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USING A STRATEGIC APPROACH IN THE CONTEXT OF MASS
LAYOFF MANAGEMENT AT DOMESTIC ENTERPRISES

Yu. Sotnikova

The feasibility of using a strategic approach in the process of mass layoffs has been determined, which helps
both to consider the issue of layoff within the enterprise that conducts the downsizing and take into account its
impact on the environment, the regional labor market. The developed countries' experience of tackling the mass
layoffs has been analyzed and the implementation of a rapid response strategy based on Ukrainian market
realities has been suggested. The regulatory support of mass layoffs in Ukraine has been analyzed, on the basis
of which the feasibility of establishing a body responsible for implementing the strategy at the regional level has
been provided: the Secondary Employment Commission. The basic financial source for implementing the strategy
has been proposed namely the funds of a unified social tax. The basic six steps of the strategy have been
considered, first of all networking advance notice of the layoffs, meeting with the employer. At this stage it is very
important to determine the major advantages that accrue to the employer in the case of implementation of the
strategy, among which are the following: reduction of costs on carrying out mass layoffs, reduction of the admin-
istrative burden, saving the level of productivity and quality of work, saving the image of the company, reducing the
number of claims for compensation, change and growth promoted by the guarantee of employment. The next step
is a preliminary estimation of the number and severity of possible layoffs, seminars on the layoffs and organization
of an information and methodological support center for employees, the organization and implementation of
support programs for redundant workers, evaluation of the effectiveness of the selected methods. The basic indica-
tors for assessing the effectiveness of the strategy implementation at the meso- and microlevel have been proposed.

Keywords: mass layoffs, rapid response strategy, the Secondary Employment Commission, information and
methodological support center.
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BUKOPUCTAHHA CTPATEIYHOIO niaxony
B KOHTEKCTI NPOBJIEM YIMNPABJIIHHA MACOBWUM BUBINIbHEHHA
NMPAUIBHUKIB HA BITYHU3HAHUX NIANMPUEMCTBAX

CommHikosa KO. B.

