employment 19 (5.14%).

4.3 TEST OF HYPOTHESES

Hypotheses were formulated for this study and the research used Chi-square for the test as mentioned in chapter three (3.6).

TEST OF HYPOTHESIS ONE

(Using question. 11)

H0: Retrenchment does not show feelings of insecurity to employees. 

H1: Retrenchment shows feelings of job insecurity to employees.
TABLE OF RESPONSE TO QUESTION FOR HYPOTHESIS ONE

	OPTIONS
	01-06
	07-10
	12-14
	15 and

Above
	TOTAL

	YES
	57
	40
	9
	2
	108

	N0
	3
	6
	1
	2
	12

	TOTAL
	60
	46
	10
	4
	120


THE CALCULATION OF FIGURES FOR THE X2 TABLE IS AS FOLLOWS
	180
	X
	60
	

	120
	
	
	=
	54

	180
	X
	46
	
	

	120
	
	
	=
	41.4

	180
	X
	10
	
	

	120
	
	
	=
	9

	180
	X
	4
	
	

	120
	
	
	=
	3.6

	180
	X
	46
	
	

	120
	
	
	=
	6

	180
	X
	10
	

	120
	
	
	=
	1

	180
	X
	4
	
	

	120
	
	
	=
	0.4


TABLE: ONE

EXPECTED FREQUENCY (CHI-SQUARE)TABLE

	S
NO
	E
	O
	O-E
	(FO-FE)2
	(FO-FE)2
FE

	1.
	57
	54
	3
	9
	0.17

	2.
	40
	41.4
	-1.4
	-1.96
	0.05

	3.
	9
	9
	0
	0
	0

	4.
	2
	3.6
	-1.6
	-2.56
	0.71

	5
	3
	6
	-3
	-9
	1.5

	.
6.
	6
	4.6
	1.4
	1.961
	0.42

	7.
	1
	1
	0
	0
	0

	
	
	
	
	
	

	8.
	2
	0.4
	1.6
	2.56
	6.4

	
	X2 = 9.25


	Degree of Freedom (df)
=
(C - 1)
	
	(R - 1)

	2 – 1
	
	4 – 1

	1
	
	X
3

	df
	=
	3


level of Significant (S) = 5% (0.05)

From the Chi-square table, the df = 3 at S = 0.05 =
7.815

DECISION RULE AND INTERPRETATION OF RESULT

Since calculated X2 value 9.25 is greater than the critical value of 7.815, where df = 3, S = 0.05, we therefore reject the null hypothesis and accept the alternative where states that retrenchment shows felling of job insecurity to employees.

TEST OF HYPOTHESIS TWO

(Using question. 13)

H0: The workers have a negative perception regarding retrenchment.

H1: The workers have a positive perception regarding retrenchment.
TABLE OF RESPONSE TO QUESTION FOR HYPOTHESIS ONE

	OPTIONS
	01-06
	07-10
	12-14
	15 and Above
	TOTAL

	POSITIVE
	8
	46
	9
	3
	116

	NEGATIVE
	2
	0
	1
	1
	4

	TOTAL
	60
	46
	10
	4
	120


THE CALCULATION OF FIGURES FOR THE X2 TABLE IS AS FOLLOWS
	116
	X
	60
	

	120
	
	
	=
	58

	116
	X
	46
	
	

	120
	
	
	=
	41.47

	116
	X
	10
	
	

	120
	
	
	=
	9.67

	116
	X
	4
	
	

	120
	
	
	=
	3.87

	180
	X
	46
	
	

	120
	
	
	=
	6

	4
	X
	60
	

	120
	
	
	=
	2

	4
	X
	46
	
	

	120
	
	
	=
	1.53

	4
	X
	10
	
	

	120
	
	
	=
	1.53

	4
	X
	4
	
	

