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“Leaders are obligated 
to make responsible 
decisions to keep their 
companies afloat. But 
those who manage the 
economic effects of this 
crisis in a clear and 
compassionate way 
create more value for 
their companies and 
will come out of this 
pandemic stronger than 
ever before.” 
Atta Tarki, Paul Levy 
and Jeff Weiss 1

Maintaining  
Income &  
Job Security, 
& Ethical 
Downsizing

Introduction
The COVID-19 pandemic has suddenly exposed companies to 
unprecedented challenges that are likely to persist and evolve. 
While managing the financial viability of a business is always 
top of mind, it is also critical that key stakeholders, particularly a 
company’s workers, are protected and supported, especially those 
that belong to vulnerable groups and those that are lowest paid. 

This resource is one in a series of three guides that will help you 
protect and support your workers as you navigate the COVID-19 
pandemic together. Specifically, in these resources you will find 
detailed guidance and best practices to:  

1. Preserve the health & safety of workers, with considerations 
made for susceptible staff. 

2. Go beyond health and safety to support workers in 
challenging times, whether working remotely or in person. 

3. Take efforts to maintain and communicate about job 
security for your existing workforce, and when not 
possible, downsizing compassionately and ethically.
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In Focus: 
Transparency 
through Open Book 
Management

Open Book Management is 
a management system that 
includes not only sharing 
a company’s financials on 
a periodic basis, but also 
engaging and empowering 
workers to utilize that data to 
set goals and participate in the 
company’s financial planning 
and strategic decision making. 

By adopting principles of  
Open Book Management 
your company will not only 
inform and provide workers 
with key information related 
to the company’s financial 
performance, but also empower 
them to identify potential 
solutions to any financial 
challenges that arise. 

For more information on open 
book management check B 
Lab’s best practice guide 
on Building Engagement 
and Accountability Through 
Transparency.

 

http://go.pardot.com/l/39792/2017-03-15/6g1nhz/39792/128677/4._Building_Engagement_and_Accountability_Through_Transparency.pdf
http://go.pardot.com/l/39792/2017-03-15/6g1nhz/39792/128677/4._Building_Engagement_and_Accountability_Through_Transparency.pdf
http://go.pardot.com/l/39792/2017-03-15/6g1nhz/39792/128677/4._Building_Engagement_and_Accountability_Through_Transparency.pdf
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Another series of guides is focused on supporting the different 
members of your business’s community, through products and 
services, philanthropy and community investment, managing your 
supply chain, and marketing and awareness. 

Summary of Worker Focused Guides
To best protect and support their workers during the COVID-19 
pandemic, all businesses should: 
 

• Follow the letter and spirit of expert guidance (e.g. from the 
World Health Organization, national health organizations like 
the Centers for Disease Prevention and Control, etc.) and 
adopt a precautionary principle when it comes to reopening 
facilities.

• If necessary to work in person, adopt optimal health, safety, 
and communication methods for your workforce, including 
both payrolled employees and contractors.

• Go beyond direct health and safety measures through 
reinforcing or adopting additional benefits and resources for 
workers like bonuses, hazard pay, paid sick leave, flex time, 
and counseling.

• Make all possible efforts to preserve income and job security 
for your existing workforce.

• If necessary, minimize workforce downsizing and manage it 
compassionately and ethically. 

Tips for Maintaining Income and Job 
Security, and Managing Downsizing 
Compassionately and Ethically
 
The COVID-19 pandemic has exerted strains on many companies’ 
ability to continue paying their workers, affecting both small and 
large companies around the world. Twenty-seven percent of 
America’s 100 largest public employers have executed suspension 
of work without pay in order to offset lost revenues,2 while 24% of 
Latin American companies surveyed by Sistema B indicated that 
employee layoffs will be the main impact of COVID-19.3

In a world where only one in five people are eligible for 
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unemployment benefits, layoffs may have significant negative 
impacts for millions of families.4  While understanding the need 
to maintain financial viability of a business, it is also therefore 
necessary for companies to thoughtfully do what they can to 
protect the livelihoods of their workers.  Here is some guidance on 
how to do so: 

• Recognize past and current potential inequities within your 
business, for instance dividend distributions, executive 
bonuses and salaries, and wages and benefits provided to 
your most vulnerable workers such as hourly workers, daily 
workers and temporary workers.

