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Abstract — This research paper tries to identify the different possible alternative methods to avoid the retrenchment activities
by the management in their organisations. The objective is fulfilled by analysing the responses received to the questionnaire.
The descriptive analysis has been done to work out the alternatives to downsizing in a systematic manner. It’s the employee’s
perspective by which the research can be concluded by providing the rational alternatives to avoid the layoffs. The alternatives
can be stated as overall cost cutting, internal cost cutting, reduced working hours and restructuring.
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I. INTRODUCTION

History of Downsizing

The Indian Business Segment was generous in having a
surge in the staff, particularly in the government domain,
throughout the pre-liberalization phase. The golden history
of the Indian Industrialization dealt primarily with modern
industry or large-scale industry. Large scale industry used
machinery and steam powered technology. That led to the
employment of several thousand persons. Major examples
of medium and small-scale industries were handloom
weaving, leather manufacturing, carpets and pottery. The
Indian Government's policies relating to solidification of
public subdivision, facility generation, trade unions,
uncontrolled enrolment caused in overstaffing.

The package in the 1990 had a composition like that of any
induced structural adjustment programme, namely
liberalization of exchange rates, drop in costs, facilitation
trade regulation and roll back of state investment. With the
dawn of free trade and relaxation, the Indian trade segment
was compelled to compete in the worldwide market by
focusing more on yield, -cost-effectiveness, facility
brilliance, value, revolution. This led to trimming the
personnel to meet the organisational success targets.

Franco Gandolfi (2016) examined that the organizational
curtailment to cut costs frequently creates new, “hidden
costs” that neutralize potential increases in productivity.
Customer dissatisfaction is such an overlooked layoffs
outcome by using longitudinal statistics.

Downsizing in the Indian IT Sector

It has been seen massive layoffs and downsizing, and
middle management and the junior staff are the most
susceptible segments. The massive layoff operations were
initiated in the year 2014 in India with many Companies.
In 2018, till the end of August, a total of 3,322 people had
lost their jobs. Ministry officials say there could be a lot of
factors for these trends. Source: Reddit India,2016.

Information floating from TCS highlights that mid-level
managers and consultants are being targeted for mass
layoffs, AST or Assistant Consultants, who have shown

little or no upgrading in the last 2 years, along with
(Project Managers) and other middle to higher cadre
managers are those which are in the firing line.

Il. LITERATURE REVIEW

Pranitha Ray and Sunil Maheshwari (2017) did the
extensive literature review on the overall perception of
downsizing. Their study focussed on the magnify view on
downsizing. They researched on the variables which are
categorized as types of downsizing, process elements and
results of downsizing and organizational characteristics
which adopt downsizing strategy. The variables can be
mentioned as:

1. Workforce Reduction 2. Work Redesign 3.
Organizational Commitment and Turnover Intentions 4.
Systematic Strategy 5. Trustworthiness of the Leader 6.
Presence of Unions 7. Managerial Discretion 8. Perceived
Justness of the Process 9. Perceived Degree of Threat 10.
Perceived Degree of Empowerment 11. Career Life Cycle
Stages 12. Industry Dynamism and Attractiveness 13.
Organization's Brand Image as an Employer. They studied
various characteristics of downsizing. It concluded that the
downsizing can be mentioned as that the workforce
reduction is the process which is adopted to downsize the
company, which results in the lack of transparency in the
job role and also the workload of the survivors is
increased. The proper and transparent channel should be
adopted by the company to announce the downsizing else
it shall lead to the chaos and discontent among the
employees.  The downsizing process and the firm
outcomes (high capital and growth) share the negative
relationship with each other. The organizations are advised
to pay attention to the firm’s features, industry features
before opting for the downsizing process. It also
mentioned that it is important to collaborate all the
processes, outcomes and characteristics of the downsizing
before taking decision on the workforce reduction in the
company.

It also concluded that in spite of the extensive studies done
on the downsizing, there are very few research papers
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which highlight the procedure elements, the administrative
features, individual  characteristics, = management
characteristics, and the employees’ outcomes.

