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Responding to COVID-19

Since the World Health Organization declared
COVID-19 a global pandemic on March 11, 2020,
the global economy has ground to a halt. The
impacts on certain industries have been
immediately and widely felt, as unemployment
numbers skyrocket and governments scramble to
put together stimulus packages to relieve some of
the pain.
As the global response continues to evolve on a
daily—often hourly—basis, companies across all
industries are now navigating uncharted waters and
need to respond quickly. Our specialists have
significant experience helping a wide range of
companies build their crisis response capabilities
and have helped them respond and emerge
stronger from some of the most highly publicized
crises in recent history. We’ve put together a
checklist of activities aligned to our Crisis Response
Lifecycle to get you started on your COVID-19 crisis
response journey.
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Crisis response
Crisis governance structure
We’ve carefully crafted a crisis
response framework from studying
old and new international
standards as well as our direct
crisis management experience with
clients. Crisis program governance
is key to implementing a robust
program structure that will drive
efficient program delivery. This is
centred around the three elements
of any enterprise crisis:
PR/communications, operations
and legal and regulatory.

There are several core
elements that contribute to a
successful response

Structure
“The how”
⬚

⬚
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Organize and track
response and
remediation activity
with clear ownership
and accountability.
Enable the
transparent flow of
information for
decision making and
feedback.

Strategy
“The what”
⬚
⬚

⬚

Establish guiding
principles.
Determine core
response priorities
and transformation
strategic objectives.
Develop stakeholder
engagement
strategy and
perform scenario
planning.

Story
“The why”
⬚

⬚

⬚

Establish the
narrative around the
transformation story
for all stakeholders.

⬚

A cross-functional core
leadership team

⬚

Establishing and
communicating roles,
responsibilities and
accountability

⬚

Clearly defined functional
workstreams

⬚

Align workstream
activities to strategic
business objectives.

Consistent meeting cadences
across workstreams

⬚

Provide a framework
to track progress.

Cross-functional working
sessions

⬚

Standard reporting templates

⬚

Integrated project plans and
milestone calendars
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Crisis response
Crisis Command Center
Our Crisis Command Center digital solution can be
quickly deployed to enable a more efficient,
effective and consistent crisis response. It’s a
project management office platform with
customizable dashboard reporting based on
metrics as determined by leadership. Using
existing Excel-based or API-sourced data, it
streamlines data sets from across the organization
into a single view to drive risk-informed
decision-making and to pinpoint strengths and
weakness to prioritize resources accordingly.
These data elements can be reconfigured to match
the needs of the organization over time.

Key program metrics
⬚

Milestones and roadblocks by
workstream

⬚

Working groups breakdown by
volume and status of roadblocks

⬚

View current workload and
productivity for project team
members
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Communications and business continuity
Communications strategy
⬚

Perform an inventory of interested stakeholders,
which may include employees, customers, key vendors,
lenders, the board, regulators and peers.

⬚

Consider the types of information that will be relevant to
each stakeholder, how it would be best delivered
(e.g. email, phone call, notification system and intranet
posting), who should send it and on what cadence.

⬚

Make sure you have the most up-to-date contact
information for all stakeholders, who may be working
under different arrangements.

Set up incident management team to
coordinate your response

Integrate with your
crisis management plan

⬚

Establish a cross-functional team with clear roles,
accountabilities and objectives.

⬚

Ensure clear escalation triggers so it’s clear when
to activate the crisis management team.

⬚

Agree on a meeting cadence and team ways of working.
Stay agile and adaptable.

⬚

Assign alternates for each position on the team and make
sure roles and responsibilities are clearly understood.

⬚

Use approved sources of information to monitor the
spread of the virus and emerging clusters of cases.

⬚

⬚

Embed an incident reporting mechanism.

Consider separating primary and alternate resources and
having them work in separate locations if they haven’t
already done so.

⬚

Identify critical decision triggers to manage and contain
the virus (e.g. travel restrictions, office closing/work from
home, meeting restrictions/virtual solutions).

⬚

Establish a virtual operations centre using technology
for conference calling and set up a common repository for
sharing information and recording crisis-related artifacts.

⬚

Deploy a rapid-response process for your own cases and
develop personnel recovery plans.

Business continuity plans
⬚

Review critical functions that are still required to operate during the period of disruption.

⬚

Consider available strategies for mass absenteeism—including remote work where possible—but leveraging separate
shifts or crews as appropriate.

⬚

Review arrangements for loss of critical vendors and talk with them about their plans.

⬚

Even without any formally documented plans, participate in a scenario-based exercise to quickly and effectively
build your response capability.

Edward Matley
Business Continuity Planning
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+1 604 806 7634
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People
Protect your people and plan your workforce
⬚

Come together daily to access the most current
information, scenario plan, drive consistency and
communicate clearly. Leaders play an important role in
guiding their staff calmly through evolving situations and
can set the tone.

