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Businesses need to hibernate, find new sources of revenue where 
possible and retain capabilities to ramp-up when conditions improve
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Generate 
new 

revenue 
streams

Retain 
required 

internal and 
external 

resources, 
and 

customers

Hibernation 
is not just 
managing 
costs and 

cash

Businesses cannot deal with 
the impact of COVID-19 by 
simply cutting discretionary 
spend and managing their 
working capital

If they simply let their people 
go, and ignore their supply 
chain, they will cease to exist 
by the time the upturn 
comes

The normal rules of how to 
manage a downturn do not 
apply. This paper shares 
some emerging thinking

Repurpose Resources to 
deliver new services with 
high-demand.  Examples 
include 

Engineering firms designing 
and building medical 
equipment; 

Airlines shifting capacity from 
people to freight to move 
medical supplies

Industrial and retail logistics 
chains supporting home 
deliveries of food and 
essentials

Repurposing resources to 
generate new revenues is not 
just about mitigating the 
financial impact, it can also 
deliver a public good 

Proactively identify and freeze 
activities which are not 
necessary during lockdown –
but be clear what you are 
pausing versus cancelling

Engage your people, and find 
ways of retaining key delivery 
resources including 
government support; 
releasing them to other 
businesses; part-time working

Challenge previously held 
assumptions of fixed costs 
(e.g. rent, financing costs), and 
focus on key suppliers to 
support during hibernation

The impact of the COVID-19 pandemic is hard to forecast but likely to have multiple phases. 
Business should develop flexible plans covering: which areas to hibernate; how to manage 
the hibernation period itself; how to ramp-up again 
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Key Business 
Considerations



Businesses must retain key talent while controlling people costs –
radical changes can be accelerated
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Paying 
people 
during 

hibernation

With declining revenues and fixed costs, many 
businesses are facing a cashflow challenge to 
meet payroll costs

Reducing headcount may leave the business with 
resource shortages when hibernation ends

The UK Government is providing support to 
employers who continue to pay part of employees 
salaries for individuals who would otherwise have 
been laid off (see appendix)

Certain businesses are also eligible to reclaim 
statutory sick pay for sickness due to COVID-19

Keeping 
people 

engaged

Remote working, however technologically 
enabled, may have a negative impact on 
productivity as employees required to adopt new 
ways of working in a highly distractive 
environment

Businesses will need to identify new ways to check 
in with employees to ensure they are getting the 
support they need

Idle workers may be loaned to other functions 
within the organisation to boost output and 
generate engagement

Regular online communication and feedback loops 
helps to bring teams together to support each 
other

Retention of key talent throughout hibernation 
will ensure the business is well equipped to ramp-
up post-hibernation

Managing 
the people 

cost base

Offering flexible working to employees can help to 
mitigate salary costs; for example four day week 
working at 80% pay

Seconding people into other organisations who 
are resource stretched (e.g. from hospitality to 
grocery retail) may help to cover pay costs while 
engaging people

Other people associated costs, e.g. catering 
supplies and ad-hoc rewards, can be stopped / 
reduced more easily

Radical 
change can be 
implemented 

The business and working environment presented 
by the Coronavirus pandemic will require agile 
working for months

Those business which pivot business models, 
adapt to new ways of working and innovative will 
more likely survive

Radical changes that would not normally be 
possible, can now be rapidly piloted and 
delivered.  For example

A call-centre business which was previously looking 
to expand its office capacity is now looking to 
reduce capacity and leveraging work from home 
(WFH)

A practical and deliverable plan, which is 
understood across the business, will help 
organisations to avoid confusion or delay



Businesses can mitigate falling revenue by delivering differently, 
selling to new customers and shifting resources to meet demand
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Protect
existing 

revenues

Many existing revenue streams can be delivered 
using new ways of working or by tapping into new 
customer bases

Current technology allows for digital delivery of 
services and experiences in ways that were until 
recently impossible. Customer acceptance may 
have previously been a blocker to delivery, but 
forced circumstances may help to change this 

Flexibility with your customer base can open up 
new opportunities. Sales models may need to 
transfer rapidly to more direct models

For example

The cosmetics firm Lin Qingxun grew YoY sales by 
200% by using digital platforms to sell its products 
after store closures

Shift
to non-

disrupted 
revenues

Where businesses have some revenue streams that 
are less impacted, assets can be shifted from other 
areas of the business that are experiencing steep 
falls in demand 

Companies need to ensure that any  repositioned 
operations meet required regulations or standards 

As existing assets remain unaltered, there is 
flexibility to move back to a business as usual 
environment

For example

Airlines are repurposing passenger aircraft for 
freight capacity, taking advantage of strong freight 
pricing and low fuel costs

Assist
other

organsisations

Existing assets can be loaned to other companies 
that require additional capacity  

This can extend to a variety of business 
operations, including property, supply chain and 
employees, and can help businesses cover costs in 
the short term and allows for flexibility in ramping 
up normal operations in a business as usual 
environment

