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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

2



    

01 Introduction 4
02 Preparing for the separation conversation 6
03 Scheduling the separation conversation 13
04 Conducting the separation conversation 15
05 Introducing the JobAccelerator career transition coach  19
06 The career transition process 22
07  Communicating the news to internal and external stakeholders 26
08 Conclusion 28
09 Sample ‘Effective Separation Conversation’ script 30
10 Notes 36

Contents

Please note this PDF is interactive.  
Click the ‘Contents list’ to link to the chapters, and  
‘Home button’ to link back to the ‘Contents page’.



01 
Introduction
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 and, if handled poorly, the unforeseen impact of a restructure and subsequent 
redundancies can cause lasting detrimental effects to an 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.

A separation conversation with an employee is one of the hardest conversations you will ever have as a 
manager. There is never an easy way to tell someone they no longer have a job. However, if the manager 
can demonstrate a strong commitment on behalf of the organisation to support impacted employees 
through career change and transition, the benefits to the business can be significant.

• How can you ensure the most positive experience – for the impacted employees as well as those 
remaining in the business?

• How do you part ways with humility, dignity, and compassion? 
• How do you manage the aftermath of a layoff and the mental health, engagement, productivity, 

and well-being of the remaining team? 
• Have you considered the possibility of having to let people go from a remote or hybrid team?
• How do you make a position redundant remotely?
• How do you ensure your employer brand isn’t dragged through the mud?
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This guide has been designed to help anyone facing the prospect of having to manage a restructure or 
redundancies plan and prepare for the consultation process and ensure that separation communications 
are delivered clearly, consistently, and sensitively while remaining mindful of the personal impact the 
message will have on the individual(s) concerned.

Powered by Hudson, JobAccelerator has been supporting individuals and organisations going through 
change and transition for over 35 years. In fact, we have supported over 100,000 transitioning employees 
with over 90% of participants reaching a positive outcome within their program.

Experience shows that use of this guide can help to:

• assist impacted employees maintain self-esteem and regain other employment either through 
redeployment or in a new organisation

• reduce the likelihood of misunderstanding between management and the individual(s)
• minimise or eliminate negative effects that the termination of one person can have on the broader team
• sustain a positive public image for the company as an employer of choice
• reduce the need for either party to resort to litigation.

Having said that, we should point out that this guide does not specifically cover separations arising 
from poor performance. Nor is specialist assistance with the legal or taxation issues that may surround 
individual separation covered in this guide and will need to be sought as required through other avenues. 

JobAccelerator has been supporting individuals and 
organisations going through change and transition 

for over 35 years. In fact, we have supported over 100,000 
transitioning employees with over 90% of participants 
reaching a positive outcome within their program.
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Figuring out how to build a 
positive employee experience 
during a transformation is 
more than just a nice-to-have. 
It’s essential

02
Preparing for the 
separation conversation
Always keep your employer brand top of mind when 
preparing for a separation conversation. How you 
maintain your position as an employer of choice is 
critical particularly during times of uncertainty. 

Figuring out how to build a positive employee experience during 
a transformation is more than just a nice-to-have. It’s essential. 
In an ideal world you want your impacted employees to feel cared 
for, supported, and safe. Remember, a poorly handled or insensitive 
approach to a separation conversation can damage your employer 
brand and reputation particularly given the number of terminated 
employees who post scathing reviews online on sites such 
as Glassdoor.

Sufficient preparation will help you to:

• communicate the decision clearly
• provide facts clearly and with sensitivity
• present the decision as final
• retain dignity
• understand the impacted employees’ situation better and 

encourage them to take positive action.

6



Consider the following steps carefully:

Secure professional assistance
HR should provide the information required to undertake effective separation discussions, but if anything is 
unclear or additional support is required, then it’s important that this input is sought to ensure these discussions 
are successfully managed. The support provided by HR should also include instruction regarding any forms 
to be completed or any documents that need to be signed for legal or compliance purposes. In the event 
HR support is not available, JobAccelerator can assist you from the outset in planning the separation.

Understand all the facts
It’s important that you understand the background and rationale for any organisational changes to ensure 
you communicate these effectively, confidently, and consistently. This will help you dispel any rumours and 
confusion and limit some of the negative impact to the organisation’s reputation.