	120
	
	
	=
	0.13


TABLE: ONE

EXPECTED FREQUENCY (CHI-SQUARE)TABLE

	S
NO
	E
	O
	O-E
	(FO-FE)2
	(FO-FE)2
FE

	1.
	58
	58
	0
	0
	0

	2.
	46
	44.47
	1.53
	2.34
	0.05

	3.
	9
	9.67
	-0.67
	0.45
	0.05

	4.
	9
	3.87
	-0.87
	0.76
	0.20

	5
	2
	2
	0
	0
	0

	.
6.
	0
	1.53
	-1.53
	2.34
	1.53

	7.
	1
	0.33
	0.67
	0.45
	1.35

	8.
	1
	0.13
	0.87
	0.76
	5.85


 SHAPE  \* MERGEFORMAT 
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	Degree of Freedom
(df)
=
(C - 1)
	
	(R - 1)

	2 – 1
	
	4 – 1

	1
	
	X
3

	df
	=
	3


level of Significant (S) = 5% (0.05)

From the Chi-square table, the df = 3 at S = 0.05 = 7.815

DECISION RULE AND INTERPRETATION OF RESULT

The calculated value of 9.04 is greater than the critical value of 7.815 where df = 3, S = 0.05, we therefore reject the null hypothesis and accept the alternative which states that the workers have a positive perception regarding retrenchment 

CHAPTER FIVE

SUMMARY OF FINDINGS CONCLUSION AND RECOMMENDATIONS

SUMMARY OF FINDINGS

This chapter deals with the summary of findings, recommendations, and conclusion. The conclusion will be drawn based on the results of the analysis of survey carried out in chapter four, while the recommendations are made based on the findings. Questionnaires, observations and oral discussion/interview were used in the collection of data for this research work, based on the analysis made, the researcher gathered that this research wok was to establish public officers’ perceptions on retrenchment, the effects of the exercise on the morale of workers, factors on the individual and organizational performance and also the quality of work like in the Enugu State Civil Service. The result indicated that retrenchment had a higher negative effect and depends on the factors in question under consideration. The researcher found out that retrenchment was perceived differently by respondents, many view it in a negative perception and as an organizational change as well try to resist it due to the uncertainty it come with.

The fact that negative perceptions stem from the way retrenchment was designed and implemented is questionable as the worst phase of retrenchment of worker in 1999 by the then Enugu State Government, which based on biased governance and subjective criteria. Some of the senior public officers saw retrenchment a chance to victimize some employees. Other findings show that retrenchment was carried out by the government on the basis of inefficiency and misconduct on the part of workers and redundancy which in most cases were caused by government due to successions in governance.

The research also found out that most retrenchment exercises carried out are based on the incompetence of workers and their disloyalty to authorities and also some workers who have reached the compulsory retirement age of sixty (60) years and thirty-five (35) years of service, were among those affected in the retrenchment exercise. Another finding was that even when the exercise was carried out to increase productivity and cost reduction, it could not achieve its objectives rather productivity is found to be low. This was because the remaining workforce felt threatened and insecure, the Labour Union leaders intervened to no avail. The workers also alienated from their jobs because of the fear of being retrenched at any time, initiative and creativity were lost in the service because of the workers morale and their individual perception.

The research work also reveals that there is no policy for determining those to be retrenched and the procedures for the exercise, if need be, these procedures were unnecessary and not followed. Hence the productive workers were laid off with the inefficient and redundant workers, also ethnicity (the locality/zone from which one comes) takes a part.   It also found that even when some organizations claim that they are retrenching workers in order to save cost and to enable them meet up with the payment of salaries, allowances and other contingencies, the workers are not paid as at when due, and promotion of workers not regular. There was evidence that the consequences of retrenchment are hardship and poor living standard, “it is an ill wind that blows no one any good”. The insomnia of the news of the intention of government to retrench workers could be better being experienced than imagine. Respondents on this issue maintained amongst other things that retrenchment has:

Ridiculed permanence of service

Dampened the morale of employed workforce and reduced work strength

Retarded growth of service

Led to the proliferation of all sorts of heinous crimes

Made nonsense of the security of job and the tenure of service

Workers have negative perception on their work and governance.

