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AS ASSIGNED

 A LEADER'S GUIDE TO
COMPASSIONATE LAYOFFS



Wel c om e !
In the throes of organizational upheaval, the role of a leader is more than just a
title; it's a beacon of strength and understanding. When facing the daunting task of
layoffs, it's not just about ticking boxes for legal compliance or following a set
procedure. It's about leading with heart and moral integrity. This guide is your
compass in navigating these turbulent waters with a blend of professionalism and
deep-seated empathy.

Layoffs, undeniably tough and often necessary, are a complex mix of professional
and personal challenges. As a leader, the manner in which you handle these
situations doesn't just affect the immediate scenario. It ripples through your team,
touches the lives of those departing, and shapes the fabric of your organization's
culture. This checklist is designed to be your guide in managing layoffs with a
balance of structured strategy and heartfelt compassion.

We've laid out this guide in a step-by-step format, covering everything from initial
preparations to effective communication tactics, from handling the layoff day with
grace to managing the aftermath. It includes actionable advice, legal insights, and
emotional support strategies, ensuring you're equipped to handle every aspect of
this delicate process.

Remember, the legacy of your leadership is defined not just in the good times but,
more importantly, in how you steer the ship through rough waters. How you
conduct layoffs, the respect and dignity you uphold, profoundly influences your
organization's ethos and reputation. This guide is here to help you lead with
empathy and clarity, ensuring your leadership is remembered for its strength,
compassion, and unwavering respect for all individuals involved.

Tracy Shroyer, PhD
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PREPARATION STAGE

Deeply understand the reasons behind the layoffs to communicate with
authenticity and clarity.

Engage in candid discussions with upper management to gain
comprehensive insight.

Partner with HR to navigate legal obligations and employee rights
meticulously.

Prioritize compliance with labor laws and company policies, ensuring
ethical standards are met.

Establish fair and transparent criteria for determining layoffs
(considering performance, tenure, role necessity).

Collaborate with HR to prepare a thoughtful list of impacted
individuals, considering the human element in these decisions.

Strategize the timing for announcements, aiming for a balance
between timeliness and sensitivity.

Select a communication medium that reflects respect and
consideration for the gravity of the message (in-person or virtual
meeting).

Understanding the Rationale

Reviewing Legal and HR Policies

Identifying Affected Employees

Planning Communication
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COMMUNICATION STRATEGY

Formulate communication scripts that are not only clear and honest
but also infused with genuine empathy.

Ensure that the messaging is consistent throughout the organization to
maintain transparency and trust.

Equip managers with the skills and understanding to deliver layoff
messages with utmost compassion and sensitivity.

Conduct role-play exercises to better prepare them for a range of
emotional responses, fostering a supportive environment for such
conversations.

Anticipate difficult questions and prepare thoughtful, empathetic
responses.

Develop strategies to professionally and sensitively handle emotional
reactions, emphasizing a supportive approach.

Crafting Messages

Training Managers

Preparing for Responses
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DAY OF LAYOFF

Ensure that layoff conversations occur in private settings that
uphold the dignity and respect of the individuals involved.

Prioritize direct, individual communication before making any
broader announcements to avoid unnecessary distress and rumors.

Clearly communicate available support, including severance
packages, continued benefits, and access to support services,
underscoring the company's commitment to their well-being.

Offer resources for career transition and counseling, demonstrating
a genuine concern for their future success and emotional health.

Address the remaining team members promptly after the layoffs 
to provide reassurance, transparency, and a vision for the future.

Encourage open dialogue, welcoming questions and feedback, to
foster a sense of unity and understanding during this challenging
time.

1. Ensuring Privacy

2. Support for Affected Employees

3. Communicating with the Remaining Team
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Actively engage with the remaining team members, creating a safe
space for them to express their concerns and feelings.

Acknowledge the emotional toll of the layoffs and provide ongoing
support, underscoring the value of each team member during this
transition.

Thoroughly review and thoughtfully adjust roles and responsibilities
to ensure a sustainable workload balance.

Explore interim solutions and consider retraining programs to
empower employees to adapt to new roles or increased
responsibilities.

Foster an environment of open communication, allowing employees
to discuss the recent changes and their implications candidly.

Promote a workplace culture that is not only supportive but also
inclusive, emphasizing the importance of collective well-being and
teamwork.

1. Maintaining Morale

2. Addressing Workload Redistribution

3. Providing Emotional Support

POST-LAYOFF MANAGEMENT
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Prioritize self-care and adopt effective stress management
techniques to maintain personal well-being and leadership
effectiveness.

Actively seek support and guidance from peers or mentors who can
provide perspective and emotional backing during this challenging
time.

Don’t hesitate to consult with a professional counselor or coach for
personalized guidance and support.

Take advantage of any company-provided resources designed to
support leaders in managing complex situations like layoffs.

Dedicate time for personal reflection on the layoff process and your
leadership during this period to glean valuable insights.

Actively seek feedback from various sources to continuously
improve your leadership approach and strategies for future
challenging scenarios.

Managing Stress

Professional Support

Reflect and Learn

PERSONAL COPING FOR LEADERS
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“Managing Layoffs: 24 Tips to Downsize with Dignity” a book 
by Tracy Shroyer, PhD  
While there are numerous articles, blogs, books, and resources for laid off
employees, the availability of such material or resources when it comes to
managing layoffs from a leadership perspective are few and far between. This
book begins to fill the existing gap, and provides insight into a  manager’s
involvement with layoffs through stories based on evidence I obtained from the
experiences of past research participants. I then took my research and applied
it to fictional situations to provide you with an enhanced comprehension of the
provided management tips. It embraces all levels of management, from front-
line managers up through the senior executive ranks, regardless of industry.
Purchase on Amazon or through your local bookseller. 