For example

Retailers with excess warehouse capacity are 
offering this to supermarkets who currently require 
extra storage capacity

Create
new revenue

streams

Existing assets or operations can be modified to 
enable new goods or services to be generated 

Certain products and services are in exceptionally 
high demand which flows through the supply 
chain. This opens up significant opportunities to 
increase rather than just protect existing revenues

For example

Firms including Airbus, GKN and McLaren are using 
existing manufacturing capabilities to mass produce 
components for ventilators, working with Smiths 
Medical to allow significant scale up in production 
to support NHS requirements



Companies must adapt operational processes to defer orders,
make use of downtime and maximise asset utilization
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Support and
coach key
suppliers

Review committed orders and provide clear view 
of short term critical supply requirements

Establish frequent communication channels with 
suppliers to plan for the next day

Collaborate with suppliers for any potential 
redirection of scope and activities, e.g. reschedule 
maintenance shutdowns or retooling into the 
hibernation period

Select strategic suppliers to support financially or
with concentration of spend

Replan
logistics

Simplify operations to reduce logistics complexity 
and improve resilience in the face of disruption. 
This is likely to include SKU/service rationalisation 
and in-flight order rationalisation

Maximise asset utilisation wherever possible, 
including working with other industry players 
where a temporary relaxation in competition 
regulations now permit this. For example

Fleet sharing amongst online supermarkets

Challenge whether all your real estate portfolio is 
required in the current scenario. Servicing 
intermediate or secondary warehouses, previously 
used to support performance KPIs, may no longer 
be an appropriate

Refocus 
manufacturing 

and use 
downtime

Mothball facilities and minimise operations

Challenge assumptions around maintenance, and look at 
moving preventative maintance from time-interval
based to usage based. If equipment breaks, consider
replacing it with mothballed equipment rather than
repairing

Look for opportunities to refocus manufacturing onto to 
new products. This could include: products you design; 
acting as a contract manufacturer for others; handing 
over part of your footprint to another business

Pause items with a long-paypack period, such as CAPEX 
projects, research and development, or new product
introduction

Coordinate
with

customers

Work with customers to understand critical 
requirements

Review Service Level Agreements and committed 
orders, proactively refocusing scope and activities 
- force majeure clauses may give you contractual 
protection

Understand new cost-to-serve per key customer 
channel, making changes to pricing and P&L 
forecasts as required

Inform your customers of your hibernation plans –
seek feedback, and attempt to minimise surprises



Businesses should ensure cash is well understood and conserved,
and consider all available stakeholder support
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Prepare
rolling cash 

flow
forecasts

A detailed bottom-up cash flow which focuses on 
weekly or daily receipts and payment is needed. A 
monthly approach based on historical DSO / DPO 
is unlikely to be appropriate

Focused management of cash will maximise your 
ability to withstand further shocks and provides a 
credible platform for requests for additional 
support 

Recognise constraints within your team as well as 
customers and banking arrangements which may 
affect receipts or payment timing

Develop
rapid stress 

test of
financial

forecasts

Stress test your plan assumptions.  Forecasting in 
the current environment is challenging, so run 
scenarios

Determine key business risks and assess 
mitigation plans

Monitor supplier and customer status and risks 
and apply to forecasts

Maintain a conservative position to ensure 
credibility

Conserve
cash

Pause unnecessary spending – is product 
development, marketing  or other capex going to 
generate near-term value?

Draw upon governments’ support mechanisms 
and prepare to take action quickly (e.g. to defer 
VAT / PAYE payments).

Understand whether additional assets can be 
liquidated in order to support the business (e.g. 
inventory sales): risk of margin erosion is less 
important than cash today

Consider all immediate sources of funding (credit 
facilities) and risk of these being removed

Negotiate extended payment terms with 
landlords, utilities and tax authorities

Seek 
support from 
stakeholders

Consider financial relationships - during periods of 
systemic financial stress, support or forbearance 
may be available from stakeholders, in order to 
preserve value

Additional shareholder capital may be available to 
protect the business

Lenders may consider minimising cash costs to the 
business by deferring and / or rolling up interest 
payments

Review existing documentation carefully to 
understand flexibility on covenants, cures and 
permitted baskets

Proactive, clear and transparent communication 
will foster stakeholder trust



Companies need to plan for the different phases of hibernation –
this may not be a linear process, and timescales are at best uncertain
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Respond
and Freeze

The first step is compliance - rapidly respond to
Government directions

Preserve operations where possible but beware of
potential reputation damage through any
perceived resistance

Support employees in working from home

Mobilise goverance to manage your response to
the COVID-19 situation, including
communications, cash, and costs

Plan
and Reset

Quicky plan for the Hibernate, Wake and Grow
phases – businesses slow to ramp back up could
lose market share to rivals

Consider alternative business models for the short
term, including the ideas discussed on previous
slides, such as:

Routes to market

Re-purpose assets

Alternative people models

Hibernate
The objective of this phase is to keep the business
alive, whilst entering a fully or partically dormant
phase:

Execution of any alternate business model

Ensure focus on employee retention, customer
and supplier engagement is sustained
throughout the hibernation period

Monitor to be ready for Wake and Grow ... on 
an unknown timescale

Wake
and Grow

Rapid business restart, although there is likely to 
be more advance notice of the lockdown ending 
compared to when it started

The world is likely to be different, so businesses 
need to plan for significant changes in demand, or 
new supply constraints

Recovery times by sector will vary significantly. 
e.g. air travel may take years to achieve pre-crisis 
passenger levels

It will be important to maintain flexibility –
hibernation may be required again if a lockdown is 
reapplied
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Contacts for further information

Business Transformation

Adam Bradley

Senior Managing Director

Email: adam.bradley@fticonsulting.com

Business Transformation

John Maloney

Senior Managing Director

Email: john.maloney@fticonsulting.com

Transaction Services

Aneesh Maloo

Senior Manging Director

Email: aneesh.maloo@fticonsulting.com

Business Transformation

Garrett O’Connor 

Managing Director

Email: garrett.oconnor@fticonsulting.com

Restructuring

David Morris

Senior Managing Director

Email: david.morris@fticonsulting.com

Tax

Toni Dyson

Senior Managing Director

Email: toni.dyson@fticonsulting.com

Business Transformation

Dave Phillips

Managing Director

Email: dave.phillips@fticonsulting.com

Business Transformation (TMT)

Michael Knott

Senior Managing Director

Email: michael.knott@fticonsulting.com

Business Transformation (TMT)

Rajesh Sennik

Senior Managing Director

Email: rajesh.sennik@fticonsulting.com
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Appendix

UK Government 
Support Schemes



The UK Government is making a wide range of loans, grants and tax 
deferrals available to businesses as well as a wage guarantee scheme
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Government
Loans

Covid-19 Corporate Financing Facility - The Covid-19 Corporate 
Financing Facility (CCFF) means that the Bank of England will buy 
short-term debt from larger companies. This will support 
companies which are fundamentally strong, but have been affected 
by a short-term funding squeeze 

Coronavirus Business Interruption Loan Scheme - access to loans, 
overdrafts, invoice finance and asset finance of up to £5 million and 
for up to six years

Government
Grants

Small Business Grant Funding - funding for Local Authorities to 
support small businesses that already pay little or no business rates 
because of small business rate relief, rural rate relief and tapered 
relief. This will provide a one-off grant of £10,000

Cash Grant for Retail, Hospitality and Leisure - Retail, hospitality 
or leisure businesses will receive a cash grant of up to £25,000 per 
property. Businesses in these sectors with a property that has a 
rateable value of up to £15,000 will receive a grant of £10,000. 
Businesses in these sectors with a property that has a rateable 
value of over £15,000 and less than £51,000 will receive a grant of 
£25,000

Tax
deferals

Business Rates Holiday for Retail, Hospitality and Leisure -
Businesses in the retail, hospitality and leisure sectors in England 
will not have to pay business rates for the 2020-21 tax year 

Business Rates Holiday for Nurseries - Nurseries in England do not 
have to pay business rates for the 2020-21 tax year

VAT Deferral - Deferring Valued Added Tax (VAT) payments for 3 
months

Time to Pay - All businesses and self-employed people in financial 
distress, and with outstanding tax liabilities, may be eligible to 
receive support with their tax affairs through HMRC’s Time To Pay 
service

People
and 

Employees

Coronavirus Job Retention Scheme - All UK employers with a PAYE 
scheme will be able to access support to continue paying part of 
their employees. HMRC will reimburse 80% of wages, up to £2,500 
per month. The Coronavirus Job Retention Scheme will cover the 
cost of wages backdated to March 1st and is initially open for 3 
months

Statutory Sick Pay Rebate - Small and medium-sized businesses 
can reclaim Statutory Sick Pay paid for staff sickness absence due to 
coronavirus. This refund will cover up to 2 weeks’ SSP per eligible 
employee who has been off work because of coronavirus

Income Tax Deferral for the Self-Employed - The Self- Assessment 
payment on account, that is ordinarily due to be paid by 31 July 
2020 may now be deferred until January 2021



About FTI Consulting 
FTI Consulting is an independent global business advisory firm dedicated to helping organisations manage change, mitigate risk and resolve disputes: financial, legal, operational, political & regulatory, reputational and transactional. FTI Consulting 
professionals, located in all major business centres throughout the world, work closely with clients to anticipate, illuminate and overcome complex business challenges and opportunities. For more information, visit www.fticonsulting.com and 
connect with us on Twitter (@FTIConsulting), Facebook and LinkedIn. www.fticonsulting.com. The views expressed in any of the articles or other content hosted on this site are those of the author(s) and not necessarily the views of FTI Consulting, 
its management, its subsidiaries, its affiliates, or its other professionals.

https://www.fticonsulting-emea.com/