Access all required information
You need to be familiar with any material that will be covered during the separation conversation. This will 
ensure that you can comfortably discuss all the content and answer any questions confidently. 

HR should provide you with all the required information but if you’re unsure of anything, it’s up to you to seek 
clarity ahead of time.

As a manager, you should be prepared to discuss the following and know which resources impacted employees 
can be referred to:

• Separation policy and procedures.
• Separation package details.
• Grievance procedures and any union related issues.
• Support services and policies, eg career transition services such as JobAccelerator and/or Employee 

Assistance Programs (EAP).
• Resourcing and selection process and associated timeline (if redeployment or internal mobility is an option).
• Recovering company assets and revoking digital access.
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Prepare for each discussion
In order to manage the discussion and keep it on track, you might want to prepare an 
agenda and ‘script’ which address the facts and key points to be covered. This is particularly 
important for any manager preparing for a separation conversation for the first time.

Whilst you certainly won’t want to appear overly rehearsed, too scripted, or operating on 
autopilot, you might want to practise articulating the key messages that you need to convey 
to gauge the approximate time needed for the meeting.

It’s also important that you understand the impact and specific implications for everyone, 
including any potential options/choices that might be available to them, such as voluntary 
redundancy or redeployment opportunities.

If you are dealing with multiple redundancies, the separation conversations will still need 
to be conducted individually. The meetings should be kept concise, but ensure you allow 
sufficient time for questions. Each impacted employee should feel that they have been fairly 
and respectfully treated and their concerns understood.

Factor in a sufficient break between each meeting and assume each discussion won’t 
necessarily run to the time you may have allocated. Where possible, avoid scheduling 
meetings back-to-back as you will also need time to refresh and reset, better enabling 
you to treat each discussion separately.

Whilst you certainly won’t want to appear overly 
rehearsed, too scripted, or operating on autopilot, 

you might want to practise articulating the key messages 
that you need to convey to gauge the approximate time 
needed for the meeting.
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Think about how you might respond to a request to be a referee. If asked, state the 
company’s policy regarding references (if one exists), but do not make vague promises. 
Handling the matter truthfully is the best approach. If you feel uncomfortable providing 
a fair overview of an individual’s strengths or weaknesses, consider another senior 
representative who may be able to provide a reference.

Check with HR to understand if there are any forms to be completed and letters to be 
issued, or whether the impacted individual is required to sign any documentation once the 
separation discussion has concluded particularly around any non-compete, non-disclosure, 
restraint, or confidentiality clauses that may still apply.

Termination details and the reason for the redundancy should always be documented and 
checked by HR to ensure the correct legal, policy and employee relations requirements 
have been met. The written notice of termination due to redundancy must be given to the 
impacted individual in the standard company format during the separation discussion. 

You will also need to understand how to direct the individual concerned at the conclusion 
of the separation discussion. For example, if on-site support has been arranged, you’ll need 
to know the name of the JobAccelerator career transition consultant and where to bring the 
impacted individual. Of course, if the separation conversation will be happening remotely, 
you will need to have the logistics sorted out in advance.

Think about how you might respond 
to a request to be a referee. If asked, 
state the company’s policy regarding 
references (if one exists), but do not 
make vague promises. 

The written notice 
of termination due 

to redundancy must be given 
to the impacted individual 
in the standard company 
format during the separation 
discussion. 
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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. 

For further assistance in getting your head around the nuances of preparing for remote or virtual 
separation conversations, you can check out our bespoke resource here.

Prepare for unexpected emotional reactions  
Given the sensitivity and highly personal nature of these conversations, it’s important to prepare for 
managing different reactions to the message of redundancy which could include shock, denial, anxiety, 
panic, anger, remorse, guilt and believe it or not perhaps even relief.

With this in mind, there are several techniques to consider when responding to the reactions you could 
experience from individuals.

• Active listening demonstrates a high level of respect and care towards the impacted individual. This 
means carefully observing both verbal and nonverbal responses and not passing judgement in any way.

• If there are points that have been misunderstood, these should be clarified directly. 
• Respectfully acknowledging the individual’s feelings and the issues they raise, however it’s important 

not to lose objectivity by being drawn into agreeing with their views or feelings.
• Silence is a useful monitoring device and gives time to allow information to be absorbed. 
• You have two ears and one mouth for a reason. Resist the desire to speak, so that the individual is 

encouraged to voice their feelings and is given the space to do so.
• Repetition of key messages (the ‘broken record’ technique) is a useful method of increasing 

understanding and can also help to counteract resistance.

