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TEACHING NOTE

Purpose of Case Study

1. To encourage students to think about the role of strategic communication within an
organization.

2. To enhance understanding of managing a large-scale corporate communication effort in
response to a negative situation.

3. To help students understand the role of media in focusing public attention on negative
issues.

4. To give students an appreciation for the importance of effective communication, both
internally and publicly, to the long-term success of any business.

Identify the Business Problem

The business problem in this case involves communicating a clear, precise message to
employees of Great Lakes Garments (GLG). In addition, the company must also think about the
implications of this message to other stakeholders (customers, business partners, the community
at large).  Successfully communicating the company’s position to its employees, customers, and
the community is crucial to Great Lakes' ability to sustain its business through the critical period
of the layoff.

This teaching note was prepared by Cynthia Maciejczyk under the direction of James O’Rourke, Concurrent

Associate Professor of Management, as the basis for class discussion rather than to illustrate either effective or

ineffective handling of an administrative situation. 

Copyright 2001.   Eugene D. Fanning Center for Business Communication. All rights reserved.  No part of this

publication may be reproduced, stored in a retrieval system, used in a spreadsheet, or transmitted in any form or by

any means – electronic, photocopying, or otherwise – without permission. 



 

精品课程  权威双证  全国招生  请速充电 

十五年品牌教育机构   教委批准正规办学单位 （教证：0000154160 号） 

美华管理人才学校携手中国经济管理大学面向全国举办迷你MBA职业经理双证书班，毕业颁发双证书。 

招生专业及其颁发证书 

认证项目 颁 发 双 证 学 费

全国《职业经理》MBA 高等教育双证书班 高级职业经理资格证书＋2 年制 MBA 高等教育研修结业证书 1280 元 

全国《人力资源总监》MBA 双证书班 高级人力资源总监职业经理资格证书＋2 年制 MBA 高等教育研修证书 1280 元 

全国《生产经理》MBA 高等教育双证班 高级生产管理职业经理资格证书＋2 年制 MBA 高等教育研修结业证书 1280 元 

全国《品质经理》MBA 高等教育双证班 高级品质管理职业经理资格证书＋2 年制 MBA 高等教育研修结业证书 1280 元 

全国《营销经理》MBA 高等教育双证班 高级营销经理资格证书＋2 年制 MBA 高等教育研修结业证书 1280 元 

全国《物流经理》MBA 高等教育双证班 高级物流管理职业经理资格证书＋2 年制 MBA 高等教育结业证书 1280 元 

全国《项目经理》MBA 高等教育双证班 高级项目管理职业经理资格证书＋2 年制 MBA 高等教育研修结业证书 1280 元 

全国《市场总监》MBA 高等教育双证书班 高级市场总监职业经理资格证书＋2 年制 MBA 高等教育研修结业证书 1280 元 

全国《酒店经理》MBA 高等教育双证班 高级酒店管理职业经理资格证书＋2 年制 MBA 高等教育研修结业证书 1280 元 

全国《企业培训师》MBA 高等教育双证班 企业培训师高级资格认证毕业证书＋2 年制 MBA 高等教育研修证书 1280 元 

全国《财务总监》MBA 高等教育双证班 高级财务总监职业经理资格证书＋2 年制 MBA 高等教育研修结业证书 1280 元 

全国《营销策划师》MBA 双证书班 高级营销策划师高级资格认证证书＋2 年制 MBA 高等教育研修证书 1280 元 

全国《企业总经理》MBA 高等教育双证班 全国企业总经理高级资格证书＋2 年制 MBA 高等教育研修结业证书 1280 元 

全国《行政总监》MBA 高等教育双证班 高级行政总监职业经理资格证书＋2 年制 MBA 高等教育结业证书 1280 元 

全国《采购经理》MBA 高等教育双证班 高级采购管理职业经理资格证书＋2 年制 MBA 高等教育结业证书 1280 元 

全国《医院管理》MBA 高等教育双证班 高级医院管理职业经理资格证书＋2 年制 MBA 高等教育结业证书 1280 元 

全国《IE 工业工程管理》MBA 双证班 高级 IE 工业工程师职业资格证书＋2 年制 MBA 高等教育结业证书 1280 元 

全国《企业管理咨询师》MBA 双证班 高级企业管理咨询师资格证书＋2 年制 MBA 高等教育结业证书 1280 元 

全国《工厂管理》MBA 高等教育双证班 高级工厂管理职业经理资格证书＋2 年制 MBA 高等教育结业证书 1280 元 



 

