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Reorganizational Implementation Guidelines 

 
Tool Purpose: 

The purpose of this tool is to provide you as the leader with a structure to determine the most 

efficient, effective, and equitable way to reassign job duties and functions to existing team 

members after an employee leaves the organization as a result of the EEP. This resource is 

simply a guideline, so it is suggested that you use your own best judgment in applying these 

suggestions and most importantly, how to deploy them with your team, based on your 

understanding of their unique makeup. 

 

Assess 

• The Change 

o It’s important that you as a leader have a clear understanding of the change, why 

it’s happening, what it means to you and your team, and what you’re going to do 

about it. This is referred to as reaching the Point of Decision as described in 

FranklinCovey’s Change Model. Please refer to The Change Model resource to 

help you better understand the implications of the change and set expectations 

for yourself and your stakeholders.  

o Among the most expectations are that: 

▪ There will be a temporary drop in results, in whichever way you measure 

them. This may refer to productivity, morale, or some combination of the 

two.  

▪ The length and severity of this drop will depend on how quickly each 

member of your team reaches the Point of Decision.  

• The EEP participant 

o The goal of this step is to have a discussion with your team member to identify 

their key insights and answer two fundamental questions: 

▪ What do they do? 

• What are their essential job duties, not necessarily as limited to 

their job description? List these duties and if possible, rank them 

in order or either importance or relative time spent. 

o Pay special attention to duties that are unique to this 

individual and not duplicated by other members of the 

team.  

▪ What do they know? 

• For this step, we would encourage you to use the Knowledge 

Transfer Worksheet from your toolkit. In addition, if you have 

people on your team that perform the same function, it would be 

beneficial to have them participate in the discussion, since they 

may know to ask questions that you may not consider due to their 

intimate knowledge of the role.  
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• Particularly as it relates to the participant’s job duties or unique

functions, what knowledge do they have that must be documented

and transferred. Some questions to consider are:

o What tools, processes or protocols have they created or

adapted, that allow them to do their job?

o How do they perform their key tasks and responsibilities?

Have them walk you through the process from beginning to

end.

• The Job

o Streamline

▪ Once you’ve identified their essential job duties, including any functions 
unique to that person and any special processes or resources that may be 

needed to complete the work, the next step is to evaluate each duty 
individually. The critical question to be asked for each duty or task is:

“Does this work still need to be done?” This process may seem 
cumbersome but is critical to ensure that only tasks that are adding value 
are continued. When considering this question, some points to consider 
are:

• Who relies on this work?

• Is this work duplicated by another department or division? (To 
answer this question, you may need insight from your AVP or VP.)

• What would happen if this work were not done?

o If you determine what the work must is essential and should continue, the next 
step is to identify how to streamline the work, eliminating unnecessary steps or 
processes within the role. This will begin with writing down all the various steps in 
the work process and identifying if there are any ways to improve efficiency. 
Some key questions to ask are:

▪ Which of these steps can be eliminated?

▪ Which of these processes can be automated via an IT solution?

▪ Which of these steps can be consolidated?

▪ Can the order of these steps be rearranged to improve workflow?

• The Team

o Reallocate:

▪ Now that you’ve determined which work should continue, it’s time to 
evaluate who on your team (and beyond) is best suited to take on 

individual tasks. In most cases, it makes most sense to separate the 
various tasks and assign them to different people. When considering how 
to reassign the work, consider two key points:

• Strengths: Who on your team has either the knowledge or ability to 

take on this work? Is there someone who is particularly well-suited 

for this job function or has knowledge that would relate to the 

work?

• Bandwidth: Does the person that you’re considering have the 
capacity in their schedule to take on the work? If not, can you take 
some of their current responsibilities and either eliminate, suspend, 

or reassign them to someone else?
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• Interest: Who has a natural interest in this topic? Perhaps the 

work aligns with a particular team member’s developmental goals.  
o Redeploy 

▪ As part of your assessment process, you may want to speak with your VP 

to see if there are teams outside of your department that might be able to 

take on or share some of this work.  

• In some cases, other teams may already be doing similar work 

and you can either inquire about having them assist with the work 

or share their knowledge and best practices with your team.  

• Another option might be to pool resources and share the workload 

amongst the two teams. 

Communicate 

• See Communication Guidelines document 

Support 

• Meet with stakeholders, particularly team members regularly, preferably weekly, if 

possible, to connect and discuss the change, focusing on two key areas 

o Functional issues, looking at the particulars of their work functions. You can 

check in on three key areas: 

▪ Status updates, checking to see how key projects, deliverables, or duties 

are progressing against stated deadlines.  

▪ Bandwidth, evaluating how the team members are doing adjusting to their 

workload and what if any adjustments should be made, keeping in mind 

that it will take time for people to adjust.  

▪ Learning curve, discussing how they are doing learning their newly 

assigned job functions and what, if any resources, learning or otherwise 

can be deployed to assist them in their development.  

o Emotional well-being is a critical, but often overlooked element of change that 

should be addressed. Take time to speak with stakeholders to discuss how they 

are adjusting to the inevitable stress that accompanies change. Remember that 

different people process change in different ways.  

▪ In this case, we must as leaders set aside our “fit-it hat” and simply get 

curious, listen, and ask reflective questions, building upon what you’re 

hearing and probing into areas that invite more questioning. In many 

cases, people don’t need solutions, but merely want to be heard. Do not 

underestimate the power of giving someone your undivided attention and 

letting them know that you hear what they’re saying.  

• A great way to do this is to summarize what you’re understanding. 

This not only will allow you to clarify that you’ve received the 

message correctly, since they will correct you if you didn’t, but will 

let them know that they’ve been heard, which is just as important.  

• If you’re unsure whether they would like solutions to their issues, 

you can ask them if they simply want to vent or if they’d like your 

advice or opinion. They’ll let you know.  
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• Readjust, as needed based on the feedback and insights you receive. This may require 

a reevaluation of any of the previous bullets, including streamlining, reallocating, or 

redeploying. The critical point to keep in mind is that your deployment of change will be 

dynamic and iterative, requiring constant reevaluation and correction. As part of this 

process, a useful tool to leverage is the Stop, Start, Continue tool.  

o When you make adjustments, be sure to keep your stakeholders appraised of the 

changes that you’re making, particularly when the adjustments come directly as a 

result of feedback that you receive from stakeholders.  




