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In just the first few weeks of 2023, more than 55,000 people

L ]
I n t ro d u Ct I 0 n * lost their jobs, nearly half of the total number impacted in
L

2022,

Arter years of competitive market condifions

Household names once considered "safe” to work at - like
Meta, Snapchat, Vimeo, Salesforce, Twitter, Goldman Sachs,
Google, Microsoft, Capital One, and Amazon saw significant
numbers of workers impacted by layoffs.

too few candidates for opean reles, and toplcs
ke "Graat Resignation” and " Oulet Cuitting
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dominating the headlines, late 2022 saw a

weren't expecting - layoffs. And we know more are coming.

Bank of America analysts predict layoff counts as high as
200,000/quarter (in the US) for the first three quarters of 2023"
- tracking with our internal data which may tilt slightly higher
for Q2 or 3 when small businesses outside of tech receive the
ripple effect.

Before the 1970s, large-scale layoffs were uncommon There
have been severaf large-scale, multi-industry downsizing since
then, with the most recent cycle occurring during the "great
recession” of 2008-2009 when unemployment rates reached
10%.

One-third of today's workforce was still in high school during
the Great Recession.

Employee expectations have changed significantly since then
and those expectations are influencing layoffs.
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Today, the brand and reputation of a company matter more than ever.
How they treat candidates, employees, their community, and public
decision-making on significant issues affects how desirable a
company is to work for.  As "employee experience” became a driving
force at most large organizations, so did the technology to support

L ]
more personalized experiences for employees in the office and w I t h n ew

remotely. We were repeatedly bombarded with messaging around the

importance of employee feedback, recognition, engagement, etc. As c o n n e Ct i“i tYE

remote work became more commaon, people started using Zoom
meetings, Slack, or Teams channels. These tools gave the feeling of
community and connectedness on a larger scale. WO r k

Work interactions became personal - until they weren't. i n t e rq Ct io n s

Layoffs started happening and, just as quickly, went “viral" as tightly
branded, community-focused, people-first companies let employees be C Cl m e
go in transactional, impersonal, and sometimes shockingly harsh ways.

| -
For companies that spend millions on customer branding, recruiting, P e rs o n u
and employee experience - there seems to have been little intention of u n t i I t h e
how these layoffs would come across to remaining employees, y

customers, or the public. The worst offenses are impersonal emails

b
overnight to employees who have been there two decades, the weren t .
automatic lockout of systems, and doing layoffs while still having
hundreds of open jobs left on their career site and actively hiring.

Companies must do better, but few know how.
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Discussions about "why" and "how" companies get
to the point of a layoff are necessary, but for the
500,000+ people who are still to be impacted, it is
unlikely that the process can be stopped. But we
can help create a process to be managed with
ethical integrity, dignity, and respect for all involved.

We spent the last few months researching how to
do ethical layoffs. We spoke with companies
preparing to do layoffs, those that did it wrong
lincluding some of the viral CEOs), HR and business
leaders who delivered the news, and most
impartantly, the employees that were laid off about
what was good or bad for them. We also met with
several HR Tech systems to better understand their
role.

Companies can take action before, during, and after
layoffs to provide support for support those
involved, including those making the decisions,
those leaving the company, and those remaining,
while also preserving the company’s reputation
during this challenging time.
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Before the Layoff

The decision to do a RIF (Reduction in Workforce, also known as
downsizing or layoff) is not made in a bubble, but the execution
often makes it feel like it was.

The discussions around the RIF possibility may start six months or
more before the actual layoff happens. Some companies may
plan 8-12 months out while implementing new marketing or sales
strategies to mitigate the risk and hopefully avoid it altogether.

If the company sees that savings measures and attempts to
increase revenue won't support the current headcount, they
should make sure the employees’ experience is the priority in the
Process.

And that starts well before the layoffs are delivered.

Companies looking to support best their workers that will remain
and those that will be impacted should plan and execute a few
things before the layoff takes place:

« LUse datato minimize longer-term impact
« Develop clear communication strategies
« Prioritize talent redeployment
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Data-Driven Planning

When there is even a possibility that layoffs are coming,
companies need to utilize data to create clear plans. Too often,
companies make decisions without considering the highest-
performing departments and teams, impact on customer
experience, DE| efforts, etc.