【授课方式】   全国招生、函授学习、权威双证      
我校采用国际通用3结合的先进教育方式授课：远程函授＋视频光盘+网络学院在线辅导（集中面授） 

【颁发证书】学员毕业后可以获取权威双证书与全套学员学籍档案     
1、毕业后可以获取相应专业钢印《高级职业经理资格证书》；     
2、毕业后可以获取2年制的《MBA研究生课程高等教育研修结业证书》；      

【证书说明】     

1、证书加盖中国经济管理大学钢印和公章（学校官方网站电子注册查询、随证书带整套学籍档案）； 
2、毕业获取的证书与面授学员完全一致，无“函授”字样，与面授学员享有同等待遇，证书是学员求职、提

干、晋级的有效证明。 

【学习期限】 3个月（允许有工作经验学员提前毕业，毕业获取证书后学校仍持续辅导2年） 

【收费标准】 全部费用1280元（含教材光盘、认证辅导、注册证书、学籍注册等全部费用） 

 函授学习为你节省了大量的宝贵的学习时间以及昂贵的MBA导师的面授费用，是经理人首选的学习方式。 

【招生对象】 
1、对管理知识感兴趣，具有简单电脑操作能力（有2年以上相应工作经验者可以申请提前毕业）。 

2、年龄在20－55岁之间的各界管理知识需求者均可报名学习。 

【教程特点】    

1、完全实战教材，注重企业实战管理方法与中国管理背景完美融合，关注学员实际执行能力的培养；  
2、对学员采用1对1顾问式教学指导，确保学员顺利完成学业、胸有成竹的走向领导岗位；  
3、互动学习：专家、顾问24小时接受在线教学辅导+每年度集中面授辅导 

【考试说明】    
1．  卷面考核：毕业试卷是一套完整的情景模拟试卷（与工作相关联的基础问卷）  
2．  论文考核：毕业需要提交2000字的论文（学员不需要参加毕业论文答辩但论文中必修体现出5点独特

的企业管理心得）  
3．  综合心理测评等问卷。  

【颁证单位】   
中国经济管理大学经中华人民共和国香港特别行政区批准注册成立。目前中国经济管理大学课程涉

及国际学位教育、国际职业教育等。学院教学方式灵活多样，注重人才的实际技能的培养，向学员传授先

进的管理思想和实际工作技能，学院会永远遵循“科技兴国、严谨办学”的原则不断的向社会提供优秀的管

理人才。 

【主办单位】 

美华管理人才学校是中国最早由教委批准成立的“工商管理MBA实战教育机构”之一,由资深MBA教

育培训专家、教育协会常务理事徐传有教授担任学校理事长。迄今为止，已为社会培养各类“能力型”管理

人才近10万余人，并为多家企业提供了整合策划和企业内训，连续13年被教委评选为《优秀成人教育学校》

《甲级先进办学单位》。办学多年来，美华人独特的教学方法，先进的教学理念赢得了社会各界的高度赞

誉和认可。 

【咨询电话】13684609885  0451--88342620     【咨询教师】王海涛  郑毅 

【学校网站】http://www.mhjy.net      【咨询邮箱】 xchy007@163.com  



 

 

【报名须知】 

1 、报名登记表格下载后详细填写并发邮件至  xchy007@163.com  (入学时不需要提交相片，毕业提交试卷

同时邮寄4张2寸相片和一张身份证复印件即可) 

2、交费后请及时电话通知招生办确认，以便于收费当日学校为你办理教材邮寄等入学手续。 

【证书样本】（全国招生 函授学习 权威双证 请速充电）  

（高级职业经理资格证书样本）              （两年制研究生课程高等教育结业证书样本） 

【学费缴纳方式】(请携带本人身份证到银行办理交费手续，部分银行需要查验办理者身份证) 

方式一 学校地址 
邮寄地址：哈尔滨市道外区南马路 120 号职工大学 109 室   

邮政编码：150020    收件人：王海涛 

方式二 
学校帐号 

（企业账户） 

学校帐号：184080723702015  账号户名：哈尔滨市道外区美华管理人才学校

开户银行：哈尔滨银行中大支行  支付系统行号：313261018034    

方式三 
交通银行 

（太平洋卡） 

帐号：40551220360141505    户名：王海涛 

开户行：交通银行哈尔滨分行信用卡中心 

方式四 
邮政储蓄 

（存折） 

帐号：602610301201201234    户名：王海涛 

开户行：哈尔滨道外储蓄中心  

方式五 
中国工商银行

（存折） 

帐号：3500016701101298023   户名：王海涛 

开户行：哈尔滨市道外区靖宇支行 

方式六 
建设银行帐户

（存折） 

中国人民建设银行帐户（存折）： 1141449980130106399 

用户名：王海涛 

方式七 
农业银行帐户

（卡号） 

农业银行帐户（卡号）： 6228480170232416918  用户名：王海涛 

农行卡开户银行：中国农业银行黑龙江分行营业部道外支行景阳支行 

方式八 
招商银行 

（卡号） 

招商银行帐户（卡号）： 6225884517313071    用户名：王海涛 

招商银行卡开户银行：招商银行哈尔滨分行马迭尔支行 

可以选择任意一种方式缴纳学费，收到学费当天，学校就会用邮政特快的方式为你邮寄教材、考试问

卷以及收费票据。 

 

http://www.mhjy.net 
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Forecast the Most Desirable Outcome

