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2019

The Covid-19 pandemic developed at pace across the 
globe.   Businesses are adapting their focus
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January
2020

February
2020

March
2020

April
2020

Protect 
Welfare of 

Staff & 
Customers

Focus for 
Businesses:

Focus on 
Liquidity/ 

Costs

Build 
Resilience

Prepare for 
Eventual 
Rebound

Dec-19

First cases of 
Coronavirus 
in China

15-Jan-20

First non-
Chinese case 
confirmed in 
Thailand

26-Jan-20

USA repatriates 
Chinese based 
diplomats

21-Jan-20

USA reports first positive 
case

22-Jan-20

Wuhan enters 
lockdown

6-Mar-20

UK reports 
first fatality

9-Mar-20

Italy enters lockdown

29-Jan-20

Multinational 
businesses close 
offices & stores 
across China

11-Mar-20

UK BoE interest rate falls to 0.25%

18-Mar-20

EU closes 
external 
border

31-Jan-20

UK reports first positive 
case

11-Mar-20

WHO declares pandemic

12-Mar-20

America closes border to EU

19-Mar-20

UK BoE interest 
rate falls to 0.1%

18-Mar-20

UK announces £350bn 
stimulus package as £ plunges

23-Mar-20

UK enters lockdown

5-Mar-20

Flybe goes bust 

31-Dec-19

WHO 
announce 
outbreak

Apr-20

Business 
adjusting to 
new normal

24-Mar-20

USA announces 
$2tn rescue deal

24-Feb-20

No. of cases in the 
UK exceeds 10 for 
the first time

= Focus for this document



The pandemic is already changing ways of working and will 
have longer term impacts on operating models

Employees are adapting and finding new ways to interact with 
colleagues, customers and suppliers

Technology has enabled flexible remote working for people at a 
scale never previously tested  and has provided new routes to 
market

Business continuity has been demonstrated through leveraging 
existing online platforms and migrating sales from physical 
outlets

Operating models which have favoured low-cost over flexibility 
and resilience are being challenged and are seeking support 
from Government bailout packages, access to finance and 
furlough programmes

Businesses are being forced to test and trial new ways of 
working, and to design a future fit operating model – adapted 
and prepared for the “new normal”

The change in the future operating model will impact People, 
Processes, Technology and Assets

Technical and cultural blockers to remote working are being 
lifted, thus developing new forms of collaboration

Future models must combine resilience with automation and 
cost efficiency

Property footprints should reduce with new business processes, 
remote roles and enabling technology
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As these Operating models are challenged, new designs are 
required to accommodate new norms. Companies will:

• Develop Operating models to focus on employee welfare 
and encourage or mandate remote working and enable 
flexible hours

• Embed the new ways of working through trial and test of 
digital tools and technologies. 

• Implement “no regret” moves such as exiting lease 
arrangements or closing locations

• Review existing operating models against frameworks to 
ascertain which teams remain remote and how customer 
interactions and supply chains have changed 

• Build an actionable implementation plan to deliver the new 
ways of working



• Executive Summary

• Real-world Impact (Sector Case Studies)

• The New Normal: Potential Evolution of Operating Models

• Preparing for the New Normal

5

Agenda



Businesses are re-evaluating existing assumptions 
about how they operate

Many norms, which influence the operating model of businesses, are being changed – forever in many cases:
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We need our people to 
be in the same place in 

order to effectively 
collaborate and create

In order to be an effective 
sales person, we need to 

have a face-to-face 
dialogue with customers 
to understand their needs 

Our operating models 
should favour low 
cost over resilience 

and agility

We need to see our 
people so our managers 
can adequately monitor 

and coordinate their 
time

Our support functions 
need to be in the same 

location as our 
customer-facing teams 

to enable rapid-
response and familiarity

We need specialists in-
house who understand 

our business, sector, and 
customers

We need a presence in 
each marketplace our 

business operates within 
to be seen as investing 

adequately

Our people are 
responsible for our 
success and we use 

external support only 
where needed

THE NEW NORMAL



Actions to date are generally consistent across sectors though 
there are exceptions for in-demand goods and services
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Airlines

Request for rent holidays and deferred 
payments

Forced store closures

Cancellation of all new orders and the 
delaying of payments to suppliers

Reduced warehouse activity due to social 
distancing measures – impacting throughput 
of online sales

Certain product groups have surged in 
demand (e.g. white goods, exercise kits, 
medical equipment and dried foods)

Closure of manufacturing facilities 
(owned and contracted)

Supply chain closures – particularly impactful 
for just-in-time manufacturing

Varied response from consumers; 
automotive sales virtually eradicated but 
certain consumer electronics in high demand

Change in product mix to meet new 
customer needs

Repurposing of production facilities to meet 
demand for medical equipment

Foreign office advice against non-essential 
travel has led to seat capacity reductions of up 
to 90%

