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Introduction 

The Coronavirus pandemic has turned business and industry on its head 
during 2020. Where downturns are concerned the usual cause is some 
form of market movement, whether volatility in the financial markets, 
natural events that affect supply chains or political sanctions that can 
affect all areas of a nation’s economy. In 2020, we have seen social 
restrictions for the ‘greater social and healthcare good’. Irrespective of 
your point of view regarding the legitimacy of such actions, these actions 
have caused significant problems for individuals and businesses alike.  

As we move into the winter months, where general illness and infections 
are at their peak, we are now exiting a second national lockdown. The 
mood in the marketplace is low, especially in the entertainment industry 
where thousands of pounds have already been invested in “Covid 
Secure” measures, only to see the doors slam shut once more. 
Increased and extended support schemes such as Furlough, CBILS etc. 
have been announced. The UK government are not alone in the 
provision of funds and lending facilities for individuals and business. 
However, these schemes cannot run indefinitely and of course this public 
spending will have to be balanced in budgets to come. It is in these times 
where business owners should be looking forward to determine the 
survival path after Covid and funding.  

Rescue plans may take different forms, from extending existing markets, 
creating new ones or diversifying into unrelated areas.  So, what can be 
done at the business level? The situation reminds me of the proverb 
(Source: Origin contested): 

“Give a man a fish, and you feed him for a day. Teach a man to fish, 
and you feed him for a lifetime” 

If we liken the original support measures of loans, furlough and grants to 
the ‘Give a man a fish’, we see that the measures have provided a 
means to survive. Now we are faced with secondary restrictions and 
localised lockdowns, we need to provide businesses and individuals with 
the tools to disrupt, restructure, reduce costs and identify opportunities.  

If you haven’t already done so, creating or revisiting a business plan will 
enable you to explore the options available to you. We recommend that 
your business plan, inclusive of all aspects such as financial and people 
planning should cover a 5-year cycle. Though, as we have seen with 
2020; predictions and forecasting are difficult, it is good to set a course 
for your business.  



The 5-year cycle should be split into a short, medium and long view. The 
short cycle will focus on the immediate challenges and cover the action 
points to be taken in the 0-6-month timeline. The medium cycle takes us 
through to the 2-year marker and the long-term view will cover 
projections in years 3-5.  

Our certainty levels will vary depending on the part of the cycle we find 
ourselves in. When planning you should look to detail as much of the 
short and in turn medium plans as possible. These decisions are the 
ones we will have the most level of control over and therefore we can 
have a higher confidence and certainty that the plan will prevail. Though 
years 3-5 will be difficult to fully predict, having high level indicators of 
where you want your business to be will provide a correction mechanism 
from which to make small adjustments to the course to react and gain 
advantage within the market at any given time.  

Business Planning 

The following sections provide useful pointers to guide your thinking 
when analysing the route(s) to take with your business.  

Review your company set-up 
The furlough scheme has provided a valuable lifeline to many 
businesses. As we exit the second national lockdown, more will need to 
be done to look at increasing the ‘runway’ that we have to work with 
before considering the worst-case scenarios of redundancy and closure. 

People Plans 

Any change or adaptation of business plans require a review of your 
people related plans. Depending on your destination a number of 
changes may need to be made to your current policies, procedures, 
processes and workforce.  As such, you may wish to consider: 

1. Review and adapt your current people strategy in line with 
business changes – identify the gaps and create a plan to deliver 
business requirements. 



2. Review and change current structures/roles within your 
workforce to meet new demands – taking into account 
employment law requirements. 

3. Reviewing skills and capabilities of your current workforce to 
ensure they will meet the challenges and future direction of 
travel. 

4. Adapt training and development to meet the new requirements. 
5. Review and adapt your recruitment strategy/resourcing 

requirements (current and forecasted) and succession plans. 
6. Are there opportunities for multi-skilling; especially where 

employees may be away due to Covid related absences. 
7. What talent do you have in your pipeline? Will you need to hire 

new skills and competencies in a fast-changing environment or 
where you pivot your business. 

