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COVID-19 is, first and foremost, a global 
humanitarian challenge.
Thousands of health professionals are heroically battling the virus, putting 

their own lives at risk. Governments and industry are working together to 

understand and address the challenge, support victims and their families 

and communities, and search for treatments and a vaccine.

Companies around the world need to act promptly. 
This document is meant to help senior leaders understand the COVID-19 

situation and how it may unfold, and take steps to protect their employees, 

customers, supply chains, and financial results.

Read more on McKinsey.com
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https://www.mckinsey.com/featured-insights/Coronavirus-Confronting-the-crisis
https://www.mckinsey.com/business-functions/risk/our-insights/covid-19-implications-for-business
https://www.mckinsey.com/
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Disclaimer

These are suggested practices, in many cases adopted by companies across sectors. 

We do not offer recommendations on sufficiency, adequacy or effectiveness of these 

measures. You can derive no rights or make decisions based on this material.

We do not provide legal, accounting, tax, medical or other such professional advice 

normally provided by licensed or certified practitioners and will rely on you and your 

other advisors to define applicable legal and regulatory requirements and to ensure 

compliance with applicable laws, rules and regulations. We do not intend to supplant 

management or other decision-making bodies, and you remain solely responsible for 

your decisions and actions, including those relating to manufacturing, product release, 

regulatory reporting and market action. We make no representation or warranty, 

express or implied, and expressly disclaim any liabilities relating to your manufacturing 

operations, compliance, quality, R&D and regulatory processes and products. 
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McKinsey & Company 6Source: “Safeguarding our lives and our livelihoods: The imperative of our time,” Sven Smit, Martin Hirt, Kevin Buehler, Susan Lund, Ezra Greenberg, and Arvind Govindarajan

We have modelled 9 potential scenarios based on the public health 
and economic policy responses

Current as of March 25, 2020

Virus spread and 

public health 

response

Effectiveness of the public 

health response

in controlling the spread 

and human impact

of COVID-19

Effective response, but 

(regional) virus resurgence

Public health response initially succeeds 

but measures are not sufficient to prevent 

viral resurgence so social distancing 

continues (regionally) for several months

Broad failure of public health 

interventions 

Rapid and effective control

of virus spread

Strong public health response succeeds 

in controlling spread in each country 

within 2-3 months

Public health response fails

to control the spread of the virus

for an extended period of time

(e.g., until vaccines are available)

Knock-on effects and economic policy response

Speed and strength of recovery depends on whether policy moves can mitigate 

self-reinforcing recessionary dynamics (e.g., corporate defaults, credit crunch)

Policy responses partially offset 

economic damage; banking crisis

is avoided; recovery levels muted

Self-reinforcing recession dynamics 

kick-in; widespread bankruptcies and 

credit defaults; potential banking crisis

Strong policy responses prevent 

structural damage; recovery to pre-

crisis fundamentals and momentum

Ineffective interventions

Partially effective 

interventions

Highly effective   

interventions

A3

A1 A2

A4B1

B2

B3 B4 B5

Virus contained, 

but sector 

damage; lower 

long-term trend 

growth

Virus 

resurgence; 

slow long-term 

growth

Pandemic 

escalation; 

prolonged 

downturn without 

economic recovery

Virus contained, 

slow recovery

Virus resurgence; 

slow long-term 

growth

Muted World Recovery

Pandemic 

escalation; slow 

progression towards 

economic recovery

Virus contained; 

strong growth 

rebound

Virus resurgence; 

return to trend 

growth

Strong World Rebound

Pandemic 

escalation; 

delayed but full 

economic recovery
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Companies that struggled through the 2008 Global Financial Crisis 
had several failure modes that we are already seeing in this crisis

• Insufficient downside scenario (depth and length), and no plan to 

survive through that scenario

• Overconfidence on initial cash controls and transparency when it 

turned out that there was more cash leakage going on

• Not pulling all available levers, or waiting too long to pull them

• Assuming traditionally fixed and semi-fixed costs are still intractable

• Too much civility toward trade partners (“we’re all in this”) vs. fight to 

live (“this is existential”) leading to insufficiently aggressive asks and 

changes to operating practices

• Hesitancy to go on the offensive, despite low-barrier opportunities to 

grow through acquisition, move into new markets, or change strategy mix
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The manufacturing, tourism and retail sectors, which employ +40% of 
the Mexican workforce, will likely suffer from this shock 

Current situation
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1.Figures do not add 100% since taxes represent 4.4% of GDP, (not showed in the chart).
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Business leaders are asking 3 critical questions about the crisis

Depth of disruption

How deep are the demand reductions?

