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[bookmark: _Toc55087571]Introduction
Covid-19 pandemic has affected the financial performance of many companies due to decline in sales revenue. Many businesses dealing with products that cannot be shipped and companies that did not have any online presences have undoubtedly suffered some financial losses. In response to these falling revenues and profits, most companies have also been forced to make drastic changes. These changes are meant to keep the company afloat long enough to survive the pandemic by cutting down costs (Helman, 2020). One of the ways of cutting down costs is by reducing salaries, wages, benefits, the number of employees or even the number of hours one can work. Employees are feeling a sense of betrayal from the companies they have dedicated their lives and careers to. The result is low morale and motivation among employees (Aguenza & Mat Som, 2012). One of those companies is BP which announced it will cut more than 10, 000 jobs by the end of the 2020.
This paper aims to determine the impact of low morale on the company; identify the causes of low moral; propose a range of alternative solutions to the low morale; evaluate a range of solutions to identify the most appropriate option; develop a plan for implementing the solution; communicate the plan to stakeholders; and finally assess appropriate monitoring techniques to ensure successful implementation of the solution.
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Low morale can have negative and permanent impacts on an organization. Low morale reduces employees’ commitment to meet organizational goals. Currently, BP aims to reconfigure itself from an oil and gas company to an energy company. This will require drastic changes in how the company operates, positions itself and even in its internal processes. If there is no goodwill among the employees, they would most likely frustrate the whole process as they feel uncertain of their future with the company and will not be motivated to see the new changes happen (Modaff, DeWine & Butler, 2011). 
Lack of morale could also lead to reduced productivity. Productivity is a measure of how much output an employee can produce within a given period. When employees feel like they will lose their jobs, or when they watch their colleagues lose their jobs, they are not motivated to do their best or even go that extra mile for the company. All these factors inherently mean the company should see a decline in revenue and profitability. This will be detrimental for BP which is already suffering from a sluggish financial outlook not only in the UK but globally. 
Finally, it might seem as if reducing the number of employees is cost effective but it might end up being more expensive for the company if it is not handled well. It is because the loss of morale increases the turnover rate. A high turnover rate means the company has to incur costs training and retraining the new employees. In addition, there is an extra cost in reduced productivity in the periods in between employees. 
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BP Plc has the complex task of trying to balance its financial viability and keeping its employees motivated. This is especially difficult given the fact the Covid-19 pandemic is not showing any signs of slowing down. It might therefore not be possible to maintain all the jobs but it possible to boost the morale of the workforce through the following proposed solutions.
One possibility is that BP does not have to fire all 10,000 employees. It can reduce executive pay and benefits and use job enrichment as one of the ways to motivate employees. Job enrichment allows the company to take advantages of skills and knowledge the employees might have to perform other tasks within the organization. The added responsibilities make employees feel valued and gives them addition status which motivates them (Northouse, 2010). It however requires the company to provide the employees with additional compensation, new job titles or benefits to make them willing to accept the new responsibilities. 
BP can also retrain the employees on the proposed changes. Training ensures that employees have the required skills to perform the new tasks and processes. It also reduces frustrations and anger towards the changes and enhances morale when employees understand what they are supposed to do. The only challenge with training is that it is an additional cost to a company that is already facing financial hardships. It also takes time to conduct a need analysis
Since low morale is usually from broken trust and confidence in the company, the company should also consider trying to rebuild trust between employees and company executives. One of the ways to do this is through intentional relationship building through open, authentic and consistent communication (Lewis, 2011). During strenuous periods like the one caused by the Covid-19 pandemic most of the decisions made are executive in nature. There is very little time for consultation and participation since there is pressure to act immediately and with decisiveness. The problem with this solution is that participation is bound to cause more tension and antagonism between the employees and the company as they try to reach a win-win situation. 
Finally, BP Plc has the option of maintain all its staff but reduce salaries, wages and benefits drastically. The benefit of this approach is that it will make all employees feel valued and as if everyone is sharing in the ‘problem’ of keeping the company afloat. The problem is that it will be financially risky and even impossible for the company since it has a huge wage bill while revenues and profits are on the decline with no end in sight. The company will be putting its own survival at risk and inherently the survival of all, instead of part of the workforce.














Evaluation of Proposed Solutions Using the Delphi Technique
BP Plc like most companies during this pandemic is being forced to reduce their workforce. It is therefore clear that part of the decision has already been made for them since revenues and profits are on the decline. The only decision BP Plc has to make its how it is going to handle its employees to reduce the impacts of low morale and low job satisfaction. Therefore, the option of keeping all the employees even at lower salaries and benefits, the company can use the Delphi Method to evaluate the rest of the options and make a rational decision (Foster, Plant & Stanton, 2020).
