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Chapter 9

Increasing Organisational Performance
During COVID-19 Crisis: Workers’
Welfare Option

D 1. Ukpabi

Introduction

It is thé joy ofevery worker to get paid and enjoy all thé necessary benefits attached to
his/her work; however, it becomes worrisome when some of these workers are denied
their inalienable rights having carried out their statutory responsibility. Most workers
in Nigeria are plagued by the menace of non-payment of salary and this has highly
affected them. For instance, the Academic Staff Union of Universities (ASUU), Senior
Staff Association of Nigeria Universities (SSANU), Non-Academic Staff Union of the
Universities (NASU), National Association of Academic Technologists (NAAT) and the
Federai Government of Nigeria (FGN) saga is veritably affecting thé quality ofeducation
and performance ofworkers in this country. Some state governments owe their workers
several months' salary, while most private organisations do not care of their workers'
monthly salary let alone other benefits attached. These organisations often hide under
the guise of economie crunch to default in thé payment of salary and other fringe
benefits. thereby given room for substandard produets. This act ofdefault in welfare of
workers and other incentives adversely affeets thé increase of workers' performance.
This paper considered welfare incentive and salary increase as some of thé factors that
may increase job performance. It is based on this premise; that this paper tends to
examine the effect of increasing organisational performance ofworkers through welfare
incentive during COVID-19 crisis.

COVID-19 Crisisand it’'s Impacts on Organisational Performance

COVID-19 is a global health crisis and also an international economie threat. The
worldwide lockdown of businesses and industries that were implemented and mandated
to restrain thé spread ofthe virus generated fundamental challenges for both employees
and employersacrossthée globe. At thé individuai level, populations ofshutdown affected
employees were tumed overnight into work from home by the employees, essential
life-sustaining workers (e.g. emergency room medicai personnel and supermarket staff),
laid-off employees seeking the nation-specific equivalent of unemployment benefits.
Organisationally, thé economie shutdowns and related governmental activities appeared
to likely change some industries fundamentally, accelerate trends that were already
underway in others, and open opportunities for novel industries to emerge, as typically
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happens in times of wars and naturai disastcrs (Sine and David, 2003).

As an example, between 1918-1920, thé Spanish flu killed an estimated 50 million
people worldwide, manyofthem adults between thé ages of20 and 50 years. In response,
many countries adopted policies to improve health and working conditions by providing
either universal health care (Europe) or employer-based insurance schemes (US). More
generally, the financiai and health ifnpacts of infectious disease have been COVID-19
and the Workplace linked to tighter cultural norms and practices (Gelfand, 2019),
politicai conservatism and xenophobia (Ji, Tyburand Van Vugt, 2019), and more directive
workplace leadership (Van Vugt. Hogan and Kaiser, 2008). We also know, when
considering other recent systemic shocks such as the 9/11/2001 attacks in thé United
States, that such shocks can produce long-lasting global changes in practices and
attitudes towards surveillance, security, and privacy, sin the analysis present here, it
was focussed on thé relevance of COVID-19-related risks and changes for workers,
workplaces, and work practices - and do not differentiate between thé direct health
risks associated with COVID-19 and thé economie fallout Our broad survey of topics
allows us to identify a variety of economie, social, and psychological risks that workers
appear likely to face as a result of COVID-19; and, notably, some of these risks are those
that research on prior economie contractions suggests may have adverse - and lethal -
health effeets (Popovici and French, 2013).

The economie downturn in Nigeria was triggered by a combination of declining oil
price and spillovers from thé Covid-19 outbreak, which notonly led to a fall in the demand
for oil produets but also stopped economie activities from taking place when social
distancing policies were enforced. The government responded to the crisis by providing
financiai assistance to businesses, not to households, that were affected by thé outbreak.
The monetary authority adopted accommodative monetary policies and offered a
targeted 3.3 trillion loan support to some sectors. These efforts should have prevented
thé economie crisis from occurring but it didn't. Economie agents refused to engagé in
economie activities for fear of contracting the Covid-19 disease that was spreading very
fast at thé time.