• Time to implement social distancing after 

community transmission confirmed

• Number of cases – absolute (expect surge as 

testing expands)

• Geographic distribution of cases relative to 

economic contribution

Length of disruption

How long could the disruption last?

• Rate of change of cases

• Evidence of virus seasonality

• Test count per million people

• % of cases treated at home

• % utilization of hospital beds (overstretched 

system recovers slower)

• Availability of therapies

• Case fatality ratio vs. other countries

Shape of recovery

What shape could recovery take?

• Effective integration of public health measures 

with economic activity (e.g. rapid testing as 

pre-requisite for flying)

• Potential for different disease characteristics 

over time (e.g. mutation, reinfection) 
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• Bounce-back in economic activity in countries 

that were exposed early in pandemic

• Early private and public sector actions during 

the pandemic to ensure economic restart

• Late payments/credit defaults

• Stock market & volatility indexes

• Purchasing managers index

• Initial claims for unemployment

• Cuts in spending on durable goods (e.g., cars, 

appliances) 

• Extent of behavior shift (e.g., restaurant spend, 

gym activity)

• Extent of travel reduction (% flight 

cancellations, travel bans)
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Throughout the pandemic, companies will have to respond 
across five stages

Resolve

Resilience

Return

Reimagination

Reform

Address the immediate 

challenges that 

COVID-19 represents 

to the institution’s 

workforce, customers, 

and business partners 

Address near-term 

cash management 

challenges, and 

broader resiliency 

issues during virus-

related shutdowns and 

economic knock-on 

effects

Create a detailed plan 

to return the business 

back to scale quickly, 

as the virus evolves 

and knock on effects 

become clearer

Re-imagine the “next 

normal” – what a 

discontinuous shift 

looks like, and 

implications for how an 

institution should 

reinvent

Be clear about how the 

regulatory and 

competitive 

environment in your 

industry may shift
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Step 1

Resolve

McKinsey & Company 12

Address the immediate challenges that 

COVID-19 represents to the institution’s 

workforce, customers, and business partners 

Protect the workforce

Think cash, cash, cash…. and then cash

Establish a data driven control nerve center

Adjust spend and production to be flexible to 

demand developments

THIS SHOULD ALREADY BE IN PLACE!!!

27th March 2020 1200 GMT
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Stay close to the people, showing resilience, 

empathy and care

Manage all resources carefully, while 

adopting a through-the-cycle mindset

Craft a comprehensive action plan of specific 

levers for each scenario

Develop scenarios of the overall economic 

impact of the crisis on the organization

Do what is right – because people will 

remember after the chaos that you were 

wrong 

– CIT

Step 2 
Resilience
Address near-term cash management challenges, and 

broader resiliency issues during virus-related 

shutdowns and economic knock-on effects

27th March 2020 1200 GMT
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7 steps towards an end to end resilience plan for 
institutions

1 2 3
Build your cash fortress

Improve cash transparency and 

implement tighter controls to mitigate 

downside scenarios

Build resiliency and stress test your 

supply chain

Adapt supply chain to shifts in demand, 

ensure critical supplies, and implement 

actions to sustain productivity

Double down on scenario planning

Promptly identify changes in the 

market by planning for multiple 

scenarios, iterate and respond rapidly

4 5 6
Navigate customer and 

consumer adjustments

Anticipate where your 

category is going after the 

crisis and start planning 

your value proposition 

accordingly

Boost your commercial 

relationships

Develop stronger, agile 

relationships with your 

costumers to anticipate 

demand shifts and work 

with them to ensure delivery

Invigorate eCommerce

Define or accelerate your 

eCom channels strategy in 

line with demand, focusing 

on value creation

7
Streamline your G&A

Double down on cost saving 

initiatives and re-think your 

operating model to sustain 

low overhead costs

McKinsey & Company
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2: Scenario planning is led by an 
empowered, top-talent team

What it looks like

Senior executive to lead the team that will, 

together with the CEO, interface with other 

executives and the board 

Agent of the CEO

A marriage of strategy and finance

Builds a portfolio of moves

Builds a coherent series of moves that are 

tuned to the distinct possibility of each scenario 

appearing

Instils dynamic adaption

Builds a dynamic roadmap with clear trigger 

points which gives the flexibility to adapt to 

changing conditions, supported by the 

governance to drive execution  

Plans for multiple scenarios

Builds a credible view of possible future worlds, 

based on potential disruption to your business 

model (the “new normal”) disruption and the 

timing and depth of the demand disruption

What it does

Standalone, but closely interfaced with the crisis 

management and finance team, creating a firm 

link between strategy and the budget

Dedicated top talent

Small, modular (scalable) team of your best 

people with a view across all key business areas
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Define interim operating model and phasing for the 

reactivation / re-start

Beware of remaining operational disruptions (supply chain, 

materials)