Fleets grounded and routes cancelled

Employee redundancies and furlough 
programmes

Air hosting staff repatriated to healthcare 
roles

Cancelled new aircraft orders 

Deferral of payments to air traffic controllers

Suspension of tax payments

Reduced and / or delayed capital expenditure

Employee redundancies and furlough 
programmes

Short term senior leadership pay cuts

Requested government loan scheme, so 
customers can be offered payment holidays

Suspension of capital investment programs

Closure of construction sites and projects 
cancelled

Employee redundancies, pay cuts and 
furlough programmes

Suspension of contracts

Relying on access to credit

Shift to remote working

Development of new service offerings to 
meet new requirements and demand

High inbound requests for business services 
driven by remote working employees

Fee waivers and SME support to continue 
operations

Closure of retail footprint and limited field 
activity

Prioritisation of customer issues and re-
deployment of store personnel to handling 
calls

Construction

Retail Telecoms

Energy Consumer Goods

Case studies on following pages



Retail: shift to online has been accelerated. Those retailers 
who have agile business models and supply chains will be 
best positioned to survive and capitalise
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Shift to wholesale

Retailers and brands with their own shopfronts 
are experiencing high fixed costs which cannot be 
mitigated. Many have faced forced closure.

Shifting to wholesale is l ikely to reduce overall  
fixed cost risk while maintaining customer reach.

Shift to online

Businesses who rely solely on third party resellers 
are experiencing restricted access to customers. 
Manufacturers who have direct to customer sales 
channels online are protected from store closures. 

Online channels and user experience needs to be 
optimised with richer content (e.g. demonstration 
videos) and online support (e.g. chat bots) to 
adequately replace the in-store experience.

Cost of returns 

Return policies aimed at driving sales introduce 
reverse logistics and management of returns, 
which have substantial operational costs. Leading 
pure play ecommerce retailers have a return rate 
of 30-35%.

With forced store closures in place and sales 
driven online, retailers have the opportunity to 
introduce tighter returns policies to recover these 
costs (e.g. increase delivery charges, l imit free 
returns, reduce return period etc).

Sales and product density

Physical space which provides room to browse 
and lower product density are easier for 
consumers to navigate.

Retailers should focus on cutting Stock Keeping 
Units (SKUs), lowering product density and 
driving sales online for SKUs not stocked in store.

Range lead time

Apparel retailers are cutting orders from 
suppliers. Lead times on rebuilding and stocking 
a range is 10-13 weeks. When stores reopen 
retailers may not have relevant current season 
stock.

Retailers with shorter lead times can adjust more 
quickly and can rebuild their order base with less 
risk.

Sourcing

Where sourcing from China and the Far East, 
retailers are exposed to supply chain challenges 
arising from Covid-19. Retailers can assure stock 
availability through repatriating supply chains to 
more local specialists in manufacturing consumer 
goods (e.g. Turkey or Portugal for apparel).



Telecoms: operators are under pressure with spikes 
in voice and data usage on fixed and mobile networks
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Key:

Mobile
voice

Mobile
data

Fixed
voice

Fixed
data

+25% +50% +40%

+30%

+15%

+6%

Conferencing
platforms

Instant
messaging

+80% +80% +60%

+25%

+45%

+19%

+1,500%

+25%

+45%

+828% +215%+50% +25% +500%



Increased demand has forced changes to telecom 
business operating models
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Value propositions

Organisational Design

Customer Data Retail space Customer services

Network

Regulatory

Customer

People

Financial

Infrastructure

Regulation

Resource Management

Hardware Devices

CapexCosts Cash

Value Propositions

Enable customers to stay connected through 
offering discounted offers and free bolt-ons 
(e.g. free OTT TV content)

Engage business consumers with discounted 
software and invoice payment breaks

Customer Data

Public health bodies are using aggregated, 
anonymised telecoms data to track population 
movement

Data is assisting Governments in tracking the spread 
of Covid-19 and enforcing social distancing rules

Retail Space & Customer Services

As retail  stores are facing forced 
closure, businesses are responding by 
encouraging:

- the use of digital channels; and

- repatriating retail staff to call centres

Network

Networks are facing high demand on both voice and data traffic

Key drivers of increased demand include:

- Video conferencing and fi le sharing caused by remote working and 
learning

- Video and voice calls to friends and family driven by social distancing

- Increased gaming and video streaming due to lockdown / stay at home 
measures (with some providers reducing video quality to reduce the 
burden on national networks)

Regulatory

Regulators are releasing additional spectrum for mobile 
operators to deal with the influx of demand

Some countries are delaying planned spectrum options and in 
other cases l ifting VOIP bans to enable remote working



Construction: There will be lasting impacts on all areas of the 
industry with survivors conserving cash for some time
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Customers: Contract cancelations 
and future pipeline

Employees: Skill shortages Other suppliers: Increasing cost base 

• While ongoing projects are unlikely to be 
cancelled, there is uncertainty over who will  
bear the additional costs of delays. Should the 
client have to bear this, it will  severely l imit 
clients’ future spending abilities.