• Identify other cost saving and/or other alternatives before 
resorting to workforce reductions. 

• Research and review government programs that can either 
support your business in maintaining its workforce, or if 
necessary, how government programs can support workers 
subject to potential downsizing to inform decision making. 

• Be transparent and consistent with your workers about the 
company’s financial situation and potential implications on 
their job security. Particularly when making difficult decisions 
and sharing unfortunate news, manage them in a respectful, 
compassionate and considerate manner in order to reduce 
its potential negative impacts and treat your workers with 
respect. 

• Provide supplementary support to individuals who are 
impacted by downsizing decisions, both those who are 
themselves furloughed or laid off and others who are 
affected. 

 
Here are some specific practices that a company could consider 
to help achieve the above with regards to income and job security, 
while facing challenges regarding financial viability:

• Providing regular staff updates about how the company is 
dealing with the crisis and their financial implications.

• Executing pay cuts and/or bonus relinquishment of the 
company’s management team and senior staff to allow for 
job and income stability for your most vulnerable workers. 

• Reducing expenses, negotiating payment terms, identifying 
additional revenue generating opportunities, and/or make 
use of emergency loans or grants to manage cash flow and 
the ability to maintain job stability.
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If it is deemed necessary to reduce staff, here are some specific 
things that can be done to manage the potential impact on your 
workers:  

• Analyzing the potential diversity and equity implications of 
any workforce reductions before making decisions.

• Reducing the number of days worked per week5 and/
or providing job sharing.6 While still financially impacting 
workers, it can serve to distribute the potential financial 
impacts rather than more severely affecting some over 
others.  

• Aligning your decisions with government support programs 
for individuals in order to understand the best approach to 
reducing workforce (i.e. salary cuts, hour reductions, layoffs, 
furloughs).

• For example, specific decisions around the nature of 
downsizing (for instance furloughs versus layoffs), may 
affect an individual’s eligibility for government support, and 
therefore should be taken into consideration based on your 
jurisdiction. Similarly, certain individuals may themselves 
not be eligible or not be able to access benefits, such as 
undocumented immigrants.   

• Supplementing government support programs for affected 
workers by continuing to provide certain key benefits like 
healthcare (in countries where healthcare is a benefit 
associated with employment), or “topping up” government 
payments to match previous salaries.

• Providing sufficient notice of any decisions to allow workers 
to prepare themselves.

• Providing additional support, including severance packages, 
information on how workers can access government support, 
employee assistance programs, and/or outplacement 
services.

• Partnering with or sharing resources about other companies 
that may be actively hiring (e.g. grocery stores, delivery 
services).7 

• Delivering decisions individually and in a way that respects 
your workers and their feelings. 

See these resources from Forbes and the Harvard Business 
Review for additional guidance. 

https://www.forbes.com/sites/sheilacallaham/2020/03/30/three-experts-advice-what-to-know-about-covid-19-layoffs-and-separations/#6f9436665a94
https://hbr.org/2020/04/how-to-manage-coronavirus-layoffs-with-compassion
https://hbr.org/2020/04/how-to-manage-coronavirus-layoffs-with-compassion
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Practices to Avoid
When it comes to income and job security of your workforce, 
avoid these practices that could be particularly detrimental to your 
workers: 

• Penalizing or laying off workers for being sick. Remember 
that if they show up sick to work, besides them, other 
workers and their families are put at risk.

• Laying off workers if your senior management employees 
have been enjoying bonuses or pay hikes recently.

• Conducting layoffs in a group setting with little to no notice 
and no prior information on the company’s financial situation.

• Revoking accrued time-off benefits.
• Laying off workers without consulting legal counsel or in 

a way that might violate the law, especially in context of 
discrimination or retaliation. 

 
B Corp Best Practices: Maintaining Job 
Stability and Income
 
Natura & Co, a global cosmetics company headquartered in 
Brazil, is among 40 Brazilian companies that are urging other 
companies to pledge to keep on all of their workers during the first 
two months of the coronavirus crisis in order to prevent, or at least 
minimize, a possible economic and social meltdown.