Cameron et al. (1991, 1993); Farrell and Mavondo (2004);
Gandofil (2006) then it throws light on penetration and
range of downsizing operation approaches. As per
Cameron et al. (1993) many of the American firms had
adopted downsizing activities which were mostly had
depth rather than breadth in their overall strategy.
examples of the increasing depth can be stated as workers
leaving the company on their own, layoffs/cost-cutting,
early giving up work, buyout packages, layer removal, unit
amalgamation, product removal, process reordering,
structure study, culture change (Sources Based on
Gandofil (2005; 2006). Next comes the review on
downsizing archetypes which lays emphasis on
reinforcement and redirection. Reinforcement or the
convergence approach includes continuous downsizing and
redesign, reinforces mission and strategy etc and
reorientation method includes alternative of lay off and
restructure, and more fundamental approaches etc (adapted
from Gandofil (2006).

From the downsizing approaches perspective, it states
three different forms of it such as retrenchment,
downscaling and down scoping (DeWitt, 2012). Franco
Gandolfi (2013) examined that downsizing is implemented
while keeping in considerations its perspective which
includes human resources, planning, participation,
leadership, communication and support for victims and
survivors. It presents the different implementation
strategies, archetypes, approaches, and tactics that have
been figured out in the downsizing literature. The research
is structured as follows: the first and second sections gives
the overview and the detailed discussion on the downsizing
implementation strategies. The third section depicts the
downsizing archetypes. The fourth sections mention the
various downsizing approaches.

The fifth section shows the various downsizing tactics. The
secondary data is used to study the various sections
mentioned above. As it is the literature review, so the
research papers based on the downsizing were analysed.
Variables which were taken into account were Downsizing
Implementation  Strategies, Downsizing Archetypes,
Downsizing Approaches, Downsizing Tactics. This
conceptual study showed the prominent and systematic
aspect of the downsizing by covering its tactics,
archetypes, and implementation strategies. The downsizing
implementation strategies can be mentioned as natural
attrition, hiring restriction, takeover packages, cutbacks,
abolishing ranked levels (Cmaron et al., 1991, 1993);
Farrell and Mavondo (2004). Michael Carriger (2018), did
research on the aspect that is downsizing is the only option
with the organizations to curb cost and increase revenues.
The objective of the paper is to question that is downsizing
necessary or there are other alternatives too which can
avoid downsizing. The paper explains the alternatives to
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downsizing through extensive literature review. The study
matter for this research paper comprises of all companies
listed on the 2008 Fortune 500, who did not downsize but
were in financial trouble in that year. Total cash flow from
operations and substitute approaches to determining
financial health have been used. The Secondary data has
been used for the analysis to combat downsizing and
working out on its alternatives.

The secondary data from the companies listed on the
2008Fortune500 who were also registered in 2014 which
did not downsize despite having the monetary trouble.

Alternatives to Downsizing, the financial performance
parameters, EBITA, Measure of Revenue, Total Revenue,
Current Ratio, Long Term Debt, Inventory Turnover,
Revenue per Employee, Total Asset Turnover. The
statistical test which was adopted was ANCOVA (Analysis
of Covariance) The paper concludes that the alternatives to
the downsizing have positive relation with the measures of
profitability. And have positive effect on the revenue per
employee in the long run.

Binita Tiwai and Usha Lenka (2018) focused primarily on
the downsizing aspects in the IT/ITES human capital. This
paper depicts the general view on the scenario of the
downsizing in the Indian IT/ITES sector and to identify the
potential resources in the downsized firms and how to
engage their capabilities in the downsized firms.

The general analysis on the human capital involvement in
downsized firms: a situation of the Indian IT/ITES
segment, the study has been done on the secondary data
such as several research papers published during the
period 1990-2016 have been studied using online sources.
These studies included research papers available in
journals, books, chapters, procedural or research reports,
and conference chronicles.

The secondary data has been studied which shows the data
from various IT/ITES sector - companies which had
experienced the downsizing. It is a general review paper so
the literature reviews have been done on the variables
studied as mentioned the behavioural change of survivors
through numerous aptitude development, creativities of
organization transform intention and mannerism of the
employees. Survivors developed more self-reliant and
regain trust in the organization. They contributed
positively towards the organization and perceived the
changes in the positive manner.

