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Introduction

You may be called upon to tell employees that their jobs are being discontinued or that they will need to participate in a retention assessment process (in those cases when you are eliminating one or more similar positions).  
This guide includes advice and information to help you have these first conversations which may be with one employee (in the case of a unique position being discontinued) or with a group of employees who occupy similar positions where only a certain number are being discontinued.  As well, advice is being provided to you on how to communicate the decisions to all of your employees.  

It also provides some suggestions of things to do to keep your workplace as healthy as possible for your employees during the coming months.
Preparing to Have the Conversations with the Employee(s) 
Familiarize yourself thoroughly with the contents of your Manager’s Kit.  
· Qs and As.
· Scenario and Talking Points (see Appendices A and B of this Guide).
· Your List of Resources – don’t hesitate to contact any of the resources listed to help you and your employees with this process.
Gather all the information you will need ahead of time and will be providing to the affected employee(s):

· Employee’s Kit  - Review the letter to ensure the accuracy of the information.
· The reason you are eliminating the position(s).
· Be familiar with and be prepared to talk meaningfully about the employee’s strengths and contributions to the organization.
You may want to script exactly what you will say - then practice, practice, practice – on your own, with a colleague or contact someone on your Resource List.  Keep in mind:
What Employees Need:

· To be treated with respect.
· To be heard and understood.
· To preserve dignity.
· To feel supported.
· To be provided with information on the help available to them.
What Managers Need To Do:

· Be well prepared.
· Be calm and clear -- pay attention to your body language, posture and eye contact.
· Deliver the facts of the message concisely and clearly.
· Listen and show empathy.
· Expect and prepare for a range of reactions -- from nonchalance to sadness to anger.
· Repeat important information if needed.
· Offer ongoing guidance, support and assistance.
Managing your own Emotions

· You owe it to your employees to be calm throughout your meeting with them. 
· Acknowledge all the emotions you are feeling about the situation long before that time. Then put them aside for that day. 
· Clear your schedule and try not to load other stressful tasks onto that day. If you’re nervous, take a walk before the meeting. Sip water. Breathe. 
· If you have significant concerns about an employee’s ability to deal with the news, or safety concerns, or would like an HRWM Advisor to attend the meeting with you, let your front-line HRWM Advisor know as soon as possible.
Communicating the Decisions to Affected Employee(s)
The Rollout

· ADMs will advise DGs and Directors of the timing of the rollout and of communications to affected employees first, then to all employees of the branch or region.

· The front-line HRWM Advisor will be on standby as will Well-Being Advisors. EAS across Canada is also aware. 
Meeting Affected Employees

When and Where 


· You will be informed when to have your meetings by your ADM.
· In a closed office or boardroom – try not to have a desk or table between you.
· No interruptions, ringing phones or blackberries.
How
· Invite the employee or group of employees shortly before the meeting. Don’t say why but don’t sound mysterious.
· Set aside 1 hour.
· Once the meetings have been held, debrief your supervisor, the employee’s supervisor and your front-line HRWM Advisor.
Bring
· Employee’s Kit.   

· Have a box of tissues nearby in case you need them.  
Key Messages

· This is a result of an overall departmental exercise to address a difficult financial situation.

· The duties you are performing are those being changed or discontinued – it is your position not you as an individual.

· The duties of your position will not cease immediately, there will a winding down period which could take weeks or months. Your continued professionalism will be appreciated.
· As a manager, my focus will be on ensuring that you are being provided with the time and resources to secure a reasonable job.
What NOT to do

· Minimize the issue. 

· Suggest the employee shouldn’t be feeling what he or she is feeling.
· Make small talk or use humour. 

· Apologize / defend / justify / threaten / argue.
· Discuss other employees.
· Make promises you can’t keep.

If an Employee is Upset
· For some employees, losing a position may feel like a personal rejection or a loss of an important part of one’s identity. Let the employee talk.  Listen and don’t interrupt.