Allagash Brewery, a beer maker headquartered in the United 
States, has committed to ensuring their team members are paid at 
minimum 75% of their typical hourly wages, even if the amount of 
hours they are working is less than that. 

https://www.natura.com.br/a-natura
https://www.allagash.com/about/
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Reflection Questions
 
 
Is the government in your country of operation providing relief 
to workers facing economic strains, and what resources are 
available to them that are important to be aware of as you make 
decisions regarding your own workforce?

What alternatives might exist for your business if you are 
considering layoffs? What are the implications of those 
alternatives?

If your company is considering a layoff, what can you 
do to ensure that the most vulnerable people do not get 
disproportionately impacted by your decisions?

 
 

Feedback
Did you find this resource guide useful? Do you have feedback 
on how it can be improved, or ideas for other resources we can 
provide? If you have feedback, or would like to provide input or 
would like to share examples of how your business is responding to 
the COVID-19 pandemic specifically for your workers, please email 
standardsmanagement@bcorporation.net.

http://standardsmanagement@bcorporation.net.
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In Focus: Tips for 
Communicating 
Tough Decisions 
During COVID-19
When communicating difficult 
decisions, it’s always important to 
do so in a way that respects your 
workers and their feelings. Here 
are a few tips on how to do so: 

• Communicate from the 
top down in a personable 
manner as workers need to 
trust purpose leadership in 
a time of crisis. Don’t use 
a third party to deliver bad 
news. 

• Have a person or a team 
made accountable for 
managing and supervising 
the implementation of the 
decision with constant 
involvement of the senior 
management.

• Ensure managers delivering 
the separation message are 
thoroughly trained on how 
to conduct the separation 
meeting.

• Managers should focus 
on communicating the 
business reasons and its 
implications for the workers 
and provide information on 
support measures available 
to workers. They should 
not focus on workers’ 
performance.

• Managers should adopt a 
humane and compassionate 
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tone but also take care 
to not sugarcoat the bad 
news. 

• Managers / senior 
management should 
ideally meet one-on-
one8 with workers being 
impacted during the layoff 
notification meetings.

• Meet with and 
communicate with all 
remaining workers as 
soon as possible in 
individual and group 
meetings.9

• Acknowledge their 
feelings and concerns. 

• Ensure business reasons 
for the layoff are clearly 
communicated. 

• Communicate tough 
decisions externally to 
your customers and 
other stakeholders, 
providing the reasons, 
considerations that went 
into the decision as well 
as the measures taken 
to reduce their negative 
impacts.
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B Corp Best Practice 
 
Nisolo, a footwear and 
accessories company 
headquartered in the United 
States, that had to make the 
tough decision of parting with 
some of its staff, made the 
decision transparent to its 
customers along with relief 
measures provided to workers 
by means of an open letter from 
the CEO.

For more information, see 
this resource for tips on 
communicating a layoff decision 
and steps to take after a layoff 
decision from the People and 
Culture team at the University of 
Berkeley.

http://Nisolo
https://nisolo.com/blogs/stride-community/a-note-from-our-ceo-on-covid-19s-impact-on-nisolo
https://hr.berkeley.edu/policies/layoffs-separations/layoff/departments/communication/employee
https://hr.berkeley.edu/policies/layoffs-separations/layoff/departments/communication/staff


38

Covid-19 Best Practice Guide 3  Maintaining Income & Job Security, & Ethical Downsizing 

Sources
1. https://hbr.org/2020/03/the-
coronavirus-crisis-doesnt-have-
to-lead-to-layoffs

2. https://justcapital.com/
reports/the-covid-19-corporate-
response-tracker-how-
americas-largest-employers-
are-treating-stakeholders-amid-
the-coronavirus-crisis/

3. https://uploads.strikinglycdn.
com/files/2ad6bfb6-6565-
4d50-9b12-070c39906724/
Resultados%20encuesta%20
paraguay.pdf

4. https://www.ilo.org/global/
about-the-ilo/newsroom/news/
WCMS_739961/lang--en/index.
htm

5. https://ssfllp.com/how-to-
handle-covid-19-related-layoffs/

6. https://ssfllp.com/how-to-
handle-covid-19-related-layoffs/

7. https://www.shrm.org/
resourcesandtools/hr-topics/
talent-acquisition/pages/layoffs-
communication-compassion-
compliance.asp

8. https://www.shrm.org/
resourcesandtools/hr-topics/
talent-acquisition/pages/layoffs-
communication-compassion-
compliance.aspx

9. See note 30