Other social and economic consequences in the retrenchment exercise carried out by the government, discovered in the research are:

Reduction in economic activities and economic sabotage

Fall in the standard of living

Increase in social vices as bribery, robbery, kidnapping, fraud, etc

Insecurity of service and consequent brain drain

Loss of faith and trust in government as an employer of labour.

CONCLUSION

It was concluded from the findings that the majority of the respondents identified some factors that hindered their performance after retrenchment. These factors include: inadequate funding, low motivation and morale, work overload, job insecurity and poor training, etc. These factors seem to be real problems even after retrenchment exercise by government and suggested ways included paying a living wage, improving welfare, training of workers, motivation and morale boosting of workers, improved conditions of living and service, improving chances of promotion and capacity building, reduction of job insecurity, computerization and timely reshuffle. Some of these suggestions have already been identified by government and appear in the strategies government is using to improve the performance of civil servants but lack implementation. Retrenchment had negative effects on many aspects of organizational performance and reduces the sensitivity of service to the public. This does not relate well with the overall goal of the Civil Service Reform Program, which is the provision quality service to the public and job security. Retrenchment has also been associated with marred team, participation in decision-making, quality leadership and supervision, lack of creative management and information management. Improved information management is among the vision of the Civil Service Reform but retrenchment had reduced the departmental performance.

On the other hand, majority of the respondents reported that retrenchment had major effect on the morale of workers, job design, training opportunities, feedback of performance, chance of promotion and selection procedure. This implies, in part, that retrenchment, as a strategy has not assisted in achieving some of the objective of the civil service and ridicule permanence of service.   Regarding occupational perception and attitudes, the majority of respondents reported on change in motivation and morale of workers, job satisfaction and organizational commitment. Report shows that these attitudes are poor, which implies that, regarding this attitudes the situation in the civil service is still bad, inefficiency and ineffectiveness. It is hoped that if the recommendations of this study are implemented, positive changes in these attitude will result.

Furthermore, a majority reported dissatisfaction with current salary package and their inability to meet most of their financial needs. Government had already tackling these problems through phased increment of salaries depending on the recovery of the economy and the effect of inflation should be looked into and considered when determining salaries. The lack of living wage was always cited as a major issue in industrial strike. Another aspect of quality of work life assessed was job insecurity. A high percentage respondents reported job insecurity and was due to the fact that retrenchment was badly implemented. The rationale and criteria for retrenchment were not clear to workers and procedure not followed. Government decisions were largely subjective. This is true with respect to the number of retrenched civil servants without entitlement.

The rationale and criteria for retrenchment should be made clear right at the beginning. Senior officers should take caution not to use retrenchment as an opportunity to punish employees they think are uncooperative and disobedient. Rather they should be objective in applying the criteria for retrenchment. An attractive severance package will also serve as an attractor for those employees who want to separate with the organization voluntarily or involuntarily. The process of retrenchment should be made as transparent as possible. The above measures coupled with increased skills in performance evaluation should reduce the problem of job insecurity. Existence of these problems further shows that some of the strategies for retrenchment did not work as planned by the government. But some respondents reported that after retrenchment, participation in decision-making had increased, all stakeholders should encourage this welcome development because it cause the parties to be committed to decision taken.

5.2 RECOMMENDATION

Generally, it is in knowledge that the Civil Service, which is government bureaucracy, touches all aspects of human endeavor. In fact, it is the highest employer of labour in the country and the biggest provider of social services both at subsidized and reduced prices. Based on the study’s findings and conclusions, the researcher’s recommendations are:

Since employees have negative perceptions about retrenchment of workers and is likely to have a serious impact on the early stage of implementation, senior officers in charge of the exercise should be sensitive to employees perception and work on them through seminars, and public relations, take to study the perceptions with the view of changing them.

