












The 3 Keys

• Planning and collaboration

• How you make and communicate your 
company’s decisions are as important as 
your ultimate decisions

• Keep track of the “how’s” and “why’s”
of your decisions





Legal Issues When 
Reducing or Reorganizing 
Your Workforce

• Claims of discrimination or unfairness

• Violation of an obligation – employment 
agreement, union contract, policies



WARN Act Notice Requirement 
(100 or more employees)

• “Plant Closing” – temporary or permanent 
shutdown of a worksite, with a job loss of 
50 or more during 30 days

• “Mass Layoff” – 33% of employees at a 
worksite affecting 50 or more employees 
with 30 days

• 60 day written notice to employees, 
government agency and any union



Planning

1. Establish the business and competitive 
reasons for the decision
� Including cost savings measures 

already taken

2. Team approach for decision making

3. Keeping a “road map” of the decision-
making and planning process



Planning

4. Consider alternatives to job loss:
� Attrition 

� Incentive program

� Furloughs; temporary closing

� Compensation or benefits reduction/freeze

� Eliminate outsourced jobs

� Eliminate temporary 
or “leased” employees



The Selection Process 
for Reduction
• Objective (e.g. – seniority):  easy to 

determine, but may not retain the right 
people.

• Subjective (“best performers”, location, 
departments or function):  More 
complaints about process and who was 
affected. 



The Subjective Process

1. Use diverse decision-makers.

2. Develop selection criteria blending 
objective criteria (attendance, 
productivity, training, seniority) with 
subjective considerations (performance, 
potential and future needs).

3. Involve individuals who know about 
the affected employees.



The Subjective Process

4. Consensus decisions.

5. Document “why.”

6. Review the selection process.
� Neutral reviewer or oversight 

� Demographics and statistical analysis = 
“before and after”



Release and Severance

Paying additional money or benefits in
exchange for a waiver of any and all claims.

• OWBPA – waiving of age discrimination 
claims.
� Specific requirements for the agreement, 

and times to review and revoke

� For a termination or incentive program, 
disclosure of employees affected (and not 
affected)





Research: Company Pulse

• Internal & external thermometer
� Attitudes, opinions, history

• Community perception
� What are people saying?

� What do employees think about you?

� What do clients and vendors think?

• Media relationships 
� Good, bad & ugly

� Be honest



Know Your Stakeholders

• Who are your friends and enemies?  
� Obvious/not-so-obvious

• Gather info from all levels of the company

• Organize contact information 

• Create tracking system



Determine Your Message

• Key employees at the table

• Transparency (internal and external)

• Stick to three main points

• Never say “no comment”



Train the Messenger(s)

• Company spokesperson

• Must be accessible & likeable

• Anticipate Q&A

• Media training a “must”

• Practice, practice, practice!



Communication Vehicles:
Internal

• Personal vs. impersonal

• Face-to-face dialogue

• Daily or weekly staff meeting

• Company email, newsletter, Intranet

• Word-of-mouth



Communication Vehicles:
External

• Traditional media
� Newspaper, radio, TV

• New media
� Blogs, YouTube, Flickr, Twitter

• Websites – powerful tool

• Newsletter, phone calls, letters, emails

• Word-of-mouth



Security Issues

• Layoffs increase emotions, 
threats, media attention

• Handle with sensitivity

• Communicate staffing with employees

• Consult with experts –
communicate with PR



Monitor Reputation

• Ears on the ground –
identify company ambassadors

• Filter and communicate information 

• Media clipping service/person

• Weekly SWOT analysis

• The three “Cs”
� Clear, Calm and Consistent



Reputation Management

• All parties singing from same hymn book
� PR, HR, Legal - communicate daily 

(often hourly)

• No issue is too small 

• What is today’s sound bite?

• How do we want to be remembered?





Career Transition Defined

Career Transition or Outplacement is 
a service that assists an individual or 
individuals exiting an organization due to 
layoff, termination or other reduction with 
job search and re-employment skills or 
other life choices.



Career Transition Goals

• To support the organization with total project 
planning, including workforce review, supporting 
communication strategies and all aspects of 
notification event that enable organization to 
meet goals of reduction

• To assist individual(s) in determining career 
goals and objectives and matching them with 
strengths and capabilities enabling them to 
secure a satisfying and challenging position



Why Provide Career 
Transition Services?
• People remaining with the organization 

have a positive impression

• Positive recruiting image

• Provides more productive organizational 
environment in a shorter period of time

• Reduced likelihood of litigious activity



Why Provide Career 
Transition Services?
(continued)

• Enhanced image in the community

• Can impact unemployment experience 
positively



Supporting the Organization

• Educational assistance

• Communication strategy

• Logistics planning for large events and/or     
multiple locations

• Notifier training

• On-site notification support

• End-of-day debriefs



Supporting the Organization

(continued)

• Communicating “go forward” messages 
to remaining employees

• Monthly reporting

• Change management



Services for the 
Separating Employee

• One-on-one consulting

• Assessments

• Powerful, focused resumé

• Networking

• Campaign strategy and correspondence

• Internet research



Services for the 
Separating Employee

(continued)

• Interviewing skills

• Evaluating and negotiating offers

• Administrative support

• Team support



Career Transition
Myths and Realities

Myths for individuals: 
• “I don’t need them”

• “My friend told me to call if I lost my job 
and he’d have a job for me”

Myths for organizations:
• “I can’t afford them”

• “I don’t have time to plan them”

• “Our employees don’t need them”



Career Transition
Myths and Realities

(continued)

Reality: 

• Individuals receiving career transition services 
will land a new position quicker than those not 
receiving them

• There are many affordable ways to structure 
Career Transition services that convey your 
support for those individuals leaving your 
organization



Career Transition
Myths and Realities

(continued)

Reality: 

• Individuals without jobs talk about their 
former employers… how do you want 
them to speak about you?





Fir Oilfield Equipment & Supply, Inc. is a German-owned 
company with plants in Oklahoma and Brazil.  Fir employs 

400 people at its U.S. plant, which is located in a small 

Oklahoma town. As a result of the declining oil and gas 
industry, Fir was forced to lay off 80 employees – 20% of its 

workforce – in November 2008.  At the time, Fir thought this 
action would be sufficient to weather the rough economic 

times. However, its business continued to slow, and in 
January 2009, Fir realized it needed to close the Oklahoma 

plant and shift work to its Brazilian facility. In order to 

accomplish an orderly shutdown and complete projects in 
process, Fir intends to have three waves of layoffs, 

culminating in the Oklahoma plant closing completely by 
mid-June 2009.
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