Many intelligence, analytics, and workforce management tools
already in place have excellent predictive tools and modeling to
show where (location or by department) you may have the room companies use layoffs as an
to reduce staff, where you still need to hire people, and how excuse to “get rid of”
different market criteria will impact both. certain employees.

A common complaint is

This analysis comes before the actual selection of “who" and
is more of a look at the overall business health and needs in

Companies mitigate potential

detail. liability and brand disruption
when they can demonstrate

Then you can develop criteria for each impacted group to the process used to select

determine the "who." This process helps create selection criteria workers for layoffs.

based on objective rationale and documentation directly related
to the business reasons for implementing them, and this ensures
that layoffs are fair and justifiable.

Technology can also help make these decisions, like calculating

severance costs, who may consider early retirement or
redeployment, and analyzing the disparate impact,
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Talent Redeployment

A concerning trend for HR Leaders and Workers alike in the current layoff cycle is when organizations have large numbers of
open positions on their websites while simultaneously cutting 5, 10, or even 30% of staff. When asked, most laid-off workers
sald their previous company did not offer the option to move into any of these positions, even though they could have done
the jobs and wanted to stay.

Companies should provide a path for moving talent within the organization to fill open positions with current employees.
Skills retraining is often far less expensive than hiring and helps the organization keep institutional knowledge, maintain
company culture, and make good on the employee experience promised.

Redeployment also saves the company a considerable amount of money by preventing the need for severance packages,
retaining valuable talent, reducing recruiting costs, and minimizing the risk of separations. Even if the new role is not an exact
fit with the employee’s current skills, mobility and redeployment tools help the company connect workers' interests and open
positions, finding new uses for their experience that benefit both the employee and the business.

Case in Point: Talent Redeployment

When a billien-dollar government contractor needed to close a location they had to either do a mass layoff, or redeploy
thousands of highly skilled workers in a matter of weeks

They quickly realized less than half of their employees were utilizing the internal job board, in part because they weren't sure
if their skills would transfer - making it an ineffective tool when trying to retain so much talent.

In a matter of days they were able to go live with Worgdrive and used it to be more proactive in the approach and let
employees share skills and insights, not tied to a particular role, that would not be found in typical HR data. These efforts
allowed the HR team to be proactive at identifying new roles for the impacted workers, made decisions in days and
significantly reduced the number of workers that had to be downsized with the majority being redeployed.
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Transparent Communication

Regular, clear, communication about business goals,
wins, and challenges help employees understand their
role in the bigger strategy and builds engagement.

When there is the risk of a layoff, as much as possible ina
publicly traded company, transparency, and
communication about business needs are even more
vital

Some companies will be straightforward in saying there
s a possibility of layoffs in (3, 4, 6] months if numbers
don’t improve or other changes don't occur. Others
report on sales declines or customer losses and
announce budget cuts or how teams are impacted -
giving the employees an understanding of their own risk.

When layoffs are imminent, the more detail around them
you can provide, the better. Advance notice is a legal
requirement for most companies, but it also allows you to
prepare properly. It is common in this stage to offer
alternative work arrangements, early retirement buyouts,
and stan conversations around talent redeployment.

It gives an organization time to properly prepare and
make the best decisions for you - and them.

Ethical Layolls B Employes Expariance | Spring 2023 | © L4 EETe=rE i RN -



Key Areas of Communication Prior to Layoffs

: Business Situation & Layoff Basics
|_|J:||:|_ We fear what we don't know of don't understand. You can sel expectations by educating employess on the business sitluation, whal a
reduction in force is, what it isn't, how dacisions are made, and what suppon is providad under those circumstances bafara Layolf
announcemenits,

Buyout & Early Retirement Options

Once announced, many companias offar amployesas the apportwnity 19 resign woluntarily or retire early and receive a severance package.,
This approach provides suppor 1o those uncomifortable with uncertainty and those you would possibly have lost amyway, The downside s
wou hawve little control ower who may come forward, so you may lose key people in unexpected roles. Some companies also offer a more
generous severance to those who opt out themsebsaes,

g;]ﬁ

Alternative Working Arrangements
Many companies can retain key employess and reduce the number of laid-off workers by reducing employves costs through alternative
working programs. Voluntary reduced hours or changes in responsibilities cut company costs while allowing employees to change their
work situation willinghy, Workers make thasa changes for many reasons, such as a flexible scheduls, work/life balance, or a new carear
financed by severance, Voluntary changes allow employees to make cholces that work for them and benefit the compamy, Zapler, for
instance, has reassigned its recruiting group to fill other roles and internal projects outside of HR until hiring starts back up again.

