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THE MOST BASIC OF
ALL HUMAN NEEDS IS
THE NEED TO
UNDERSTAND AND BE
UNDERSTOOD. THE
BEST WAY TO
UNDERSTAND PEOPLE
IS TO LISTEN TO THEM.
-Ralph Nichols

When considering a layoff,
most companies think first of
the legal risk. Who they will
choose to let go, what
repercussions that may have on
the business and how much
severance they may need to
pay. They will also think about
the laws governing the layoff
and the anti-discrimination
laws governing their state.
These are all VERY important.
And planning your reduction in
force with these in mind will
certainly mitigate the
company's risk.

However, there is another
factor, a key element that is
often missing from the
planning and execution of a lay
off. Empathy. Creating a plan
centered around the employee
will significantly decrease your
company's legal risk.
Employees who feel heard and
understood and who
understand the reason behind
the layoff are significantly less
likely to raise lawsuits and
express grievances.
Empathy creates an
environment where people feel
understood and listened to.
Utilizing empathy and
transparency during a layoff is
the difference between people
feeling heard and understood,
even if they do not like the
outcome, and people feeling
angry and resentful.

UNDERSTANDING THE WHY
In a 2017 ALT HR Partners survey of over 600 adults from across the
US, across industries, 79% of those we surveyed said they would feel
better knowing the reason why they were chosen for a lay off. This
number was even higher for certain age groups, 83% of 25 -34 year
olds responded that the WHY would make them feel better.
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HOW DO YOU
EXPLAIN THE
WHY?

It may seem an easy answer, but
first YOU need to understand the
why and more importantly you
need to BELIEVE the why.

COMMUNICATION IS KEY
From the first idea that this may
need to occur at your company,
to the final employee
communication, it is extremely
important that you stay in
control of the information and
the information flow. Rumors kill
morale and cause excessive
stress and worry. It is very
important to bring only those
that truly need to know into the
circle during your planning
stages. As you get ready to tell
those affected, it is time to

widen your circle. Each layer
should be told and educated in
order, and preferably as close
together as possible. After you
have made plans and you are
ready to announce this to your
company, your first step is to tell
your managers and ensure they
are trained to deliver the
message effectively and answer
questions from employees. Next
the circle will widen to those
impacted and finally it will
encompass your entire
organization.
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ONCE YOU HAVE
YOUR WHY, YOU
CAN BEGIN
MAKING THE
MOST DIFFICULT
DECISIONS...
The decision of who to layoff
should be made carefully and
with a global perspective. It is
important not only to think of
the short term impact, but the
long term impact on your
business. Why is this the person
you chose? Who will take over
their responsibilities? Is this a
temporary decline in business
or is this permanent? It is also
important to think about what
makes this person unique to
your organization. Do they have
institutional knowledge that
will be difficult to transfer?
Perhaps their uniqueness was
not about their job
responsibilities, but about
something else they brought to
the company. Were they the
head of the party planning
committee? Finally, and most
importantly, you need to think
about anything else that makes
them unique that could pose
an even bigger threat to your
organization. Where they
recently on an leave of
absence?

Did they recently suffer from a
Workers Compensation Injury?
The answers that you give do
not necessarily preclude this
individual from being laid off,
but they certainly should be
factored into your decision and
your plans for the future.

The US Government has
created laws specifically
governing employee rights
regarding layoffs. The Worker
Adjustment and Retraining
Notification Act (WARN) offers
protection to workers by
requiring employers to provide
notice 60 days in advance of
some layoffs. In general,
employers are covered by
WARN if they have 100 or more
employee and they are laying
off a large percentage of their
workforce. Additionally, some
states have Mini WARN laws,
which are more inclusive of
smaller employers or employers
laying off a small percentage of
their employees. But WARN is
not the only law you should be
aware of, State and Federal anti
discrimination laws should also
be at the forefront of all
decisions you are marking. It is
important that the decisions
you are making are not
discriminatory, even
unintentionally.

84,254
the number of workplace
discrimination cases filed in the
US in 2017

$398 MIL
the amount of money companies
paid out to workers who filed
those grievances
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" Utilizing empathy and
transparency during a layoff
is the difference between
people feeling heard and
understood, even if they do
not like the outcome, and
people feeling angry and
resentful."

Even the most well executed and
communicated layoffs will have
repercussions. People will ask you
questions you may not have the answer
to. Someone will be unhappy with the
package you offered, even if it was
extremely generous. An employee will
come to you with a money saving plan
to save their job. In each instance you
need to remember why you had to
make this decision in the first place and
you need to express this with empathy
and certainty Empathy creates an
environment where people feel
understood and listened to.

INCORPORATING EMPATHY
Each employee experiences their world in a way that is unique to them,
they will each have a different reaction to the information you are
presenting. Creating a script to deliver your information, without adding in
space for listening and reacting, would not only create an unsuccessful
meeting, it could lead to outright anger and resentment. Going through a
bulleted list of information, without showing care or concern for the
person’s reaction, will be seen as anything from cold and heartless to
patronizing and superior. However taking time to listen and react will
make the person feel heard and, more importantly, it will create space for
them to feel understood.
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PUTTING IT IN PERSPECTIVE
You have made
the decision that
a layoff is a
business
necessity

research state
and federal
WARN laws and
how they impact
you

determine how
business will
need to change
moving forward

Find your
WHY

create
communications,
memos, FAQs
that focus on the
why

train your
management
team to
understand your
why

choose the
employees who
will be impacted

conduct a
detailed
disparate impact
analysis of those
selected

begin to widen
your
communication
circle

Expect the best out of yourself, the
situation, and the response of the
employees.

the company is looking to
you to deliver a clear
message that explains what
is happening and why it is
happening. You are the rock
that people are looking
towards for guidance,
support and strength.
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Taking a partner early on in the process to ensure you have the support
you need to make these difficult decisions with the care and analysis they
deserve could prove to be invaluable. The road leading up to a company's
decision to layoff an employee is long and winding. The process of actually
laying someone off should also be a long well planned decision that is
executed with the care and concern it deserves.

WE CAN HELP
Together we help you create a comprehensive plan to execute your
reduction in force. We assist with the identification of candidates,
disparate impact analysis, management training in delivery and
sensitivity, document creation, message delivery, WARN notifications,
and post-delivery support for affected employees and management.
We have successfully handled over 5,000
layoffs across industries: including retail,
healthcare, and manufacturing.

Our team has the knowledge, perspective,
experience, and unique capability to assist
you with any reduction in force.

Let us partner with you to put together a solution that utilizes our most
relevant services for your unique needs. Just like you, we care about your
time, your money, and your employees.
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