· Reflect back on what you hear to give the other person a sense of being validated and heard.  Name the emotion without minimizing it. 
· Don’t take what is being said personally but don’t tolerate any bad behaviour (“I want to hear what you have to say but I need you to lower your voice / not to make personal attacks”). 
· Reiterate that the decision is beyond the employee’s control and not changeable.  
· Recognize the good work they have done.

· Provide information on the guidance and support available only when the employee is ready to hear it.

· End the meeting when the employee has regained their composure. If you think it best, let the employee go home for the day but let them know you expect them back the next day.  Well-Being Advisors will also be on standby at 41 Eddy.  

· If you are particularly concerned about the employee’s ongoing ability to cope with the stress, encourage them to contact Employee Assistance Services (the contact information is on your resource list).
After Your Meetings

If you would like to share information and decompress with other managers who have also had meetings with affected employees, there will be a drop in at the Transformation Initiative Offices located at 15 Eddy, 6th floor, room 148, between 2:00 p.m. and 4:00 p.m. on rollout days.
Communicating the Decisions to the Rest of your Employees
ADMs will advise DGs and Directors of the timing of the rollout but as soon as possible after the DM has announced the changes to all employees, you need to let the rest of your employees know what this means for your organization – preferably at an all-staff meeting at the branch, directorate or regional level.

Let your employees know that the affected employees have been informed (do not say who – let the employees tell when they are ready). Assure employees that their affected colleagues will receive every possible support.  Ask them to respect their colleagues’ feelings but, equally important, to reach out to them when they are ready.
Maintaining a Healthy Workplace

For All Your Employees

It is as important during a period of change to pay attention to all your employees – including those who are less immediately affected by what is going on.  All of your employees will feel the impacts of the changes to one degree or another.
Be present, visible and available
· Pay attention to what is happening with individuals in your workplace, and check in frequently with employees who are having particular difficulties.  Implement a rapid feedback mechanism for transmitting and/or correcting information, and identifying problems in a timely fashion. 

Be open, honest and straightforward
· People deal far better with uncertainty and stress when they know what is going on, even if the information is incomplete. It is important to communicate in verbal, non-verbal, formal and informal ways, in order to ensure that employees are receiving information in a way in which they can absorb it. Creating forums for communication can also stop the rumour mill from taking over and encourages people to seek information from the right sources.  
Communicate expectations, and address problems quickly
· When change is happening in an organization, it is important to be clear about your expectations, but anticipate, accept and compensate for a temporary loss of motivation. Fix what problems you can, as quickly as you can.
Facilitate mourning
· If employees in your branch are feeling a strong sense of loss, they will need to clearly define what is being lost. Until people recognize what they have lost, they cannot begin to rebuild.  Recognizing loss can be as simple as gathering together for a lunch or dinner to talk about what has changed.
Focus on the work that will continue
· When confusion sets in, people find stability in the purpose of their workplace, not in its plans. A clear sense of your organization’s identity, and the work that will continue, allows everyone to situate themselves and respond intelligently to uncertainty.  

Keep meaning at the forefront
· Meaning is one of the most powerful motivators for human behaviour. It is important to reconnect people with how their work contributes to what they value.  

Link people to the bigger picture
· To the extent possible, offer employees opportunities to discuss and provide input on how operational changes will be implemented in your area. 

For Your Affected Employees

Affected employees will be asked to come to the workplace every day: 
· To participate in preparations for placement and interviews (polishing their resumes, preparing for interviews, language testing, updating security profiles).
· To keep their manager and HRWM informed of all referrals and interviews.
· To take part in informal and formal interviews.
· To develop and implement an approach with their manager to wind down their current work.
Under the Workforce Adjustment Directive, they are also responsible for:
· Seeking information about their entitlements and obligations;
· Providing timely information to the home department or organization and to the PSC to assist them in their appointment activities (including curriculum vitae or resumes); 

· Ensuring that they can be easily contacted by the PSC and appointing departments or organizations; 

· Attending appointments made for referrals and; 

· Seriously considering job opportunities presented to them (referrals within the home department or organization, referrals from the PSC, and job offers made by departments or organizations), including retraining and relocation possibilities, specified period appointments and lower-level appointments. 

