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About JobAccelerator

We will help your organisation to:
• Consider the impact that change has on your people

• Structure change initiatives thoughtfully and 
professionally

• Understand each stage of the change and transition 
process

• Equip your leaders, HR and line managers with 
change skills

• Protect the dignity of your employees during change

• Reduce the risk of litigation

• Minimise damage to existing staff engagement 
and morale

• Protect your brand and reputation 

We will help your people to:
• Work through their emotional response to change 

and rebuild confidence

• Uncover career insights and transferable skills

• Expand networks and connections

• Gain an accurate market perspective through 
targeted labour insights and proactive engagement 
with recruiters

• Take a targeted approach to job search and their 
next career move

• Get their foot in the door with an impactful social 
media profile and resume

• Secure and have more success at interview
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How do you part ways with humility, dignity, 
and compassion online? How do you manage the 

aftermath of a layoff and the mental health and well-being 
of a team that might be operating across multiple time 
zones? And then of course, how do you ensure your 
employer brand isn’t dragged through the mud?
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Foreword
Whether we like it or not, the reality of running any business is that 
at some point in time you may find yourself having to let an individual 
or a group of people go.

The unexpected announcement of a transformation, or the departure of any employee 
will inevitably cause a temporary disruption to daily operations. However, if handled poorly, 
the unforeseen impact of a restructure and subsequent redundancies can cause lasting 
detrimental effects to your organisation’s success.

Uncertainty will undoubtedly be at the forefront of many minds including the leadership 
team, HR business partners, and of course the employees, and rumours will start 
immediately as team members react and begin to wonder how such a change will impact 
them personally as well as the stability of their own positions.

So many questions at a time already riddled with anxiety.

A separation conversation with an employee is one of the hardest conversations you 
will ever have as a leader. There is never an easy way to tell someone they no longer have 
a job and having to do so when you aren’t necessarily together in the same room makes the 
process even more difficult.

The easing of restrictions, the end of a lockdown, or even the eventual ‘eradication’ 
of the pandemic will not see the world of work return to what it was pre-COVID-19. 
Distributed teams and remote work cultures are here to stay as organisations everywhere 
have adjusted to and realised the many benefits of remote or hybrid models including 
the ability to access the best talent anywhere in the world, lower costs, more individual 
flexibility, and a better work-life balance.
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However, one of the realities of a post-pandemic workforce (or what is now being 
described as the ‘next normal’) is that redundancies resulting from downsizing, right-sizing, 
organisational restructures, transformations, or realignments won’t be going anywhere 
and will continue to impact the lives and livelihoods of many.

The rise of remote is clearly a thing and organisations need to be well prepared given 
that from now on, the likelihood of remote transformations or remote redundancies will 
be on par with traditional, face-to-face restructures. Things will never go back to how 
they used to be. Having said that, we should point out that this eBook is not about best 
practices in how to set up your business remotely. Nor is it a play book about how to create 
a successful remote or hybrid working strategy. It’s purely about dealing with the new 
reality of restructures in distributed businesses or hybrid workplaces and potentially having 
to make people’s positions redundant remotely.

Have you thought about a remote off-boarding process? Is consultation via Zoom even 
legal? How do you make a position redundant remotely? If you need to let go of an entire 
team, how does the process work if half the team is in the office, but the other half is 
not? Can outplacement and career transition programs be run virtually? Would remote 
redeployment be an option as opposed to remote retrenchment?

Your pulse rate and blood pressure are probably increasing just thinking about 
these questions.

One of the realities of a post-pandemic workforce 
(or what is now being described as the ‘next normal’) 

is that redundancies resulting from downsizing, right-sizing, 
organisational restructures, transformations, or realignments 
won’t be going anywhere and will continue to impact the 
lives and livelihoods of many.
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Of course, even you have had experience managing traditional redundancies in the past, 
how can you ensure the most positive experience – for the impacted employees and those 
remaining in a remote or hybrid team? How do you part ways with humility, dignity, and 
compassion online? How do you manage the aftermath of a layoff and the mental health 
and well-being of a team that might be operating across multiple time zones? And then 
of course, how do you ensure your employer brand isn’t dragged through the mud?

More confronting questions.

There is a light at the end of the tunnel…

The good news is that this eBook is filled with guiding principles to help anyone facing 
the prospect of having to manage a remote or hybrid restructure or remote redundancies. 
It will help you plan and prepare for the remote consultation and separation conversation 
process methodically and explain how to ensure you are ‘present’ in order to conduct 
a termination video call with compassion.

That’s right… tips to help ensure your employer brand and reputation remain intact 
following a remote transformation; advice for how to best work with your virtual career 
transition partner; suggestions for how to recover company assets and revoke digital access 
following a remote retrenchment; and even creative ideas to replace the all too familiar 
farewell lunches, hugs or handshakes on the impacted employees’ last day.

We hope you enjoy the read!

Organisations need to be well prepared given 
that from now on, the likelihood of remote 

transformations or remote redundancies will be on par 
with traditional, face-to-face restructures.
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01 
Who is remote and 
who is hybrid?
As we pointed out in the introduction, organisations 
need to be well prepared given that from now 
on, the likelihood of remote transformations or 
remote redundancies will be on par with traditional, 
face-to-face restructures. Things will never go back 
to how they used to be.

But who exactly is remote in your scenario? 

Long before the pandemic forced the establishment of distributed 
workforces, remote and virtual teams had already become part of the 
work culture for many businesses all over the world. For the best part 
of the last decade, companies have started to realise that the days 
were long gone of needing to build a business in one central location 
or having all the team sitting in the same office together. Expensive 
fit outs, pods of employees, and meeting rooms were already fast 
becoming a thing of the past. With all the communication tools and 
technology already available, time differences and the all too infamous 
‘tyranny of distance’ had practically become non-existent.

From startups to multi-nationals, organisations had begun to see 
the benefit of drastically reducing the cost of rent from their P&L 
while still having the best talent working from… well… wherever 
they wanted to be in the world.

Who exactly is remote 
in your scenario? 
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Leaders had started to establish more clearly defined reporting lines and quickly learned 
to appreciate the need to set crystal clear and deliberate performance expectations – 
even more so than in a traditional work setting. They could then choose whether to have 
synchronous or asynchronous meetings with their team members and they put extra effort 
into team building. 

In more traditional work environments, managers promoted a culture of work-life balance. 
However, given that remote (or ‘virtual’) team members might have been working in a 
completely different time zone, it became more important to set clearer expectations 
around work-life ‘separation’. In other words, leaders started to encourage their team 
members not to feel guilty if they were not all online at the same time, as long as the 
above-mentioned performance expectations were being met.

It’s often hard enough inside a single office to remove barriers between different teams. 
This becomes even more important when building and leading a remote or hybrid team. 
Of course, there are then the problems associated with isolation and separation that will 
undoubtedly come up from time to time. It’s impossible to prevent these entirely, but when 
leading a distributed team, it’s essential to handle them as soon as they arise. We’ll talk 
about this more later in the eBook, but when it comes to dealing with remote or hybrid 
restructures, problems around isolation and separation anxiety will inevitably escalate 
especially among those remaining employees – the ones who have survived the restructure 
whether they are working inside or outside the office.