The Delphi method seeks to find consensus between different people by identifying what the different groups agree on and what is the bone of contention. This is done through a series of rounds in which experts and even other well-informed stakeholders respond to a given questionnaire. The feedback from one round of questions forms the basis for the next round. The aim is to clarify the issues that could still be contentious. The Delphi technique is best for BP since the company needs well-structured and well-researched feedback instead of haphazard feedback (Kezar & Maxey, 2016). This is especially useful given the company faces an uncertain future. It is critical to determine which course of action is best given all the odds that face the company. 
In this case BP, needs an independent facilitator and a group of experts can analyze the outcome of each action in light of the financial, operational and strategic considerations. To begin financial and industry experts need to determine the financial and operation implication of laying off 10,000 employees on the morale of the employees as well as the implications of each proposed solution on the company’s future strategy (Helman, 2020). The first round of questions needs to determine the usefulness of laying off of the 10,000 employees.  The company can consider laying off of the projected number and increase the responsibilities of the existing workers while reducing executive pay and benefits. The issue of contention in this case would be whether it would be viable to maintain 5,000 employees even with reduced executive pay and benefits. It seems this would not give the company the financial relief it requires from the impact of an on-going pandemic.
The feedback from the first round would inform the second round in which the experts would be trying to figure out if retraining the employees is a viable option. It is important to remember BP wants to rebrand itself as an energy company rather than an oil and gas company. This means there are new skills sets required especially in research and development; and to work in an integrated energy company that has many other faucets and subsidiaries. The issue that would need to be agreed upon in whether it is still financially viable for a company that is already in dire straits to incur the cost of training (Tang, 2019). The other issue would be whether there is good will among employees who are used to working for one of the biggest oil and Gas Company to accept the status of an energy company that is more about marketing and distribution rather than exploration.
Finally, the experts would have to consider whether, the proposed changes at BP are simply a matter of financial viability or more about addressing structural defects and a static organizational structure. A change would require the rebuilding of trust and relationships within the organization. This is because, whether BP decides to fire its employees or maintain the workforce, employees already feel undervalued. It is therefore in the company’s best interest to focus on rebuilding its relationship with its employees even before it can consider any other options (Aguenza & Mat Som, 2012). Both the employees that will be fired and those who will remain need an open, consistent and authentic conversation with the company since it is an unfolding event. 
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During crisis most companies do not include its stakeholders in decision making since the motivation is often to survive the crisis. The first step should therefore to build an inclusive committee to spear head the rebuilding initiative. The role of the team will be to critically look into what kind of a future BP is most likely to have if the pandemic continues but if trust is rebuilt. Since rebuilding the relationship has been identified as the best decision, then team will have to look into which processes, work activities, polices, structures and cultures need to be changed to propel the company into the future (Pendleton & Furnham, 2012). The team is also responsible for identifying change champions from all the areas of the company. Among one of things that need to change in BP is its over-expenditure in exploration given the demand for fossil fuels is on the decline. This is where the company is over-leveraged and not really in salaries and benefits. The company should invest more in renewable energy and ensure its employees have the skills to navigate renewable energy. In addition, change champions should be identified among frontline workers who have been working longest for the company since they are the ones most resistant to change. 
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The more resistant employees might need constant retraining in the future to ensure they do not become static. Employees need to constantly train and retrain to remain open-minded. This helps them in times of crisis since they can easily innovate and adapt to change (Stanford, 2013). In BP, this is an important element in monitoring the implementation of the solution. BP has remained static for very long and this is why employees are having a hard time accepting that a household name like BP can be winding down and firing its longest serving employees. The current status should be used as a baseline to measure the rate of innovation at the company. 
The company can also use surveys to find out if the employees’ morale will improve over time. The surveys can be given before the implementation of the decision, during the decision and once the change has become institutionalized. Ideally, the morale should improve from the beginning of the process especially since the company is intentionally rebuilding its trust and relationship with its employees. In addition, an increase in the company’s revenue and profits that is not associated to oil and gas will be a good indicator that the company is making progress. 
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In conclusion, with the implementation of these changes BP can create a culture of innovation in becoming a fully integrated energy company. A culture of innovation and collaboration that is well-documented will contribute to organizational learning and will form the building blocks for solving problems in the future (Mee-Yan & Holbeche, 2015). A global company like BP should not be reactive instead it should be proactive to avoid an instance in which it has made the complex decision of firing its employees. It can only be proactive if it keeps open lines of communication with its employee and other stakeholders so that it can anticipate changes happening inside and outside of the organization. 
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