• The private sector might face economic 
downturn causing a reduction in capital 
investment. A stagnant property market would 
limit opportunities in development.

• The Oil & Gas sector which was already facing 
decline due to electrification of vehicles is facing 
a double whammy of reduced demand and a 
price crash due to oversupply. This will severely 
impact the sector’s capital investment 
programmes.

• Government’s spending capacity may be limited 
due to increased borrowing from the 
coronavirus mitigation and economic relief 
initiatives.

• The sector has already been facing a skills crisis 
due to low pay, high safety risk, unsociable 
hours and the general industry perception.

• Projects that have been halted may face delays 
in restarting due to employee furloughing and 
contractors being let go. 

• The supply chain could endure a wave of 
bankruptcies delaying the restart of projects 
across the sector.

• Additionally, the strong demand from the 
grocery retail  sector may attract some of the 
labour force due to availability of jobs and pay.

• A weaker supply chain would reduce quality and 
investment across the industry as competition 
reduces, preventing new ways of working and 
technology solutions being deployed.

• Business failures in tier 2 firms will reduce 
competition in the supply chain potentially 
increasing costs.

• Bankruptcies in specialist sectors such as ground 
investigation may lead to reduced investigative 
work resulting in a lack of reliable information 
to inform the design process. This would lead to 
increased costs due to design rework or defects.

• The insurance market may contract further in 
response to additional risk being piled on the 
sector, raising the cost of professional indemnity 
premiums.

• Certain firms might incur higher debt financing 
costs as a result of increased gearing or a 
downgraded credit rating.

The current crisis will result in an economic 
downturn potentially limiting the demand for 

construction services, resulting in reduced 
revenues for firms.

An extended downturn might exacerbate the skills 
shortage with skilled labour migrating to higher 

paying, more secure sectors of the economy.

An extended downturn may not only affect 
revenues but also increase costs at the same time, 

severely affecting margins.

THE NEW NORMAL
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The pandemic impacts industries differently. Companies with 
resilience will outperform their sector and better weather the 
storm
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Resilience
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Pivot revenues to new streams and cover 
costs. Focus on customer debtor balances and 
drive credit control to recover.

Restaurants have been 
pivoting revenues to
provide take-away 
only services.

Utilise Government schemes to provide 
coverage of fixed costs. Cease discretionary 
spend and challenge opex. Drive management 
focus on cash flow forecasting.

Tourism businesses are 
cancelling trips and 
furloughing staff.

Repatriate planned capex to short term cash 
flow initiatives.

Automotive OEMs and 
suppliers are ceasing 
planned maintenance 
capex and mothballing 
facilities.

Maximise revenues from the core business by 
increasing access to customers (e.g. online). 
Provide discounts and offers where needed.

Apparel brands are 
discounting current 
stock and shifting to online.

Utilise Government schemes to provide 
coverage of fixed costs not critical to business 
success (e.g. furlough store staff). Repatriate 
roles and other costs as required.
Retailers are furloughing
shop staff and recruiting 
warehouse staff.

Review capex alongside customer behaviours 
and amend accordingly. Maintain planned 
maintenance and growth capex where 
possible.

Media businesses are
repatriating revised capex
amounts to growth areas.

Optimise operations to ensure sales are 
completed with customer ease and fulfilled 
quickly. Manage customer expectations.

Healthcare businesses
are maximising capacity
to support NHS and public
health bodies to cope with demand.

Reward staff who provide business critical 
roles. Repatriate expenditure from advertising 
and marketing to operations and sales.

Grocery stores are
ramping up delivery
capacity to meet demand.

Review capex and align with the new normal.

Logistics businesses are
anticipating a prolonged
and sustained shift to
increase delivery through 
online shopping and are
investing accordingly.

Implement robust weekly (or daily) cash flow 
forecasting. Prepare relevant internal and 
external communications. Engage financiers 
appropriately.

Airlines who lease a high number 
of fleet and typically operate 
low EBITDA margins will 
struggle with the high cash 
burn.

Review cash position alongside debtors who 
may become a risk (either to bad debts or 
payment extensions). Review covenants and 
prepare mitigations where risks may exist.

Private Equity portfolio businesses 
which have leveraged
should review cash and 
debt positions.

Business who have built strong balance sheets 
with readily available l iquid assets will be able 
to capitalise on deflated prices and 
competitors who are slowing or closing 
operations.

Investors with available cash
should consider assets which 
would support a growth 
strategy post Covid-19.