BusHayeHo OOUINbHICTE BMKOPUCTAHHSA CTpaTeriyHOro nigxoAdy B MPOLECi MAacoBOro BMBINIbHEHHSA MpaLiB-
HWKIB, LLO AO3BONUTL HE TiNbKW pOo3rnsgaTn Nnpobrnemy BUBINbHEHHS B pamMKax OKPEMOro nignpueMCTBa, Ha SIKOMy
BioOyBaeTbCA BUMBIMIbHEHHS, arne N ypaxoByBaTW MOro BMNIMB Ha 30BHILLHE CepefoBULLE, PErioHanbHUN PUHOK
npadi. MNMpoaHanisoBaHO AOCBI4 PO3BMHEHMX KpaiH LWOAO BUMPIiLEHHS NpobnemMn MacoBOro BUBINbHEHHSI Ta 3a-
NMPOMNOHOBaHO BWKOPWCTAHHA CTpaTerii WBWOKOrO pearyBaHHA 3 ypaxyBaHHAM YKPAiHCbKUX PWHKOBUX peanin.
MpoaHanisoBaHO HOpMaTUBHO-NpaBoBe 3abe3nevyeHHs MacoBOro BUBINIbHEHHS NpaLiBHUKIB B YKpaiHi, Ha NigcTasi
yoro Oyno BM3HAYeHO AOLiNMbHICTL CTBOPEHHS OpraHy, BiAMnoBiganbHOro 3a peanisauitlo cTparerii Ha perioHarnb-
HOMY piBHi, — KoMmicii 3i cnpusiHHa BTOpMHHOMY npaueBnawTyBaHHi. OKpecrneHo OCHOBHI mpxepena diHaHCyBaHHS
cTpaTerii, a came KOLWTW €QUHOr0 coujianbHOro BHecKy. PO3rnsHyTO OCHOBHI WICTb eTaniB peanisadii cTtpaTerii,
Hacamnepea LUe oOpraHisauis Mepexi 3aB4acHOro MOBIOOMIIEHHA NPO BUBINbHEHHS, MNPOBEOEHHsT 3YCTpidi
i3 NpauepaBueM. Ha uboMy eTani gyxe BaXMBUM € BM3HAYEHHS OCHOBHMX MpeBar, ski oTpumye npauefaseLlb
y BUNagKy peanisauii ctparerii, cepeq SK1Mx MOXHa BUAINUTU TakKi: 3MEHLLEHHS BUTPATHOCTI NPOBEAEHHA MacOBUX
BMBINIbHEHb, 3HWXKEHHSI aAMiHICTPAaTUBHOIO HaBaHTaXEHHS, 36epeXeHHs PiBHA MPOAYKTUBHOCTI Ta sIKOCTI npa,,
30epeXeHHsT iMigXy NiANPUEMCTBA, 3MEHLUEHHS KiNbKOCTi MO30BIB OO0 KOMMEHcauii WKoAW, rapaHTia npaue-
BMALUTYBaHHS, LWO CNpusie 3MiHaM Ta 3pOCTaHHI. HacTynHuMm eTanom € nonepegHe OUiHBaHHA obcsriB Ta
CKNagHoOCTi MOXNUBUX BUBINbHEHb, NPOBEAEHHA CeMiHapy 3 BUBINbHEHHSA Ta opradisauia iHdopMauinHo-MeTo-
ONYHOrO LEHTPY NiATPMMKU NpauiBHUKIB, OpraHisauis Ta peanisauis nporpamu NiATPUMKW BUBINbHIOBaHUX npa-
LiBHUKIB, OLiHIOBaAHHS eeKTUBHOCTI 0b6paHMx mMeTodiB poboTu. 3anponoHOBAaHO OCHOBHI MOKa3HWKM OLiHIOBAHHS
edeKTUBHOCTI BNPOBaPKEHHS cTpaTerii Ha Me30- Ta MiKPOPIBHI.

Knroyosi cnosa: macoBe BUBINbHEHHS, CTpaTeris WBWUAKOro pearyBaHHs, Komicis 3i cnpusiHHA BTOPUHHOMY
npaueBnaLuTyBaHHI0, iH(OpMaLiMHO-METOANYHUA LLEHTP NIATPUMKN.
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MCIMNOJIb3OBAHUE CTPATETMYECKOI'O MNOAOXOOA
B KOHTEKCTE NPOBJIEM YINPABJIEHAA MACCOBbIM BbICBOBOXOEHUEM
PABOTHUKOB HA OTEYECTBEHHbIX NMPEONPUATUAX

CommHukosa KO. B.