A Gartner (2020) survey of 229 Human Resources (HR) departments showed that
approximately one-halfof thé companies had more than 80 percent of their COVID-19
and thé Workplace employees working from home during early stages ofthe COVID-19
pandemie - and estimated substantial long-term increases for remote work after the
pandemie. The need for millions of workers to work from home (WFH) in response to
COVID-19 has accelerated recent remote work trends facilitated by thé rise of
connectivity and communication technologies.

While remote work is a broader category since it can include Work from Anywhere
(i.e., not necessarily home), we do know that some - such as professionals who need to
perform complex tasks that require little interaction with peers - actually prefer and
are more productive if they work from home (Alien, Cho and Meier, 2014). Yet as large
numbers of workers are forced to work from home, many face challenges due to such
fundamental issues as not having space in one’s home to attend to work. Employees
who live with others also face a Urger set ofchallenges than those who live alone since
they need to navigate others’ space as well. Employees often find it challenging to
maintain boundaries between work and non-work (Ramarajan and Reid, 2013). One
domain that might offer lessons - in addition to being increasingly important
independently - is thé experience of gig workers (i.e. people taking on very-short-term
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jobs) (Ashford. Gaza and Reid, 2018) since they often work from anywhere (e.g. as drivers,
shoppers, and delivery people). Reflective of the gig economy's expansion prior to
COVID-19: in thé US, at least, 20 percent of thé current workforce are freelance workers
McKinsey and Bradley (2016), and that number has been predicted to grow to 40 percent
by thé mid-2020S (Gillespie, 2017).

Remarkably, labour economists estimate that all of thé net job growth between 2005
and 20x5was in this sector (Katz and Kruger, 2016). \Vhile so-called rideshare companies
were shut down as part of thé first wave of reactions to thé COVID-19 outbreak, a
corresponding boom in various delivery Services staffed by gig workers shows thé growth
potential of such jobs. The challenges that gig workers are known to face will sound
familiar to those required to work from home (WFH) since they include getting and
staying organised; managing the heightened emotions associated with such work;
figuring out and maintaining an identity so that those emotions do not disrupt the
productivity upon which their survival depends; coping with loneliness while also
seeking out and maintaining functional relationships that support thé work; and.
establishing some semblance ofa longer-term career (Ashford, Caza and Reid, 2018).

Reasons for Low Organisational Performance

Organisations want to strive for greater height but majority of them are not toeing the
path of achieving this. In thé postulation of Ajila and Abiola (2014), in order for an
organisation to gain competitive advantage, there is need to ensure that the optimisation
of thé performance of employees become sacrosanct. Workers' productivity will go a
long way in determining thé performance of the organisation. From theé look of things
regarding COVID-19 pandemie, there was an obvious low organisational performance.
According to (Ozili, 2020), the Nigeria government responded to the crisis by providing
financial assistance to businesses, not to households, that were affected by theé outbreak
The monetary authority adopted accommodative monetary policies and offered a
targeted 3.5 trillion loan support to some sectors. These efforts should have prevented
thé economie crisis from occurring but it didn't. Economie agents refused to engagé in
economie activities for fear of contracting the COVID-19 disease that was spreading very
fast at the time. In another development, Popovici and French (2013), opined on the
economie fallout during thé COVID-19 crisis. More generally, thé financial and Health
impaets of infectious disease have been COVID-19 and the wssorkplace linked to tighter
cultural norms and practices (Gelfand, 2019). for which there was disparate COVID-19
impaets on the low organisational performance ofworkers ofwhich it's welfare incentive
is likely to be thé better option to rescue the situation.

