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Leaders taking stock of
their organizations are
breathing sighs of relief:
Layoffs and other
cost-saving maneuvers are
in place to ease the bottom
line, only the most efficient
workers remain on the
payroll, and the current
employees are more than
capable of getting the job
done.

Whoa! While you may think
that reducing your
workforce is the most
difficult part of the job,
your work is not yet
finished. Now you have to
ensure that the company's
most important work
continues to be done.

Leaders mistakenly believe
that the employees who
remain after a layoff will
work harder because they
are grateful that they still
have a job. This is not
necessarily so. In fact,
many will feel bitter and
overwhelmed because their
workload has increased. At
the same time, they
struggle with the fear that
they might be the next to
lose their jobs. Uncertain
times call for even stronger
leadership.

Just as decision makers
cannot afford to think that

nothing else will change
once the workforce s
reduced, they must also
ensure that remaining
workers understand that
change is inevitable. You
must decide how to
redeploy workers to other
duties and how to upgrade
their training even when
the development budget is
gone. You need a plan that
ensures the company will
keep going amidst the
downturn. This task s
easier if you understand
your workers' strengths,
weaknesses and interests.

Asking the following
questions can lead you to
the right answers as you
retrain your employees to
use their full potential in
this new landscape.

e Is the structure of our
organization aligned
with our business goals

and strategies?
Remember, every task
requires someone to

perform it. Employees can
and should multi-task, but
expectations must be
realistic. Make sure that
you're not piling all the
weight on the shoulders
of one or two employees.
Ask yourself which duties
are daily necessities and
which can go undone for a

day, a week, or longer.
Some tasks may not be

completed until the
economy improves.
Create a written plan
that outlines the
necessary duties and

who will be responsible
for them.

Are our departmental
goals consistent with
our business goals?
Is one part of our
company doing business
the same old way while
the world changes
around it? Are we still
ordering the most
expensive supplies in
one department while
another department
makes do? Are we using
the most efficient
ordering process? Are
our customer service
representatives working
at the most logical times
of the day?
Communication can be
uneven in both large and
small organizations, but
all departments must
grasp the message that

we are not doing
business as usual.
Changing only some

parts of a business is
like changing only half
the spark plugs in your
c a r
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Do You Need to Do Layoffs?

Right-sizing Your Company in a Down Economy
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Carol and Evan are owners of a small business. They inherited the business from Carol's Dad and they grew it
from one small store to 3 over the past 15 years. They also grew their employee population to 20 fulltime and 5
part-time employees. Business was booming for the last few years then the bottom fell out of the economy. Their
own retirement nest egg has all but disappeared and their security based on the company ownership is shaken.
Business is down as people are spending only on the necessities. They are facing reduced profits now and think
the trend might continue. Looking at the business they realize they are going to have to make cuts to survive.
But, one of their worst nightmares is laying-off people. Their employees (or most of them) are like family some
have been with the company since Carol’'s dad was the boss. They meet with their accountant who gives them the
bad news that something has to be done now.

Carol and Evan are not alone.
With a slowed economy and the
problems with the financial
industry many businesses both
large and small are facing the
same problems. Even borrowing
money to carry them through is
not a good option since banks
don’t want to lend unless
companies prove they are a good
risk and that they are aligning size
with projected profits.

The first step they should take is
to do some workforce planning by:

¢ Planning for short term and long
term people needs

¢ Projecting business going for-

ward

e Identifying key positions or work
functions

e Evaluating talent needs for

those functions

By looking at what the current rate
of business is and where the trend
might be going, they can decide
what their potential gross income
might be now and going forward.
It is important to think about
current needs and future needs.

Once they decide what their
potential income is they can
determine how much money they
will have to spend on pay and
benefits for employees. Next, they
should look at the most important
functions they have in their
business. It is important at this
stage NOT to think about people
who are doing the work but the
actual work itself. It is helpful to

just make a list of functions and stay
away from thinking about each as
attached to any one job.

After determining the functions, then
they should make a list of the skills
and knowledge an individual might
need to do those functions. For
example, to be able to do the
bookkeeping work one might need a
strong working knowledge of Micro-
soft Excel and/or QuickBooks.