When it comes to dealing with remote or hybrid 
restructures, problems around isolation and 

separation anxiety will inevitably escalate especially 
among those remaining employees – the ones who have 
survived the restructure whether they are working inside 
or outside the office.
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These days there is absolutely nothing stopping you building a dream team that crosses 
borders, time zones, or even language barriers. It shouldn’t matter whether your team 
members are two desks away, two offices away, two blocks away, or 2,000km away. 
That is except for when you might have to have a difficult conversation.

There are various levels of ‘remoteness’ or ‘hybrid-ness’ that need to be taken into 
consideration when handling a restructure and potential redundancies, including: 
everyone working remotely (leaders and employees) with no chance of physical interaction 
such as during a lockdown or when dealing with a 100% distributed team; the manager 
is located in the office, but the impacted employee(s) are working remotely; the manager 
is working remotely but the impacted employee(s) are located in the office; or where the 
manager is located in the office along with some impacted employees but other impacted 
employees are remote. 

Then of course there are questions around ‘how remote?’ or ‘how hybrid?’ – in other words, 
if necessary, could the remote employees easily access the office or is it completely impossible? 
Depending on the specific scenario, you might then have to factor in additional security, privacy, 
and confidentiality issues, the actual timing of conversations (if ‘remote’ means a different 
time zone), the availability of a remote career coach, or even the full creation of a remote 
off-boarding process.

Then of course there are 
questions around ‘how 
remote?’ or ‘how hybrid?’ 

It shouldn’t matter 
whether your team 

members are two desks 
away, two offices away, 
two blocks away, or 2,000km 
away. That is except for 
when you might have to have 
a difficult conversation.

10



11

Key take-aways
There are various levels of ‘remoteness’ or ‘hybrid-ness’:

01  Everyone is working remotely (leaders and employees) with no chance of physical 
interaction such as during a lockdown or when dealing with a 100% distributed team. 

02  The manager is in the office, but the impacted employee(s) are working remotely.

03  The manager is working remotely but the impacted employee(s) are in the office.

04  The manager is in the office along with some impacted employees, but other 
impacted employees are remote. 

Please click above to view full list of take-aways in the Appendix.
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Preparing for changes  
in a remote or hybrid 
environment 
You might wonder why preparing for a remote 
restructure or remote redundancies would be any 
different from having to prepare for a more traditional 
organisational transformation.

Whether you are leading a fully distributed team, a hybrid team, 
or whether the changes are taking place during a lockdown, even 
just the fact that some of the impacted employees might be sitting 
in front of a screen as opposed to in the same office as you makes 
a huge difference. You may also need to take time differences into 
consideration, not to mention the timing of the process given that 
some employees might already be working reduced or flexible hours. 
You can’t afford to let anything slip through the cracks when planning 
a remote or hybrid restructure.

You can’t afford to let anything 
slip through the cracks when 
planning a remote or hybrid 
restructure.
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Make sure you create a remote off-boarding plan and have someone else from the 
leadership, HR, or people team cast their eyes over it to ensure you haven’t forgotten 
anything. It might be something as simple as a particular video platform not working 
in a certain country, an impacted employee probably being asleep at the time you are 
planning to communicate upcoming changes to the broader business, or someone might 
not be working on the day the announcement is being made.

Although it might sound strange, one of the goals of your remote off-boarding game 
plan should be to be to ensure as much ‘humanisation’ as possible at every step of the way 
and to avoid it being clinical as a result of the already existing pre-separation separation 
(no – this is not a typo).

For example, if you were preparing for changes in a traditional work setting, you would 
book a private meeting room for a difficult conversation perhaps even on another floor. 
You would look at the impacted employee’s calendar to ensure there wasn’t an important 
customer meeting or major client deadline immediately following your conversation. 
You would also probably time the meeting to avoid the employee having to walk back 
out into a busy office, perhaps scheduling it for the end of the day so they can head home 
without having to face an inquisition.

How can you replicate these considerations remotely or in a hybrid environment?

Think about your remote team members’ set ups. You don’t want your employee learning 
that their position is being made redundant while they are sitting at the same table as their 
teenager working on a school project, or moments before their kids walk in from school. 
You also wouldn’t want them to be told the news while working alone at home and then 
having to lead an important client meeting on Zoom while still in a state of shock with no 
support around them. You also don’t want an employee working remotely feeling paranoid 
that colleagues in the office may already know the news. We’ll provide more tips around 
how best to handle these sensitive discussions later when we do more of a deep dive into 
navigating separation conversations in remote or hybrid workplaces.

One of the goals 
of your remote 

off-boarding game plan 
should be to be to ensure 
as much ‘humanisation’ 
as possible at every step 
of the way and to avoid 
it being clinical as a result 
of the already existing 
pre-separation separation. 
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Agree on a carefully thought-out time frame, from when the remote consultations will 
start, through to how you will conduct any online separation conversations, all the way 
through to how laptops and other company property such as building access cards might 
be returned, and how you’ll co-ordinate a remote farewell or at least arrange an online 
card from the team.

Put yourself in your employees’ shoes for a moment here. Learning about potential 
upcoming changes, and then potentially being let go via video call will create more anxiety 
(not to mention more questions) than in a traditional work setting. As part of your planning, 
ensure you have enough support (from the leadership team or HR) made available in the 
lead-up to, during, and immediately following the critical conversations. If necessary, 
have key points or even scripts for key stakeholders to refer to or follow, since for many, 
a restructure in a remote or hybrid environment will be completely uncharted territory. 
Your goal is to reduce all the employees’ anxiety and provide them with as many answers 
around what’s going to happen next.

You might also want to carve out time as part of your preparation for the restructure 
to ensure your leaders are comfortable with what lies ahead for them in the process. 
If they haven’t had to let anyone go before, you should provide them with training on how 
to have an effective separation conversation whether it will be taking place face-to-face 
or remotely. This can certainly be provided by your outplacement provider if need be.

For a completely remote restructure, at a minimum your plan will probably factor in a 
combination of various email communications, team video calls, 1:1 video conversations, 
as well as some pre-recorded video messages addressing background, next steps and FAQs.

Learning about 
potential upcoming 

changes, and then 
potentially being let go 
via video call will create 
more anxiety (not to mention 
more questions) than in a 
traditional work setting.
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If you are planning to offer your impacted employees an outplacement or career 
transition program (and this is highly recommended), then you need to start investigating 
whether your provider of choice also has online tools and resources that can be made 
accessible to your remote employees as well as the ability to co-ordinate remote or hybrid 
coaching programs – once again taking into consideration video platform compatibility, 
time zones, and experience not just in remote career coaching, but also in coaching people 
who have been let go remotely.

Ensure you have all your legal documentation integrated with a digital platform such 
as HelloSign or DocuSign in advance, since all paperwork will need to be completed 
and signed electronically. You might also need to make it extra clear that despite the 
remote nature of some of the roles being made redundant or the distributed or hybrid set 
up of the team itself, that all non-compete, non-disclosure, restraint, and confidentiality 
clauses still apply.

You should try to keep your employer brand top of mind as much as possible when 
preparing for a restructure. How you maintain your position not only as an employer 
of choice, but as a remote or hybrid employer of choice is critical particularly during 
times of uncertainty. Figuring out how to build a positive employee experience during 
a transformation (for both impacted employees and those remaining in the business) 
is more than just a nice-to-have. It’s essential. In an ideal world you want all your 
employees to feel cared for, supported, and safe. Remember, a poorly handled or insensitive 
approach to remote layoffs can damage your employer brand and reputation particularly 
given the number of terminated employees who post scathing reviews online on sites 
such as Glassdoor.