The most desirable outcome for GLG in the short term is that the layoff will not adversely
affect the company's public image. To accomplish this, the company must communicate the
situation clearly to employees so that those who are being laid off understand the conditions. The
long-term outcome is that the company will be able to ride out the drop in production and rehire
most, if not all, of its laidoff employees. 

Identify the Critical Issues

These are the main issues involved in this case:

• Developing a communication strategy that addresses all constituencies.

• Maintaining the goodwill of employees, customers, shareholders, and the
community in view of a negative situation.

• Addressing the specifics of the company’s contract with the ILGWU
(International Ladies Garment Workers Union).

• Drafting messages for another person’s signature.

Stakeholder perspectives include:

• Employees (those being retained and those being laid off) 
• Management
• ILGWU
• Customers 
• Vendors and suppliers
• Community-at-large
• Shareholders
• Competitors in the industry

Identify and Discuss Possible Solutions to the Problem

The case calls for a communication strategy plan and a letter or memo written to all
employees. (Instructors: You may choose to modify the case and have students write either an
“all-hands” memo to all employees, or to have them write a memo only to those employees being
laid off, or to write both an “all-hands” message and a more targeted message to laidoff
employees.)
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Explain How to Communicate the Solution

Great Lakes Garments management must communicate their position clearly to all
constituencies, but most importantly to Great Lakes employees.  The form of communication for
the employees is an “all-hands” memo written by the student for the signature of the president of
the company. The student must also address the company's communication strategy in general in
a communication strategy memo.

All-Hands Memo

This memo should explain clearly why the layoffs are necessary (the conditions leading
up to the decision), what the layoff procedures will be (when the layoff will go into effect, how
people will be notified, what services will be offered, etc.), and how the company as a whole
plans to deal with the situation. The goal is to inform the employees so that they will have a
better understanding of the situation. This can potentially prevent negative publicity originating
from disgruntled employees. If they understand the conditions that have created the situation,
they are less likely to feel abused by the company.

Communication Strategy Memo:

The key to successful communication plan is to develop strategies tailored to the
information needs of each stakeholder group. Strategies for communicating with external
stakeholders may include a press release, talking with the local and national media, letters to
current customers, memos to business partners (suppliers and vendors), posting information to
the company’s Web site, e-mailing or writing to shareholders, to name a few.  This memo must
also communicate the strategy clearly to the other managers within the organization and identify
their roles in the plan.

Potential Difficulties for Students

Many students may not be familiar with unions – how they work in relation to the
companies that employ their members.  When an employee is a member of a union, the union
becomes the formal representative of the member with regard to all dealings with the company
on personnel issues.  It will be important to point out to them that the company is bound by its
contract with the ILGWU to communicate in the specified manner.  If the company does not
follow the procedure outlined in its contract, the union can (and certainly would) sue for breach
of contract, which would further damage the company's public image and its reputation with
employees.
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Teaching the Case

One week prior
Distribute the case at least one lesson before you intend to discuss it in class. Tell the students
that you will focus on several issues during the discussion of the case, including the following:

• The best way to inform employees of bad news
• Drafting messages for another's signature
• An effective communication plan for this crisis
• Identifying the key issues of the case
• Identifying the major stakeholder groups in this situation

First 30 minutes of the class
Spend the first 5-10 minutes of the class session briefly recapping the facts of the case. Then, for
the next 20 minutes, have the students identify the issues listed above. 

Some points for student consideration may include:

What are the issues involved when writing for another person’s signature?
Should the writer adopt the “voice” of the person who will sign the message?  How easy is this to
accomplish? 

Is there a right and a wrong way to inform people of bad news?  You may want to spend some
time talking about the indirect approach to developing a message. The indirect approach is useful
for persuading an audience or delivering bad news. In this case, the writer will want to encourage
the target audience (laidoff employees) to read and understand the conditions that caused the
layoff, before jumping in to the bad news.

The media’s role in this situation. Students will have to address communicating with the media
as part of the communication strategy.  How can GLG use the media to its advantage in this
situation?

The union’s role in this situation.  Students will need to give some thought to how important
communicating with the union will be.