©_©  Ppackage Details

@@@ Providing details on severance, benefit continuations, etc., minimizes fear and uncertainty and helps to retain trust and respect, 64% of
American workers live paycheck to paycheck,” meaning they do not have enough savings to cover expenses for even a few months and
miust rely on thair cumant income to mest their basic needs. Under these cincumstancas, layoffs can be especially devastating. Explaining
claarly what severance benefits will look like at different levels of the organization halps reduce this fear.

All employees need resources to support them through this difficult transition, Whether stayving. leaving, or sharing the news, each
emploves should have access to mental health suppor such as Emploves Assistance Programs (EAPs], on-demand mental health sanices,
and resilience training. Additionally, financial well-being tools can assist in addressing financial concams in a confidential and non-invasive

way.

@ Available Resources
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Layoff's Should
Never Be A
SU rprise‘ Qaspectd3




Case In Point: Consistency & Cost Savings

A healthcare technology firm faced a reduction in force and wanted to retain its employee experience by ensuring
consistency in the process, At the same time, they were looking for all possible ways to be more cost-effective, including
how they managed this process.

To do this, they partnered with a layoff and offboarding technology, OnwardsHR, to improve planning and execution,

The software allowed them to use data analytics to identify which positions met the criteria placed for elimination. It also
streamlined the workflow, coordinated the IT and payroll changes, and generated the separation agreements, WARN
announcements, and unemployment notices.

This allowed the company to ensure consistency in both the planning, communication and execution phases. Making
sure the decisions were being made for the right reasons and that all the steps needed to communicate and support the

impacted workers were handled.

This allowed them to shorten the announcement timeline and reduce the cost per employee. It also helped increase the
efficiency of already stressed HR and Legal teams.

Maost importantly, consistency and coordination kept the employee experience on track even with limited resources to
execute,
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During the Layoff

The most challenging part of a layoff for everyone involved is actually delivering the news.

There is no “good” way to notify someone that they are losing a job they care about. The more we dove into this, the clearer it
became that it was an emotional moment for more than just the person directly impacted. The managers and HR teams tasked
with delivering the news (often uncertain about their future or without knowing ahead of time) and coworkers remaining at the
organization report significant impact when the layoffs occur.

In multiple cases needing mental health support because they were expected to do this, to colleagues, with little to no notice.

As we researchad this topic, the first concern and primary criticism were about communication - whom to tell, when to tell, how
to tell, what to say, and what not to say. Companies can get so many pieces of the layoff process, but the brand is irreparably
harmed if communication and delivery go wrong. Everyone agrees that communication should be done well, but we struggle
with how to actually to accomplish it

The point everyone agrees on is that communication needs to be designed with people as the priority.

Ideally, all communication is done face-to-face and 1-on-1, but we know there are logistical and legal reasons why this may not
be possible in all situations. Communication can be personal, even if it's not in person. At some point in the process, every
affected employee should be able to speak with a real person, whether physically, on the phone, or online. As we spoke with
HR professionals, employees, and those who have been laid off, some key themes emerged about what and how to
communicate with different groups at the company.
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How to deliver
the news to the
company.

Company layoffs impact every employee at an
organization, so the communication needs to go o
all ermplovess to provide context and a roadmap for
thie next staps,

Worker Adjustment and Retraining Motification
Act (WARN Act)

poal for your bus
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Communicate early and directly with everyone.

Ensure that all emplovees are aware of the upcoming layoffs, understand the
reasons behind the decision, selection criteria used, and feel that their care isa
top pricrity during the process. Outline selection criterla used, If possible, 1o
make sura paople do not feal singled out or targetad. This may be done via
emall,

Leaders must genuinely take responsibility for the situation
and explain the consequences for them and their team.

