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COVID-19 special: a framework for crisis management, learning from Chinese businesses, and 
preparing for the post-crisis environment. 
 
MANAGING THE CRISIS 
 
Strategic and tactical scenarios for a potential COVID-19 recession and recovery 
Christian Ketel. BCG Centre for Macroeconomics 
If we could give you only one thing to help frame your thinking in these turbulent times, it 
would be this superb, short deck from BCG’s Chief Economist. We recommend it for two 
reasons. First, it takes a clear, rational look at the kind of recession we’re likely to have, and 
the typical results of a severe exogenous shock like COVID-19. Secondly, it lays out the two 
types of call leaders must make: a strategic call on the shock’s geometry (a V, U or L post-
shock path), which provides information about the present value of the longer-term future 
and thus should inform the firm’s strategic response (planning, capex decisions, business 
model adaptations), and a tactical call on the shock’s intensity (its depth, speed and duration), 
which provides information on how bad, how fast and how long the shock will be and thus 
informs the firm’s tactical response (current and near-term production, operations, 
purchases, customer relationships). Excellent and highly recommended. More 
 
LEARNING FROM CHINA 
How Chinese Companies Have Responded to Coronavirus 
Martin Reeves , Lars Fæste , Cinthia Chen , Philipp Carlsson-Szlezak and Kevin Whitaker. HBR 
What can we learn from the Chinese recovery? Not all sectors have done equally well:  an 
analysis of the 500 largest Chinese companies shows that software and services, healthcare 
equipment and food, and food and staples retailing have done well, growing TSR by an 
average of 12% since 31 January. Successful businesses have iterated between bottom-up 
analysis and a top-down approach, have constantly reframed their understanding of the 
situation as clarity has emerged, have reallocated labour and the sales and marketing mix, 
including from offline work to online influencing, and have used social media to coordinate 
employees and partners. They have had to create clarity and security for employees – and 
they have had to mobilise for a much faster upswing than many expected as the economy 
recovered. More  
 
 
LOOKING AHEAD 
 
How Will Things Be Different When It’s All Over? 
Martin Reeves, Lars Faeste, Kevin Whitaker, and Mark Abraham. BCG Henderson Institute. 
The authors preface their predictions with three forward-looking points. First, no matter what 
comes, there will be winners: 14% of companies across all sectors actually grow top and 
bottom lines during recessions and downturns (in-depth HBR article here). Secondly, a 
rebound in demand is inevitable. Thirdly, over the past century, epidemics have only 
temporarily deflected the economic cycle with short, sharp, V-shaped shocks. Turning to what 
lies ahead, the authors believe that consumer attitudes are likely to shift, with elevated 
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awareness of altered beliefs about personal and environmental hygiene, health, social 
relations, travel and crisis preparedness, and a concomitant increase in demand for 
antibacterial cleaners, healthcare advice, healthcare insurance and disaster preparation 
products, and offline delivery. And they argue that new behaviours, embedded in the crisis, 
will persist afterwards: remote working and home shopping, for example, with flow-on effects 
for increased connectivity, distance learning, video conferencing, home office equipment, e-
commerce and delivery services. With the art of remote collaboration mastered during the 
crisis, companies may decrease travel and co-location afterwards. The authors also believe 
that the crisis will reveal unmet needs. In China, new types of healthcare insurance are being 
created, and new online-to-offline delivery models are emerging. The authors predict 
innovation in home shopping, collaboration, health information, health and hygiene products 
and cleaning products, and think that brands are likely to create the perception of hygiene 
benefits for a diverse range of services and products. More 
 
University of Auckland Business School: What type of business will survive Covid-19? 
Mike Lee. University of Auckland Business School 
In this article, New Zealand academic Mike Lee argues that those businesses that will suffer 
most from restrictions on movement during COVID are those with operations that are fixed 
both in time (that is, transactions need to occur in real time) and place. For example, tourism 
is both time and place-dependent, so is likely to struggle most. However, the author says, 
businesses that are fixed on one axis but free on the other (for example, a self-service centre, 
which is location-dependent but time-independent, or online counselling, which is fixed in 
time but free with regard to location) are likely to survive. Those businesses that are both 
time and location-independent (such as those offering online retail or streaming services) are 
likely to do best. To improve, businesses need to consider what aspects of their products can 
be made less time or location-dependent. More 
 
