
APRIL 27, 2020

Private Sector Restart Discussion Document

COVID-19: Preparing 
for the restart and 
winning the fight

Preliminary
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Context: Restarting and Winning the Fight in the new COVID-19 world

Navigating COVID-19 response is a multi-step process unfolding in three distinct phases (Flatten, Fight, 

Future)

Many companies have primarily focused on reacting to the initial shock and "Flattening" the impact thus 

far. Significant value is at stake as companies transition to the Fight phase and begin re -starting their 

operations over the next 12 to 24 months

Competitive dynamics will be altered as markets open slowly. Companies need to be nimble and agile and 

innovate the business model in very fluid environment, including:

ÅPreparing for a safe return of workers and customers

ÅDriving topline security and advantage through adversity

ÅIdentify specific opportunity areas and risks across value chain and supply chain

ÅReinforcing partnership and collaboration with governments and communities
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Time

HC

system

capacity

Restart Vaccine/treatment

Flatten Fight Future

Critical 

care 

patients

Interventions

Interventions
Interventions

Economic 

activity

Must make rapid, reactive 

changes amidst aggressive physical 

distancing, consumer demand 

shifts, and supply constraints

Business 

model 

impact

Industry returns to stable 

competition in fundamentally 

different environment vs.       

pre-COVIDperiod

Competitive dynamics altered as markets open 

slowly; need to be nimble and agile and 

innovate the business model in very fluid 

environment

Source: BCG Henderson Institute; BCG analysis

Context: COVID-19 response likely to unfold in three phases; each demands 
strategic decision -making in a different context and at a differing pace
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Context: What the world might look like at each phase of the journey

~2-3 months ~12 ð24 months

Macro factors: 

Disease and 

Economy

Consumer 

Demand

Supply

Å Aggressive actions to contain COVID-19; 

widespread lockdown and aggressive social 

distancing

Å Rapidly increasing sick population

Å Steep job losses and business closures ; GDP 

declines significantly

Å Movement restrictions begin to ease ; likely variation 

by geography

Å Potential for policy changes to respond to  

recurrences and regional outbreaks

Å Economy slowly restarts but with high unemployment; 

continued contraction and uncertainty

Å Disease mostly contained; 

vaccine developed 

Å Signs of economic recovery as 

impacted sectors restart in 

earnest (e.g. hospitality)

Flatten Fight Future

Å Majority of people stay home , do not travel 

or go to work

Å Avoid other people (e.g. delivery vs. going to 

grocery stores if possible)

Å Non-essential stores, ent . venues closed

Å Do not attend events , spend time 

indoors/with close family

Å Prevailing sentiments inc. anxiety and 

boredom

Å People begin to return to normal routines , 

including work and limited leisure travel

Å Continued heightened awareness and avoidance of 

large gatherings (e.g. sports stadiums, concerts)

Å Public-facing businesses begin to reopen, but with 

limited capacity (e.g., movie theaters)

Å Continued anxiety and conservatism in spending 

and consumption 

Å Full return to 'normal' life, 

including travel and office

Å Some permanently altered 

habits emerge

Å Sports, events return with 

more muted attendance

Å Essential services continue to run, but 

potential supply shocks / shortages continue

Å Labor shortages due to disease and lockdowns

Å Most businesses come back online

Å Soft market forces smaller, independent businesses 

close permanently

Å Slack labor market

Å Supply chain, manufacturing, distribution affected 

differently in geographies

Å Supply chain returns to 

normal consistency

Å Potential changes to retailers' 

ways of working / demand

Source: BCG Henderson Institute; BCG analysis
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Context: Many companies are still in a reactive Flatten mode today, but 
preparing for the rebound and fight is becoming increasingly critical

Mode

83%

93%

96%

81%

87%

59%

53%

34%

15%

38%

8%

15%

8%

18%

25%

44%

46%

34%

9%

24%

22%

22%

40%

28%

Set-up a digital information hub for all the latest policies and information

Top-down scenario assessment, estimation of time point for a demand rebound

Modify travel policies - restrict travel in and out of highly impacted regions

Measures Taken

Update office hygiene program and environmental cleaning procedures

3%

4%

4%

Arrange flexible working plans and provide required infrastructure/solutions for enabling it

Introduce employee self -quarantine policy based on travel history/health status

Set-up a COVID-19 rapid response team

Identify alternatives and contingencies for critical components, operations, and logistics routes

Plan to build supply chain readiness for a potential rebound

Change in marketing/communication plan given crisis and in anticipation of rebound

3%
4%

Have Taken Plan to Take Not Planned

React 

&

Flatten

Fight

&

Future

Source: BCG Henderson Institute; BCG analysis
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Manage Cost, Cash, and 