OnpepeneHa LenecoobpasHOCTb MCMOMb30BaHUA CTpaTerM4eckoro noaxoda B MpoLecce MacCoBOro
BbICBODOXAEHNS] PabOTHUKOB, YTO MO3BOSNIMT HE TONbKO paccMmaTtpuBaTb Npobrnemy BbICBOOOXAEHUS B pamMKkax
OTOENbHOro MpeanpusTvs, Ha KOTOPOM MPOMCXOAMT BbICBOOOXAEHME, HO M ydYUTbIBaTb €ro BrWUSIHUE Ha OKpYy-
XatoLLyo cpealy, peroHanbHbli pblHOK TpyAa. MpoaHanuanpoBaH onbIT PasBUTbIX CTPaH MO peLleHnto Npobnemsi
MacCOBOro BbICBOOOXOEHUA W MPEeasiokeHO WUCMNonb3oBaHWe cTpaTernv ObICTPOro pearnpoBaHUsi C y4eTOM
YKPaMHCKNX PbIHOYHBLIX peanuii. MpoaHanM3npoBaHoO HOpMaTMBHO-MpaBoBOe ObecnevYeHne MacCOBOrO BbICBO-
6oxaeHuss paboTHMKOB B YKpamHe, Ha OCHOBaHMM 4Yero ornpegerieHa LenecoobpasHOCTb CO3[aHusi opraHa,
OTBETCTBEHHOrO 3a peanu3auuio cTpaTerMm Ha pernoHansHOM ypoBHe, — Komncecnm no cogencTanio BTOPUYHOMY
TpygoycTponcTtey. OnpeaeneHbl OCHOBHbIE MCTOYHUKN (PMHAHCMPOBAHMS CTpaTernm, a UMEHHO CPeacTBa €4MHOro
coumanbHoro B3Hoca. PaccMoTpeHbl OCHOBHble LLECTb 3TanoOB peanusaummM cTpaTerun, npexae Bcero opra-
HM3aums cetTn 3abnaroBpeMEHHOro yBeAOMIeHUs O BbiCBODOXAEHUW, NMpoBeaeHNe BCTpeun ¢ pabotogarenem.
Ha aTom 3Tane o4veHb BaXXHbIM SIBMSIETCS OnpedeneHne OCHOBHbLIX MPeuMyLLECTB, KOTOpble norydaeT paboTto-
Jatenb B Cnyyae peanu3auuMu cTpaTermu, cpeau KOTOPbIX MOXHO BblAEMUTb CReaylolme: yMeHbLUeHNe
3aTpaTHOCTU MPOBEAEHUS] MACCOBbIX BbICBOOOXAEHWI, YMEHbLUEHNEe aaMUHUCTPaATUBHOW Harpysku, coxpaHeHune
YPOBHS1 NPOM3BOAUTENBHOCTU M KayecTBa Tpyda, COXpaHeHue MMuaka npeanpusitTusi, YMeHbLUeHNe KonmvecTsa
MCKOB O KOMMEHcauun Bpeaa, rapaHTus TpyaoyCTPONCTBa, CnocobCTByOLLAA U3MEHEHNsIM 1 pocTy. Cnegyowmm
aTanoM sIBRsieTcs npeaBapuTeNibHasi oueHKa OObEMOB M TSPKECTU BO3MOXHbIX BbICBODOXAEHWIA, MpoBeaeHue
ceMuHapa no BbiCBOOOXAEHMIO U opraHM3aumns MHHOOPMaLMOHHO-METOANYECKOTO LEHTPa NoaaepKkn paboTHUKOB,
opraHusauusi U peanusauusi nporpaMmbl NOAAEPXKKM BbICBOOOXAAEMbIX PaABOTHUKOB, OLIEHKA 3(PEKTUBHOCTHU

BblOpaHHbIX MeTogoB paboThl.
cTpaTernm Ha Me3o- U MUKPOYPOBHE.

I'Ipenno»(eHbl OCHOBHbIEe nMNoKasaTeln OLUeHKU Sd)d)eKTVIBHOCTVI BHeApeHnaA

Knioueabie croea: maccoBoe BbicBoGOXaeHMe, cTpaTerus GbicTporo pearvpoBaHusi, Komuccus no co-
[EeVCTBUIO BTOPUYHOMY TPYAOYCTPOMCTBY, MHPOPMAaLIMOHHO-METOANYECKUIA LIEHTP NOAAEPKKU.
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Political instability in the country, sharp currency fluctuations,
increased unemployment in the regions through the forced relocation
of the working population from Donbas region carries a destabilizing
impact on the domestic labor market. Under such conditions, mass
layoffs could trigger a deepening of employment problems both in
certain regions and the country as a whole. All this leads to the expe-
diency of drawing attention of both the state and the public to the mass
layoffs of companies employees.

A strategic approach is based on decentralization and de-
mocratic governance, strengthening a qualitative approach to assess-
ments, considering the company as a subject of active influence on
the environment and using strategies as the main tool for enterprises
that allows companies of any form of ownership to make the
process of mass layoffs gradual and reduce its negative impact on
the regional labor market [1].