⬚

Anticipate where disruption is most likely to impact the
organization and refine responses accordingly.

⬚

Be transparent about events, facts and actions. Take
care to communicate actual events rather than
speculate, and don’t breach privacy laws by sharing
individuals’ medical information.

⬚

When information is unknown, indicate when you will
have clarity and respond with more information to
provide stability.

⬚

Indicate when any new working practices will be
re-evaluated (e.g. working remotely, travel restrictions),
which helps reinforce it’s a temporary situation.

⬚

Identify and respond to legal and regulatory updates,
including effective governance to monitor and influence
your organization’s response.
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Legal obligations
⬚

Set up a space on your intranet and develop an FAQ
section to share information.

⬚

Follow public health official guidance when making
contingency plans.

⬚

Determine how you will communicate to employees if
they aren’t able to come to a physical work location.

⬚

Investigate and take reasonable refusals to work
seriously since regulators can intervene.

⬚

Ensure full visibility of your people (by geography,
nationality, visa status, etc.) by implementing the right
processes and systems to track and move your
workforce.

⬚

Accommodate disability (including illness) and family
status (e.g. dependents who may be ill or
immunocompromised).

⬚

⬚

Be clear about your team’s ability to work remotely. For
example, you may need additional licences for
collaboration software or extra system bandwidth.

Consider changes to contractual obligations (e.g.
changes to employment practices, travel restrictions,
requirements for testing and self-isolation and leave of
absence policies) and seek legal advice to mitigate risk.

⬚

Consider the organization’s values to guide decision
making.

Jean McClellan
People and Organization
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Accounting disclosures
Accounting impact and disclosures
⬚

Evaluate the breadth of impact considering both direct
and indirect effects. Each element of financial reporting
may have specific impacts on results and related
disclosures.
⇢

⬚

Be proactive in considering the accounting
implications of potential covenant violations,
negotiations with lenders and going-concern and
liquidity considerations.

⇢

Factor significant changes in estimated cash flows
into your impairment models. Enhanced disclosure
is appropriate for impairment close calls.

⇢

Adjust revenue recognition for any changes in terms
with customers.

⇢

Assess the collectibility of receivables, and if
payment isn’t probable, consider its impact on
revenue recognition.

⇢

Consider the impacts to other areas, including
inventory, hedge accounting, stock compensation
and more.
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Consider the need to discuss the impact (including trends
and uncertainties) of COVID-19 outside the financial
statements (e.g. the description of the business; risk
factors; management’s discussion and analysis of results,
liquidity and capital resources).
⇢

⬚

Stakeholders, including regulators, are focused on
the transparency of disclosure of actual as well as
anticipated impacts. The impacts may be direct or
indirect and could include effects on supply chains,
service providers, business partners, capital
providers and business practices.

Review the coverage and limits of any
business-interruption insurance. Determine how
to substantiate lost revenue or income and over what
period of time.
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Operations and supply chain management
Employee health and safety
⬚

Enact immediate changes to policies and procedures to
protect employees across all parts of the supply
chain—from administrative support to distribution,
warehousing, production and transportation.
⇢

⬚

Focus on urgent disruptions
and capacity constraints

Establish end-to-end visibility
to quickly anticipate disruptions

⬚

⬚

Understand your extended supply chain (going
beyond your suppliers to their suppliers and all partners
involved) and create visibility of products and orders
leveraging cloud-based technology to provide a single
source of truth.

⬚

Extend this visibility to your customers and include
internal operations of all manufacturing, distribution and
transportation nodes to enable better alignment.

⬚

Prioritize having a shared demand/supply plan across
functions and connectivity within your organization and
increase the frequency of cross-functional decision
planning, decision making and key performance indicator
reviews (e.g. from monthly to weekly/daily).

⬚

Establish mechanisms at the right frequency to capture
changes as they happen (e.g. with supply, internal
operations and demand) to identify future risks or
disruptions and make quick decisions.

⇢

These measures could include enhanced cleaning
practices, additional protective equipment, instituting
policies around safe distances between workers and
holding virtual team meetings.

Consider rotational staffing strategies (e.g. 14 days on,
14 days off) where physical absence isn’t possible
(such as in production or distribution).

⬚

⬚
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Perform a quick assessment of the most vulnerable areas
of your supply chain (e.g. supplier base, products,
geographies and cross-border impacts) that will slow or
impede your ability to meet market demands.
This should include understanding capacity
constraints within your immediate supply chain and
within the supply chain of your business partners,
including the capacity of sea, air, rail and road
assets (including last-mile delivery).