A poorly handled or 
insensitive approach 

to remote layoffs can 
damage your employer brand 
and reputation particularly 
given the number of 
terminated employees who 
post scathing reviews online 
on sites such as Glassdoor.
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Key take-aways
01  Create a remote off-boarding plan and have someone else 

from the team cast their eyes over it to ensure you haven’t 
forgotten anything.

02  Agree on a carefully thought-out time frame, from when 
the remote consultations will start, through to how you 
will conduct any actual online separation conversations, 
all the way through to how any company property might 
be returned.

03  Ensure you have enough support available in the lead-up to, 
during, and immediately following the critical conversations. 
For assistance in having effective separation conversations, 
reach out to JobAccelerator at any time.

04  Find out whether your outplacement partner also has 
online tools and resources that can be made accessible to 
your employees as well as the ability to co-ordinate remote 
coaching programs.

05  Ensure you have all your legal documentation integrated 
with a digital platform, since all paperwork will need to 
be completed and signed electronically.

06  Keep your employer brand top of mind when preparing 
for a restructure. How you maintain your position as a 
remote or hybrid employer of choice is critical.

Please click above to view full list of take-aways in the Appendix.



03 
Could redeployment  
be an option?
Redeployment (also referred to as ‘internal 
career mobility’) is a hot topic now but one that 
is unfortunately still overlooked especially within 
remote, distributed, or hybrid teams.

When companies are expanding, they will often look within to 
find sources of competitive advantage before looking at potential 
external competitive environments to attract top talent. There are 
clear advantages of looking internally before going to market to 
identify a new candidate. Having said that, there are also plenty of 
reasons why employees who may be required to be released as part 
of a remote restructure, should be considered for potential roles in 
other parts of the business. It’s the perfect way to keep strong talent 
inside the organisation even if a position needs to be made redundant. 
Not to mention keeping an employee very happy while keeping the 
IP within the company and not letting it walk right into the hands 
of a competitor.

There are also plenty of reasons 
why employees who may be required 
to be released as part of a remote 
restructure, should be considered 
for potential roles in other parts of 
the business. 
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Redeployment is a perfect opportunity to give an employee a fresh start… while staying 
within the business. To allow them to potentially embark on a completely new career 
path while continuing to live and breathe the same company values that resonated with 
them when they initially joined the business.

If you know that a transformation is on the cards, whilst you might have a redundancy 
strategy in place, it’s time to also consider the benefits of a redeployment strategy within 
a remote or hybrid environment.

However, a redeployment strategy is not simply a matter of sharing a list of possible 
internal roles with an individual who might be retrenched as part of a restructure. 
Providing them with coaching and support to hone in on their transferable skills and 
potentially ‘fill in some skills gaps’ or help them step up into the new role is essential 
especially if they might not have peers physically working around them. After all, you 
wouldn’t want to offer an impacted employee an internal move but for them to feel like 
they were being thrown out of the frying pan and into the fire, particularly if they have been 
accustomed to working in the office but the potential new role is part of a remote team.

Internal mobility coaching to assist with up-skilling or re-skilling as part of a clearly 
thought through redeployment strategy will help any business (whether traditional, 
remote, or hybrid) work through such a transformation.

Whilst you might 
have a redundancy 

strategy in place, it’s time 
to also consider the benefits 
of a redeployment strategy 
within a remote or hybrid 
environment.
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Key take-aways
01  There are plenty of reasons why employees who may be required to be released 

as part of a restructure should be considered for potential roles in other parts of 
the business.

02  Redeployment is a perfect opportunity allowing an employee to embark on a new 
career path while continuing to live the same company values that resonated with 
them when they initially joined the business.

03  Providing support to potentially ‘fill in some skills gaps’ or help them step into 
a new internal role is essential especially if they might not have peers physically 
working around them.

Please click above to view full list of take-aways in the Appendix.



04 
Navigating the  
consultation process
The legislation around redundancies has not 
changed during the pandemic and yet often while 
the consultation process hasn’t completely slipped 
through the cracks, due to the many perceived 
logistical difficulties, it has perhaps not been handled 
as professionally as it should have been in many 
organisations.

There is no doubt that the consultation process has become 
more difficult due to the restrictions currently facing all businesses. 
However, a scenario that may well have started as a result of 
a pandemic-enforced lockdown could well become far more 
commonplace moving forward as organisations embrace a more 
distributed or hybrid approach to their operations.

Holding consultation meetings is 
no less important during a remote 
or hybrid restructure than during a 
more traditional redundancy process 
and cannot simply be scaled back 
or perhaps even overlooked as a 
perceived inconvenience. 
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Holding consultation meetings is no less important during a remote or hybrid restructure 
than during a more traditional redundancy process and cannot simply be scaled back 
or perhaps even overlooked as a perceived inconvenience. Employers still have a duty 
of care to consult with impacted employees either collectively or individually. Whilst 
it may be tempting to send out a comprehensive email to all staff outlining the details 
of the potential upcoming changes, or perhaps even recording an asynchronous 
video ‘town hall’ style message which is then shared with every employee within the 
organisation, having one-to-one, or one-to-many synchronous (live and two-way) 
video meetings via Zoom or Teams is undoubtedly the most professional (and preferred) 
approach in a remote or hybrid work setting.

The synchronous, two-way, live video consultation provides visibility around body 
language and facial expressions (from both sides of the virtual table), reducing the risk 
of miscommunication, and enhancing credibility and trust. Whether in a traditional, remote, 
or hybrid redundancy situation, treating people with respect and being compassionate 
and authentic in all your communications is paramount. Presenting information about a 
restructure or transformation via email (even if the wording tries to convey gratitude and 
humility) is poor form. Similarly, if you are prepared to go to the extent of recording a video 
announcement, but then choose to hide behind the lockdown or remote team structure to 
avoid standing up and a facing the troops with dignity is cowardly.

Remember that whether in a face-to-face or remote setting, a consultation should be 
more than simply communicating a fait accompli. It should allow for an open, trust-building, 
two-way conversation where information, opinions, and suggestions can be shared. 
Choosing the path of email communication or asynchronous video channels could, in fact, 
breed resentment and an unnecessary increase in unfair dismissal claims.

Whether in a 
traditional, remote, 

or hybrid redundancy 
situation, treating people 
with respect and being 
compassionate and authentic 
in all your communications 
is paramount.
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Digital communication (especially during a highly sensitive phase such as a restructure) 
should not be a replacement for human connectivity and yet redundancies will continue 
to be a part of life either during a lockdown or within a distributed or hybrid team 
environment. It’s important to ensure that you put sufficient thought and care into the 
consultation process. Bear in mind that for most of your employees, either as a result of 
lockdown or perhaps working as part of a remote team, normal human interaction could 
pretty much be non-existent. People are already more pessimistic and burned out than 
they would normally be, and even the mere rumour of redundancies could be soul crushing.

As an employer, if you follow best practice guidelines for approaching the consultation 
process, carrying this out via video if necessary, need not have a negative impact on either 
party. In fact, companies with a smooth and humane remote consultation process can even 
cultivate brand ambassadors among their impacted employees, thereby helping to maintain 
the organisation’s standing as an employer of choice.

Digital communication 
(especially during a highly 
sensitive phase such as a 
restructure) should not be 
a replacement for human 
connectivity. 

