






labor reduction. This team should include (but not be limited
to): the executive team, facility managers, human resources,
and the legal, regulatory and public affairs departments.
Determine who is leading the operational decisions, al-
though the answer is often fluid.

• Ask each group to add any issues missing from the ini-
tial assessment.

• Decide when to launch communications and decide
how much information can be disclosed about employee
transition plans and the like.

• Meet regularly to troubleshoot new or changing infor-
mation. Obviously, meeting frequency should increase as the
time to announce the labor reductions nears.

Note: I assure communicators seeking management au-
thority that multidisciplinary teams will appreciate this ap-
proach, because it provides a structure to a highly complex
situation and keeps everyone engaged with the management
of the announcement.

3. Communications strategy and messaging

To determine the best strategic communications ap-
proach, build a matrix analysis of each key audience that in-
cludes worst-case perceptions, tough questions, best-case

perceptions and communications strategies. An example is
provided above.

Key messages should emerge from a review of best-
case perceptions and communications strategies.
Typically, those companies that do best in these situations
are able to hit three points in their communications with
employees:

• The news. “We want to share developing news with
you because it could affect the future of this facility.”

• Relevance. “We will share details about how changes
could affect you and what support systems we will pro-
vide.”

• Feedback. “We know you will have questions, so we
encourage you to contact us.” �
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Key audiences
(prioritized)

Worst-case perceptions Tough questions Best-case perceptions Communication 
strategies

Affected employees “The company doesn’t
care about the impact on
employees.”

“My severance package
is unfair.”

Q: Why is this facility
really being closed?

Q: Who will be retained?
Why?

“I appreciate being
informed punctually and
candidly.”

“I have been treated fairly
and appreciate the
outplacement support.”

Communicate
authentically.

Provide ample
information on available
resources.

Appoint the local
manager as the primary
communicator with
employees.

Community leaders and
economic agencies

“This is another example
of a company that doesn’t
care about its employees.”

“This blindsided us and
we need to stand up for
the community.”

Q: How are you helping
affected employees?

Q: Can anything prevent
this facility closure or
downsizing?

“The company is doing
everything it can for
affected employees.”

“We are sorry to lose a
valued employer like
Company XYZ.”

Closely coordinate
communications with
these key leaders.

Express thanks for
community support.

James Donnelly is senior vice president, crisis man-
agement, at Ketchum, with broad experience in is-
sues/crisis management, crisis training,
communications training, corporate public relations
and global corporate communications.