Support employees in getting work done, productively and 

be in good spirit

Maintain focus on culture and health priorities to keep 

employees motivated and avoid burnout

Be ready if crisis returns, but create a plan to return

Step 3 
Return
Create a detailed plan to return the business back to scale 

quickly, as the virus evolves and knock on effects become clearer

27th March 2020 1200 GMT
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Effective 
startup post 
COVID-19 is 
critical to…

Ensure desired 

speed of re-entry 

into market

Secure competitive 

position in key 

markets

Moving fast and efficiently 

once COVID-19 impacts 

have stabilized to 

maximize value capture

by fulfilling unmet / pent 

up customer demand 

(e.g. production of durable 

items such as handwash, 

paper towels, etc. that are 

seeing demand upticks)

Prevent risks of 

experiencing extended 

crisis impacts

Being unable to ramp up 

critical processes and 

operations (e.g. overall 

supply-demand matching 

such as redeploying 

workforce, transferring 

required inventory to 

production sites in a timely 

manner, etc.) post crisis 

can exacerbate COVID-

19’s negative impact

A prompt startup / return 

to market can prove 

beneficial in the short term 

(e.g. through increased 

market share vs. 

competition, who is slower 

to respond)

Sustained first mover 

advantage effects can be 

observed in the long term

Use restart as a 

catalyst for 

improvement

Restarting post COVID-19 

presents an opportunity 

to use learnings from the 

crisis to make step 

changes in operational 

performance (e.g. fixing 

earlier inherent SC 

impediments, redeploying 

labor force, reassessing 

product mix and portfolio, 

etc.)
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There are a number of new practices and processes being put in place 
to deal with the crisis

8 Management team focus

1 Re-baselining & “back-solving”

2 Cash control tower

3 Spend control tower

4 Commercial war room

5 Financing 

7 Capability building & communication 

Remote work excellence6
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Devote time to thinking what has fundamentally changed in your 

industry post-COVID 19

Adjust strategy and business model opportunistically (incl. M&A, 

reinvention, etc.)

Capitalize on opportunities from the crisis

Restore full functionality of business (incl. support functions), 

tailored for new reality and with a view to de-risk the supply chain

Step 4 
Reimagination
Re-imagine the “next normal” – what a discontinuous shift 

looks like, and implications for how an institution should 

reinvent

You can never let a serious crisis go to waste. And what I mean by that 

it's an opportunity to do things you thought you could not do before.

Rahm Emanuel

"

"
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Key considerations for executives as they Reimagine their future 
state

What does the journey 

during the crisis mean for 

the company’s operating 

model going forward?

1

How to de-risk the 

operation to protect it 

against future shocks? 

2

How do I boost the my 

end-to-end capabilities as I 

build a resilient company 

of the future?

3
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Some key strategic moves to consider

Shape the price-value 

relationship and reset 

your definition of 

where to play 

Sustain investment in 

innovation; don’t 

retreat

Selecting and prioritizing these actions depends on the ‘starting point’ for a 

business emerging from the COVID-19 crisis

Actively reallocate 

resources to get in 

front of channel and 

format shifts

Revisit purpose and 

ways of expressing 

company and brand 

impact

Pull forward digital 

plans

Don’t forget to play 

offense: activate your 

M&A engine
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Define strategy for the decade in new 

environment

Drive performance on industry-specific 

priorities

Stress test your organization frequently, and 

increase resilience (liquidity, supply chain)

Execute relentlessly

Step 5 
Reform
Be clear about how the competitive and regulatory 

environment in your industry may shift



23

Closing thoughts

We cannot know exactly 

what lies ahead, but we 

can build scenarios, 

understand their 

implications, and identify 

early ‘signals’ for each.

We cannot simply react to 

the market and 

government behaviors as 

they evolve in the coming 

weeks and months; 

instead, reflect on how we 

can actively shape those.

We need to ensure our 

operations are resilient 

enough to survive and 

execute through the 

crisis, and flexible 

enough to adapt to the 

emerging reality.
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Thank you for joining us for today’s webinar

:

Alberto Saracho

Senior Advisor, Mexico

Agustín Gutiérrez

Partner, Mexico

Alberto Chaia 

Senior Partner, Mexico

For general inquiries, including questions about the implications for your 

business, please contact: 

Transformation_At_Scale@mckinsey.com

For more information, 
please visit: 
mckinsey.com/COVID-19

mailto:Carlos_Silva@mckinsey.com
http://www.mckinsey.com/covid-19


Thank you.

Hope you all stay in good health!