If you follow best 
practice guidelines for 

approaching the consultation 
process, carrying this out via 
video if necessary, need not 
have a negative impact on 
either party. 
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Key take-aways
01  Whilst it may be tempting to record an asynchronous video message which is then shared 

with the organisation, having one-to-one, or one-to-many synchronous (live and two-way) 
video meetings is undoubtedly the most professional (and preferred) approach.

02  Whether in a face-to-face, remote or hybrid setting, a consultation should be more than 
simply communicating a fait accompli. It should allow for an open, trust-building, two-way 
conversation where information, opinions, and suggestions can be shared.

03  Companies with a smooth and humane remote consultation process can even cultivate 
brand ambassadors among their impacted employees, thereby helping to maintain the 
organisation’s standing as an employer of choice.

Please click above to view full list of take-aways in the Appendix.
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Having an effective 
separation conversation 
There’s no denying that a separation conversation 
with an employee is one of the hardest conversations 
you will ever have as a manager. It’s never easy to 
tell someone they no longer have a job and having to 
do so when you might not necessarily be in the same 
room together makes the process even more difficult.

Of course, when having to let someone go from your team, you want 
to be able to do so with dignity while showing the utmost humility 
towards the impacted employee(s). This can normally be achieved 
by sitting down opposite them and delivering the news in person.

As with the consultation process outlined above, a remote separation 
conversation could become very awkward unless the virtual nature 
of the meeting is taken seriously and the leader delivering the difficult 
news to the employee is well prepared for the conversation and 
comfortable using synchronous, two-way, live video communication 
platforms such as Zoom or Teams. With all the technology available 
today, a remote or virtual separation conversation should never 
happen over the phone.

It’s never easy to tell someone 
they no longer have a job and 
having to do so when you might 
not necessarily be in the same room 
together makes the process even 
more difficult.
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Letting someone go over video is as close as you can get to an in-person meeting 
when it comes to working through a restructure in a remote or hybrid setting. 
You can still see facial expressions and observe body language, and whilst there 
may still be anger, confusion, potential tears, and silence while they process the 
news, at least you can still sit together in silence, as opposed to being on a phone 
call unsure of whether the other person is even still on the line.

Let’s now take a step back and think about the lead-up to the actual discussion 
for a moment.

When you book the time for the meeting, whether it will be happening in-person 
or virtually, whilst you probably wouldn’t send an invitation with “Difficult 
conversation” in the subject line, you shouldn’t leave the purpose of the meeting 
blank either. Best practice suggests indicating that you need to have an important 
conversation, so consider including something along the lines of “Upcoming 
business changes”, or “Important business update” in the subject line.

If the impacted employee is in the office or at least in the same time zone, then 
booking the meeting on the same day you send the invite is preferable as opposed 
to the anxiety a calendar invite like this for later in the week might cause. If a 
remote employee is in a different time zone, go by their calendar to schedule the 
call at a reasonable hour for them.

As we mentioned earlier, when it comes to preparing for a remote conversation, 
think about your employee’s remote set-up. Are they working at home alone? 
Does their partner or spouse also work at home? Do they have housemates sharing 
a common workspace? Are their children home schooling at the dining table, too? 
If you need to deliver the same news to a few different team members, always 
ensure confidentiality, and consider the timing of your conversations and the fact 
that news spreads quickly whether in a physical office or through a distributed 
or hybrid team.
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It’s important to ensure there won’t be any distractions for either party. Whilst we’ve all 
become far more accustomed to waving to spouses, partners, kids, and even pets during 
work calls, dialling into video calls from the car, while out on a walk or even from the 
supermarket, for remote separation conversations, it’s important to ensure privacy on both 
ends of the call. You should also reinforce that it’s not just a matter of ‘dialling in’ for the 
meeting but that it will also be essential to have the camera on.

Whilst in a traditional face-to-face separation conversation it would be strange to 
take a script in with you, when it comes to a remote redundancy meeting, particularly 
if you haven’t had to let anyone go before, you might want to think about having a few 
post-it notes containing key talking points carefully positioned around your screen but 
only if it doesn’t distract you and you can still always maintain eye contact.

We’ve all been on video calls when the image freezes, the connection goes patchy, 
or the wifi drops out at the most critical part of the meeting. It’s unavoidable but try 
to be as prepared as you can be – potentially tethering from your phone even if it drains 
your data. This is an extremely critical call, so you want your connection to be as solid 
as possible. It’s also best to shut off all notifications (better yet close all other apps). 
You don’t want to be distracted by email notifications, pings from your internal chat 
platform, WhatsApp messages, or LinkedIn connection requests. Of course, if the video 
does crash unexpectedly, call them back on the phone immediately so ensure you have 
their mobile phone number on hand.

Remember to speak slowly and calmly bearing in mind that if the conversation is taking 
place via a video call, that words can easily be swallowed by a blip in the connection, 
a careless hand on a microphone, or any number of other innocent glitches. Keep your 
words clear and your tone calm to minimize misunderstandings. Offer to repeat or clarify 
yourself, especially if the video quality went patchy at any point. 

You should also 
reinforce that it’s not 

just a matter of ‘dialling in’ 
for the meeting but that it 
will also be essential to have 
the camera on.
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If possible (and practical), you may want to suggest they bring a support person to the 
meeting with them. We’re not implying that you would send a close friend or partner 
a calendar invite with the video link. But if a remote employee would like to have their 
spouse or housemate or a good friend in the same room sitting quietly off camera, it’s 
certainly a nice to have. You will probably also feel better knowing that your team member 
isn’t alone and that someone else (perhaps in a less anxious mindset) was also absorbing 
and hearing the message in a remote setting.

Of course, it goes without saying that you should maintain dignity and professionalism 
but always show empathy and in the conversation itself, communicate the decision clearly, 
provide facts, and present the decision as final. At the same time, it’s important to recognise 
that the situation is difficult for the employee and to be empathetic. Acknowledging that 
it’s a difficult time will humanise the conversation and make the employee feel valued 
and respected.

Whether in an in-person or remote separation conversation, try to focus your employee 
on the future and your role in supporting them in their next career step. Often the hardest 
thing for any departing employee is the uncertainty of what lies ahead in their career which 
can also be coupled with financial uncertainty. It’s important to focus the employee on 
their next step in a positive way – ideally supporting them with an outplacement or career 
transition program. Helping them find their next role is a great way to give them confidence 
in their next step and to show that you care. Whether in an 

in-person or remote 
separation conversation, 
try to focus your employee 
on the future and your role 
in supporting them in their 
next career step.
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Key take-aways
01  With all the technology available today, a separation 

conversation should never happen over the phone.

02  When you book the time for the separation conversation, 
best practice suggests including something along the lines 
of “Upcoming business changes”, or “Important business 
update” in the subject line.

03  If the impacted employee is in the office or in the same 
time zone, book the meeting on the same day and avoid 
the anxiety a calendar invite for later in the week might 
cause. If your remote employee is in a different time zone, 
schedule the call at a reasonable hour for them.

04  If happening remotely, it’s important to ensure privacy on 
both ends of the call. You should also reinforce that it’s not 
just a matter of ‘dialling in’ for the meeting, but that it will 
also be essential to have the camera on. 

05  If on a video call, consider having a few post-it notes 
containing key talking points carefully positioned around 
your screen but only if it doesn’t distract you and you can 
still maintain eye contact. 

06  If on a video call, shut off all notifications and close 
all other apps. You don’t want to be distracted by email 
notifications, pings from your internal chat platform, 
or LinkedIn connection requests. 