Operating models designed to minimise cost can be 
inflexible. Future models will combine resilience with 
automation and cost efficiency
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Pre Covid-19: Overarching design principles Post Covid-19: Overarching design principles

In-source the majority of resources to minimise fixed cost and 
buy-in support for special situations only

Specialise roles by default to functional specific or technical 
requirements – job sharing is the exception, not the norm

Importance on personal relationships; meet with colleagues, 
suppliers and customers face to face

Design processes to be as cost efficient as possible (e.g. just-in-
time stock control, process optimisation and lean production)

Tailor processes to specific requirements. Different processes 
often exist for online vs offl ine sales, for example

Leverage existing processes to reduce the cost of redesign

Insource complex processes as retained knowledge is required

Technology enables existing processes or activity

Utilise a variety of applications which serve their specific 
requirement – integrate through data warehousing and API

On-site infrastructure reduces fixed cost and provides control

In-house teams and specialisms develop IT strategies and 
system development

Accommodate employees and business activities in owned / 
rented office space

Leverage fleet cars to ensure employees can travel to 
customers and suppliers as required

Streamline supply chain to ensure tight cost control

Minimise stock holding to optimise working capital position

Use of zero-hour and contract resources to flex costs quickly

Outsource specialist support and reduce expensive fixed cost

Adapt to remote working and drive workload away from high 
cost locations (away from UK cities or offshore)

Drive relationships with colleagues, suppliers and customers to 
online (conferencing, collaboration tools and sales platforms)

Optimise processes to be resilient in the face of business 
change – build in flexibility

Remove air gaps and manual processes

Avoid assuming that legacy informs strong future processes –
redesign from the ground up regularly to ensure best fit

Automate processes through Robotic Process Automation 
(RPA) to build resilience and reduce fixed employment costs

Optimise self-service functionality to reduce manual workload

Develop cloud functionality to enable remote working

Integrate supplier and customer platforms with own platforms 
to reduce human interface

Leverage remote working and reduce fixed office space and 
utilise third party space (homes, flexible offices, client sites)

Design supply chains to be resilient and adaptable (identify 
local replacement services as required)

Embed online communication and reduce travel costs

Minimise stock lead times to create agil ity

People

Process

Systems &
Technology

Assets



We believe this crisis will pave the way for radical changes 
in operating models (People, Technology, Operating Assets)

The social distancing measures introduced to fight Covid-19 have had a material impact on the way people interact and 
work with each other. Remote working and the use of technology has resulted in the interconnection of various functions.

We envision long-lasting change and transformation.
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Collaboration Footprint
Employer 
Relations

Comms & 
Engagement

Talent 
Acquisition & 

Retention

Performance 
Management

Field Based 
Roles

Digital 
Collaboration

Comms Tools

Remote 
working

Transforming 
to the New 

Normal

Cash & 
Investments

Robotic 
Process 

Automation 
(RPA)

Self Service

Optimise 
Online

Supply Chain

Plant & 
Machinery

Locations Inventory

1

People & Process

2

Technology

3

Operating Assets



Employees are rapidly adapting and finding new ways to 
interact
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1

People & Process

Collaboration
Employer 
Relations

Comms & 
Engagement

Talent 
Acquisition & 

Retention

Performance 
Management

Field Based 
Roles

Digital 
Collaboration

Comms Tools

Remote 
working

Prepare to 
Transform

Robotic 
Process 

Automation 
(RPA)

Self Service

Optimise 
Online

Footprint

Cash & 
Investments

Supply Chain

Plant & 
Machinery

Locations Inventory

People are adapting to effective remote working:

Traditional views on effective remote working have slowed progression 
for digitisation of teams and online collaboration

The pandemic has lifted blockages to remote working at a mass scale ,
and offers the opportunity for businesses to move away from legacy 
frameworks

Leaders need to adapt management and engagement to embed this 
change longer term, and to attract and retain the best talent



Covid-19 
Interim 
Model

Post Covid-
19 Model

What can 
we do now?

Pre Covid-
19 Model

Technical and cultural blockers to remote working are 
being lifted
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Collaboration

People and teams collaborate 
in face-to-face meetings and 
workshopswith varying levels 

of efficiency. Meetings are 
typically held in space which 
is available rather than the 

best fit for purpose.

Remote working has forced 
digital collaboration within 
teams. While more effective 

than initially considered this is 
still not ideal for all 

situations.

A best-of-both hybrid model 
can enable reduction in fixed 
and rigid office space; teams 
come together when required 
to do so in space which is fit 

for purpose (e.g. offsite, 
rented).

Optimise digital 
collaboration to embed new 
ways of working post Covid-

19. Appraise options between 
use of fixed, rigid office space 

and more flexible ways to 
access office space.