You have two ears and one mouth for a reason. 
Resist the desire to speak, so that the individual 

is encouraged to voice their feelings and is given the 
space to do so.
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There’s no doubt that separation conversations can be an emotional experience for 
everyone involved on both sides of the table or screen. It sucks. Big time. Some team 
members might take it well; others (quite understandably) will not. No matter how many 
times you’ve had to do it, or how well-prepared you are on the day, it’s still gut-wrenching.

In doing the deed, many leaders feel solely responsible for the livelihoods of their team 
members and for the health and well-being of their families. It’s therefore a good idea 
to spend some time preparing for the discussion and thinking through potential scenarios 
that may occur. 

Take a moment to work through the sample scenarios below and consider how you might 
respond to some of the more difficult reactions. 

• “It’s not fair.”
• “How am I going to pay the mortgage?”
• “This is related to my performance rating from last year, isn’t it?”
• “This is because you don’t feel that I fit into the team.”
• “Why me and not…?”
• “Now that I know what you think of me, let me tell you what I think of you.”
• “I don’t know how the business will be able to perform this function without me.”

There’s no doubt that 
separation conversations 

can be an emotional experience 
for everyone involved on both 
sides of the table or screen. 
It sucks. Big time. Some team 
members might take it well; 
others (quite understandably) 
will not. 
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Remember individuals do not always react as you would anticipate.

• Total disbelief: They say nothing and are in total shock. Keep the conversation going, 
elicit a reaction to their retrenchment.

• Euphoric reaction: All is not as it seems, and their response is over the top. The 
individual appears to be incredibly happy to be retrenched. Try to calm the person down.

• Escapist: The individual wants to get out of the office immediately. Explain why their 
position was impacted and allow the individual to vent their feelings.

• Extreme anger: This could include verbal abuse. Allow the individual to vent their 
feelings. Do not get defensive. Remember, they are angry at the situation, so listen but 
don’t make any promises.

Put yourself in the shoes of the impacted individual. Think about what you wouldn’t want 
to hear, what might upset you or what wouldn’t be helpful to say under the circumstances. 

These techniques for dealing with different reactions to change are designed to 
be practically applied. Always be honest and stick to the facts. You can certainly 
empathise, but it’s important to remain objective.  

Feel free to use phrases like, “I can see you are distressed”, or “This obviously concerns 
you”. But it’s best to avoid phrases like, “I know how you feel”, or “This is bad for me, too”.

As a manager, you should never feel at risk during a separation conversation. If you 
experience an extreme reaction, then the discussion should immediately be brought to a 
close and the individual directed to the JobAccelerator career transition consultant and/or 
Employee Assistance Provider (if they are on-site). 

Always be honest 
and stick to the facts. 

You can certainly empathise, 
but it’s important to remain 
objective.   
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03
Scheduling the  
separation conversation
Any information that affects an individual’s job should 
ideally be communicated face-to-face or on a video call. 
With all the technology available today, a separation 
conversation should never happen over the phone.

There are several important considerations to be taken into account 
when booking these one-to-one meetings, to ensure that the 
discussion is conducted effectively and that the setup is conducive 
to the privacy of the individual.

Whenever possible, separation conversations should be scheduled 
for early in the week so the impacted employee(s) can receive the 
necessary assistance to refocus their career direction and have any 
outstanding questions addressed properly. 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.

HR should also advise whether individuals are expected to remain on 
site or should head home. It’s important that you’re clear regarding 
these expectations so that you can advise accordingly and provide 
any details concerning these arrangements, eg collection of personal 
belongings, provision of cab charges or Uber reimbursements.

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.
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Calendars should be blocked out to avoid potential distractions or conflicting schedules. 
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. Meeting 
requests should also be marked as “private”.

When scheduling a separation conversation on site, the meeting room should be quiet, private, 
comfortable, and if possible, perhaps even on another floor. If the impacted individual has physical 
mobility issues, accessibility must be factored into any arrangements and any special instructions 
provided to the individual concerned, and where possible, meeting room reservations should 
include a contingency to avoid any disturbances or interruptions.