The issue of strategic human resource management has been
researched in the works of domestic and foreign scholars such as
M. Armstrong, A. . Krivtsov, L. V. Hashieva, L.S. Shehovtsova,
K. Skuler, P. Drucker, Boris Becker, D. Walker, A. Kibanov, A. Vla-
sov, A. Grishnova, V. Immortal, S. Goncharova and others [1 — 3].
However, the range of issues of strategic human resource manage-
ment is limited to the main elements of the management system, such
as recruitment, selection, labor organization, regulation and others. The
problem of strategic management layoffs has been ignored by resear-
chers, although it exerts the greatest influence on the regional labor market.

The goal of the study is to summarize the existing experi-
ence of managing mass layoffs, ways of using the strategic approach
and determine the implementation phases.

The initial idea that reflects the essence of the strategic
approach is the idea of considering the relationship and mutual in-
fluence of external and internal environments in determining the goals
of a company. Krivtsov A. |. considers that strategies serve as a tool
for achieving goals of enterprises [2].

A distinctive feature of strategic management, according
to the leading domestic scientists, is considering an enterprise as

a subject of active influence on the environment [3]. In the case of
mass layoffs, especially when business policy in this regard is ill-
conceived, the impact on the local labor market is undisputed and
significant. As shown by numerous studies, the layoffs lead to
exacerbation of imbalances between supply and demand of labor,
increase in the registered unemployment in the local labor market,
increasing the load on the vacancy. A strategic approach in ma-
naging the layoff process can be considered not only within the
enterprise, which downsizes employees, but it should also take
into account its impact on the environment, regional labor market.
As part of a strategic approach an enterprise is considered as a
social and economic system, the content and sequence of activities
is determined by the collection and use of strategic information.
This approach, in the author's opinion, allows a company to avoid
"the effect of spreading circles" that occurs during the closure or
downsizing. The essence of this effect is that reduction of the
number of orders to these companies, (other regional companies or
created divisions) that depend on the parent company, directly or
indirectly reduces their opportunities for employment of workers
and worsens the economic situation and employment in the region [4].
That is why, in the author's opinion, the strategic approach
to the layoff management introduces involving not only the direct
participants, employers and employees, but also the local com-
munity (the executive authorities, local employment centers, the Inter-
agency Committee of Regional Development, the Employment
Fund, the centers of vocational training, of social dialogue and others).
The investigation into the mass layoffs and areas of fighting
against them at the foreign enterprises showed possible solutions.
Thus, the company "Xerox" in order to reduce costs and increase
productivity developed a permanent program of cooperation between
the union and management — the union takes part in decision-making
and the management gets a flexible production process [5]. Another
example of successful cooperation between the parts of socio-la-
bour relationships in the layoffs is the experience of Hungary, which
in 1994 developed a project to assist employees that had been



redundant as a result of mass layoffs and plant closures through
using rapid response programs that helped employ 5 thousand
workers [6].

The positive experience of using rapid response strategies
abroad and inefficiency of the current work with downsized em-
ployees in Ukraine makes it feasible to develop a similar strategy
of mass layoffs according to modern Ukrainian realities. The analysis
of the national institutional frameworks of mass layoffs allowed
the author to conclude that a limited number of legal acts, which
in varying extent describe the above mass layoffs are available.
This is the Law of Ukraine "About Employment", which defines the
concept of mass layoffs and confirmed the need for the develop-
ment of a complex of measures to provide employment to the em-
ployees that have been downsized by relevant local authorities
with the participation of the social dialogue parties [7]. In addition,
the same law provides for granting state employment information
about the planned and actual layoffs due to changes in production
and labor. Based on the foregoing, another law that indirectly re-
gulates the process of mass layoffs is the Law of Ukraine "About
Social Dialogue", which identifies the aspects of social dialogue at
national, sectoral, territorial and local levels [8].

In accordance with certain laws of social dialogue at the
regional level for effective implementation of the strategy of mass
layoffs at this level, according to the author, it is advisable to form
a single associative coordinating body that will be responsible for
the implementation of this strategy, namely the Secondary Emp-
loyment Commission (SEC).