Strategies for communicating with the different stakeholders.  Who are the various stakeholders,
what are their interests, and what type of message will they require (see below)?

Next, identify the stakeholders in this case and their separate interests and concerns:
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Employees. The employees in this case fall into two broad categories: those being
retained and those being laid off. Students should give some thought to how a message
should be developed for each group, if a different message for each is necessary, and how
to craft that message.  Students should keep in mind primary and secondary audiences for
these messages. Once a memo or letter is sent out, it becomes the property of the
recipient, who can choose to publicize its contents. 

Management. The communication strategy memo should address the various
management roles in the plan. Students should make reasonable assumptions about the
existence of a Public Relations department, Human Resources department, Corporate
Communications office, Legal, etc. 

ILGWU. The union has a vested interest in its members. The union becomes the
bargaining force for the employees in a lay-off situation. It will be critical for the
company to maintain a positive relationship with the union throughout the layoff. One of
the ways to do this is by keeping the union informed of any developments.

Customers. Customers will be concerned about Great Lakes’ ability to produce. Demand
for its product has already slowed, which has contributed to the layoff situation. What
message would GLG want to convey to customers?

Vendors and suppliers.  GLG’s business partners will be concerned about the company's
ability to pay for supplies and services. It's a safe assumption that these companies also
deal with GLG’s competitors.

Community at large.  As a large employer in the area, GLG has a presence in and a
relationship with the surrounding community. Students will want to give some thought to
how GLG is portrayed by the local media and how GLG can preserve a positive
reputation within the community.

Shareholders.  This group will be concerned about the financial well-being of the
company as it manages this situation. Many also want to be associated with an ethically
sound company (as do consumers and employees). Management needs to keep this group
informed so that shareholders will make informed decisions with regard to their
investment. 

Industry competitors.  Competitors always watch closely when a situation such as this
arises. They pay particular attention to how the events are perceived in the marketplace
and how the company handles its public relations. They are interested in not only
capitalizing on the fallout of the situation, but also learning from the mistakes of others.

Last portion of class
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Summarize student responses. Ask students for their communication plan. What would they do
in Great Lakes Garments management’s shoes?

Issues to consider include:

Strategic communication objectives. What are GLG’s strategic business objectives and
how can they be linked directly to the communication objectives?

Audience analysis. Who are we most concerned about reaching?  Why do we want to
communicate with them?  What outcome do we hope for when we reach them?

Message construction.  What do we want to say to each of these audiences?  Will our
message differ from one set of stakeholders to another?  How simple or complex should
the message be?

Medium selection.  How should we try to reach these stakeholders?  Should we consider
electronic means?  How about print means?  Should we telemediate our message through
the press?  Should we try to communicate directly with one or more of the stakeholder
groups?

Measurement of outcome.  How will we know if we have succeeded?  What criteria
should we use to determine success?  If we’re not successful, what should we consider
changing first: medium, message, audience, or objectives?

Last 5 minutes of class
Conclude the discussion.

The key to this case, as with nearly all other management communication cases, is to let
the students speak freely, but guide their comments toward the situation facing Great Lakes
Garments and the communication issues the case presents.

Key Facts

This list of key facts is included for your reference. A list of discussion questions follows.

• GLG is a mid-sized, publicly held manufacturing firm located in the Midwestern United
States.

• The current collective bargaining agreement with the ILGWU (International Ladies
Garment Workers Union) is in the second year of a four-year term. The contract calls for
a minimum two-weeks’ notice in writing prior to layoffs.
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• The board voted for a structured lay-off plan to avoid a near-term cash flow problem,
caused by reduced demand for product, and interest payments on a series of long-term
bonds, pension payments, and tax payments all coming due.

• All management employees are subjected to a pay freeze, with all senior management
agreeing to a 10 percent pay cut. These measures, while symbolic, will not generate the
needed cash.

• The layoffs will involve mostly recent hires, but may include some who have been with
the firm for as long as five years. Targeted are 200 out of 1,500 employees.

• These will be mostly third-shift production employees (including assemblers, finishers,
sorters, cutters, and other lower wage-scale employees).

• Lay-off period will be a minimum of 90 days, perhaps as long as six months.

• Some employees (25-50) will probably not return at all.

Questions for Discussion

These questions are for use in class and may help provide a deeper level of understanding--they
will be most helpful after the case has been digested by the students and some initial discussion
has taken place. Discussion questions should focus on communication issues involved in the
case.

1. How important is the union's role with regard to the company's communication strategy
for employees?

2. How important is a clear corporate communication strategy to a company's strategic
objectives?

3. Who are the most important stakeholders in this case? How would you go about
prioritizing the various responses this case requires?

4. How do you deliver bad news and still maintain the goodwill of those affected?
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