07  You should maintain dignity and professionalism but 
always show empathy and in the conversation itself, 
communicate the decision clearly, provide facts, and 
present the decision as final.

Please click above to view full list of take-aways in the Appendix.



06
Outplacement and career 
transition programs
You wouldn’t be the first person who might think 
that outplacement or career transition programs 
are only offered to employees by the big banks, 
insurance companies, airlines, telco giants, or other 
multinationals in times of mass retrenchments. 

This couldn’t be further from the truth. 

How many times have you read on a company’s website some 
phrase along the lines of “our people are our greatest asset”? 
And yet, those very same people are often the first to suffer 
when it comes to organisational change or restructures.

Outplacement and career transition programs are critical to the 
success of any redundancy process and it’s certainly no exception 
when dealing with remote or hybrid team restructures.

Outplacement and career transition 
programs are critical to the success 
of any redundancy process and 
it’s certainly no exception when 
dealing with remote or hybrid team 
restructures.
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Many organisations focus heavily on creating a strong first impression when recruiting 
talent. However, it’s just as important to leave a positive and lasting impression when 
the time comes to part ways. And while most organisations will put sufficient effort 
into planning an induction or on-boarding program for new employees joining a remote 
or hybrid team, it’s just as important to think about having a carefully thought-out off-
boarding program in place for employees being let go from the organisation.

Unless you’ve personally been impacted by an organisational restructure, had your position 
made redundant or been retrenched (however you might choose to frame your narrative 
around being let go), it’s impossible to truly appreciate the emotional roller coaster that 
takes place. And rest assured the stakes are even higher and the impact even more intense 
when this is done remotely.

After all, for the person doing the ‘letting go’, once the conversation is had, as clinical 
as it may sound, life goes on whether it be in the office or remotely. Whilst it can be an 
extremely challenging discussion, once it’s over, for most people it’s pretty much business 
as usual. However, for the person being let go (particularly remotely), it’s a completely 
different story. The next morning, while all their colleagues are waking up and getting 
on with just another normal day, suddenly they find themselves “in a parallel universe”, 
“in some weird twilight zone”, or “trapped in a kind of limbo vortex”. These are all phrases 
that participants have used when first sitting down with our career coaches as they’ve 
embarked on their career transition programs.

While most 
organisations will put 

sufficient effort into planning 
an induction or on-boarding 
program for new employees 
joining a remote or hybrid 
team, it’s just as important 
to think about having a 
carefully thought-out off-
boarding program in place for 
employees being let go from 
the organisation.
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As an employer, divisional leader, business owner, or line manager, after you’ve had to 
make the already difficult decision to move somebody on from your business, do you want 
them waking up feeling immobilised or in a strange vortex? Or would you rather want to 
know that you’ve set them up on a program that’s going help them land on their feet again 
as quickly as possible? Do you want them feeling blindsided, kicked in the guts, hitting 
what they may feel is their ‘career rock bottom’? Or would you prefer to know that they’ve 
dusted themselves off, re-invented and re-energised themselves, found a new purpose 
along with an awesome new career as a result of having been offered a career transition 
program as part of their redundancy package?

Wouldn’t you sleep better at night knowing that a team member who had always 
been 100% committed to you and your business was now in safe hands?

Providing an impacted employee with an outplacement or career transition program along 
with an expert career coach is giving them a confidant and partner to help them at what for 
many is an incredibly difficult time. The coach might start working with them at an all-time 
low but will be right there by their side (perhaps even remotely) as they progress along 
their career transition journey.

We shouldn’t possibly expect any employee who has had their position made redundant 
(particularly if it was done remotely) to just work things out on their own. We shouldn’t 
simply think, “they’ll be fine” or “I’m sure they’ll find something soon”, or “I’ve given them 
a great reference” before turning our back on the situation without feeling a sense of 
responsibility.

A leader needs to be there for their employees to celebrate the wins, and the losses; 
to share in the highs and the lows; to support them in the good times and the bad. 
Whether in a remote, co-located, or hybrid work setting, in the event of a restructure, 
part of the leader’s role is to ensure the departing employees are in the best possible 
hands and to ensure that they feel safe on their emotional journey. 

Whether in a remote, 
co-located, or hybrid 

work setting, in the event 
of a restructure, part of the 
leader’s role is to ensure the 
departing employees are in 
the best possible hands and 
to ensure that they feel safe 
on their emotional journey. 
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As part of any future traditional or remote redundancy packages, you may consider offering 
a simple, practical program that ensures individuals have an updated resume, LinkedIn 
profile and job search plan; or perhaps a more targeted program that gives individuals the 
key tools to support them with their job search; a focused program to help them establish 
a clear career plan, equipping them with all the skills and tools required to secure a new 
role; or a more comprehensive program providing the individual with a highly tailored and 
insightful exploration into potential future career opportunities as well as intensive support 
to assist them secure their next opportunity.

In addition to career coaching, you might also want to ensure that your employees who 
have been let go have access to online workshops and webinars, or at least to an online 
career transition platform offering tools and resources including articles, templates, resume 
builders etc, allowing them to move at their own pace and consume content in the way they 
want. Such a participant experience would typically include on-demand content through 
a range of multi-media elements including video coaching tips, state of the art personality 
assessments, a live job feed that is matched to the individual’s experience and background, 
career insights and diagnostic tools, as well as an on-demand coach booking portal. These 
programs are specifically designed to help your exiting staff find new carer pathways and 
are delivered virtually leveraging the best technology.

Of course, it’s entirely up to you. But after you’ve said your official corporate good-byes, 
you’ll be able to look your departing employee in the eye (albeit perhaps via video) knowing 
you’ve done the right thing and rest assured, they might not show it at the time, but they’ll 
respect you even more for it.

But after you’ve 
said your official 

corporate good-byes, 
you’ll be able to look your 
departing employee in the 
eye (albeit perhaps via video) 
knowing you’ve done the 
right thing. 
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Key take-aways
01  Providing an impacted employee with an outplacement or career transition 

program along with an expert career coach is giving them a confidant and partner 
to help them at what for many is an incredibly difficult time.

02  In addition to coaching, you might also want to ensure that your employees who 
have been let go have access to an online career transition platform, allowing them 
to move at their own pace and consume content in the way they want.

Please click above to view full list of take-aways in the Appendix.



07
Communicating the 
news to the organisation 
following the changes 
If the message following an organisational restructure 
is not communicated promptly and clearly via the 
appropriate channels, the effects on team morale 
can be devastating.

For these reasons, early communication is critical to reassuring 
the remaining staff (whether working in the office or remotely) that 
business operations, while they may initially experience a slight glitch 
or bump in the road, will be quickly stabilised and will be back on track 
heading in a positive direction.

When any organisational change (no matter how big or small) takes 
place within a business, it’s important for a leader to be open and up 
front with the team about what has happened, why it has happened, 
and where possible what is being done about the situation. This is 
even more crucial if the changes taking place are happening remotely.

If the message following an 
organisational restructure is not 
communicated promptly and 
clearly via the appropriate channels, 
the effects on team morale can be 
devastating.
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As a business leader or manager of a hybrid team, you may believe that a 
redundancy or change in one part of your organisation will have little or no direct 
impact on another part of the business. However, it is still amazing just how much 
of a ripple effect a remote redundancy, for example, from within a remote finance 
team can have on certain members of the sales force, or vice versa despite these 
teams perhaps not even working together in the same office.