The reason for the formation of such a commission is pro-
vision 48 of the Law of Ukraine "About Employment", which provides
contingency for the creation of special commissions in the manner
prescribed by the Cabinet of Ministers of Ukraine to take measures
to prevent a sharp rise in unemployment during mass layoffs [7].

Based on the provisions outlined above, the author proposed
the following parties to be included in the SEC:

social dialogue parties (representatives of workers and
employers who are faced with the problem of mass layoffs);

local authorities represented by the local employment
service, the scope of which includes the assistance for workers down-
sized by enterprises, institutions and organizations, and the Depart-
ment of Social Welfare;

a restructuring specialist (as a key person to coordinate
and ensure cooperation of other parties);

representatives of the Centre for Professional Training
and the Career Guidance Center.

The source of funding for the mass release management
strategy is proposed to be the insurance costs of the Unified Social
Tax transferred to the central fund accounts of compulsory social
insurance against unemployment. This is the intended purpose of
the Fund — providing financial support measures for the preparation
and training of redundant workers. In addition to the Fund, an agree-
ment setting the amount of the financial provision and distribution
of funds may be concluded between the parties involved.

The generalization of foreign experience and the features
of the domestic institutional environment of the mass layoffs can
determine six main stages in the implementation of the strategy:

Step 1. The first step involves monitoring the situation on
the labor market and identifying opportunities of mass layoffs.
With an employer that provides reports about the planned layoffs,
a representative of the employment service provides interaction
not later than 48 hours from the receipt of the information. This period
has shown its effectiveness in the implementation strategy of rapid
response in the US [9]. Therefore, the author proposes to use two
days as a deadline for the employer involvement in the SEC in
Ukraine.

A specialist from the employment service provides a gene-
ral overview of the operational strategy of taking measures for the
employer and the employer provides contact information to the spe-
cialist on restructuring who coordinates the activities of the SEC. A spe-
cialist from the employment service also provides a link with the
restructuring specialist in order to confirm the contact with the em-
ployer who plans mass dissmisal (no later than 48 hours) for the pur-
pose of an initial meeting on the discussion of the planned layoffs.

Another goal of the specialist employment services at this
stage is posting information about the planned layoffs at the site
and entering it into the Unified Information and Analytical System
of the State Employment Service.

Employment Service representatives are responsible for
maintaining the contact list of SEC members to assist in the
coordination strategy of rapid response, continuous updated
information at the website of the State Employment Service, and
for ensuring the timely delivery of information required for the SEC [6].

Step 2. This phase involves an initial meeting of the restruc-
turing specialist with an employer who plans mass layoffs, and re-
presentatives of its employees.

The issues that should be solved during the initial meeting
with the employer and workers' representatives:

available programs, services and resources strategies such
as training, unemployment insurance, job counseling, and financial
advisory services to meet the short-term and long-term needs of victims;

the content of the strategy and its benefits to employers
and employees [5] ;

the use of alternative layoff events;

assessment procedures of the layoffs, planning and timing;

identification of employees who fall under the layoff, the
amount of their salaries, the profession, the qualifications and experience;

incentives for businesses downsizing workers, such as sever-
ance pay, retraining, outplacement;

alleged activities on assistance to workers and their families;

prospects of finding a new job for workers in the region.

Step 3. The third step implies conducting preliminary as-
sessment by the restructuring specialist on the basis of the incoming
data volume and complexity.

Step 4. At this stage, SEC members provide an opportu-
nity for the downsized workers to cope with the changes that occur
as a result of the mass layoff. It provides:

a downsizing workshop;

organization of an information and methodological support cen-
ter for downsized workers at the enterprise or at the employment center.