Given the number of remote or distributed team arrangements today, you also need to think 
carefully about any impacted remote team members’ set ups. After all, you don’t want your 
employee learning that their position is being made redundant 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 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.

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.

If you have access to additional support from HR or a JobAccelerator career transition consultant, 
try to provide sufficient notice when booking meetings to allow a representative to attend either 
in-person or remotely.

Given the number 
of remote or 

distributed team 
arrangements today, 
you also need to think 
carefully about any 
impacted remote team 
members’ set ups. 
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04
Conducting the separation 
conversation
Prior to commencing an on-site discussion, consider 
the layout of the room to ensure the seating 
arrangement is non-confrontational. It’s also a good 
idea to have tissues and water within reach and to 
have all phones switched off.

Make sure any required paperwork is in order and easily accessible.

In the event the separation conversation needs to be conducted 
remotely, the virtual nature of the meeting must be taken seriously. 
The leader delivering the difficult news needs to be well prepared 
for the conversation and comfortable using a synchronous, two-way, 
live video communication platform such as Zoom or Teams.

• Introduce the purpose of the meeting in a straightforward manner.
• Ask the individual to be seated and commence with a greeting.
• Introduce the HR representative if one is present.
• Briefly and succinctly state the purpose of the meeting.
• If the meeting is taking place remotely, both parties’ cameras 

must be on.

Helping an impacted individual to 
understand the rationale behind 
the decision to make their position 
redundant is key to helping them 
manage this change and build 
their resilience. 
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Helping an impacted individual to understand the rationale behind the decision to make 
their position redundant is key to helping them manage this change and build their resilience. 
Understanding the timeline is also critical in helping to manage this period of uncertainty and 
the stress that this can cause. 

It’s therefore important that these key messages are clearly communicated:  

• Articulate the business structural changes.
• Refer to the organisational chart to help understanding.
• Remind the impacted employee(s) that positions are made redundant, not people.
• Explain the process/next steps for the individual.
• Reinforce the timeline for implementing the change.

Once the rationale has been made clear, individuals will need to be told what this means for 
them personally. 

The information provided must relate to their specific circumstances and clearly outline next steps 
with regards to either potential for redeployment or separation. If career transition services are 
to be made available to impacted individuals, these should be introduced. Understanding what 
support is available will help individuals to cope better with the message of redundancy.

Things to avoid:

• Do not rehash, argue or negotiate – the decision is final.
• Do not become defensive about the termination.
• Do not provide false assurances.
• Do not make promises or apologise.
• Try to avoid the person storming out of the office.
• Do not give financial advice.

Remind the impacted 
employee(s) that 

positions are made 
redundant, not people.
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Could redeployment be an option?
If so, it’s important to note that 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. 
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.

If redeployment is not applicable, explain to the impacted individual that their role has 
been made redundant, as it is no longer required.

Read the letter of notification of redundancy covering the important aspects, such as the 
severance package. 

At this point several practical matters should be addressed during the conversation:

• Statement of redundancy entitlements. 
• Exit benefits should be fully explained (even if only an estimate).
• Severance pay calculation and the formula used (as per the policy).
• Leave entitlements payable on termination eg unused accrued annual leave.
• Superannuation and life insurance.
• Taxation principles.
• Notice period and separation (exit) date.
• Return of equipment, ie mobile phones, laptops, credit cards, equipment, files at home, 

company information/books/manuals, car/car keys and the removal of personal property.
• Exit interview arrangements, whether it be on-site or at an alternative venue.
• Company policy regarding references. 
• Career transition services.
• Employee Assistance Program (EAP) services.

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.
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Make sure that any document requiring the signature of the impacted individual is signed 
after it has been reviewed and discussed with them. 

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.

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. 
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05
Introducing the 
JobAccelerator career 
transition coach 
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. 

If you are having the separation conversation in-person, at this point 
you should introduce your impacted employee to their JobAccelerator 
career coach.

Something along the lines of, “We have an experienced coach from 
JobAccelerator here to help support you through the next steps. Your 
discussions with your coach are strictly confidential. He/she is waiting 
for you now and will share more details about the outplacement 
program we’ve arranged for you”.

If you need to have the separation conversation remotely, then you 
should ensure the handover to the career transition coach is seamless.