Comms & 
Engagement

Led by the corporate centre, 
Comms & Engagement has a 

top-down perception in 
organisations. Not all of it 

lands and two-way feedback 
is limited.

Employees are grouping 
together to engage with each 

other during the crisis in an 
interactive way. Comms 
teams are focused on 

coronavirus messaging. The 
UK has seen 80% increase in 
mobile and fixed call volume.

Encouragement and 
enablement of interactive, 

social comms and 
engagement is a powerful 

tool to connect with 
individuals. Enabling tools and 
resources for storytelling will 

need to be embedded.

Review comms channels and 
adapt for remote 

requirements (e.g. video 
conferencing & webcast).

Review Comms model to 
determine whether the better 

communicators exist as 
employees in the business.

Resources are managed on 
inputs to workload; time 

committed, effort, 
capabilities, availability etc.

Physical locations allow 
managers to see who is busy

and who is idle.

The ability to physically see 
productivity has reduced.

Leaders are required to trust
their employees to deliver 

outputs and flag availability.

Call Centres are managing 
people through reporting and 

activity tracking tools.

Reward structures that drive 
employee behaviour should 
be redesigned to encourage 
leaders and employees to 
focus on productivity and 
output rather than inputs 

and resource management.

Implement digital resource 
tracking tools to ensure 
workload is shared and 
people are productive.

Adapt reward structures and 
performance management 
framework to drive desired 

behaviours.

Performance 
Management

1

People 
& Process



Covid-19 
Interim 
Model

Post Covid-
19 Model

What can 
we do now?

Pre Covid-
19 Model

Those businesses which embrace the change are likely 
to attract and retain the best talent for the longer term
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Talent 
Acquisition & 

Retention

Talent is acquired and 
retained through career 

progression, remuneration
and enhanced roles, and 
through relationships and 
cultural & social factors

High volatility, uncertainty 
and redundancy is resulting in 

oversupply of resource.

The uncertainty of Covid-19 
and impact on the economy 

could slow voluntary attrition 
in the short-term.

Remote workers may be less 
impacted by social and 

cultural influences. 
Recruitment processes should 

be adapted to ensure agile 
remote workers are 

successful.

Repatriate recruitment 
professionals to other roles. 

Regularly engage with key
talent.

Redesign recruitment and
retention strategies and 
associated HR operating 

model.

Employer 
Relations

Employer Relations relies 
upon face-to-face employee 

interaction and robust 
collation of documentation 

and evidence.

As face-to-face activity 
reduces, the use of digital 

tools enhances collation of 
documentation throughout 

key processes.

As people work across 
physical and digital teams, 
employer relations must 

adapt to different 
circumstances. A mix of 
digital and face-to-face 

interaction adds complexity
to HR teams.

Redesign processes to align to 
a more agile working 

environment.

Review opportunity to 
outsource to specialists.

Field based roles trade face-
to-face interaction with 

customers and suppliers at 
the expense of ineffective 

travel time.

Non-essential workers remain 
at home and carry out field-

based roles remotely through 
digital communication.

Shifting field based roles to 
home-based utilises higher 

productive time. Face-to-face 
contact is reduced which 
reduces travel time and 

costs.

Review the operating model 
of field based teams and 

determine what activities can 
be carried out at home. 

Model impact of shift on cost 
and redesign organisational 

structure.

Field Based 
Roles

1

People 
& Process



Case Example
Increased contact centre call volumes have highlighted the need 
for digital teams and technology enabled remote working
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Working on 
internal network

Contact centre employees based in a 
physical office and using company hardware

Most l ikely using physical data centre

Multi-channel 
approach (in 
most cases)

Working on company’s internal 
network for communication 

In most cases organisations have matured to 
provide customers access to various 
communication channels

Reliance on old legacy contact centre tools 
does not encourage collaboration 

Overall process is not optimised and therefore 
increases overall operational costs

Reliance on people rather than rule based 
actions

Commentary

Automation will streamline processes, namely, 
IVR, call allocation etc.

Use of self-service tools (chatbots / predictive 
analytics to support users etc.) reduces 
dependency on resources 

Where employees are required these will be 
remote and be more customer centric 

Better collaborative tools will help knowledge 
sharing and ensure customer satisfaction

Accessible 
through all 
sales channels

Using company 
hardware

Using physical data 
centre to store 

client data

APIs
Based in 

physical office

APIs
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Increased 
collaborative tools

Contact centre employees are based 
remotely and access company data via their 
own devices

Using more collaborative tools 
based on the cloud

Increased self-service for users

Improved
automation

Cloud based
infrastructure

Remote
employees

A move to more self-service and digital enabled processes is required to manage current situational demands.