Once their work has been wound down, the department will attempt to find them temporary work until they are placed. If no assignments are available, managers will be expected to give these employees meaningful work until they are placed.
Need More Info?
If you require any additional information, please contact your front-line HRWM Advisor as soon as possible.

Scenario and Talking Points

Affected Employees in Unique Positions

Greet the employee(s) and invite them to sit down.
Without building up suspense, come quickly to the point:

"As you have heard through a number of messages from the Deputy Minister, the department is facing a number of financial challenges that compels us to stop and look at not only what we do, but at how we do it.  The result of this review is the discontinuation of a number of positions. I'm truly sorry to have to tell you this, but your position is being discontinued because (state the reason).  I want you to know that this in no way reflects your performance nor is it your fault (state something concrete about their contribution to the organization)"
Assure the employee that she or he has a guarantee of a reasonable job offer and will continue to be paid until another position is found in the department or the Public Service. 

Once you have made the announcement, sit quietly and wait for the employee to digest what you have said. Don’t ramble because you’re nervous. Don't be afraid to ask how they're doing or if they have any questions.

Answer any questions the employee has, and repeat your answers as many times as necessary.  Assure the employee(s) that there will be a transition period during which their work will continue but that actively looking for a new job must be their first priority. Provide them with the Employee’s Kit and go through the list of resources available to them.
Encourage your employee(s) to get in touch with their dedicated Human Resources Advisor (whose name is indicated in the letter) for further information and support. 

Offer your own personal support in the search for a new position and assure them that your door is open if they need to talk or if they have any questions later. 

Let your employee(s) know when the DM announcement will be (if it has not taken place already) and how you plan to communicate the decisions to all your employees and what you will say. Let them know they are welcome to attend the meeting but don’t have to if they would find it too difficult.
Scenario and Talking Points

Affected Employees in Similar Positions

Retention Assessment Processes

Greet the employee(s) and invite them to sit down.
Without building up suspense, come quickly to the point 
"As you have heard through a number of messages from the Deputy Minister, the department is facing a number of financial challenges that compels us to stop and look at not only what we do, but at how we do it.  The result of this review is the discontinuation of a certain number of positions.   I'm truly sorry to have to tell you this, but (state how many) positions are being discontinued, because (state the reason). These positions have similar duties and you occupy one of them. I want you to know that this, in no way, reflects your performance nor is it your fault (state something concrete about their contribution to the organization)"

Explain that they will all be asked to participate in an assessment process over the coming weeks to determine who will be retained. Let them know that they will be advised of the details of that process (i.e. whether it will be an interview OR written or oral test OR simulation exercise and that references will be part of the process) as soon as this is decided

Assure the employees that whoever becomes affected as a result of the process will have a guarantee of a reasonable job offer and will continue to be paid until another position is found in the Department or the Public Service.

Once you have made the announcement, sit quietly and wait for the employees to digest what you have said.  Don’t ramble because you’re nervous. Don't be afraid to ask how they're doing or if they have any questions.

Answer any questions the employees have, and repeat your answers as many times as necessary. Provide them with the Employee’s Kit and go through the list of resources available to them.
Encourage your employee(s) to get in touch with their dedicated Human Resources Advisor (whose name is indicated in the letter) for further information and support. 

Let your employee(s) know when the DM announcement will be (if it has not taken place already) and how you plan to communicate the decisions to all your employees and what you will say. Let them know they are welcome to attend the meeting but don’t have to if they would find it too difficult.
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These conversations can be held with one employee in the case of a unique position being discontinued or with a group of employees where similar positions in a work unit have been discontinued.  
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