Share information relating to an organisational restructure with your team as early 
as possible. Otherwise, once the rumours start, you will end up wasting a lot of 
time getting the team re-focused and back on track. Particularly in a distributed 
or hybrid work environment, the more people feel they are involved during the 
transitioning process, the fewer disruptions you will face down the track.

One standalone e-mail communicating the news of a remote team restructure 
or downsizing can easily be misinterpreted.

Try to communicate the news of any redundancies personally and, whenever 
possible, deliver the message to the entire team at the same time to ensure your 
message is consistent and clear. In a traditional setting, this would typically involve 
brining everyone together into one room to deliver the news, while in a distributed 
or hybrid setting, this might require a video message from the CEO or founder 
if the entire team can’t be online together perhaps due to unfriendly time zones. 
If it is possible to speak to all the team live via (eg) Zoom or Teams, then even 
after the video session (which would also ideally be recorded), an email carefully 
detailing the changes and strategy moving forward should be sent out to all the 
remaining staff.
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Then there might be the question around how to communicate the news to customers 
or other key external stakeholders. Depending on how your employee has taken the 
news, you might want to ask them how they would like you craft the external narrative. 
Alternatively, you may want to give them some control over how they convey the news 
to their customers perhaps as part of a handover process. Either way, customers shouldn’t 
be kept in the dark and the sooner they are made aware of the changes the better it will 
be from a client retention perspective.

After all, no matter how long someone has been with an organisation, and no matter what 
role he or she may play in the business, transitions in the workplace will affect everyone in 
some way – even if they have never actually met the impacted employee(s) in person.

However, if managed the right way, not only will the rest of the team feel more at ease with 
the changes taking place within the business, but they will also respect you as the leader 
for the way in which you handled what is often a very sensitive situation.

Transitions in the 
workplace will effect 
everyone in some way.

One standalone 
e-mail communicating 

the news of a remote 
team restructure or 
downsizing can easily 
be misinterpreted.
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Key take-aways
01 Share information relating to an organisational restructure with your team as early as possible.

02  Try to communicate the news of any redundancies personally and ideally deliver the message 
to the entire team at the same time to ensure your message is consistent and clear.

03 When communicating the news of a remote restructure, best practice suggests the following timeline: 

 a  The impacted employee (live over video chat)

 b  The direct team of the impacted employee (live over video chat)

 c  The functional area (live over video chat)

 d  The broader business (OK either via video or email)

04  Messaging to the team needs to be factual and empathetic, not disclosing personal reactions etc. 
Offering support to team members and ensuring leaders are equipped with a consistent message 
is vital, as often remaining employees will seek guidance or more details from their leaders.

Please click above to view full list of take-aways in the Appendix.



08
Remember the ‘survivors’,  
particularly when handling 
remote redundancies
We’ve talked about how important it is for 
organisations working through a restructure to 
be well prepared. Whilst preparation is key during 
any redundancy process, extra precautions need 
to be taken in the remote or hybrid context from the 
perspective of both those who will be delivering the 
news as well as obviously the impacted employees.

There’s a lot of advice and guidance available tailored towards 
organisations going through traditional transformations. 

This typically includes pre-announcement support for managers and 
HR staff, as well as on-site notification support and career transition 
support to help the exiting staff find new career pathways following 
their separation.

During a remote or hybrid 
restructuring process, there needs 
to be a far more conscious effort 
made on the remaining staff to 
ensure their well-being. 
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During a remote or hybrid restructuring process, there needs to be a far more 
conscious effort made on the remaining staff to ensure their well-being. After all, 
they haven’t even necessarily watched their friends walk out the door. They’ve 
either perhaps heard about the changes or unfortunately (as has become far too 
common throughout the pandemic) have simply seen their colleagues’ names drop 
off Slack channels, Teams chats, or email distribution lists.

“Why have I kept my job while they’ve all lost theirs?” is guaranteed to be 
a thought crossing the minds of those not directly impacted (per se) by the 
changes.

Whether we call it ‘survivors’ guilt’ or ‘survivors’ syndrome’, part of any overarching 
restructuring plan should include providing support to the staff left in the remote 
team or hybrid business and this certainly includes support to the leaders who 
often carry a massive burden at times like this. Research shows that less than 50% 
of managers feel equipped or comfortable to lead teams through change.

Aside from “why them and not me?”, the ‘survivors’ are bound to experience 
increased stress levels perhaps around new workloads but are more likely waking 
up and logging on every morning wondering, “will I be next?” or “will there be 
another round of remote redundancies?”.

Uncertainty. Shock. Anxiety. Panic. Anger. Remorse… and of course guilt.

These are not only emotions felt by the impacted employees. Besides, if you 
are providing a career transition program to these employees as part of their 
redundancy, then they will have an experienced coach to help them manage 
and work through these emotions albeit perhaps virtually.
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What about providing the survivors with a face-to-face or remote sounding board, too? 
Perhaps an opportunity to speak to a professional online so they can confidentially share their 
emotional challenges from the perspective of a ‘stayer’. Once again, this emotional support 
should also be offered to the leaders in the business who will often be regarded as the 
‘executioners’ given that they may be perceived as the ones who initiated the downsizing.

If, for whatever reason, you can’t provide external virtual support to any remote survivors 
following a restructure, then as a leader in the business, you need to make yourself more 
available during times of transformation; focusing on morale; fostering a culture of success 
and motivation within the distributed or hybrid team; and hopefully preventing unnecessary 
resignations that often follow redundancies. Put yourself in the position of your remaining 
employees for a moment. Uncertainty in any workplace whether traditional, remote or hybrid 
(also often referred to as ‘occupational anxiety’) isn’t healthy.

Organisational transformations can also have a major impact on those remaining, even if some 
employees may have never actually met those who have been let go in person before. Help 
prevent survivors’ syndrome and be there for your stayers whether it’s through offering more 
regular online 1:1 catch ups or open group discussion forums.

What about providing 
the survivors with 

a face-to-face or remote 
sounding board, too? 
Perhaps an opportunity 
to speak to a professional 
online so they can 
confidentially share their 
emotional challenges from 
the perspective of a ‘stayer’. 

Organisational transformations 
can also have a major impact on 
those remaining, even if some 
employees may have never 
actually met those who have 
been let go in person before.

40



41

Key take-aways
01  Part of any overarching restructuring plan should include providing support to 

the staff left in the business and this includes support to the leaders in the business 
who often carry a massive burden at times like this.

02  If you can’t provide external virtual support to the survivors following a remote 
restructure, then as a leader, you need to make yourself more available during times 
of transformation.

03  Help prevent survivors’ syndrome and be there for your stayers whether it’s through 
offering more regular online 1:1 catch ups or open group discussion forums.

Please click above to view full list of take-aways in the Appendix.



09
Out of sight should 
never mean ‘out of mind’
Whilst career transition should never be an 
afterthought, this could never be truer than when 
working through a remote or hybrid restructure.

You would never consider recruiting someone into a remote or 
distributed team and then a month after they start give them some 
kind of half-baked induction, right?

When it comes to making someone’s position redundant remotely 
or virtually, part of the ‘respect and dignity’ piece we talked about 
earlier should ideally include providing the impacted employees with 
a remote career coach immediately after the news is communicated. 
Not days after; not weeks after; and definitely not a month after. 
Immediately after with an invitation to a video call. 

Part of the ‘respect and dignity’ 
piece we talked about earlier 
should ideally include providing the 
impacted employees with a remote 
career coach immediately after the 
news is communicated.