If the company is sacrificing jobs, what sacrifices are the leaders making? If
they have cut bonusas’, salaries, spending, etc. - highlight and feature that, Do
not plan major concerts or sponscrships the week vou do a layolf. Note: if you
have plannad awards trips, do not take those away from the workers who
aarmed them.

Include specific logistics for the process, notifications, etc.

Knowing what to expect, when to expect 1o know the specifics and if they are
impacted, from whom, and how it will come eases anxiety and helps everyone
preparea.

Beaware of Survivor Syndrome

Remember that layoffs affect the remaining employess. Research shows that
surviviors expanencs a 41% declina in job satisfaction, a 36% daeclina in
organizational commitment, and & 20% decling in job perdformance after a layoff
at their organization.” Be clear with what the future will lock like for those that
remain - if there are further cuts, etc.
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How to prepare
those that have
to deliver the
news.

The dalivery of lavoff news often falls on direct
managers or the HR department, but in the casa of
large-scale layoffs, other leaders may be brought in
to support. These individuals should not be
devaloping communicaticn on thair own.

They should be armed with accurate data, legal
guidance, and communication plans.
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MNotify Them of Their Status

If these employvess’ positions are being eliminated as well. Extend the courtesy
to tell them first and provide time 1o process the news before relying on them
to share the news with others. In aither event, give tham tha option 1o opt out
of delivery,

Deliver Clear Communication

Provide a clear script with how to deliver the news, including details on what
can and can rot ba said, along with a series of FADs and the responseas that
could be brought up, IF possible, allow each person to practice or run through
it - along with possible questions - of what can and can't be said. This will keep
massaging consistent no mattar who dalivers the news and ansure nothing
vital is missad.

Have a Hotline or Backup Available
Provide a "haotline” 1o answear quastions or addrass sitwations as they arisa on
the thy, Actually answer it whan someaona calls

Secure their Safety

sometimes, when the layoffs are happening face to face, there is a security risk
to the employes delivering the news. IFyou hawve an organization whera you
feel this may be a concern, In that case, when the news iz being deliverad, you
need to ensure the safety of that employves and others in the building [possibly
having 2 people in the room or security close by), You should also
communicate that clearly to the employee delivering the news, so they
understand they are safe,

Provide After-Support

One of the conversations that came up over and over was the desire to have
counseling and support available to thosa that had to conduct the layoffs,
aspecially if they had 1o eliminate people they directly managed and had litile
to no say in the selection.



How to deliver
the news to the
impacted
employee.

There is no easy way 1o do this for anyone involved,

but there are things you can do, based on our
research, to make it batter,

“We were loyal employees, don't treat us
like criminals”

"Tell me how | was selected, | would
prefer to know it was a random draw then
nothing"

“They made it about them when | am the
one that lost my job."
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Do Mot Send a Blanket Email

| can't belleve this even has 1o be sald, but it does, Employees should not wake up to
firnd an email when thare have bean no corversations or hints of an upcoming layvo.
There are a few times when an emall Is used, but it i usually after comversations (ot
another email) hawve taken place with a team with full datails of what i to come, how
the selections were made, when and how they will be impacted, what will follow for
SENETaNCEYSUREOTt,

Try for 1:1 When Possible

Layoffs are an emotional tme, and being in a large group - when you have so many
questions and are in shock - dogsn't lead to the proper care and support they may
need at the moment. Getting the news 1.7 from someone they know can provide an
added layer of comfort and care, This isn't always possible in large layaffs, and in that
case, small groups - often from the same department or team- are preferned.
Dedivaring them all as closa to possibla at the same time is also prefermed vs rolling
them out over weeks.

Be Human.

Yes, there will likely be a script, but that doesn't mean you can't still show empathy and
compassion when delivering it. Whan possible, give them tima o finish projects and
allow them the opportunity to say goodbye 1o thelr coworkers, If securlty concerns
presvant this approach, make sure your words and demaanor reflact that thess are
valued and trusted employeas,

Answer the questions before asked.