The next step is to look at the
current talent pool — the employees.
For each person they should:

e Review current skills - what are
they good at, what do they know

e Use assessment tools — consider
using tools to assess strengths
and knowledge — some may be
available through AutomotiveHR

e Determine gaps between the list
of skills they have and skills they
might need going forward

e Get employee input - ask
employees to make a list of all of
their work skills, training and
knowledge — there may be things
they don’t know about them

By looking at what they have
already and what they need, they
can determine the best course of
action related to possible layoffs.
They won’t make the mistake of
letting someone go who they may
be able to use in some other
capacity.

Before making any layoff decisions
they should also consider other
alternatives since layoffs may save
money they can result in morale

issues and problems when business
comes back.

Possible other actions include:
e Reduced schedules vs. lay off

e Flexible schedules — everyone
working during peak times and
minimum staff during slow periods
(take into account the possible
impact on unemployment comp for
employees with reduced
schedules)

¢ Phased retirements — reduce hours
for workers who are interested in
partial retirement

¢ Job shares — have 2 people share

e Offer Vacation now during the slow
periods since later when bushiness
comes back you may need
everyone

o Ask employees to suggest ways to
save money or to make more sales
e Training
- Reverse mentoring — have
younger workers teach older workers
how to do things like use the
computer

If they must layoff they shouldn'’t

forget about the survivors. They
should consider:
e Using employee involvement

strategies since it makes them feel

they have some control in a

change situation by:

- Asking for suggestions for ways
to organize work duties

- Recruiting money saving ideas

- Asking for volunteers to take
layoffs
continued pg 3
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Is The Candidate Too Experienced? 5 Ways To Tell

These days, most companies get a
flood of résumés for every open
position they advertise —many of
them from overqualified applicants
who are newly in need of work. How
can interviewers separate the ones
who'll quickly leave from the ones
who are worth hiring? Overqualified
applicants can give companies a
chance to get top-notch talent on the
cheap — or it could just mean people
are going to quit as soon as the kind
of job they're used to is available. w to
see if a candidate will pose any
problems:

1. “What would it take to keep you
here?” —Retention is often a
manager’s biggest concern when
considering an overqualified
applicant. But many times, that
concern can be cleared up just by
asking the candidate how the
problem can be solved.

2. “What makes a job exciting to
you?” —Another top worry is that
candidates used to higher posi-
tions will be bored at a job with
less prestige. In the interview,
managers should find out what
keeps the applicant interested in a
job, and see if the answer fits the
position.

3. “Tell me about a time you and
your boss disagreed on how to
get something done?”
Sometimes, the more experience
people have, the more theyre
used to doing things their own way
— which can cause problems once
the person lands in a new
environment. That's why interviews
should see how a candidate reacts
to disagreement and change.

4. “How much of this type of work
did do in your previous job(s)?”
— Sometimes, an overqualified

PAGE 3

applicant is a former manager
trying to step down to a production-
level job. That can be a problem if
the person hasn’t done any hands-
on work for several years.

5. “What are your Ilong-term
goals?” — The goal of most over-
qualified candidates is to get back
to a job at a level similar to the one
they left. Others are simply tired of
management and want to stay at a
lower level. It helps to find out the
candidate’s expectations for
advancement and consider
whether the company can offer a
compatible path. Has your
company hired any overqualified
applicants lately? How did it work
out? What did the hiring manager
ask in the interview to make sure
there would be no problems?

Source: Sam Narisi,
HR Recruiting Alert

from pg 2...HR Helpline

e Communicate, communicate,
communicate — people are more
fearful and distracted when they are
kept in the dark. They should never
make promises that this is the “last”
but reassure that they are doing
everything possible and you are
dedicated to the survival of the
company

¢ Addressing workload issues as they
come up

Taking care in how layoffs are done:

e Fairly, based on:

- Job

- Performance — making sure they
have good documentation and
consider any protected groups (are
they laying-off all of the women, all
the people over 407?)