Just how well you communicate 
the post redundancy support 
will have a direct impact on 
the level of engagement in the 
outplacement program being 
made available to them. 
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While throughout the pandemic there were undoubtedly many situations when communicating via video 
was a no-brainer substitute for an in-person meeting, there were other somewhat more sensitive conversations 
where a video meeting was nothing more than a necessary evil under the circumstances.

A prime example of such a ‘sensitive’ meeting was the remote or virtual conversation around organisational 
transformation, or perhaps even more so, the conversation between an impacted employee and their 
outplacement or career transition coach moments after being told that their position was made redundant. 

Part of the respect and dignity piece you show towards your departing employee(s) should ideally include 
providing them with a career coach immediately after the news is communicated. While remote or virtual 
communication around redundancies became par for the course during lockdown, with the easing of restrictions, 
on-site face-to-face assistance should once again become the preferred approach. That way you will avoid the 
awkward scenario that could be misconstrued as, “Sorry, you’re fired. Now I’ve just popped a link to another 
Zoom meeting in the chat. Hopefully someone’s there who will be able to help you find a new job. Thanks. Bye!”

The departing employee should never be alone at this time. Providing them with an outplacement or career 
transition program along with an expert career coach is giving them a confidant and partner to help them along 
what for many is an incredibly emotional journey. And to be able to start this journey face-to-face as soon as 
the news has been conveyed will have a direct impact on the speed with which they will find a new role.

Part of the respect and dignity 
piece you show towards your 
departing employee(s) should 
ideally include providing them with 
a career coach immediately after 
the news is communicated.

Providing them 
with an outplacement 

or career transition program 
along with an expert 
career coach is giving them 
a confidant and partner 
to help them along what 
for many is an incredibly 
emotional journey.
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JobAccelerator’s expert career coaches can certainly be available on-site to meet with individuals 
immediately following the redundancy messages to reduce negative attitudes and redirect their 
energy towards positive outcomes as quickly as possible. 

An in-person meeting between an impacted employee and their outplacement or career transition 
coach will certainly cement the social bond and strengthen the relationship more, thereby creating 
more of a connection. The face-to-face nature of the conversation will also help to establish 
a baseline level of trust and understanding between the participant and their career coach, 
especially at the most critical stage of the career transition relationship.  

It has even been shown that introverts are more willing to open up when sitting in the same 
room as their career coach while sometimes in virtual or remote outplacement conversations 
they are more inclined to simply sit back and passively process what’s being discussed as opposed 
to contributing to and being more involved in such an important discussion.

Put yourself in the shoes of your impacted employee(s) for a moment. 

Being told your role is no longer required is already a kick in the guts. But having no support 
at such a critical time can often be immobilizing. Providing on-site, face-to-face career transition 
assistance is a way to show you genuinely care not just that the employee showed dedication to 
your organisation, but also that you want to see them land back on their feet as quickly as possible.

This can also be instrumental in maintaining a strong employer brand. Surely you want your 
departing employees to leave your business as brand ambassadors as opposed to leaving 
disgruntled with a chip on their shoulder or a grudge to bare ready to drag your name through 
the mud on social media for having handled their redundancy poorly.

Just how well you communicate the post redundancy support will have a direct impact on the 
level of engagement in the outplacement program being made available to them. A low uptake 
is typically the result of poor communication as opposed to an accessibility issue. Too many exiting 
employees don’t understand exactly what their program involves so they simply choose not to 
take part. However, having an expert career coach on site to walk the impacted employee through 
their career transition journey will certainly assist in getting participants up and running and fully 
supported in their job search, not to mention reduce the risk of any potential litigation. 

Being told your 
role is no longer 

required is already a kick 
in the guts. But having 
no support at such a 
critical time can often 
be immobilizing. 
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06
The career transition process
Outplacement and career transition programs are 
critical to the success of any redundancy process. 

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.

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. 

After all, for the person doing the ‘letting go’, once the conversation 
is done, as clinical as it may sound, life goes on. 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, 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. 

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.
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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 a new awesome 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. 

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. 
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We shouldn’t possibly expect any employee who has had their position made redundant 
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. 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. 

As part of any future redundancy packages, you may consider offering: 

• a simple, practical program that ensures individuals have an updated resume, LinkedIn 
profile and job search plan

• 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. 

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. 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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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, 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 ‘self-service’ or ‘DIY’ for a career 
transition program. Have your career transition program lined up before you deliver the 
news of retrenchment to a team member.