Franco Gandolfi and Carg R Litter (2021) focussed to
study the various phases of the cost cutting as one of the
measures of the downsizing phenomenon, this is review
based paper, as it is literature review based paper so the
entire paper is designed in phases of the study regarding
the reduction in the costs. The secondary data has been
used for the research purpose. The fortune listed firms
were used to study the downsizing phenomenon through
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cost cutting technique , The pattern which are studied are
the level of the practice, discourse, and of strategizing in
three different phases such as 1976-Mid-1980's, then -
1980s - Early 2000s, then-2000s-Present. , As it is theory
based paper review paper so the trends are mentioned over
the phases in which downsizing took place through various
techniques such as cost cutting by doing reduction in the
jobs, plants closure, outsourcing. This paper provides the
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theory base for the further research to examine various
strategies adopted for downsizing.

Research Data Analysis

Alternative to the Downsizing

The table given below mentions some of the effective
alternatives to the downsizing:

Alternatives to Downsizing by Martin and Davis (2013):

Table 1: Alternatives of Downsizing

Type of Alternative

A. Compensation

1.Eliminate overtime

2.Freeze Salaries

3.Delay raises/merit increases.

4.Reduce hours/Work Week

5.Furlough Days-stratified based upon the salary

6.5alary Reduction-lower wages but develop ESOP

7.Volunteer Retirement

8.Retirement incentives/but employees out

9.Eliminate all open positions

10.Employee incentive for identification of cost savings.

11.Eliminate temporary and part time employees.

12.Postpone/eliminate bonuses

13.0ffer sabbatical/leave of absence-provide some income and/or benefits not full salary.

14.Eliminate high salary positions that do not generate salary

15. Cut hours of non-revenue generating employees.

16.Extend payroll cycles over a specific period of time-pay monthly instead of between months.

17.Hire contractors rather than regular employees.

B. Benefits

1.Reduced benefits

2.Pay for employee benefits only.

3.Reduce overall amount organization pays for benefits.

4.Eliminate expense account/mileage payments

5.Invest in employees’ health and wellness to increase performance and productivity.

6.Lengthen vacations by offering time off without pay along with normal vacations.

7.Close business over holidays Christmas and Fourth of July
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Type of Alternative

C. Talent Management

1.Freeze hiring

2.Job Sharing

3.Creation of new workflows/teams

4.ldentify the placement of high skilled employees.

5.Remove under-performing employees

6.Lend employees to other companies

D. Training & Development

1.Assist employees in launching their own business

2.Retrain employees for new products or services

E. Business Processes and Operations

1.Ask employees for ways to decrease cost and increase businesses.

2.ldentify dollar amount of reductions needed ask employees to identify ways to meet the goal.

3.Review all business process to remove excess costs.

4.Leverage Technology.

F. Organizational Structure

1.0ffer employees’ opportunity to buy company

2.0ffer employees’ opportunity to share ownership of company

3.Sell company

4.Make arrangements with other employers to hire displaced workers.

5.Flatten organization

6.Consolidate multiple physical locations

G. Supply Chain Management

1.Ask your customers and suppliers how to reduce costs and improve performance and productivity

2.Make arrangements with supply vendors to hire displaced workers.

Overall Cost Cutting as an alternative to the downsizing is measured with the
The overall cost cutting has emerged as one of effective  help of four statements in the study. The responses of the
alternative to the downsizing. In past research also many of  employees were collected against these statements. The
the researchers had mentioned about overall cost cutting as  descriptive analysis of the responses is done and shown
one of the major tools that can be adopted by the below in table:
organization to avoid downsizing. The overall cost cutting

Table 1: Overall Cost Cutting

Mean Std. Skewness Kurtosis
Deviation
Delaying Project 3.54 1.254 -0.429 -0.867
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Cancel business trips and costly pre requisites 3.32 1.117 -0.202 -0.740
Subsides to the company that does not layoff 3.39 1.099 -0.135 -0.638
Work from home to cut workspace cost 3.44 1.206 -0.331 -0.796