1

People 
& Process



Comms & 
Engagement

Talent 
Acquisition & 

Retention

Footprint

Cash & 
Investments

Supply Chain

Plant & 
Machinery

Locations Inventory

Technology has enabled business continuity in the short 
term and has an important role for future change
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Collaboration
Employer 
Relations

Performance 
Management

Field Based 
Roles

Digital 
Collaboration

Comms Tools

Remote 
working

Transforming 
to the New 

Normal

Robotic 
Process 

Automation 
(RPA)

Self Service

Optimise 
Online
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Technology

Digital tools and systems have 
enabled the initial phase of 
online collaboration:

Businesses can do more to 
further reduce the reliance on 
face-to-face collaboration, and 
access cost reduction

Businesses which have 
embedded technology across 
all processes are better 
equipped to weather the storm

Businesses need to transition 
away from manual processing 
to reduce costs and build 
resilience for an uncertain 
future



Covid-19 
Interim 
Model

Post Covid-
19 Model

What can 
we do now?

Pre Covid-
19 Model

Cloud technology has transformed the way people 
work, collaborate and communicate although further 
embedding is required

21

Remote 
working

Remote working is possible if 
existing technology allows, 

e.g. laptops, connectivity 
(VPN and internet) etc. Use is 
varied across organisations.

Businesses are rapidly 
adapting to off-site access to 
systems and infrastructure –
even with technology which 
isn’t designed to be mobile 
(e.g. desktop workstations, 
on-premise infrastructure).

Technology infrastructure to 
become remote-ready; able 
to flex to different demands 
on connectivity bandwidth 

and speeds. Future hardware 
will focus on mobility or will 

have software defined 
remote capabilities.

Deliver immediate changes 
required to enable remote 
working within the confines 

of the existing infrastructure.

Prepare for transformation of 
systems, software and 

hardware.

Digital 
Collaboration Digital collaboration has 

typically supplemented 
physical collaboration.

Businesses are being required 
to collaborate digitally or not 

collaborate at all.

Businesses and people have 
embraced collaboration tools 
and systems – in some cases 

from a standing start.

New collaboration tools and 
systems will remain, and 

enable the business to reduce
face-to-face collaboration, 

and associated locality costs.

Embed new digital tools (e.g. 
Microsoft Teams, Trello, 

Monday, Slack). Train people 
to use them effectively and 
quickly. Replace inefficient 

face-to-face engagement with 
new digital solutions.

Ineffective conference calls 
and inconsistent use of VOIP 

systems has restricted the 
rollout of consistent and 
appropriate comms tools 

across all businesses.

Businesses are adopting 
modern tools, and 

communicating via chat, VOIP 
and virtual meetings, both in 
and out of their organisation.

Comms tools have significant 
increases in usage (Zoom: 

+828%, Skype: +215%).

Align communication tools 
with suppliers and customers 

to ensure ease of 
communication.

Adapt to new comms and 
tools (e.g. Slack & Trello).

Test a variety of 
communication tools to 
determine what works for 

your people and their 
contacts, and accelerate 
rollout. Align with future 
requirements re postage, 

telephone, email, VOIP, etc.

Comms Tools

2

Technology



Covid-19 
Interim 
Model

Post Covid-
19 Model

What can 
we do now?

Pre Covid-
19 Model

Automation now has the permission to scale-up to 
reduce manual work and processing – delivering cost 
reduction and resilience in the process
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Robotic 
Process 

Automation 
(RPA)

Automation has developed in 
isolated, highly manual, areas 
of business process. Rarely is 
it rolled out business-wide to 

optimise all activities.

Automated processes are 
protected from changes in 

ways-of-working and are able 
to operate as normal (e.g. 
automated chatbots and 
“intelligent” assistants).

Increasing the level of 
automation within processes 
both offers an enduring cost 
reduction opportunity as well 

as protecting activities from 
future events.

Run a diagnostic and 
prioritisation programme to 
determine which processes 

can be automated.

Develop RPA strategy and 
implementation plan.

Self Serve Self-service operates across a 
range of business processes 

for employees, customers and 
suppliers.

Fully self-service processes 
are operating as normal. 

However, many process are 
not fully self serve and still 

require some manual 
processing.

Those processes not enabled 
by self-service should be 

expanded to ensure both cost 
reduction and resilience to 

future crisis.
Processes should be 

reconfigured to enable self-
service.

Redirect queries and 
activities to self-serve routes 
to reduce the burden on your 
people. Review processes and 

determine where self-serve 
could offer improvement in 

cost and functionality.

An online presence exists for 
the vast majority of business 

– though their use and 
effectiveness is varied. 

Integration to the offline 
business is often limited.

Online has become the sole 
contact point for customers –

particularly to those who 
have large footprints (e.g. 

retail and restaurants).

Businesses which consider 
online as their core business, 
are more resilient to Covid-19 
and will be better positioned 

to recover. The shift to online 
has further accelerated.