- Yrs of Service — layoff the least
senior first

e Speaking to people with empathy —
it is hard to lay someone off but if

they let them know they feel bad but
they have no choice based on the
business survival, people will accept
it better

Offer information and support for the
laid off employees by providing:

- State job service e-mail, phone
and physical address

- Info about Unemployment
Compensation and how to apply

- If you have access to an
Employee Assistance Program (often
through life insurance or health
insurance companies remind the
employees that they can use them for
counseling support if they need it.

No matter what they do if they do
nothing they risk losing the business
and that helps no one. Thinking it
through and making changes with
good planning have the best chance
for success.

Phyllis G. Hartman
HR Consultant

Watch for your
invitation...

NEXT Webinar:

June 17, 2009

2:00 EST.—Ipm CST [2pm
MDT & Ilam PST

Employee
Handbooks
¢ Why have a handbook
¢ Essential components

¢ Communicating with
employees
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When to Blend Informal Learning Into Your Existing Training Program

In blending informal learning into your
existing training program, it's important to
consider who would benefit the most from
informal learning. For what learner group is
informal learning a most natural and obvious
fit (i.,e. IT Mangers, new-hires, etc)? You'l
also need to determine how and when
informal learning can best enhance your
learning and development initiatives for these
target groups. We suggest that informal
learning be used: as support tools, for
information sharing, to replace formal
learning inefficiencies, and as referenceware.
Informal learning is a great tool to support
your existing formal learning activities.
Informal learning resources such as
discussion threads, web searches are great
supplements to formal training courses for
furthering comprehension, while providing
collaboration opportunities among a group of
learners. Learner groups should be
encouraged to engage in information sharing
when they come across helpful resources
that support their learning initiatives.

It's also important to recognize that since the
majority of learning occurs organically and
informally as a part of our workflow — and
outside of the classroom — many challenges
your organization is currently handling with
formal training, may be better addressed
through informal learning activities. Take a
look at some of your training objectives and
goals. Is formal learning required to meet
these goals? Perhaps informal learning
would be a more natural fit and effective way
to tackle these challenges.

Finally, informal learning resources are often
best used as referenceware. Referenceware
provides an on-the-job, go-to database for
training on new tasks, refresher training, and
quick guides in areas where
employees are less than
competent.

Managing Informal Learning

As with our formal learning strategies and
resources, informal learning needs to be
defined, and parameters need to be set.
Informal learning doesnt need to be
unorganized or unplanned. In fact, probably the
biggest challenge associated with informal
learning is inconsistency. Helping to provide a
framework to support the best available
informal learning resources will greatly reduce
misuses and inefficiencies often associated
with this type of learning. Make it easier for
your employees to find the information they
need.

They'll need to know how to access informal
learning resources, and where. Is it relevant?
You don’t want employees wasting a bunch of
time digging through the millions of resources
that appear in a single search engine results
listing!

Check in with employees periodically to find out
how they are seeking out relevant information
in the course of their day-to-day activities.
Suggest efficiencies, and provide feedback.
Our job as managers, when it comes to
informal learning, is to provide resources for
learning and reduce the time that our
employees spend in information-seeking in
order to do their job well.

Here are a few tips for effectively managing
informal learning:

¢ Encourage collaboration and conversation
among your employees.

+ |dentify high-quality resources for learning &
make sure your employees know where and

+ how to find them.

¢ Identify champions and subject-matter
experts within your organization.

¢ Make sure there is an information hub
(i.e. Intranet or share files) where employees
can share best practices and resources with
one another.

¢ Periodically review and adjust your informal
learning strategies.

Learn more at www.elearningforemployees.com,
take a FREE course or

call toll free ~ 1.866.746.4713
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from page 1—Reorganize...

e Are our job goals consistent with our
departmental goals? Once a department has
realigned itself with the goals of the business,
we must examine individual job descriptions to
make sure employees are performing essential
tasks instead of those that can be done later—
or not at all. Remember, change is the byword.
This may require retraining and frequent
reminders to employees who have always
done things a ~certain way.

Do we have redundant Accountabilities?
Are two employees, perhaps in different
departments or working on different shifts,
doing the same job? Examine what each
employee is doing and find a new purpose for
those employees whose tasks are redundant.