Professional Counseling Services
When seeking professional counseling or coaching services for emotional and
mental health support, consider reputable platforms like BetterHelp 
for wide availability, Talkspace for a comprehensive range of services, 
and Brightside for specialized care in anxiety and depression. Additionally,
mental health professionals such as psychiatrists, psychologists, and licensed
clinical social workers offer personalized care and various therapeutic
approaches. These services and professionals cater to a range of needs, from
individual therapy to medication management, ensuring support for both
individual and relationship-based challenges. Choosing the right service or
provider depends on the specific mental health needs and preferences of the
individual seeking support.

Reflection through Journaling 
Journaling can be an incredibly effective tool for reflection, especially during
times of change or challenge, like managing layoffs. Some journaling prompts
that can help leaders process their thoughts and feelings could be focused on
decision-making understanding emotions, learning from experience, empathy
and compassion, managing stress and anxiety, vision for the future, gratitude
adn the positives, support and resources, personal growth, advice to others. 

ADDITIONAL RESOURCES
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"Leading Through Change" by Coursera: This course offers insights into
effective change management strategies and how to lead teams through
transitions with resilience and adaptability.
"High-Impact Business Writing" by Coursera: Essential for leaders who need
to convey clear and effective messages during organizational changes, this
course covers a range of business writing techniques.
"Change Management Foundation and Practitioner" by ILX Group: 

"Mindful Leadership: Leading with Emotional Intelligence" by LinkedIn
Learning: Focuses on developing emotional intelligence and mindfulness,
key skills for empathetic and effective leadership during turbulent times.

Legal and Compliance Resources
For comprehensive understanding and adherence to labor laws and employee
rights during layoffs, it is crucial to access reliable legal and compliance
resources. Government websites are primary sources for up-to-date and
accurate information. In the United States, the Department of Labor's website
(dol.gov) provides extensive resources on federal labor laws, including those
related to layoffs, unemployment benefits, and worker rights. The Equal
Employment Opportunity Commission (eeoc.gov) offers guidance on anti-
discrimination laws, which are vital during layoff decisions. Additionally, each
state's labor department website can be consulted for specific state laws and
regulations. For more detailed legal insights, websites like Nolo.com and the
American Bar Association (americanbar.org) offer articles, guides, and
references on employment law and workers' rights. Utilizing these resources
ensures that layoff processes are conducted in a legally compliant and ethically
sound manner, safeguarding both the organization and its employees.

Online Courses and Workshops

     This comprehensive program provides a deep dive into change 
     management theories and practical approaches, suitable for leaders 
     at all levels.

ADDITIONAL RESOURCES
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Headspace: An app offering guided meditation and mindfulness practices 

Calm: This app provides meditation techniques, sleep stories, and calming
music aimed at enhancing mental health and stress management.
Insight Timer: A free app with thousands of guided meditations and courses
focusing on various aspects of mindfulness and stress relief.
10% Happier: A meditation app designed specifically for skeptics, offering
practical mindfulness techniques to manage stress.
Mindful.org: An online resource providing articles, meditation practices, 

Smiling Mind: A web and mobile app offering mindfulness and meditation
programs tailored for different age groups and needs.

Support Groups and Forums
For leaders navigating the complexities of managing layoffs, there are several
online communities and forums that offer valuable resources and support.
LinkedIn Groups provides a space where professionals can connect with peers
in leadership and HR-focused groups, sharing experiences and seeking advice
on various workforce challenges, including layoffs. Reddit hosts forums like
r/AskHR and r/Management, which serve as platforms for open discussions on
HR and management issues, offering a broad perspective from a diverse
community of professionals. HR.com stands out as a comprehensive forum
dedicated to HR professionals, offering in-depth insights, peer support, and
discussions on a range of topics, such as downsizing and employee
management. For senior executives seeking a more exclusive and confidential
environment, the Chief Executive Network (CEN) offers membership-based
forums where leaders can discuss and receive support on various leadership
challenges, including the intricacies of managing layoffs. Additionally, the
Society for Human Resource Management (SHRM) Community provides a
professional platform for HR practitioners to exchange best practices and
strategies, specifically focusing on handling layoffs and other critical HR
issues. 

Stress Management and Self-Care Tools

     to help reduce stress and improve overall well-being.

     and mindfulness tips for everyday living.

.

ADDITIONAL RESOURCES

W W W . T R A C Y S H R O Y E R P H D . C O M  |  N A V I G A T I N G  L A Y O F F S  W I T H  C A R E



The information provided in this checklist is for general informational purposes
only. It is not intended as legal, financial, HR, or professional advice and
should not be considered as such. You should consult with a professional to
obtain specific advice for your situation.

The author and publisher are not liable for any actions taken as a result of this
checklist. The information is provided “as is” without warranty of any kind,
express or implied.

DISCLAIMER
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WANT TO LEARN MORE?
Discover a world of insights and personalized coaching at
https://www.tracyshroyerphd.com.  

Whether you're navigating post-layoff challenges, seeking career growth, or just
in need of a strategic pivot, my tailored coaching is designed to guide you
through every phase of your professional path.

Looking for a community where career conversations thrive? Join my FREE
Facebook group, "Let’s Talk About Layoffs." This group is a vibrant space for
anyone seeking support, insight, or camaraderie in their career journey, layoff 
or not. Here, you can connect, share experiences, and grow with others who
understand the ups and downs of professional life. 

With my blend of professional expertise and personal experience, I'm committed
to guiding you towards resilience and success, no matter where you are in your
career.