Review and adapt the online 
strategy and user experience. 

Transform this platform to 
become more customer-
centric and drive a higher 
percentage of revenues 
through online streams.

Optimise 
Online

2
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Digital 
Collaboration

Talent 
Acquisition & 

Retention

Field Based 
Roles

People and technology changes enable a refocus 
on the use and ownership of other operating assets
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Collaboration Footprint
Employer 
Relations

Comms & 
Engagement

Performance 
Management

Comms Tools

Remote 
working

Prepare to 
Transform

Cash & 
Investments

Robotic 
Process 

Automation 
(RPA)

Self Service

Optimise 
Online

Supply Chain

Plant & 
Machinery

Locations Inventory

Changes in ways of working and technology enablement 
have an impact on other operating assets:

■ Cost reduction is available by altering associated operating 
assets to align to the new ways of working

■ Economic uncertainty demands a revised focus on current and 
future investments, market penetration, and supply chains

■ Proven remote working techniques call into question the need 
for expensive fixed office space

3

Operating Assets



Covid-19 
Interim 
Model

Post Covid-
19 Model

What can 
we do now?

Pre Covid-
19 Model

Remote working challenges assumptions around 
the type, size and location of business property 
and other assets such as fleet cars
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Footprint

Company rented / owned 
space is used to undertake 
most business activities. 

Utilisation of space 
fluctuates over the working 

day and is vacant for the 
majority of the time.

All non-essential workers are 
working at residential 

properties.

Company space is largely 
vacant.

Residential space will 
accommodate more business 
activity. Corporate footprints 

can follow this shift and 
reduce in size. Short-term 
lease space can be used to 

cover peaks in demand.

Review remote working 
policies and model against 

office requirements.

Seek to exit surplus space as 
soon as possible.

Develop strategy for flexible 
space.

Locations

Properties are located near 
desired talent, resources, 
customers, supply chains, 

competitors and 
infrastructure. Legacy 

influences location selection 
and city central locations 

increase cost.

Although business locations 
have remained fixed – they 

are largely vacant as 
employees work remotely. 
Data traffic has increased by 
40% in one week in certain 

countries.

With increased office remote 
working and an increase in 
online selling, the rationale 
for city central locations is 

challenged.

Review of existing office 
footprint in line with a 

revised business operating 
model. Model office location 
alongside key business drivers 
and employee, customer and 

supplier locations.

Plant and machinery is owned 
or leased depending on 
business requirements.

Fleet and cars are 
commonplace for business 
and roles which demand 

travel.

Machinery has been 
mothballed where it cannot 

be repurposed to support the 
manufacturer of medical 

devices or similar in-demand 
items. Fleets of all types, 

which do not support 
logistics, are grounded.

An increase in remote 
working will reduce demand 
for fleet vehicles and other 

modes of transport.

Fixed ownership of machinery 
helps to mitigate cash burn 

during a crisis.

Mothball assets not required 
and reduce associated costs.

Review leases of fleet 
vehicles and revise based on 

increase remote working.

Repatriate assets to improve 
utilisation where possible.

Plant & 
Machinery

3
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Covid-19 
Interim 
Model

Post Covid-
19 Model

What can 
we do now?

Pre Covid-
19 Model

Businesses have the opportunity to review their 
operating models to create more flexible designs
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Supply Chain

Supply chains have become 
increasingly complex and 

global in reach.

Recent legislation has focused 
on modern slavery and 

impact from Brexit.

Logistics networks are being 
repurposed to essential items 

(food, medicine etc).

Businesses are repatriating
supply chains locally where 

possible.

Stress testing supply chains 
will incorporate public health 

risk in future.

Lowest cost routes may be 
less appealing to businesses 

seeking to maintain vital 
supply networks.

Rapidly assure existing supply 
chain networks and model 
against growing logistical 

challenges to identify future 
risks.

Prepare for supply chain 
review post Covid-19.

Inventory

Inventory is often owned and 
held in locations close to the 

end customer.

Consignment stock, just-in-
time and other stock 

efficiency is commonplace in 
certain industries.

Stock has been discounted by 
many sellers as a means to 
generate cash in the short 

term.

Orders have been cancelled
and warehousing throughput 

has decreased in line with 
social distancing efforts.

To facilitate more agile 
operating models, businesses 
may seek more flexible stock 

management frameworks 
(e.g. consignment stock, sale 

or return).

Business will review benefits 
associated with outsourcing.

Revise pricing appropriately 
based on in-demand or 

obsolete inventory.

Review logistics and stock 
management framework in 
line with changes to relevant 
sector (e.g. move to online, 

on-shoring supply etc.)

Cash is managed to meet 
normal operating 

commitments and long term 
investment planning.

Cash has become critical to 
survival. Investments have 

been halted or delayed.