Share details, and offer in writing (or email if on video! all information about
severance, ongoing benefits, outplacement, etc. How the decision was made
and what the next steps are - who will reach out, how, when, etc.

Shut up and let them process. Your anxiety doesn't need to fill time.



When doing the layoff conversation:

WHAT TO SAY

Apologize and exhibit genuine care for the people,
their lives, and their work.

Employeeas must know the layoff is through no fault
of their own. Losing a job can cause individuals to
question their abilities or self-worth. Companies
prevent this spiral of questioning and self-doubt by
confirming employees are valued and sharing the
selection criteria.

Communicate how much the company will miss
their contributions.

Thank them for their work. Workers give their time
and talents to the organization; the organization
should recognize and appreciate those efforts even
when thay are no longer needead,

Sometimes, nothing. Give them a minute. They may
need some time 1o process.
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WHAT NOT TO SAY

That these things happen and its an
unfortunate part of business.

Comments that shift attention to how hard this
is for you or the company. While that may be
true, this is not the time to talk about it.

Anything related to their performance,
attitude, relationships at work or anything else
ad-libbed off script.

“You will be fine® or "I have been there" or "You
know how they feel" or "This will turn into
somathing even batter”

Positive things that may happen in the
business after because they ara saving money
with layoffs.

Random comments to fill time or
uncomfortable pauses.



Case In Point: Companies doing layoffs at scale right.

In an online environment where everyone seems to be getting it wrong, we have seen much positive feedback about the
Airbnb layoff announcemeants of 25% of their staff in 2020 and Stripe's announcement of 14% in 2022. Both companies set
a baseline for communication when done at scale and had many of the things we heard over and over in our research,

But what is so different about what they did vs the negative experiences on the market?

Their announcements and notices included:

« A clear and concise description of what is happening and how employees will know its impact.

Context of the economic and business circumstances that led to the situation.
Acceptance of responsibility - in length and detail.

Reassurance to employees that the layoffs are not a result of any fault on their part.
An outline of the supporting severance package.

Continued care for the departing employees and reclassification as alumni.

The promise of live, face-to-face conversations for those affected.

Encouragement to remaining employees,

The plan for moving forward.

Specific logistics about notification,
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After the Layoff

When considering and planning ethical layoffs, the "after” is one of the most impaortant parts of the conversation.

In addition to the support and care for the workers, logistics and compliance issues need to be considered, just like when you
are offboarding an employee for any other reason...plus the complexity of regulations and added benefits that go along with a
layoff.

Paost-layoff, providing the impacted worker with emotional and financial support is vital. There are several benefits that we see
in place for those impacted. Few companies consider the "after® for those who remain, but should.

Companies that have spent a decade building their employer brand and employee experience need to recognize the long-
term effects on their business and the people inside it.

Most employees live
paycheck to paycheck, and
it takes, on average, 5-6
months to find a new job.*
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Offboarding Technology.

There are a lot of moving pieces to any employee exit.

With a large-scale reduction in force, there are many places small details
can fall through, having a major impact. Like onboarding a new hire,
offboarding technology ensures everything is managed and provides
documentation and e-signatures as needed.

Companies can often leverage onboarding software to ensure consistent
and compliant exit processes with limited modification.

This can be used to manage the distribution and signing of severance
agreements, have a FAQ section they can easily access as needed, provide
links and details on all of the other services available and even have a place
to connect with support resources. For internal teams, this can be utilized
to ensure exit interviews are completed; benefits are started/ended as
appropriate, security and |T deactivations are tracked and logged, and any
other steps of the process are managed in a clear, consistent way.

The goal is to ensure the offboarding experience ends as smoothly as it
began for the employees leaving and the transition is as seamless as
possible for the employees staying.

Nat only does a well-designed offboarding program have a business driver,
but it can also result in a positive experience for those that leave - 40% of
employees say they would consider returning to their previous employer®
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One company we talked to
had no central system to
manage the offboarding of all
their impacted workers, They
later (6 months) realized a
number of employees never
had their security badges
deactivated or their systems
lincluding client financial
data) turned off.