Low performance at work is one of thé reasons why a country or an organisation
may go down within a few years of establishing itself. Staff performance management is
an indispensable skill in running a company, but dealing with low performance goes
beyond rolling out precepts and some endless lists ofwork ethics. Hence, it is one thing
to understand thé reasons for low performance at work, and another thing to know how
to deal with low performance at work. Companies may perform poorly for a variety of
specific reasons. but common causes of low revenue or profit include undefined or
unclear objectives. poor strategy or execution, lack of talent or resources and poor
marketing and communication. Clearly defined business goals and strategies, to enact
them are often the starting point for improving poor performance. The organisational
climate is viewed as characterised by the following factors: Unchallenging jobs. lack of
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recognition for work done well through merit or announcements in meetings, shortage
of personnel where they are expected to perforiti responsibilities, which were supposed
to be performed by other employees, lack of feedback about performance, poor
communication where there is no two-wav communication between subordinates and
managers and lack ofstaff development activities which prevent personnel from being
equipped with skill and knowledge that they need in order to provide quality Service,
and lack of material resources which make it difficult for employees to carry out duties.
When the problems that are mentioned above are perceived, dissatisfaction in thé
workplace/organisation manifest (Chandrasekar, 2011). Consequently, increase in
organisational performance can be limited by a lack of commitment or ineffective
marketing and communication. A retailer might have products and Services with great
benefits for customers, but customers don't know it. Lack of investment in market
research limits development of desired products and Services. Lack of investment in
promotion negates the ability to attract customers and build a successful brand
reputation. Consequently, increase in organisational performance can be limited by a
lack of commitment or ineffective marketing and communication.

Every person has his own wants and desires, for that purpose he/she works to get
fulfilled. It is not enough for an employee to be satisfied materially but non material
aspects are as essential as material aspects, an employee need both to be fulfilled.
Material means his salary, bonuses, allowances, job security and other facilities. While
non-material aspect includes leaves, excellent working environment, good under-
standing among other fellow workers and top management, all these elements have
much to do with motivation of employee. When employees are committed to thé job
and thé organisation seem to be reaping higher from thé increased profit, employees
will feci exploited when thé increased value is not reflected on their overall wellbeing
and when such thoughts set in, they become dissatisfied with thé job and performance
begins to decline. The fate ofan organisation is usually determined by its employees so
itsounds logicai to understand how employees can be motivated. As faras thé employees
motivation is concerned, employee motivational incentive programmes have been found
to be thé most commonly adopted technique among organisations.

Human resource provides basis for an organisation to achieve sustainable
competitive advantage. Since organisations are operating in a dynamic and competitive
business environment, they need to develop strategies to acquire and retain the
competent workforce. Human asset is considered to be thé most important asset ofany
organisation and in order to get the efficient and effective result from human resource,
motivation is necessary (Zaman, Nadia, Shah and Jamsheed, 2011). However, it is
noteworthy that incentives are designed to get maximum employee's productivity and
help retain thé most productive and performing employees. Incentive provides a
platform through which firms can motivate theiremployees to improve their employee’s
productivity, scholars like Arnolds and Venter (2007), have all carried out research into
monetary and non-monetary incentive and how they affect organisations. Ojokuku and
Oyedokun (2011). also identified the effect of financial incentives on information and
communication technology professionals. Profit sharing plans, premium pay and cash
bonus are thé types offinancial benefits enjoyed by these professionals which enhanced
their motivation to work.
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Nigerian Workers' Welfare: Conceptualisation, Components
and Measurement

Nigerian workers deserve equitable and living wage and welfare package such as
transportation facilities to and fro workplace, créche, housing and medicai facilities,
schooling allowances for employees' children and facility of gym and also the trainers
in thé organisation. Organisation could also have a facility where people can relax, listen
to music, play games outside their normal work hours. Every worker has a right and
responsibility as enshrined by thé 1999 Constitution of the Federai Republic of Nigeria.
Although these rights are being infringed upon by thé constituted authority and this
has adversely affected thé functionality of these employees. Both government and non-
government agencies seem not to show much concern about the welfare of Nigerian
workers. This could be adduced from thé recent happenings in thé country, whereby
thé Federai government flagrantly defied on the implementation of thé new minimum
wage as agreed by the tripartite and thé technical committees. Government at all levels
dilly dally on issues pertaining to thé welfare of workers, as this is not perceived by
them as a matter of national importance. Both government and private organisations
treat workers with disdain and utmost lack of discrcet.