Normally, tactics in handling organizational change are important and

Government should involve the stakeholders (Union Leaders) early in the process of change and giving information, participation in decision-making, which will ensure commitments to the process of change. The rationale and criteria of retrenchment should be explained early in the process through improved public relations. This is how organizational change should be managed.

Government should see to the settlement of retrenched workers with their entitlements immediately to enable them look for other means of livelihood, retrenchment if not fairly done develops job insecurity and in some cases might lead to political, social or industrial unrest which may cause more damage and thus increasing cost of retrenchment.

Retrenchment had seriously affected the performance of the service and hampered service delivery, in this cause government should put in place a code of conduct for ethics and integrity and also anti-corruption agencies to reduce corruption in the service, which includes low employees performance, non punctuality, employees irresponsibility, disloyalty, indiscipline, lack of accountability etc.

A counseling section should be created as a structure to deal with the psychological and emotional issues that arise in the process of retrenchment including job insecurity. This structure can service the retrenches as well as providing general information about retrenchment. In addition, the public relation, function, as suggested above improved to explain the meaning of the retrenched workers.

As an alternative instead of retrenching workers in large numbers, their increment and other allowance should be withheld to reduce cost and increase the subvention of the government, as it is the major reasons for the retrenchment.
A change in government should not affect the tenure of the incumber staff in the service because it affects the worker morale and perception towards their work and government

On the other hand, an employees who is found to be inefficient due to ill health should be sent to an established medical board to determine how fit the employee can remain in the service, if found to be unfit, the usual notice and procedure should be applied before lay-off.
Government should make new policies that will in increase productivity in the service, functional and effective not to the detriment of the employees and lead to agitation.
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APPENDIX.

INTRODUCT:

Please tick [
] only in the appropriate answer(s)/ alternative(s) of your choice in the space provided.

1. What is the name of you Ministry/Department?.....................................................

What is your Sex?

Male

Female

What is your academic qualification?

SSCE/WACE

OND and its equivalent

B.Sc/ HND

Masters Degree

What is your Grade Level? (A)
01
06

(B)
07
10

(C)
12
14

(D)
15 and above

In which age bracket do you fall?

18---29years

30
39years

40 and above

How long have
you being in the civil service?

Less than 10 years

More than 11 years

Age of Retirement

(i) Did the Government embarked on retrenchment of workers recently?

Yes

No

(ii) If yes, which year is that? (A)
1999-2003

(B)
2004-2003

2008 to date

What is the no of your relative dependent?

1-3 persons

4- 10 persons

11 and above

What are the major reasons for this workers retrenchment exercise by the government? (please tick only 3 options)

Inefficiency

Redundancy

Misconduct and Absenteeism

Old age and long term in office

Poor health condition

What are the effects of this retrenchment on the morale of workers? (Please tick only 3 option)

Reduction in strength and productivity

Disorganization of employees

Creation of poverty to dependents

Job insecurity

Feeling of lack of motivation

Does retrenchment show feeling of job insecurity?

Yes

No

What are the effect of retrenchment on individual performance? (Please tick only 3 options)

Punctuality

Efficiency and effectiveness to service

Employees and discipline and accountability .

Team work

Training opportunity and chance for promotion

What is the worker perception regarding retrenchment ?

positive

Negative

How do you see the civil servant retrenchment exercise by the government?

A mean to reduce cost

TO increase and pay worker salaries as at when due

An unnecessary exercise embarked by the government

Does the government follow any procedure for determining those affected in the retrenchment exercise?

Yes

No

What alternative action would you have preferred the state government to take then retrenchment?

Reduction
of worker salaries

Payment of salaries according to output

(C )
Cut all cost by stopping promotion
and training

What are the measures
the state government need
to take in order to improve the standard of living
of employees after retrenchment?

(Please tick only 3 options)

Prove a living wage

Improvement on social welfare/incentives

Training and motivation of workers

Improve working condition and environment

Assurance of job security

Lift embargo on employment

X2 = 9.04