For high-demand items, work with business partners (e.g.
co-packers and outsourced manufacturers) to develop
immediate strategies to free up capacity and shift
capacity from lower-priority items to higher-priority, urgent
items.
For low-capacity transportation segments like
e-commerce, look to develop new and immediate
partnerships to open up channels to your customers.

Michelle Gronning
Operations and Supply Chain

Michael Shea
Value Creation and Analytics

michelle.n.gronning@pwc.com
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Forecasting and liquidity
Cash flow management
Develop robust contingency plans and what-if scenarios
to model impacts (e.g. cash needs, changes in customer
demand, failure in the supply chain, withdrawal of credit
insurance, restrictions on cross-border payments,
changes in regulation or other shocks).

⬚

Prepare a list of key suppliers and critical payments that
must be made to ensure operational continuity.

⬚

Establish cash conservation levers, including existing
purchase order review and purchasing needs to assess
the ability to cancel or defer.

⬚

Understand foreign exchange (FX) risk due to changes
in the supply chain or customer flows.

⬚

Develop a clear communications plan for external
stakeholders to accompany any potential ask.

⬚

Develop a dynamic, rolling 13-week short-term cash flow
forecast (STCF) and ongoing process.

⬚

Establish inventory flow visibility and optimize stock
management in the face of potential lead-time changes
and demand volatility.

⬚

Flex the STCF to model various scenarios and mitigating
actions, including the impact of FX on cash position and
covenants. Develop a list of mitigating actions that could
be taken.

⬚

Identify pockets of excess working capital and establish
initiatives to quickly convert this into cash.

⬚

Identify surplus assets that could provide short-term
liquidity.

⬚

⬚

Identify any net funding shortfalls and engage with
shareholders and other funding providers.

⬚

Review current cash and FX reporting processes and
controls (e.g. authorization limits, payment approval
processes and hedging strategies).
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Forward planning
on next page

⇢
April
April
2020
2020
9

Responding to COVID-19: Stabilize

Forecasting and liquidity (cont’d)
Forward planning
⬚

Stress test your business model to highlight weaknesses
and areas at risk.

Triage risk areas and prioritize according to the impact on
your business.

Understand your potential exposure to affected
regions throughout your value chain, including
suppliers of your suppliers and customers of your
customers.

⇢

Watch for early warning signs of further disruptions
and be prepared with detailed contingency plans.

⇢

Account for penalties for breaches of contract or
potential force majeure arguments.

⇢

Highlight any over-dependencies. Proactively
identify and engage alternative parties to diversify
customer and supply networks.

⇢

Revisit contracts if necessary. What can you
renegotiate with your stakeholders?

⇢

Develop a plan for addressing potential interruptions
and service failures.

⇢

Check your business insurance and verify coverage.

⇢

⬚

⬚

Evaluate working capital and liquidity needs for worst
case scenarios.
⇢

Consider requirements for inventory safety stock
levels of raw materials and finished goods if supply
disruptions are anticipated.

⇢

Limit credit extensions to at-risk counterparties.

⇢

Maintain an accurate long-term forecast of company
cash flows and working capital requirements.

⬚

Establish clear channels of communication.
⇢

If you’re going to be unable to meet your
commitments, be honest and upfront with
stakeholders about your operational or liquidity
issues.

Michael McTaggart
Corporate Advisory and
Restructuring
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Tax and trade
Tax considerations
⬚

Identify where cash is available within your global
structure and consider options to circulate cash to
entities that need additional funds quickly while
mitigating any adverse tax implications.

⬚

Evaluate the tax, trade and tariff implications of
alternatives to your global supply chain.

⬚

Track business travellers, provide immigration
assistance and address income tax implications of
repatriating global employees.

⬚

Understand how to get needed exports to international
destinations quickly (e.g. medical equipment and
supplies), including import processes to minimize delays
through expedited customs procedures.
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⬚

Get advice on how to utilize tax losses, other tax
attributes and the tax impact of cash repatriation that may
arise from the emergency.

⬚

Consider filing tax forms more quickly when a refund is
expected and the external factoring of expected
refundable credits.

⬚

⬚

Assess the structure of and review plans to diversify the
operating models of offshore business operations while
also considering cross-border tax and transfer pricing
issues.

⬚

Carefully monitor government and tax-agency
announcements (in Canada and in any other relevant
jurisdictions) to stay updated on filing deadlines, tax
incentives and new policies.

⬚

Prepare a contingency plan to make sure your
organization has the capacity to meet upcoming tax
deadlines and requirements.

⬚

When possible, have someone in the organization look
at or strategize about tax opportunities going forward.

Understand any required changes in reporting and
disclosures required for tax and customs compliance.

Shawn Reain
Tax
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Recovery and building resilience
Building real-time resilience for critical business services
⬚

Reflect on what you've learned about your level of
resilience and ability to adapt operations that continue
functioning through disruption.