It is noteworthy that wellbeing of these people who are thé functional unit of any
organisation cannot be separated from their welfare as both is seen as a Siamese twins
and they are essential in politics, economics and law of any country or organisation
(Griffin in Odeku and Odeku, 2014). This shows that in Nigeria, this is lacking as
substantial number of people with capacity and abiiity to work are unemployed. This is
an aberration and against standard practice anywhere thé dignity and respect for human
labour is considered and held high. The right to job safety and security, payment
commensurate with qualification anywhere in theé country, collective bargaining and
welfare of every worker no matter the organisation (Laura, Powell and Volpp in Odeku
and Odeku 2014).

Henkel and von Hippel (2005) postulated that thé negative aspect of employees’
welfare has to do with neutralising the significant impacts of large organisations in
terms oftheir production capacity; while Gaikwad (2013) was ofthé view that thé positive
side of the welfare of workers involves making available opportunities for every worker
to enjoy good life with every member of his/her family.

Increased employees welfare reduces the level ofattrition or turnover among the
workers and ultimately builds thé company's goodwill in thé long run (Grigore and
Stancu, 2on). According to Lau and May in Odeku and Odeku (2014), thé image of thé
quality of life of the company will affect its market and thé performances of its finance
and that companies that had high quality of work life have thé likelihood of having
exceptional profitability and growth. This shows that thé more the quality of life in
terms ofwork relations, the more thé performance o fthe employees. The key factor that
promotes quality of work life is optimisation of welfare of workers by thé company's
management.

Any organisation that wants to keep binge on edge in terms of performance should
device policies that would boost the welfare of workers in terms of promotion, fringe
benefits, conducive working environment. reasonable pay, and adequate compensation
pian from time to time. Therefore, for increasing organisational performance by thé
workers, there should be welfare ofworkers as an issue that must be taken seriously and
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with high sense of commitment on thé part of thé management of thé various organisa-
tions and government at all levels.

To ensure effective and efficient working relations between the workers and
management, the welfare ofworkers in all spheres should be prime and taken with high
sense of seriousness. No nation can survive a belligerent w-orking environment as this
will speli doom to thé economie development. In the research ofperformance in business,
the definition of performance has led Folan (2007) to highlight three priorities or
objectives of governance of performance: Firstly, performance should be analysed by
each entity within the limits of thé environment in which they decide to operate. For
example, a company's performance needs to be analysed in thé markets in which it
operates and not those that are not relevant to its operations.

Secondly, performance is always linked to one or several objectives set by the entity
whose performance is analysed. Therefore, a company measures its performance against
objectives and targets established and accepted internally rather than on those used by
external bodies. Thirdly, performance is reduced to thé relevant and recognisable
features. According to Folan's theory, performance is influenced by thé environment,
the objectives to be achieved and relevant recognisable features. Folan uses several
definitions for thé concept of performance as it should be analysed and quantified from
several points of view. As stated above, traditional human resource managers believe
solely on salaries and promotion as a welfare scheme offered to employers. In essence,
employees may get promoted to higher ranks and receive higher salaries which may
stimulatesome psychological satisfaction but may not breed jobsatisfaction. Forinstance,
an individuai might have risen to the position of General Manager in his company but
may not find satisfaction even though his salary is ten times higher than the salary he
was receiving when he joined thé company. At such, he may not show commitment and
dedication to the job.

Renewed perspective on human resources is however viewing welfare as an addition
to salaries, wages and promotion because of the potential impact of job satisfaction to
employee productivity and attainment of organisational goals. Today, everything about
welfare is given due priority to ensure that the employees are mentally, psychologically,
emotionally and socially able to deliver on the job. To this end. there are over forty-four
reward tools that have evolved over time, serving as a means of improving individuai
and team effectiveness. Thus, Rudzi et al (2013) stressed that understanding their reward
preferences and the implications of these differences are essential in designing incentives
to attract and retain managers after their advanced training is completed. It is clear that
training which is a forni of motivation and capacity development is not an alternative to
welfare even though it meets a need. Welfare in this case implies that employees can
meet their fundamental human need of clothing, shelter, education, healthcare by
remaining in thé Service of thé organisation. When welfare packages are pro’'ided to
employees, they become contented and loyal with theé organisation and that could be a
viable strategy of employee retention.