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. 
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07
Communicating the 
news to internal and 
external stakeholders 
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 that business operations, while they may initially 
experience a slight glitch or bump in the road, will be quickly stabilised 
and in no time at all 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 is 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. 

As a business leader or manager, 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 amazing just how much of 
a ripple effect a redundancy, for example, from within the finance team 
can have on certain members of the sales force, or vice versa.

Early communication is critical  
to reassuring the remaining staff  
that business operations, while  
they may initially experience  
a slight glitch or bump in the road, 
will be quickly stabilised. 
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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. The more people feel they are involved 
during the transitioning process, the fewer disruptions you will face down the track. 

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 bringing 
everyone together into one room to deliver the news, while in a distributed or hybrid 
setting, this might require a video message if the entire team can’t be online together. 

You might want to give your departing employee the option as to whether or not to be 
present when the news is delivered. Of course, they may prefer to be absent, but either 
way, this is also an opportunity to publicly recognise them for their contribution, wish 
them well, and to halt any rumours.

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 to 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. However, if managed the right way, not only will the rest of the 
team (not to mention any impacted clients) 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. 

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. 
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08
Conclusion
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 counsellor.

As a manager delivering this news, it is difficult to predict how an individual will 
react, even if they are well known to you. Understanding the different reactions 
people have to change is useful in helping you prepare for separation discussions. 

If we are to believe that in business today “our people are our greatest asset”, 
then we need to remember that team leaders, line 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 which is why we put this Effective Separation 
Guide together.

For anyone who thinks that one day they may find themselves having to let 
someone go as part of an organisational transformation, don’t be afraid or ashamed 
to ask for help. 

You are not alone. 
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This guide has been designed to help anyone facing the prospect of having to manage a 
restructure or redundancies plan and prepare for the consultation process and ensure that 
separation communications are delivered clearly, consistently, and sensitively while remaining 
mindful of the personal impact the message will have on the individual(s) concerned.

By this point you should hopefully feel more comfortable in terms of how you will approach 
the process. But if you are still feeling somewhat overwhelmed, you can always reach out. 
After all, we’ve been helping organisations downsize, resize, and restructure for over 35 years.

JobAccelerator 
Smart technology backed by real-world experience.

Transitions in the 
workplace will effect 
everyone in some way.

We’ve been  
helping organisations 

downsize, resize, and 
restructure for over  
35 years.
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09 
Sample ‘Effective Separation 
Conversation’ script
Remember: 
• Redundancy conversations must be conducted in a private, comfortable setting 

away from colleagues, ie not across their desk. Choose an appropriate day and time.
• Treat the person who is leaving the job with dignity and respect, even though they 

may not be able to reciprocate.
• Do not offer the person advice on how to handle the situation by trying to outline what 

he or she should do. Given the individual’s potentially negative attitude at the time, these 
efforts may not be perceived as an honest attempt to help.

• Keep the conversation short, imparting basic facts within the bounds of the issue at 
hand. Long discussions can increase the danger of both parties becoming increasingly 
emotional and the line manager losing control of the situation. Be professional, 
rational, but never emotional.

• Clearly communicate the reasons for redundancy. Be prepared to clarify the basis 
for the person’s position being made redundant if the question is raised. 

• Positions are made redundant – not people.
• Either the position is abolished, or skills required are now different.
• Never confuse redundancy with issues of performance.
• This is a business decision, not yours.

The meeting should take no longer than 15 minutes and is led by the manager 
of the impacted employee.

Be professional,  
rational, but never  
emotional.
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STEP 1: Introduction
• Greet the employee and ask him/her to sit down 
• Introduce yourself 
• Be pleasant, but not cheerful
• Close the door 

“Good morning”

“Thank you for meeting with me today <name>”

 (Introduce yourself – if not known to the employee) 

STEP 2: Decision
• Give a brief background on the reason 

for the redundancy.

 
 

• Be clear about the decision to make 
their position redundant. 

“A major review of our organisational structure has been taking place within our 
business. This review process is designed to ensure our business is in the right shape 
to pursue growth, whilst remaining competitive. We considered the structure that 
was needed to ensure the business can reinvest in growth. Once we agreed on the 
structure, we then reviewed every role in the relevant divisions.