8. Consider apprenticeships and kickstart schemes for alternatives 
to other types of hiring. 

9. Review contracts and create more flexible contractual 
arrangements that can be flexed in peaks and troughs and have 
a variety of options that create the best coverage of working 
hours. 

10. Managing teams virtually or in mixed environments creates new 
challenges for communication, wellbeing and performance as 
well as maintaining a positive culture – rather than adapting 
existing policies look at creating new arrangements or flexible 
arrangements that create a win-win for the business and your 
employees. 

11. Review outsourcing opportunities for additional people related 
cost savings. 

12. Review productivity versus working hours, salaries and benefits 
as a whole or in different divisions or departments, adapt and 
flex working arrangements to meet new requirements. 

13. During the pandemic you may lose expertise and skills from your 
business as well as management capabilities – where costs 
allow, consider use of casual, bank or temporary workers or 
consultants to maintain business effectiveness 

14. Where staffing costs are prohibitive, and no other option remains 
consider redeployment or redundancies – actioned in 
accordance with statutory requirements. 

15. In some situations, buying another company that has something 
you want such as skills or a supply chain infrastructure may be a 
consideration.  Where this is an option additional people costs 
may be taken on and due diligence is required to ensure this is a 
cost-effective option. 

16. Where projects are underway these too will need to be reviewed 
and possibly re-shaped during a period of transition or 
transformation. 

17. Finally take your employees with you, those who are engaged 
and consulted are more productive. Take the temperature every 
so often and capture new ideas from within your workforce. 



Remember: The people involved in the business are the ones that can 
deliver your vision. Ensure that everyone understands where you are 
going and why. If everyone is bought into the vision, people will 
understand any risks that arise that could derail that plan. Let your 
people help you become more efficient and define a collaborative way of 
moving forward.  Don’t be afraid to fail. Learn how to fail fast, be 
innovative, create space for teams to grow. Frequent review and tweaks 
will limit losses and increase the collective learning to move you closer to 
your 5-year goal. 

Review your product or service  
In these times, there are some difficult decisions that need to be taken. 
One of the most difficult decisions you will make is “Is my product 
relevant?” 

Pre-Covid, your markets may have been strong, your revenues high and 
profitability looked good.  

• But what about now?  
• If your customers cannot travel, how can they buy?  
• Have the needs of the market changed?  
• Can you look at new ways to market (relatively inexpensively) your 

product to appeal to a wider audience?  
• If you haven’t already, can you move your products ‘online’ via 

online shops and marketplaces?  

Conducting surveys across social channels to test ideas is cheap (save 
the time spent on your phone or computer) and can be very thought 
provoking.  

For example, could a small tweak to the product, open up a new market?  



Financial position and projections  
The financial impact from COVID-19 has been severe for many 
businesses and industry sectors. A forensic review of the business 
finances and the specific impact that the pandemic has had on your 
business provides a basis to create a survival plan. 

A business plan is your road map, guiding you from where you are now 
to where you would like to be in the future with targets and check points 
to help you reach your goals and objectives. The financial part of the plan 
determines how your business will afford to achieve the vision. Finances 
are the life blood, with the success of a business being largely 
dependent on how efficiently it manages its finances. This is why it is 
crucial to conduct a full and in-depth review of the money side of your 
business to achieve the best possible position to weather any (including 
COVID-19) storm.  

Financial projections should be made for the following areas: 

• Income 
• Expenditure 
• Profit 
• Cash 
• Capital requirements 

The plan should also include the following: 

• assumptions for financial projections  
• any funding requirements 
• risks and mitigations for financial projections 

If you were able to identify the best, worst and likely case scenarios it 
would hugely help with navigating these uncertain times and maximising 
any opportunities that are out there.   