⬚

Assess how well the organization understands the
difference between traditional “fix upon fail” approaches
and embedding resilience within business services.
Establish a mandate for resilience with senior executive
accountability.

⬚

⬚

Revisit how you’ve defined what’s critical—first through a
customer and market lens. Understand any differences
with what’s currently viewed as critical.
Determine the extent to which operational and
technology resilience is factored into strategies, business
plans and processes.

⬚

Evaluate how current key indicators and controls support
a view of end-to-end resilience.

⬚

Revisit business impact analyses and testing strategies
to make sure they adequately consider critical business
services end to end and aren’t limited to individual
components or stand-alone business functions.
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Operational risk considerations

⬚

Determine whether alternate channels and vendors have
been identified and implemented for critical business
services.

⬚

Review your current operational risk framework,
identifying where activities need to be enhanced or
integrated with operational resilience practices.

⬚

Understand the maturity of capabilities that support
resilient outcomes, including technology architecture and
infrastructure; IT service and capacity management;
third-party risk management; business continuity and
disaster recovery; and physical and cyber security,
including vulnerability management.

⬚

Review your risk-appetite framework to understand how
well customer and market outcomes are considered.

⬚

Develop an approach to impact tolerances.

Assess current
project and change portfolio
⬚

Review current discretionary projects to understand
where outcomes don’t enhance resilience.

⬚

Evaluate whether funding can be diverted to resilience
initiatives.

Make your supply chain resilient
⬚

Establish a cross-functional situation room to quickly
identify/prioritize issues and coordinate mitigations.

⬚

Use modelling to aid decision making and identify
opportunities for labour, logistics, cost, service and
flexibility improvements, as well as to understand tax
implications.

⬚

Take a data-driven approach to weigh out costs and
benefits of the identified supply constraint remediation
levers (e.g. costs/benefits of sourcing from an alternative
supplier at a higher cost but with less risk of disruption).

⬚

Revisit and refine policies/procedures if necessary in
certain areas to enable quick and efficient decision
making as the situation evolves (e.g. delegation of
authority and sourcing rules).
April 2020
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Recovery and building resilience (cont’d)
Strengthen your strategic ability to succeed in an extended period of uncertainty
⬚

Since this period of uncertainty may shift consumer
preferences (to online and virtual, for example), perform
analytics to identify and prioritize targets.

⬚

Redistribute channel, brand and marketing spend and
redirect capital spend and asset utilization.

⬚

Re-evaluate strategic vs. core vs. table-stake capabilities
and redirect resources and investments to strengthen
and gain flexibility on strategic capabilities.

⬚

Modify the operating model to enable localized flexibility
and decision making while achieving a lower cost.

Michael Auret
Operational and Technology
Resilience
michael.auret@pwc.com
+1 416 687 8676

⬚

Upskill leadership to complement the skills, experience
and values needed to succeed in uncertainty.

⬚

Assess existing skills and support growth requirements
through automation and upskilling. Keep growth in mind
during cuts.

⬚

Increase proportion of performance-driven compensation
plans to attract and retain critical talent.

⬚

Understand investment requirements,
restructure/refinance to meet requirements and take
advantage of capital mobility.

⬚

Establish a strategic response centre to listen,
adjust and execute in a disciplined and agile way.

Sachin Jayapalan
Value Creation and Analytics
sachin.jayapalan@pwc.com
+1 416 814 5797
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Take advantage of
strategic M&A opportunities
⬚

Reassess your competitors for specific vulnerabilities
and actively monitor related threats in the core sector
and adjacencies. A broad view of the competitive
landscape is important to succeed in uncertainty.

⬚

Build a roadmap for consolidation plays and
broader technology/innovation plays through
a string-of-pearls strategy.

⬚

Revisit your deal funnel and pricing strategies,
factoring in lower revenues and liquidity issues
for any opportunities.

⬚

Build a funnel that looks for what you want in someone
else’s stable. Scenario analysis is important as recent
history will be less relevant.

⬚

Prepare for sale if necessary. Leverage analytics to
quickly develop the sell-side value proposition for
non-core assets and disentangle to enable a quick exit.

⬚

Consider refinancing and right-sizing working capital
needs, as capital becomes harder to come by in a
downturn. Secure access early in the cycle.

⬚

Prepare to execute multiple transactions in parallel by
building the governance and processes that will help you
manage multiple integrations and carve-outs.
April 2020
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Tools to help you succeed
Moving from stabilize to strategize

1

PwC’s COVID-19 Navigator

2

PwC’s COVID-19 webpage and webcasts

3

PwC’s Crisis Command Center

pwc.com/ca/en/covid-19/response-navigator.html

pwc.com/ca/en/covid-19.html
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Contact Domenic Marino for more information
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