42



Of course, if the impacted employee is working out a notice period, then access to the 
career coach should be provided during the notice period and not making them wait until 
their end date. Ideally time should be allowed for the employee to access the coach during 
their regular working hours.

Having said that, it should also never be a case of ‘remote self-service’, ‘virtual DIY’, 
or ‘online shopping’ for a remote career transition program. Sorry to be blunt, but nobody 
wants to be basically told over Zoom, “You’re fired, so now go and find yourself a program 
to help get yourself a new job”. Put yourself in the shoes of your impacted employee(s) 
and once again, in order to impart some level of compassion and humility, have your remote 
career transition program lined up before you deliver the news of retrenchment virtually 
to a team member.

It should also never 
be a case of ‘remote 

self-service’, ‘virtual DIY’, 
or ‘online shopping’ for a 
remote career transition 
program.

Nobody wants to be 
basically told over Zoom, 
“You’re fired, so now go and 
find yourself a program to 
help get yourself a new job.
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Key take-aways
01  You would never consider recruiting someone into a remote or distributed 

team and then a month after they start give them some kind of half-baked 
remote induction.

02  Making someone’s position redundant remotely should ideally include 
providing the impacted employee with a remote career coach.

03  Ensure you have your remote career transition program lined up before 
you deliver the news of retrenchment virtually to a team member.

Please click above to view full list of take-aways in the Appendix.



10
It’s OK to admit 
restructures are tough 
Don’t be afraid to ask for help – and we’re not 
talking about help for your impacted employees here. 
We’re talking about anyone who thinks that one day 
they may find themselves having to let someone go 
virtually as part of a remote restructure or hybrid 
organisational transformation. 

After all, no matter how you package it up nor how many times you 
may have done it before, there’s never an easy way to tell someone 
they no longer have a job – and to not be able to do it face-to-face 
makes the whole process even more difficult.

Long before he was President, Donald Trump made it look so 
straightforward on The Apprentice. Decision made… “You’re Fired”. 
And in Up in the Air, George Clooney, playing a ‘corporate downsizing’ 
expert, made his career out of bringing other people’s to a grinding 
halt. It’s interesting to reflect that at the end of the movie his character 
ultimately had his role made redundant due to the introduction of ‘remote 
redundancy’ technology spearheaded by Anna Kendrick’s character.

But we digress, and of course, in real life it’s never like it is on 
TV or in the movies. 

There’s never an easy way to 
tell someone they no longer have 
a job – and to not be able to do 
it face-to-face makes the whole 
process even more difficult.
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There’s no doubt that remote layoffs are an emotional experience for everyone involved 
(on both sides of the screen). It sucks. Big time. Some team members might take it well; 
others (quite understandably) will not. Even if you have someone to support you through 
the process (albeit remotely), it’s still gut-wrenching.

Whilst some leaders might be fortunate enough to have the support of a human resources 
team during these times, often a hiring manager, business owner, or startup founder is left 
to do the deed alone while feeling solely responsible for the livelihoods of their distributed 
or hybrid team members and for the health and well-being of their families.

That’s why for anyone leading a co-located, remote, distributed, or hybrid team during 
these times, it’s critical to have someone in your corner; someone you can vent to and be 
vulnerable with – a confidant with whom there’s no need to be stoic, and to whom you 
can express how you’re really feeling. Perhaps a coach, mentor, or a friend either inside or 
outside your organisation. 

Remember you are not alone even if you are leading remotely.

Whilst in the lead-up to a restructure you may well have a few sleepless nights, and on 
the actual day of the scheduled separation conversation (whether in-person or virtual) 
you’ll probably feel the vomit in your throat, many others have gone through this before and 
the reality of business is that many others will go through it after you. However, in addition 
to your go-to person, if it’s really hitting you hard, you may want to speak to a professional. 
Of course, if you’re able to provide an outplacement or career transition solution to your 
impacted employees, the provider might also be able to offer some counselling for you 
too, whether it be onsite or remote. Don’t be afraid or ashamed to ask.

There’s no doubt that 
remote layoffs are 

an emotional experience for 
everyone involved (on both 
sides of the screen). It sucks. 
Big time.
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Throughout this eBook we have provided plenty of advice and guidance on the importance 
of focusing on the well-being of impacted employees – those who have been let go as 
the result of an organisational restructure as well as the ‘survivors’ who remain in the 
business albeit perhaps still working remotely. And whilst career transition and career 
navigation partners might be there to help employees work through feelings of uncertainty, 
frustration, anxiety, panic, anger, remorse, guilt, and shame, these feelings are just as 
relevant for business owners, managers, and founders.

Whether it’s through meditation, exercise, or the odd (or perhaps more regular) self-help 
book, please take care of yourself and make it a priority to focus on your own well-being. 
After all, nobody was ever cut out to be The Remoterminator.

Of course, you are an expert at what you do in your business, but it’s not always easy to 
keep on top of it all, especially when it comes to restructures. Suddenly, you’re expected to 
be both commercially ruthless while also being there to play the role of a virtual counsellor. 
If we are to believe that in business today “our people are our greatest asset”, then we 
need to remember that team leaders, hiring managers, business owners, and founders are 
people, too. They are a critical asset to any business so it’s important to understand and 
appreciate that they also need to be supported when it comes to the redundancy process.

Nobody was 
ever cut out to be 

The Remoterminator.
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Key take-aways
01  For anyone who thinks that one day they may find themselves having to let someone 

go as part of a traditional, remote, or hybrid organisational transformation, don’t be 
afraid to ask for help.

02  It’s critical to have someone in your corner; someone you can be vulnerable with 
– a confidant with whom there’s no need to be stoic, and to whom you can express 
how you’re really feeling.

03 Remember you are not alone even if you are leading remotely.

04  If you’re able to provide an outplacement solution to your impacted employees, the career 
transition partner should be able to provide some counselling for you, too. Don’t be 
ashamed to ask. (And yes, we have intentionally repeated this point as a key take-away!).

Please click above to view full list of take-aways in the Appendix.



Conclusion
It’s a major realisation when you find yourself facing the task of having 
to restructure and let people go from your team. For anyone who might 
feel slightly overwhelmed or daunted by this prospect, you are not alone.

We’re going assume that given you’ve read this far, that you genuinely care for your people 
throughout the whole lifecycle of their employment with your organisation whether your 
team is located together, working remotely, or in a hybrid setting, and that you want to ensure 
they are well looked after particularly during a restructure.

In putting this eBook together, our mission was simple. To help take the stress, confusion, 
panic, and angst out of remote or hybrid restructures and to make the process as smooth 
and calm as possible. In terms of a guide, we covered a lot including: 

• The importance of preparing for change in traditional, remote and hybrid workplaces 

• Navigating the consultation process

• Having effective separation conversations

• How to best communicate to the remaining team in any work setting

• Redeployment opportunities; and

• Outplacement and career transition programs
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Particularly during a remote or hybrid organisational transformation, in-person engagement 
is impossible. In fact, it could even be completely removed. Under such circumstances 
you can’t provide physical redundancy packs, and any form of on-site support disappears. 
Virtual career coaching and the remote or hybrid career transition experience will certainly 
become part of the new normal, so it’s important to ensure that the benefits you get from 
remote accessibility far outweigh what you lose from not necessarily being able to have the 
conversations face-to-face.