The necessity to conduct downsizing workshops, as the author
is inclined to think, is caused by the fact that they can make the pro-
cedure of downsizing more transparent and understandable to all
the workers, both those downsized and those who remain in the com-
pany. The experience of developed countries shows that an impor-
tant part of a successful management strategy is to create mass
layoffs specialized information centers for teaching downsized workers
at enterprises that realize the mass layoffs [5, 6, 9]. Several services
could be required before and after layoffs as a result of the termi-
nation of the company or staff reduction. Generalization of the expe-
rience of creating such centers in foreign companies allowed the
author to conclude that there is a list of services that can be offered
before the downsizing:

mutual support and counseling. Group members appointed
from among the labor collective of the enterprise to hold a prelimi-
nary study. In addition to its core responsibilities, they also provide
services to employees in the period prior to the layoffs. One of the
most important functions of such support is moral and psycholo-
gical support for the staff overcoming feelings of anger and despair,
maintaining a healthy work environment in the company. Thus for
every 50 workers there should be a specialist consultant. To suc-
cessfully perform their tasks candidate counselors from employees
receive specific training and gain the knowledge necessary for the
development of counseling skills;

exchange of information. In order to prevent the circulation
of rumors in the company which is planning layoffs, a group of mu-
tual support should enable accurate and timely information about
the status of downsized workers and work of the assistance services;

operational activities aiming to identify the recipients of
aid. The goal of such operational activities is to enter into contact
with all the employees who could benefit from assistance programs,
inform them of such services and help them when they contact
the Information and Methodological Center;

assessment and planning. The assessment is the analysis
of the strengths and weaknesses of the redundant personnel,
their resources, their records in the direction of staff training and



secondary employment, and planning activities to improve the
situation of workers in general, given their present situation and
possibilities for improvement;

financial planning. Since most workers and their families
can't make a budget, the employee or a specialist adviser can pro-
vide them with materials on budgeting and planning costs;

gathering information about job vacancies. Gathering infor-
mation about jobs involves collaboration of experts with informa-
tion and methodological center representatives in the search of vacan-
cies at the enterprises of the region. As during the job search prompt
contact with a prospective employer plays a crucial role, the aim
of the center is to organize such a system of job search which is based
on the most rapid exchange of information about employment
opportunities between employers and employees. Given the fact
that many jobs are on the "hidden" market of labor, which is not con-
tained in the database of regional employment, specialists of the
center shall ensure the exchange of information about vacancies
with partner companies;

professional testing and counseling. The center in conjunc-
tion with the Employment Service organizes a program of formal
vocational testing and counseling for displaced workers.

Step 5. At this stage, the organization and implementation
of assistance programs and secondary employment of downsized
employees is conducted. On the basis of the information received
by the information and methodical center, all the employees who
need help, are combined into functional groups according to the type
of help they need from the SEC and thereafter it shall be subject
to the parties involved.

Step 6. The goal of this phase is to evaluate the effecti-
veness of the selected methods of work with downsized employees.
The author proposes to group performance evaluation into the mezo-
and microlevels. For enterprises, institutions and organizations such
indicators may be: the state of moral and psychological climate
among workers who remain, changes in productivity, turnover,
fixation of workers in the new workplace. At the mezolevel the effici-
ency of the SEC can be estimated by the coefficient of redistribu-
tion of the redundant workers, the period of employment of the down-
sized workers, changes in unemployment and employment in the region.

Thus, the use of a strategic approach allows the people
who make decisions, to define the methods and resources needed
to successfully and consistently solve the problems associated
with the closure and mass layoffs. The expediency of forming a single
associative body responsible for implementation of the strategy —
the Secondary Employment Commission has been substantiated
by the author through the analysis of the institutional environment.
The parties that are appropriate to be included in the abovemen-
tioned Commission as well as the source of funding have been
suggested. In addition, the author has summarized and reasoned
a sequence of steps for the strategy that should be used locally
with limited resources to mitigate the effects of reducing the num-
ber of employees for workers and local communities.

The current state of scientific research indicated the prob-
lems requiring the construction of a new system of mass layoffs
management, which should be based on the awareness of all the
actors, including local communities, the necessity of involving them
in this process and comprehensive cooperation with enterprises
and their employees.
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