Guide to Leading Through

Layoffs with Integrity,
Empathy, and Practicality

Introduction

Facing a layoff is one of the most challenging responsibilities a leader can encounter. This guide offers actionable
steps and empathetic advice to support you, your team, and the well-being of those impacted as you lead through
this difficult time.

4 Key Steps in Leading Change
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Step 1: Gather Essential Information
Key Questions to Ask Senior Leaders
Primary Reasons for Layoffs: Understand the business drivers (financial, operational, or strategic). Knowing the

“why” enables transparent communication.

1. Goals and Expected Outcomes: Clarify if the goal is cost reduction, efficiency, or restructuring, as this will
guide the messaging and future direction for the remaining team.

2. Selection Criteria: Confirm the criteria (e.g., performance, seniority, critical skills) for fairness and
transparency.

3. Future Business Needs: Identify key roles and skills needed for continued business operations, ensuring you
retain critical talent.

4. Employee Support: Learn what resources (e.g., severance, outplacement, mental health support) will be
available to help both those impacted and the remaining employees.

Practical Tip: Document these details to help provide consistent and empathetic communication.

Step 2: Build Key Skills for Leading Layoffs

1. Emotional Intelligence

e Empathy and Compassion: Recognize the emotional weight this holds for all team members, including
yourself. Approach every conversation with empathy.

e Self-Awareness: Be mindful of your reactions and manage them to model calmness and clarity.
2. Analytical Skills

Objective Decision-Making: Use objective criteria to ensure alignment with future goals and fairness.
3. Leadership & Communication

Clarity and Stability: Provide consistent, honest messaging and serve as a steady anchor for the team.
4. Planning & Organization

Redistribute Work Thoughtfully: Restructure responsibilities with consideration for workload to avoid
burnout.

Practical Tip: Practice responses to potential questions with a mentor or coach to prepare for empathetic,
supportive conversations.

Step 3: Manage the Personal Impact on Yourself
Layoffs can be emotionally exhausting and can create a sense of guilt and stress for leaders. Prioritizing your well-

being will make you a more effective support for your team.

1. Before Layoffs

e Preparation: Review all information and finalize a plan.
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Support Network: Rely on mentors, peers, or trusted advisors to provide perspective and counsel.

Self-Care: Prioritize activities that reduce stress, such as exercise, meditation, or connecting with loved ones.
2. During Layoffs

e Professionalism and Compassion: Maintain a composed demeanor and approach every conversation with
empathy and respect.

e Transparency: Be upfront about what is known and unknown.
e Presence: Let your team feel your support; this shows that you’re there for them, emotionally and practically.
3. After Layoffs

e Reflection: Reflect on the process, identify lessons learned, and think about how these insights can shape
your future leadership.

e Rebuild Trust: Work on restoring morale with open communication and reinforcement of team value.

e Continued Self-Care: Recognize that healing is a process. Allow time and space for emotional recovery.

Practical Tip: Schedule time to debrief with mentors or a coach to help process the experience fully.
Step 4: Establish a Compassionate and Transparent Communication Strategy

1. Initial Announcement
Be transparent and empathetic, explaining the reasons and process behind the decision.
2. Individual Conversations

Hold one-on-one meetings with each affected employee. Use these moments to listen and offer support,
allowing them to process the news.

3. Team Meetings for Remaining Staff
Acknowledge the emotional impact on the team, reiterate their value, and share a vision for moving forward.
4. Ongoing Communication

Maintain open communication channels, provide regular updates, and ensure team members feel
comfortable expressing concerns.

Practical Tip: Prepare a comprehensive FAQ to address anticipated questions and foster trust.
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Supporting Your Team and Building Resilience Post-Layoff

1. Be Human and Present

Lead by example: Show up, engage in conversations, and listen to your team’s feelings. If virtual, make it a
point to use video for more personal connection. Avoid “hiding behind email.”

2. Help Your Team Process Emotions

Avoid dismissive phrases like, “It’s not personal.” Layoffs are deeply personal, and your empathy can help
facilitate healing. Be an active listener and allow time for people to process.

3. Establish a New Normal with Intentional Work Adjustments

Engage the team in identifying work that can be streamlined or eliminated. Encourage feedback on what'’s
essential to avoid burnout and ensure realistic workload expectations.

4. Celebrate and Show Appreciation for High Performers

Recognize the contributions of remaining team members and express gratitude for their hard work. Share
potential growth opportunities and skills that will benefit them in their career journey.

5. Prioritize and Streamline Workload
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Not all tasks are equally critical. Work with your team to determine priorities and focus on goals that align

with the business’s highest needs. Teach them to strategically “drop balls” that are less essential to avoid
overwork.

6. Strengthen Interdepartmental Support

Encourage collaboration across teams to share resources and reduce redundancy. Building alliances can be
mutually beneficial and lighten the load.

Reflection and Personal Insights on Layoffs

Layoffs are emotionally taxing for leaders and teams alike. Reflecting on your approach can strengthen your
resilience and clarify your values as a leader:

¢ What values guided me through this process?
e Whatdid | learn about my leadership style?

e How can | use these lessons to grow?

For questions and concerns,

reach out to us!

enquiry@leadershiprewired.com
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