Source: Statistical Test Result

The results reported that the statements with the high mean
score is “Delaying projects” (mean score = 3.54). This
means the company can save the cost by delaying those
projects which are not much needed and important for the
company growth. The next statement indicating the overall
cost cutting strategy having high mean score is “Work
from home to cut workspace cost” (mean score = 3.44).
This is also more relevant in post covid period and also
help the company to reduces the cost such as office
maintenance, transportation etc. The company also
“Subsides to the company that does not layoff’ (mean
score = 3.39) There are many examples which exhibit the
concept of the subsidies to the company that does not
layoff such as Singapore, Denmark etc. Singapore offered
Resilience Packages that comprises of the corporate tax
cuts, subside to the company that doesnot lay off and they
considered the fact that workers should learn new skills, At
Kato Spring, which bends wires into springs for consumer
electronics, the process was for the idle workers who
developed new skills and later on the project was adopted.
The statement with the lowest mean score is “Cancel
business trips and costly pre requisites” (mean score =

3.32). The company can also cut the cost by cancelling the
unnecessary business trips and other related costs. The
standard deviation of the responses indicates the variations
in the responses. The skewness and the kurtosis of the
responses are less than one indicating that the distribution
of the responses are normal.

Internal Cost Cutting

The perception of the employees whose pay had been cut
is more towards the job security rather than towards the
pay and work attitudes. The papers in these dissertations
clearly demonstrate the concept that the cutting of the pay
is the more doable alternative to downsizing to maintain
the work attitudes in the remaining human capital in an
organization (Yeong Joon (YJ) Yoon, 2017).

The internal cost cutting as an alternative to the
downsizing is measured with the help of four statements in
the study. The responses of the employees were collected
against these statements. The descriptive analysis of the
responses is done and shown below in table:

Table 2: Internal Cost Cutting

Mean Std. Skewness Kurtosis
Deviation
Wage Cut 3.46 1111 -0.305 -0.657
Cutting Expenses 3.44 1.073 -0.165 -0.660
Cutting Expenses on travel and entertainment 3.53 1.067 -0.269 -0.735
Pay Cuts 3.50 1.091 -0.292 -0.665
Postpone or Eliminate Bonus 3.38 1.073 -0.248 -0.563

Source: Statistical Test Result

The results reported that the statements with the high mean
score is “Cutting Expenses on travel and entertainment”
(mean score = 3.53). This means the company can save the
cost by lowering the expenses on travel and the
entertainment and other fun filled activities which happen
in the organization. These fun activities can be delayed to
cut the internal cost of the company. The next statement
indicating the overall cost cutting strategy having high
mean score is “pay cuts” (mean score = 3.50). This is also
more relevant in post COVID period and also help the
company to reduces the internal cost and expenses on the
human capital. etc. The company also “Wage Cut” (mean
score = 3.46). The wages are paid on the hourly basis, by
cutting the wages the internal cost can be reduced. The

statement with the second lowest mean score is “Cutting
Expenses” (mean score = 3.44). The company can also cut
the cost by eliminating the overall internal which are not
necessary in the company processes. The statement with
the lowest mean score is the postponement or eliminating
bonuses (mean score= 3.38). The standard deviation of the
responses indicates the variations in the responses. The
skewness and the kurtosis of the responses are less than
one indicating that the distribution of the responses are
normal.

Reduced Working Hours

The big giants such as Cognizant, Infosys and other IT
giants are offering more leaves, flexible working hours,
they have also offered to go for work from home scenario
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(2021).Martin and Davis (2013) examined the 50
alternatives to the downsizing. The reduced working hours
as an alternative to the downsizing is measured with the
help of four statements in the study. The responses of the
employees were collected against these statements. The
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descriptive analysis of the responses is done and shown
below in table:

The table is mentioned below for the reference:

Table 3: Reduced Working Hours

Mean Std. Skewness Kurtosis
Deviation
Employees to take unused vacations and unpaid leaves 3.49 1.177 -0.400 -0.641
Keep Friday as voluntary days off 3.33 1.105 -0.284 -0.614
Eliminate the overtime 3.42 1.099 -0.180 -0.677
Early Retirement Incentive 3.33 1.229 -0.249 -0.892

Source: Statistical Test Result

The results reported that the statements with the high mean
score is “Employees to take unused vacations and unpaid
leaves” (mean score = 3.49). This means the company can
save the cost by encouraging the employees to go on
holidays and avail their unpaid leaves. The next statement
indicating the reduced working hours having high mean
score is “Eliminate the overtime” (mean score = 3.42).
This will reduce the working hours and the payment which
is disbursed against it. The company also “Keep Friday as
voluntary off and Early Retirement Incentive” (mean score
= 3.33). Both these strategies have equal mean score,
hence by taking Friday as voluntary off the working hours
of the human capital will reduce and by giving the early
retirement incentive the employees shall get the monetary
benefit. This further leads to cost reduction and less

working hours. The standard deviation of the responses
indicates the variations in the responses. The skewness and
the kurtosis of the responses are less than one indicating
that the distribution of the responses are normal.