A worst-case scenario should include: 

• reduction in sales 
• exit from/ disappearance of markets 
• redundancy costs 
• increase in costs 
• impact of key personnel catching the virus 

A best-case scenario should include: 

• government financial support 
• increase in sales 



• new markets 
• new offerings 
• reduction in staff costs and other costs 
• opportunities for collaborations and joint ventures 

  

A likely case should be based on: 
• what you anticipate the future performance to be based 

on the impact the pandemic has had so far  
• what measures you’ve taken to date in terms of financial 

support and other actions (e.g. cost reductions, staff 
changes) 

• current knowledge and intelligence around the markets 
you operate in 

• any tangible plans you have in place right now 

Managing cash is critical at any time, but for struggling businesses 
during economically challenging times, good cash management is even 
more vital. Building a cash reserve is helpful, albeit difficult when 
outgoings are more than incomings.  

There are still things that you can do to help, and managing your debtors 
is one area. Tighten your payment terms so you get the cash in the bank 
quicker, set expectations around payment with clients and customers at 
the outset. For project type work ask for payments at regular intervals to 
reflect the work you have done. Recover bad debts, even if you need to 
engage the services of a debt recovery agency it’s better to get 80-90% 
of the payment than to not get paid at all.  

Another way to manage the cash is to identify if there are any 
expenditure areas you could turn the tap on and off as needed, for 
example subscriptions.  

Are you maximising your assets? 
Once you have reviewed your products and services, do you have 
assets that are not working for you? This could be an area of your shop, 
or a re-market of an existing product: 

• Add a retail element – If you are a service provider, are 
there related products that you could retail to 
support? E.g. Music Lessons – Can you provide 
training books, instrument purchase or rental?  

• Does your product have more than one use? Changing the 
marketing, does it open a new or extended market? 



Can you pivot your business? 
Lockdown provided a number of examples of how businesses made 
changes to their operation to answer the demands of others. These 
demands could be social (Dyson – Ventilators, Brew Dog – Hand 
Sanitiser) or could be operational, such as the local pubs that set-up mini 
farmers markets or took orders for the collection of food. Other 
distributors affected by the closure of the restaurants looked to provide 
delivery food outlets to residents that were unable to go out, or where 
stocks were low.  

Pivots are not new, but they can be extremely effective to either 
supplement or to expand markets. The important thing is ‘don’t panic’. 
Look at your options, look at what investment is required, look at what 
market is out there and don’t make rash decisions. 

For a pivot to work, a series of decision gates need to be followed: 

• Build - from your list of ideas, identify potential new ways of positioning 
your product or service and create either new value or new 
markets. 

• Measure - iterate the ideas based upon the feedback that you receive 
from customers, social channels across whatever medium is 
available.  

• Learn - once you have the ideas, once you have tested the water and 
gained feedback, the decision point comes to either pivot or 
persevere.  

• Do you have the right skills within your current workforce that can 
support the pivot and what changes do you need to make to 
ensure success? 

Can you streamline your operation? 
If you have taken advantage of the government support initiatives, such 
as Furlough and bounce back loans, have you used the time to review 
the elements of your business? Reviewing your business must start with 
an agreed objective such as cost reduction, streamlining process or 
opening markets. Having this goal as the focal point will ensure that each 
area reviewed will be evaluated objectively.  



So, what should you review? 

1. Supply Chain 

•   Renegotiate payment terms – Some suppliers may 
welcome, extended payment terms as it will allow 
them to project and forecast further 

•     Source cheaper supply lines – The answer may be 
‘no’ as what you can’t afford is to lower the quality 
of the product without lowering the price. Just 
because it is cheaper doesn’t make it right.  

•   Transportation methods – How are you delivering to 
customers? Are there cheaper, quicker options 
available? 

2. Customers 

•   Are you maximising your revenue – All customers are 
important, however, which customers ‘pay the 
bills’? Rather than trying to serve or appeal to 
everyone can you break your market down to 
deliver the maximum orders? By securing revenue 
lines, it means you can then look at developing 
other customer lines without worrying about 
paying liabilities.  