Measuring Organisational Performance

Many researchers utilise traditional accounting measures of profit. As van Dyck. Frese,
Baer, and Sonnentag (2005) highlight. return on assets is a measure of operating
efficiency, reflecting the long term financial strength of organisations. Although a
ubiquitous measure, return on assets is not always an optimal measure. For example,
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return on assets should not be used to compare organisations in different industries.
The peculiarites ofany industry will fault this index. Because o fthé massive reserves in
thé insurance and banking industries. for example, return on assets will tend to
underestimate the profitability ofthese organisations. Producavity is thé revenue divided
by thé total number of employees. Many researchers, however, prefer to compute the
naturai log of revenue divided by thé total number of employees (Subramony, Krause,
Norton, and Burns (2008). These authors also showed that perceptions of pay affected
productivity. That is. productivity, as measured by the naturai log of revenue divided by
the total number of employees. increased if employees, one year earlier, had reported
they felt their pay was competitive. Sales is often used to gauge thé performance of
organisations. Nevertheless, several variants of sales have been utilised. In one study,
for example. conducted by Salamon and Robinson (2008). sales relative to targets was
calculated. That is, senior management had estimated the sales target of each site,
depending on thé product lines, characteristics of thé clientele, and other factors.

One of the most common subjective indices is customer Service or retention.
According to Salamon and Robinson (2008), in customer surveys conducted. This
particular survey comprised 10 questions, such as whether customers were assisted or
greeted appropriatela Customer Service was rated more favourably if employees felt
trusted by management. Some researchers utilise a measure that, in essence, combines
the benefits ofobjective indices with the merits ofsubjective indices. To gauge workplace
performance, some researchers examined the extern to which thé organisation has
fulfilled itsgoals. According to (van Dyck. Frese, Baerand Sonnentag, 2005), organisations
that manage errors effectively were more likely to fulfill theirgoals; thatis, organisations
were more likely to satisfy their goals. as measured by those two items; it is however. the
employees that, communicated knowledge about errors, collaborated to resolve errors,
and introduced practices that detect and manage errors expeditiously.

Workers’ Welfare and Organisational Performance in Nigeria:
The Way Forward

The type ofan organisation would determine the need ofemployees in any organisation
and the provision of welfare package that would be available for them. One common
thing to all organisation is human capitai. The importance of human resources cannot
be underrated in any organisation, human resources is thé greatest asset and this asset
in no situation should be compromised. Material and financial resources cannot replace
the work of human resources, it can neither increase efficiency nor contribute to the
anticipated rate of return on investment. No matter the sufficiency or strength of
financial resources ofan organisation, probability of success would be low ifemployees
do not havesufficientactivity (Odeku and Odeku, 2015). Welfare package is only effective
when it is able to yield a level ofsatisfaction in employees and there is a problem of
individuai differences because what satisfies one person may not satisfy another person.
In some organisations, it can be observed that in times ofcrisis, which may lead to delay
in payments or remuneration of employees, some workers stili tend to stay, perhaps,
employee satisfaction can be traced to this. The health and productivity ofan organisation
depends on motivated workers that have attained a high level ofjob satisfaction. When
employees are satisfied, they tend to be more loyal towards their organisation and stick
to their jobs even at worse scenarios (Odeku and Odeku, 2015).
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It is worthy to note that welfare is a relative term that mean different things in
different context According to Encarta Encyclopedia (2010), welfare can also be provided
by informai groups apart from thé government; religious groups and intergovemmental
organisations such as the functioning of thé United Nations. The employees under
authorities of Youth Empowerment Scheme, Oyo (YESO), Osun Youth Empowerment
Scheme (OYESO) and Lagos State Transport Management Authority (LASTMA), for
instance, experience various challenges in carrying out their day to day activities which
ranges from lack of cooperation by people and motorists, lack of discipline amongst
motorists, thuggery and hooliganisms by some motorists, physical abuse and irrespective
of all these they stili do not leave their job, that showcases workers’ productivity that
can go a long way in determining thé performance of the organisation. However, that
could not have been efFective ifthey are not in some sorts motivated. Welfare ofemployees
in an organisation encompasses matters relating to work conditions and amenities such
as canteens, creches foremployee's children, provision ofrestand lunch rooms, housing.
transport, medicai assistance, education, health and safety, recreational facilities, etc.