Work Reallocation

SHRM practice guidelines had also recommended the
redeployment , voluntary work sharing, voluntary
retirement (with full benefits) and then outsourcing the
work at lower cost as few of the measures as the
alternatives to the downsizing. The work reallocation as
an alternative to the downsizing is measured with the help
of four statements in the study. The responses of the
employees were collected against these statements. The
descriptive analysis of the responses is done and shown
below in table:

Table 4: Work Reallocation

Mean Std. Skewness Kurtosis
Deviation
Redeployment 351 1.077 -0.363 -0.510
Voluntary Work Sharing with reduction in salary 3.45 1.037 -0.310 -0.326
Outsourcing work at low cost 3.63 1.085 -0.299 -0.786
Voluntary Retirement opted by the employee to reallocate 3.57 1.137 -0.400 -0.783
work at low cost.

Source: Statistical Test Result

The results reported that the statements with the high mean
score is “Outsourcing work at low cost” (mean score =
3.63). This means the company can save the cost by
outsourcing the projects and the processes to the third
party at lower cost. The next statement indicating the work
reallocation strategy having high mean score is “Voluntary
Retirement opted by the employee to reallocate the work at
low cost” (mean score = 3.57). This is also more relevant
in post covid period and also help the company to reduces
the cost . The company also does “Redeployment” (mean
score = 3.51). The statement with the lowest mean score is
“Voluntary Work Sharing with reduction in the salary”

(mean score = 3.45). The standard deviation of the
responses indicates the variations in the responses. The
skewness and the kurtosis of the responses are less than
one indicating that the distribution of the responses are
normal.

1. CONCLUSION

Alternative Methods to avoid Downsizing Activities

The study identified the different methods that can be
adopted by the management in order to avoid the
downsizing activities in their organisations. The different
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methods are Overall Cost Cutting, Individual Cost Cutting,
Reduction in Working hours and Work ReallocationThe
downsizing may be the obvious choice towards the cost
cutting in an organization but if the decision makers
consider the alternatives of the downsizing, the negative
impact of the downsizing can be averted. As per SHRM
Foundation’s Effective Practice Guidelines Series, various
alternatives can be worked out which provide the ample
opportunity to avoid downsizing. It can be stated as
reduced working of hours, early retirement scheme,
delaying projects, pay cuts, voluntary work sharing, cutting
expenses on official travel, cutting bonus etc.

Normality of the Responses

The distribution of the responses for different statements
indicating the different procedure and methods adopted by
the management for downsizing in their organizations is
examined with the help of skewness and kurtosis of the
responses. It is found that the distribution of the responses
received against the statements indicating the different
procedure and methods adopted by the management for
downsizing in their organizations is approaching the
normal distribution (skewness and kurtosis are found less
than one). The multivariate normality (measured using
Mardia coefficient of kurtosis) is found to be just 17.328,
ensuring the normal distribution. The presence of normal
distribution ensures the statistical inference in the study.

Reliability and Validity Analysis

The internal consistency reliability is examined with the
help of Cronbach alpha and construct validity is examined
with the help of CFA method. The measurement scale
includes the four zero order constructs namely, Overall
Cost Cutting, Individual Cost Cutting, Reduction in
Working hours and Work Reallocation. These constructs
are measured with the help of 17 statements included in the
measurement model indicating the different procedure and
methods adopted by the management for downsizing in
their organizations.

Reliability Analysis

The Estimated values of Cronbach alpha of all the
constructs is found to be greater than 0.7 (Individual Cost
Cutting =0.842, Overall Cost Cutting= 0.833, Reduction in
Work=0.823 and Work Relocation = 0.821). Thus, it can
be concluded that the internal consistency reliability exists
in the responses received against the statements indicating
the different procedure/methods adopted by the
management for downsizing in their organizations.