•     Can your customers still buy from you? – How easy 
it is for customers to purchase from you? Are you 
taking telephone orders? Can you look at adding a 
‘shop’ facility to your website?  

3. Your team  

•    Do you have the right people doing the right jobs? At 
the right time in the right place? How much 
manual effort is involved? Can you look at tool-
based automation of tasks? This will outline 
efficiency and also free your staff to look at 
developing other areas of the business. 

•   Outsourcing vs Insourcing – Do all of your processes 
and procedures need to be in-house? Is there an 
argument to outsource ‘on-demand’ some of the 
processes?  



4. Your facilities  

•       Is there the option to work from home?  
•   Can you renegotiate rental terms or downsize the 

office to reduce costs?  
•      Can you move more to the cloud? Central stores of 

information to increase collaboration and reduce 
single point of failure dependencies.  

Adapt and Evolve 
Just because it works today, doesn’t mean it will work tomorrow. Commit 
to regular review of the landscape, measure the progress and build the 
operation accordingly. Look for friends. By this, keep an open mind. Look 
and speak with your competitors, understand your respective niches, 
understand where collaborations could take place for the mutual good.  

Having a business plan is good practice, whether we’re in a pandemic or 
not. Whatever your situation, whether an existing business or a fledgling 
idea, we recommend that you invest time in creating or revisiting a 
business plan. 

Commit to regular reviews, make tweaks based on current knowledge 
and market condition. Share the vision and direction of travel with the 
people of your business so they can help you realise the vision. 



About the Authors 



Daryl Searle, Operations Director 
Following a career based in technology and consulting. 

Daryl has spent over 20 years working in Financial Services, 
Healthcare and Professional Services. Having held many 
senior positions, Daryl has built a reputation for pragmatism, 
calmness and problem solving. These cover solutions for a 
range of problems related to technology, business strategy 
and operations. Daryl has worked with large corporations 
and more recently assisting with the scaling of start-ups. This 
experience and exposure enables all aspects of professional 
development and business strategy. 

 
dsearle@ovate.co.uk 

https://ovate.co.uk 

https://linkedin.com/in/darylsearle  

mailto:dsearle@ovate.co.uk
https://ovate.co.uk
https://linkedin.com/in/darylsearle


Kerry McGowan, The HR Specialist 
A senior HR professional who has worked across all 3 

sectors. She has managed large teams, provided strategy & 
direction and set high standards of service for HR functions. 
Kerry now works with boards as a HR director/lead to align 
business and people strategies, set business objectives that 
drive business transformation. Kerry McGowan is a Fellow of 
the Chartered Institute of Personnel and Development 
(FCIPD) and Fellow of the Institute of Paralegals (F.Inst.Pa) 
with qualifications in business and Personnel Management, 
psychometric profiling and mediation. 

 
 

kerry@thehrspecialists.co.uk  

https://www.thehrspecialists.co.uk/  

https://www.linkedin.com/in/kerrymcgowan/  

mailto:kerry@thehrspecialists.co.uk
https://www.thehrspecialists.co.uk/
https://www.linkedin.com/in/kerrymcgowan/


Judith Hamilton, Virtual Finance Director 
Judith is a Chartered Management Accountant with over 30 

years experience working across both public and private sectors. 
Judith works with small businesses and sole traders at all stages, 
from set up to well established and everything in between. Judith 
is an expert in her field, and works closely with business owners 
and key team members providing bespoke advice, support and 
practical solutions on the money side of the business helping 
business leaders to understand the numbers, increase profitability 
and achieve their growth ambitions and business goals. 

 

judith@evimero.ltd  

https://evimero.ltd  

https://www.linkedin.com/in/judith-hamilton/ 

mailto:judith@evimero.ltd
https://evimero.ltd
https://www.linkedin.com/in/judith-hamilton/

	Introduction
	Business Planning
	Daryl Searle, Operations Director
	Kerry McGowan, The HR Specialist
	Judith Hamilton, Virtual Finance Director