Do we have accountability gaps? Job
descriptions must cover all tasks essential to
getting the work done. Example: Joe Smith
picked up the company mail every morning.
When Joe took an early retirement, no one was
assigned to this simple but necessary function
because it was not in a job description. The
most  important functions must be written into
job descriptions so that when employees leave,
important tasks still are done.

Do we know how much each employee is
utilized? Measuring utilization ensures that
employees are completing the tasks that lead
to the organization's success instead of
focusing on the non-essential functions.
Organizations lose money when workers
neglect the "have-to-dos" because they are not
making good use of their time.

Do we know what makes people successful
in their jobs? We might think we know our
employees, but assessments give us objective
measurements that detail employee motivation.
If you have the wrong person in a job, you will
see the results in her productivity, which
ultimately affects the bottom line. Don't rely on
your gut to give you the right answers about
what your employees require to stay interested,
engaged and productive.

All  organizations arei
facing
downturn of unknown
length. Our goal is to

Do we know our people’s interests, talents
and capabilities? Many organizations fall into
the trap of seeing potential as a panacea,
assuming that someone who is excellent at one
job will do well in almost any role. This is not so.
Instead of guessing that Joe Smith can manage
a sales team because he is an excellent
salesperson, measure his skills and interests
o b j e c¢c t i v e | vy

Do we provide effective opportunities for
growth? Even if your leadership development
budget is limited, you can keep your future
leaders engaged by helping them learn and
grow in their roles through special assignments,
mentoring and other opportunities. Online
learning classes are an effective, less expensive
way to train those who have growth potential.
Remember to protect your investment in your
top performers; even in an economic downturn,
you need to plan for the future by attracting,
engaging and retaining talent. Think long-term.

Do we tolerate disengaged employees and
negative attitudes? Poor performers and those
with poor attitudes stand out more when
workforces are reduced. Gallup estimates that
actively disengaged workers cost the American
economy up to $350 »
billion per year.
Remember that a bad
apple can spoil the
whole batch. Can you
afford even one?

this  difficult mm

emerge with strength,
poised for the comeback. Ensuring that everyone
is doing the right job, and that the most important

jobs are done, will help us meet that goal.

“Efficiency is doing better what is already being done."

—Peter Drucker, human organization
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The Swine Flu Crisis? Your Crisis?
The Swine Flu seems to have hit its peak in
Mexico and is now losing some steam. Even
though we hear about new cases being
reported here in the states and in other
countries, the intensity of the cases has
s u b s i d e d

But it's something we should all pay
attention to because of what it could lead
to in the blink of an eye.

A "pandemic" (in easy to understand
terms) is an epidemic that becomes global
AND long lasting. Not only is the illness
widespread (across

continents) but it is longer

lasting and potentially fatal

because vaccinations and

treatment plans haven't

even been developed yet.

is
of

During a pandemic, it
estimated that 40%
your workforce will be:

a) sick

b) caring for a sick
loved one or

¢) too afraid to come to work for fear
of getting sick

Need FREE
ANnswers
To Your

So - who is going to be running the operation
for you? If you have a Business Constancy
Plan in place (please note IF), you are
probably ready for emergencies of up to 30
days in duration and may address critical
staffing needs for the first few days of the
incident. What if the first few days turn
into the first few weeks?

Granted, you won't be alone - your
customers will have the same staffing issues
to address, but so will your vendors and
suppliers. 1'm really not trying to scare you
but it sure is something to think about!

So, what's 40% of
your workforce look
like? Be ahead of the
game - do some
planning in advance.
You can even get
some free advice/
training from the PA
Department of
Health at:

www.pandemicflu.state.pa.us and call us to

help you with your Business Plan. It"s worth
a good night's sleep to be protected!

Call the ABI Helpline!

Our HR Helpline delivers

quick, reliable answers to your human
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resources management questions.

Human
Resources
Questions?

Your questions about harassment, discrimination,
wrongful discharge, family and medical leave, drug
testing, pay, benefits, and more will be answered
immediately or within 24 hours.

Unlimited access to Member Participants
Contact the HR Helpline!

1.866.746.4713
info@appliedbehavioralinsights.com