How European businesses can position themselves for recovery 
Tera Allas, Pal Erik Sjatil, Sebastian Stern, and Eckart Windhagen. McKinsey 
Both recessions and recoveries are usually  consumer-led, the authors say, with companies 
that market to end consumers profiting first. When consumers do come back, they do so in a 
rush, because demand has built up while consumer purchasing was held back. (Consumers 
may purchase differently: McKinsey’s sentiment surveys in Europe suggest that consumers are 
planning both to reduce their overall spending and to significant proportion of their 
entertainment purchases, and some of their grocery purchases, online.) Sectors that produce 
intermediary products or capital goods are hit later than B2C industries, because they are 
typically still completing large orders when the recession starts, and B2B recovers only after 
consumer behaviour ramps up. Export-led industries recover before domestic sectors – in the 
UK’s last recession in 2008, the hardest-hit, most export-oriented sectors (motor vehicles, 
metals, oil refining, film & TV production and  air transport) bounced back first. While 
industries producing intermediary products and capital goods pick up later, they usually pick 
up quickly. McKinsey predicts longer-lasting changes to behaviour that will reshape industries. 
In health, for example, the firm has seen a pronounced shift away from face to face 
consultations across Europe, with many common illnesses, such as diabetes, high blood 
pressure, chronic pain, depression, and anxiety, now routinely being treated remotely. 
McKinsey also believes that professional service firms will increase their level of remote 
working now that the COVID crisis has proved that working at home is feasible. More 
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Three Scenarios to Guide Your Global Supply Chain Recovery 
David Simchi-Levi. MIT Sloan Management Review 
It’s difficult to think sensibly about the plethora of scenarios that could emerge from the 
COVID emergency, says MIT professor David Simchi-Levi, so the best way to calibrate is to 
focus on just three: the pessimistic, worst-case scenario; the more optimistic, best-case 
scenario; and the most likely scenario. The first scenario assumes that no vaccine or cure is 
available for COVID any time soon, that social distancing continues, and that demand and 
productivity sink, especially in the manufacturing and transport sectors. In the best-case 
scenario, logistics capacity instead comes under pressure, as North America and Europe use 
social distancing to get the virus under control by the end of Q2 2020. In the most likely 
scenario, the author predicts peaks varying in time, intensity and geography, which means 
that supply chains and inventory will need to be repositioned to adapt. Companies need to 
establish the time to recover (TTR) for each critical node in their network – the time it will 
take the node to recover to full functionality after a disruption. They also need to look at their 
own suppliers’ TTR, because this provides an indication of the risk exposure along their 
network. The author provides a five-step framework for accomplishing that. More 
 
The U.S. Is Not Headed Toward a New Great Depression 
Philipp Carlsson-Szlezak , Martin Reeves and Paul Swartz. HBR 
Comparisons between the current economic situation and the Great Depression are 
inappropriate, argue these authors, because, on four dimensions, the situation is quite unlike 
that of 90 years ago. First, there has been sizeable and timely action in monetary policy. 
Secondly, unlike the historical stalemate after the 1929 crash, there is a willingness to craft 
and pass legislation, particularly since this is an election year. Thirdly, the Federal Reserve is 
independent, and able to facilitate fiscal policy. Fourthly, a debt crisis is unlikely: inflation 
expectations are well anchored and low, the rate-risk correlation is solid, and USD reserve 
currency status is deeply entrenched, as the rest of the world needs to hold U.S. safe assets. 
While it’s true that fears of a new Great Depression are widespread, the authors attribute 
them to the emotional intensity of the coronavirus shock, rather than to a rational analysis of 
the situation at hand. More 
 
How to Make Better Decisions About Coronavirus 
Thomas H. Davenport. MIT Sloan Management Review 
This useful article reviews several cognitive biases that may be affecting you and your team as 
you orient to the effect of coronavirus on your business. Among them: normalcy bias (the 
belief that things will continue to go as they have gone in the past, which leads to an 
unwillingness to plan for exceptional circumstances), the framing effect (in which how a 
question is framed influences the choice of answer – consider the common “save the 
economy or lock everything down” framing of recent weeks), the availability heuristic (where 
a decision is made on the basis of prominent information, even if that information isn’t the 
most appropriate, relevant or reliable) and the hostile attribution bias, where we impute 
hostile attent to those who disagree with us – common in a crisis, and something that only 
escalates our own stress levels further. More  
 
 
 
You’re receiving this Journal Retrospective because your company is a member of the 
Ashridge Collaborative Strategy Network. However, if you’d prefer not to receive the 
Retrospective in future, just email ASMC’s Angela Munro.  
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