As a result of this review, a number of positions are being made redundant across 
the business and your position is one of them.”
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STEP 3: Process and reasons
• Get to the point quickly. 

 

• Outline the process used to reach the decision.
• Explain that redeployment opportunities 

were considered.
• Mention that the decision is not related to how 

well they performed their job. 

All areas and positions across the organisation have been reviewed to determine 
which functions we need to best serve our customers and deliver against our 
strategy. As a result, several surplus positions have been identified. We have also 
identified positions which are no longer necessary.

During this process redeployment for affected employees has been investigated but 
unfortunately, we have been unable to find you an alternative role which matches 
your skills and abilities. This means that you will be retrenched.

It is important that you understand that it is your position that has become  
redundant, and in no way is a reflection on the way you have done your job.”

Pause to allow the employee to respond.

 

STEP 4: Redundancy package
• Go through letter of redundancy and work 

through the calculation spreadsheet.

• Explain the redundancy calculations and the 
components of the package

• (Advise the employee they can call payroll 
for a more detailed explanation if needed) 

“I have your redundancy package estimate here and I will go through it with you.

The termination letter is your formal notification and indicates that today is your last 
day of employment and that your notice period will be paid out.

The severance calculation details the components of your package, which are:

• Salary payments owed to you since you were last paid
• Four weeks’ pay in lieu of notice
• Severance based on years of service
• Outstanding annual leave and long service leave (if applicable)”
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STEP 5: Redeployment options
• Will the employee have the option to look 

for a job within <Company X> throughout their 
<X week> notice period?

• They can choose not to seek redeployment 
and advise their manager immediately of this 
intention. 

“Your notice period is <X weeks>, and you have the following options:

• Finish with <Company X> immediately in which case you will be paid out your 
notice period at your normal rates and you will receive your total redundancy 
payment on <X date> pending completion of all required documentation.

• Take some time to think about whether you want to look for a different 
job in <Company X>. Roles will be advertised and open for application on 
<X date>. You can choose to finish with <Company X> at any point during your 
notice period (by advising your manager) and the remainder will be paid out and 
included in your final redundancy payment. If you do not advise us during your 
notice period, you will receive your final redundancy payment on your final day”

STEP 6: Employee Kit
• Walk through the contents of the kit.
• Point out the Certificate of Service.

“There is also an information kit which includes details on: 

• severance calculations
• superannuation
• annual leave
• when you receive payment
• returning company property
• discontinuation of benefits
• outplacement services

I suggest you take this guide home and read through it carefully.

I understand this is a lot to take in right now. Do you have any specific questions 
at this stage?”

33



STEP 7: Next steps
• Mention final day and final payment request 

for employee to complete in their own time.

• If the retrenchment is unexpected, encourage 
the employee to go home and return later to 
collect their things.

• Complete Termination Checklist.

• Outplacement/career transition consultant 
is here now (if applicable).

• Explain EAP counselling. 

“Your final day is <X> but you are not required to attend the office during this time 
(if applicable).

Be clear that the employee will not be required to work out the notice period.

Given that this is unexpected/difficult news, I would encourage you to go home 
now (you may want to discuss this with a friend/your partner/family) and come back 
in a few days to pack up your belongings and say goodbye to your fellow workers. 
What would you prefer to do?

Before you go, I would like to run through a checklist to identify what keys, company 
property, etc you need to return before you finish up.

We have an outplacement consultant from JobAccelerator here now to meet 
with you to discuss your options from here. I strongly encourage you to speak 
with them now.

EAP counselling is also available free of charge for you and your family members.”

STEP 8: Closing meeting
• Express your disappointment. Explain that you will brief other team members. Ask if they would like to be present.

Confirm dates for notice period, final day, return of property.

Encourage questions.

State: “I am disappointed to have to give you this news and I wish you well in your 
job search. We valued your contribution while at <Company X>.
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STEP 9: Advising your other team members

Confirm final day of impacted employee(s).

Suggest that a leaving event be planned by colleagues if appropriate.

State that further information about the next steps will be communicated 
soon after discussion with the broader management team. 

• Explain who has been made redundant and  
why using the same key messages as you told  
the impacted employee

A separation conversation with 
an employee is one of the hardest 
conversations you will ever have as 
a manager. There is never an easy 
way to tell someone they no longer 
have a job. 
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