How you choose to make the most of this guide moving forward is entirely up to you. 
You may already have a robust off-boarding process in place but just need to make some 
tweaks to factor in the remote or hybrid nature of the delivery; perhaps you have an 
outplacement partner purely offering traditional career transition solutions and you may 
now need to think about finding a provider with more online modules accessible to impacted 
employees along with virtual career coaching; or you may not have needed to even think 
about restructuring in the past but can see a potential need for lay-offs up ahead.

Whether you come back and read it again cover to cover, or simply refer to the tips and 
suggestions scattered throughout that we have consolidated in the Appendix below, we 
wanted to cover everything you need to know to ensure you are armed and ready to tackle 
remote or hybrid restructures head on. 

By getting this far you should hopefully feel more comfortable, but if you are still feeling 
somewhat overwhelmed, you can always reach out. We’ve been helping organisations 
downsize, resize, and restructure for over 35 years… yes often even remotely.

JobAccelerator 
Smart technology backed by real-world experience.

Particularly 
during a remote 

or hybrid organisational 
transformation, in-person 
engagement is impossible. 
In fact, it could even be 
completely removed. 
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There’s never an easy way to 
tell someone they no longer 

have a job – and to not be able to do it 
face-to-face makes the whole process 
even more difficult.
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Appendix
We wanted to provide you with a summary of all the key tips we’ve shared throughout this eBook. 
We’ve included the key sound bites from each chapter and listed them here. You can use this as a ready 
reckoner and come back to it any time.

01 Who is remote and who is hybrid?
• There are various levels of ‘remoteness’ or ‘hybrid-ness’:

�  Everyone is working remotely (leaders and employees) with no chance of physical interaction such as during a lockdown 
or when dealing with a 100% distributed team. 

�  The manager is in the office, but the impacted employee(s) are working remotely.
�  The manager is working remotely but the impacted employee(s) are in the office.
�  The manager is in the office along with some impacted employees, but other impacted employees are remote.

02  Preparing for changes in a remote or hybrid environment
• Create an off-boarding plan and have someone else from the team cast their eyes over it to ensure you haven’t forgotten anything.

• Agree on a carefully thought-out time frame, from when the remote consultations will start, through to how you will conduct 
any actual online separation conversations, all the way through to how any company property might be returned.

• Ensure you have enough support available in the lead-up to, during, and immediately following the critical conversations. 
For assistance in having effective separation conversations, reach out to JobAccelerator at any time.

• Find out whether your outplacement partner also has online tools and resources that can be made accessible to your employees 
as well as the ability to co-ordinate remote coaching programs.

• Ensure you have all your legal documentation integrated with a digital platform, since all paperwork will need to be completed 
and signed electronically.

• Keep your employer brand top of mind when preparing for a restructure. How you maintain your position as a remote or hybrid 
employer of choice is critical.
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03 Could redeployment be an option?
• There are plenty of reasons why employees who may be required to be released as part of a restructure should 

be considered for potential roles in other parts of the business.

• Redeployment is a perfect opportunity allowing an employee to embark on a new career path while continuing 
to live the same company values that resonated with them when they initially joined the business.

• Providing support to potentially ‘fill in some skills gaps’ or help them step into a new internal role is essential 
especially if they might not have peers physically working around them.

04 Navigating the consultation process
• Whilst it may be tempting to record an asynchronous video message which is then shared with the broader 

organisation, having one-to-one, or one-to-many synchronous (live and two-way) video meetings is 
undoubtedly the most professional (and preferred) approach.

• Whether in a face-to-face, remote or hybrid setting, a consultation should be more than simply communicating 
a fait accompli. It should allow for an open, trust-building, two-way conversation where information, opinions, 
and suggestions can be shared.

• Companies with a smooth and humane consultation process can even cultivate brand ambassadors among their 
impacted remote employees, thereby helping to maintain the organisation’s standing as an employer of choice.
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05 Having an effective separation conversation
• With all the technology available today, a separation conversation should never happen over the phone.

• When you book the time for the separation conversation, best practice suggests including something along the 
lines of “Upcoming business changes”, or “Important business update” in the subject line.

• If the impacted employee is in the office or in the same time zone, book the meeting on the same day and avoid 
the anxiety a calendar invite for later in the week might cause. If your remote employee is in a different time 
zone, schedule the call at a reasonable hour for them.

• If happening remotely, it’s important to ensure privacy on both ends of the call. You should also reinforce that 
it’s not just a matter of ‘dialling in’ for the meeting, but that it will also be essential to have the camera on. 

• If on a video call, consider having a few post-it notes containing key talking points carefully positioned around 
your screen but only if it doesn’t distract you and you can still maintain eye contact. 

• If on a video call, shut off all notifications and close all other apps. You don’t want to be distracted by email 
notifications, pings from your internal chat platform, or LinkedIn connection requests. 

• You should maintain dignity and professionalism but always show empathy and in the conversation itself, 
communicate the decision clearly, provide facts, and present the decision as final.

06 Outplacement and career transition programs
• Providing an impacted employee with an outplacement or career transition program along with an expert 

career coach is giving them a confidant and partner to help them at what for many is an incredibly difficult time.

• In addition to coaching, you might also want to ensure that your employees who have been let go have access 
to an online career transition platform, allowing them to move at their own pace and consume content in the 
way they want.
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07  Communicating the news to the organisation following 
the changes

• Share information relating to an organisational restructure with your team as early as possible.

• Try to communicate the news of any redundancies personally and ideally deliver the message to the entire team 
at the same time to ensure your message is consistent and clear.

• When communicating the news of a remote restructure, best practice suggests the following timeline: 

1  The impacted employee (live over video chat)
2   The direct team of the impacted employee (live over video chat)
3  The functional area (live over video chat)
4  The broader business (OK either via video or email)

• Messaging to the team needs to be factual and empathetic, not disclosing personal reactions etc. Offering 
support to team members and ensuring leaders are equipped with a consistent message is vital, as often 
remaining employees will seek guidance or more details from their leaders.

08  Remember the ‘survivors’, particularly when handling 
remote redundancies

• Part of any overarching restructuring plan should include providing support to the staff left in the business and 
this includes support to the leaders in the business who often carry a massive burden at times like this.

• If you can’t provide external virtual support to the survivors following a remote restructure, then as a leader, 
you need to make yourself more available during times of transformation.

• Help prevent survivors’ syndrome and be there for your stayers whether it’s through offering more regular 
online 1:1 catch ups or open group discussion forums.
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09  Out of sight should never mean ‘out of mind’
• You would never consider recruiting someone into a remote or distributed team and then a month after they 

start give them some kind of half-baked remote induction.

• Making someone’s position redundant remotely should ideally include providing the impacted employee with 
a remote career coach.

• Ensure you have your remote career transition program lined up before you deliver the news of retrenchment 
virtually to a team member.

10  It’s OK to admit restructures are tough
• For anyone who thinks that one day they may find themselves having to let someone go as part of a traditional, 

remote, or hybrid organisational transformation, don’t be afraid to ask for help.

• It’s critical to have someone in your corner; someone you can be vulnerable with – a confidant with whom 
there’s no need to be stoic, and to whom you can express how you’re really feeling.

• Remember you are not alone even if you are leading remotely.

• If you’re able to provide an outplacement solution to your impacted employees, the career transition partner 
should be able to provide some counselling for you, too. Don’t be ashamed to ask. (And yes, we have 
intentionally repeated this point as a key take-away!).
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