Career Transition Support (Outplacement)

Finding a new job is hard when it's your choice, so being forced to find a new job after a layoff while dealing with the emotions
and fear, can be overwhelming. This is especially true for long-term employees who haven't been on the job market for several
YEars.

By offering Outplacement, you can support these employees as they prepare for re-employment. You often find some level of
career coaching and support around skills assessments and even training for a new role. Some provide your workers and an
antire team with specialist-level support in areas like resume design, interview prep, social media networking, and even
negotiation. The programs can be done remotely and include consumer-grade technology for the worker to access.

On average, impacted workers using outplacement services find a new role 60% faster than those that don't, creating
cost savings on unemployment drawdowns, according to Randstad-RiseSmart research.

Case in Point: Outplacement

When a global organization was neading todo a larg qale RIF, they wera looking to offer workers not just 8 new resume, but support
e a global organizatic s needing todo a le ; , they wera looking to offer workers not just 8 new resume, but support

e them skills and coaching as they looked for a new role.

that actually

After looking at a number of options, they partnered with RiseSmart to offer individualized services, but also give the option of

'as paired with a career coach that helped them plan their

asting and curate a list of potential roles that were adjacent

s and participant satisfaction, both of which improved dramatically

over their prey fforts. As a result they saw displaced workers heel cared far, potential litigation claims minimized and a reduction in

=
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Financial &
Emotional Support.

Th laid-off employees have lost their livelihood,
impacting them amaotionally and financially and the
sansa of community that comes with their
workplace,
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Fair Severance Programs

With the large increase in the number of workers that have shified jobs over the last
few years, the traditional severance model is no longer the baseline. Today, most of
the layoffs we are seelng start at 6-8 weaks (12-16 for management and go up from
thera), plus additional 1-2 weaebs for avany yaar amployed. For amployesas with
vesting coming or existing RSUs that were part of comp, most are doing some sort of
accalarated vasting scheduls or partial vast,

Benefits Continuation

For most workers, benefits will become one of the biggest challenges of losing thelr
job, and for thosa with mantal or physical limitations, this can be catastrophic. Yes,
COBRA Is an option, but for many - the cost of cobra is 85 much as thelr paycheck.
Many companies are offering bensafit continuation for a set period of time, paying a
portion of the cobra costs to support those who would othenwise go-without key
haalth insurance covarage.

Mental Wellness Support

Dutside of benefits and medical continuation, some onganizations are providing
accass tomental haalth counsalors Inot EAF) as well as othar wallness and
meditation'stress apps. This allows the emplovees to process and deal with this, and
along with outplacement sarvices, ba raady to taka a neaw role as soon as possible.

References, Recommendations

Provide references and recommendations for those that were impacied. Ask
existing employees (o use their social networks - Linkedin, Twitter, Etc 1o
sUpport those and help them find new roles. Several companies are keeping a
list of impacted workers (who choose to be included] for recruiters and other
companies that are hiring. One company wa spoke with has contacted all their
wendars and partners to try and identify roles.

Fa



Conclusion

While significant investments are made to improve it every year, the true measure of employee experience is how former
employees talk about the company once they are no longer bound to it. This Is especially true with layoffs.

Not all of the impacted workers we spoke with, or the ones remaining, were negative about the company or even the fact they
were laid off. They were more disappointed they didn't get to work with the teams and people they had spent so much time
with. In many cases, they said they would return if offered.

What was the difference between that group and others (which was very clear how angry they were)?
The way that employee was treated long before the layoffs happened.

One group reported feeling heard, valued, and appreciated and that nothing was hidden. Those that were angry typically
said they felt the organizations were cliquey, didn't care about the employees, had leadership that didn't listen, and was
secretive. Neither is about the layoff, but how their perspective of the business was as an employee.

Layoffs are a difficult and emotional experience for everyone involved. While they may be necessary in some cases,
companies need to handle them ethically, with care and consideration for the well-being of their employees. Companies must
stop burying their head in the sand of secrecy when the business is in trouble. Communicate and educate employees on the
company’s situation and give them as much warning as possible when layoffs are coming. Try to help them find other roles in
your company and give them the option to decide what is best for them.

These efforts include multiple steps long before the layoffs, during, and how you support the worker after they have been
displaced.
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