Interest rates have fallen 
significantly and Government 
support is in place to enhance 

liquidity.

Businesses may strengthen 
balance sheets in the short 

term.

The associated impact on 
investment will dictate what 

supporting model is required 
to fund and drive growth.

Review business revenue 
centres and exit unprofitable 
sites, contracts and markets.

Review operating models 
which support growth plans 
to suit future investment.

Review opportunities which 
may exist and how to fund.

Cash & 
Investment

3

Operating
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Property footprints should reduce with new business 
processes, remote roles and enabling technology
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Implement
Develop relocation
strategy and plan

Review processes,
team and roles

Review existing footprint

Entirely
Office
Based

Entirely
Remote

Review processes, teams and roles to determine 
need for face-to-face, office based working

Reception staff

Facilities

Security

Finance & HR
Business Partners

Sales teams

Operations teams

Call centres

Admin roles

Design Support Desk

Technical
Support

Marketing

Adapt office requirements to enable face-to-face working when required in an agile office 
space. Consider co-ordinating “office days” to managed capacity utilisation of office space

Other considerations to remote working

Tax status of workers 
may change as their 
home becomes their 
normal place of work

Regulation and 
compliance to 

occupational health 
& safety 

requirements

Travel costs for 
home-based people 
are typically covered 

by the business at 
present

Data and information 
security (e.g. secure 

disposal of 
confidential 

documents) risks

Provision of 
equipment – to 

which standard and 
burden of cost

Employee’s available 
space at home and 
engagement with 

shift

3

Operating
Assets



• Executive Summary

• Real-world Impact (Sector Case Studies)

• The New Normal: Potential Evolution of Operating Models

• Preparing for the New Normal
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Businesses can use this time to test and trial new ways 
of working, and to design a New Normal operating model
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• Encourage and mandate remote working where appropriate 

• Safeguard non-remote workers by:

- Enabling flexible hours to reduce rush hour public transport

- Implement social distancing practices on-site

• Safeguard customers from unnecessary meetings and social 
distancing on premises

• Increase cleaning frequency and intensity on all sites and 
improve availability of hand washing facilities

• Provide support to people with bespoke personal circumstances

• Trial and test digital tools and technologies and identify the right 
mix for your people, customers and suppliers

• Implement “no regret” moves:

- Exit lease arrangements not required in the longer term

- Close locations which do not generate profitability

- Exit markets non-core to the business

• Reward employees who exemplify the new normal to drive 
cultural change across the organisation

• Pivot resources, skills and capabilities to new revenue streams

• Design a framework of scenarios for the “new normal” for your 
industry, location and markets

• Review existing operating models against the framework to 
ascertain:

- Which teams and roles can remain remote?

- How has customer interaction changed? What does this 
mean for sales people, locations and field roles?

- How should supply chains and supplier relationships adapt?

- What impact does the above have on corporate properties, 
retail space, fleet, IT infrastructure and support functions?

• Build an actionable, implementation plan which:

- Builds on the new ways of working developed during the 
pandemic; and

- Delivers the future operating model

• Develop a programme structure which:

- Provides the clarity of what changes are envisioned and 
enables management to respond to changing circumstances;

- Responds to an uncertain economic environment; and

- Accommodates additional short-term Covid-19 disruption

Protect Welfare of Staff & Customers Embed New Ways of Working

Develop Target Operating Model Implement the “New Normal”

Step 1 Step 2A

Step 2B Step 3

Note: Steps 2A and 2B work in connection with each other; as new ways of working are trialled and 
embedded, they inform the design of the operating model



Our Business Transformation experts are on hand to 
assist
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Rajesh Sennik

Senior Managing Director

Rajesh.Sennik@fticonsulting.com

Business Transformation
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Managing Director
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Business Transformation

Nick Breadner

Senior Director

Nick.Breadner@fticonsulting.com

Business Transformation (TMT)

Michael Knott

Senior Managing Director

Michael.Knott@fticonsulting.com

Business Transformation
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Senior Managing Director

John.Maloney@fticonsulting.com

Business Transformation
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Senior Managing Director
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Disclaimer
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This presentation has been prepared exclusively for your internal use and does not carry any right of publication or 
disclosure to any other party. This presentation is incomplete without reference to and should be viewed solely in 
conjunction with the oral briefing provided by FTI Consulting LLP.

The information in this presentation is based on publically available sources. The information in this presentation 
reflects prevailing conditions and our views as of this date, all of which are accordingly subject to change. In preparing 
this presentation, we have relied upon and assumed, without independent verification the accuracy and completeness 
of the information presented and that upon which the presentation is based, including that available from public 
sources.

Whilst the information presented and views expressed in this presentation have been prepared in good faith, FTI 
Consulting LLP accepts no responsibility or liability to any party in connection with such information or views.
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