In the postulation of Ajila (2014), in order for an organisation to gain competitive
advantage, there is need to ensure that thé optimisation ofthé performance ofemployees
become sacrosanet.

Another impediment to thé employee’s commitment to his/her job is when the
employer is not so concerned about employee's desires, involvement with top
management regarding decision making, concern about performance etc. The role of
employees, being a fundamental base ofany organisation, must not be underestimated
if they are satisfied with thé job being offered, then would feel thankful to whatever the
company has offered to them (Lawson and Price, 2003; Johnson and Yang. 2010). However,
some organistions are capable of providing their staffor employees with some of these
welfare Services; lack of not providing any o fthese welfare packages may lead to the low
turnover rate of productivity. and so many other things that can lead to thé breakdown
of thé organisation. In this case, it would be encouraging for staff to be provided with
little tips of these Services.

Conclusion

This chapter in conclusion haven delved into thé organisational performance during
covid-19 crisis, suggested that, thé option for increasing performance in thé organisation
is increasing workers’ welfare packages which would in return enhance organisational
productivity. However, welfare Services are introduced in organisation due to thé
employer’'s sincere belief that a good staff employee Services activity will induce them
to work hard and improve generai staff morale. It was observed that, unless a benefit is
attractive and well administered to workers, it would not motivate but rather encourage
apathy. It was also concluded that employees should be taken as criticai stakeholders in
thée determination and planning of welfare incentive packages as their perception of
whatever welfare package provided plays a criticai role in determining how efFective
such welfare package will translate into improved performance, effectiveness and
development of the organisation. Taking into consideration all thé principles of labour
welfare, like: social responsibility efficiency. participation, accountabilityand timeliness;
all of these aim to convey that utilising an employee welfare programme helps to build
up a sense of loyalty which will help to achieve organisational goals.
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Recommendations

Based on thé conclusion of thé paper, the rescarcher advances the following recommen-
dations:

) There is a need for management oforganisations to consider the immediate
needsand interest of the employees wh'en providing welfare incentive packages
for employees. This would enable employees in determining welfare packages
and appropriate management communication of thé rationale for such
packages to employees to rule out thé possibilities of misconception.

) Human Resource Department of any organisation should restructure their
protocol for provision ofemployee welfare incentive packages in a way that it
would be adequate enough to yield positive result and shun sharp practices
in the organisation.

»3) In the face of the presenteconomie recession/COVID-19 crisis, thé researcher
recommends that. government and private organisations are called upon to
give due priority attention to thé provision of welfare incentive packages for
employees as this wil! keep them focused on the job rather than cutting down
on welfare packages or blocking cost inefficiencies which may induce negative
consequences on theé effectiveness, competitiveness, performance and
productivity of the organisation. Reducing welfare packages can only get them
dissatisfied with their job and this may lead to increase in thé turnover
syndrome which may develop a problem for thé organisation.

4) Since provision of welfare packages help in promoting innovations from
employees. organisations can consider improving welfare packages for
employees to create a drive in them to help in achieving efficiency and
attainment of set goals and objectives.

5) Adequate compensation pian should be putin place espccially at this COVID-
19 crisis period for every Nigerian worker, which would enhance increase in
their job performance.

(6) The working environment of thé workers must be stimulatingand conducive
to thé point of bringing out the best in them.
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