Convergent Validity

The convergent validity of the constructs indicating the
different procedure/methods adopted by the management
for downsizing in their organizations in the measurement
model is examined using construct loadings, CR and AVE
estimates of the included constructs in the measurement
model. The estimated construct loadings of most of the
items are found greater than 0.7 (Hair et al., 2010), CR
values more than 0.7 and AVE estimates more than 0.5.
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Convergent validity of the measurement scale indicates the
degree of convergence shown by the included items
included in a construct to represent high common variance
(Hair et al., 2010). The results supported the presence of
convergent validity in the measurement scale indicating the
different procedure/ methods adopted by the management
for downsizing in their organizations. Thus, the construct
convergent validity of the measurement scale is confirmed.

Discriminant Validity

The discriminant validity of the measurement scale is
examined by comparing the AVE of each factor with its
MSV estimates and the Fornell Larcker criteria. The
results reported that the AVE estimate of each factor is
found to be greater than its MSV estimate indicating the
presence of discriminant validity of the measurement scale.
The results of Fornell Larcker criteria compares the square
root of AVE of each factor with the correlation of the
factor with remaining factors. The Fornell Larcker criteria
is satisfied as reported by the results. The measurement
scale is found to have construct validity.

Common Method Bias

The common method bias is examined with the help of
EFA with the condition that only one factor will be
extracted. The first factor must explain the factor less than
50 % in order to be free from common method bias
problem in the measurement scale.

It is found that the single factor as a result of EFA method
extracts only 40 % of the variance, which is less than 50%.
Thus, it can be concluded that the responses in the
measurement scale is free from common method bias.

Overall Cost Cutting Alternative

It is found in the study that maximum employees suggested
their company to save the cost by delaying those projects
which are not much needed and important for the company
growth. Employees suggesting the cost cutting strategy by
doing work from home to cut workspace cost. This is also
more relevant in post covid period and also help the
company to reduces the cost such as office maintenance,
transportation etc. The company can also subside that does
not layoff as there are many examples which exhibit the
concept of the subsidies to the company that does not
layoff such as Singapore, Denmark etc. Singapore offered
Resilience Packages that comprises of the corporate tax
cuts, subside to the company that does not lay off and they
considered the fact that workers should learn new skills, At
Kato Spring, which bends wires into springs for consumer
electronics, the process was for the idle workers who
developed new skills and later on the project was adopted.
The employees also suggested to cancel the unnecessary
business trips and other related costs.

Internal Cost Cutting

Wage cut, Cutting expenses, cutting expenses on travel
and entertainment, pay cuts, bonus postponement had been
examined as the alternative to the downsizing by SHRM
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foundation effective practice guidelines series authored by
Wayne F. Cascio. One of the research works also focus on
the cutting of the pay of the employees and then studying
the performance of the survivors and the employees whose
pay had been cut as an alternative to downsizing. The
perception of the employees whose pay had been cut is
more towards the job security rather than towards the pay
and work attitudes. The papers in these dissertations
clearly demonstrate the concept that the cutting of the pay
is the more doable alternative to downsizing to maintain
the work attitudes in the remaining human capital in an
organization (Yeong Joon (YJ) Yoon, 2017). Employees
selected in the study suggested that company can save the
cost by lowering the expenses on travel and the
entertainment and other fun filled activities which happen
in the organization. These fun activities can be delayed to
cut the internal cost of the company. Pay cuts is further
mostly suggested way in post covid period and also help
the company to reduces the internal cost and expenses on
the human capital. The company also adopt the wage cut
which is paid on the hourly basis. The company can also
cut the cost by eliminating the overall internal which are
not necessary in the company processes.

Reduced Working Hours

The big giants such as Cognizant, Infosys and other IT
giants are offering more leaves, flexible working hours,
they have also offered to go for work from home scenario
(2021). In the study the employees suggested the company
to save the cost by encouraging the employees to go on
holidays and avail their unpaid leaves, to reduce the
working hours, eliminate the overtime and reduce the
working hours and the payment which is disbursed against
it. The company also “Keep Friday as voluntary off and
Early Retirement Incentive.”

Work Reallocation

In the study it is found that most of the employees
suggested that the company can save the cost by
outsourcing the projects and the processes to the third
party at lower cost. Further, the company may offer the
voluntary retirement to the employee. The company also
suggested to redeployment.
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