Liquidity

Manage short tem credit and debt 

commitment; build central team to 

simulate financials as per evolving 

scenarios; decisively take structural 

actions: TURN PMO, zero -based budgets, 

delayering/restructuring

Ecosystem

Workers & 

Workplace

Customers 

& Channels

Supply 

Chain & 

Operations

Enterprise

Establish Crisis Management

Create a rapid response & transformation 

team; develop a scenario based planning 

approach for future settings; take 

measures to ensure operational continuity 

and site readiness; ensure open and direct 

communication with employees

Enable Safe Return & Reopen

Monitor safety & wellness; ensure effective context -

adjusted work; establish IT/tech infrastructure for 

remote work; empower more local decision -making

1a

Organize for the New Normal

Transform workforce (right size, increase flexibility, 

build in plans for variability); enhance wellness 

offering; accelerate digital, remote capabilities, and 

AI

1b

Drive Top Line Security

Assess changes in customers' behaviors; adapt and 

transform channels (e-commerce), sales, marketing 

spend, pricing, and support

2a

Stabilize Supply Chain and Liquidity

Ensure quick and safe restart of facilities; drive 

centrally driven efficiency measures; set up 

capabilities to manage unstable supply chain

3a

Emerge Stronger

(Advantage in Adversity)

Ramp up commercial efforts to seize market shifts;

leverage learnings to accelerate digital capabilities

2b

Actively Engage Government and Society
Engage stakeholders, capture stimulus value, determine how to contribute during the crisis 

Reinvent Operations 

Redesign and simplify supply chain network, define 

evolving production model, make capital 

investments with lower opp'ty cost in short -run

3b

Flatten: Tackle immediate 

priorities

Fight: Prepare for the restart and 

rebound, Seek advantage in adversity

Future: Plan for the new reality post 

crisis

Immediate Long termMid-term

Focus of these materials

How to Win: Key action areas for business leaders
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How to Win: Lessons from top performers during the Great Recession   

Get cash and cost out quickly to gain advantage 

and invest, opportunistically pursuing M&A

Pursue a clear vision aligned with that from 

before the crisis, based on a few key themes

Adapt and innovate to capture new demand 

and achieve sustainable long-term growth

Given uncertainty, build agility and flexibility in 

your supply base and supply chain

Build organizations to not only withstand, but 

also anticipate shocks, including streamlining 

operations and digitizing processes

Begin identifying potential sources of advantage 

to build now that will help in the Future:

ÅWhat is your starting position? Is it stressed, 

impacted, or among the lucky ones? 

ÅHow can you outflank your competition? 

Å Are there assets to buy, or contracts to 

execute, that are priced attractively now?

ÅWhat are the product and service 

innovations that you can pursue and perfect?

Be proactive

Stick to a clear 

vision

Increase demand 

vitality

Create supply 

agility

Build enterprise 

resilience

Start thinking about the Future now 
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7

Appendix

3. Stabilize and Reinvent Supply Chain

2. Drive Topline Security and Advantage

1b. Organize for the New Normal

1a. Enable Safe Return/Re-Open
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Framework to guide return to work planning

How will our policies and 

plans vary based on region, 

site, function?

What interventions should 

be taken to ensure a safe 

work environment? 

Which employee cohort 

should return to 

workplace?

Under what context should 

employees be allowed to 

return to workplace?

Iteration as new data 

emerges

When?

Who?How?

Where?

4 1

23
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When: Timing for employees to return from work driven by both external and 
internal factors

1

Under what macro and company-

specific context should employees 

be allowed to return to their 

workplace?

Å Leverage science and data to model local 

scenarios

Å Monitor local policies and guidelines to 

understand earliest timeline

Å Quantify company-specific risk tolerance for 

each region

Å Determine time to re -open sites balancing 

government guidance, company risk 

tolerance, and business need

Å Monitor for additional COVID-19 waves and 

revisit planning across geographies and over 

time

Initial recommendation:

When?

When
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External factors will dictate the earliest time to return to work

1

Source: HBR2020-04 A Detailed Plan for Getting Americans Back to Work; BCG analysis

Å Shelter-in-place orders are lifted

Å Healthcare capacity is no longer constrained

Å Infection risk falls below certain acceptable threshold

Å A robust monitoring & containment system exists

ð High-quality testing readily available

ð New cases can be identified quickly 

ð Mechanism in place for effective, targeted 

quarantines

Å Certification sharing of seroconversion or negative test 

results is widely adopted

Å Childcare solutions in place and/or schools reopened

These elements will dictate the earliest 

that a return to work could occur

Other company-specific elements should 

be considered to ensure plan to return 

to work aligns with company priorities

Key to remember that company cannot

make a decision in isolation

External factors to monitor:

When
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Several countries have announced re-opening ambitions, yet uncertainty exists 
around right strategy

Proposed re-entry plans dependent on disease evolution in each country
Notes: ô (Begané) õ refers to the start date of a country's lockdown, lockdown definition varies among countries but generally refers to date non -essential 
businesses were ordered to shut down
Source: Lit search; Washington Post; USA Today; BCG Analysis

Summary

Lockdown Proposed re-entryRestrictions without lockdown

2020

Mar Apr May

Czech Republic

Country

China

Sweden

Denmark

USA

South Korea

New Zealand

Austria

Hong Kong

Germany

Singapore

Israel

Today

Staged reopening with mandatory monitoring , testing, and contact tracing with strict workforce guidelines 

(e.g., for manufacturing, groups of 20 work, eat, and live together)

Avoided lockdown with exception of schools (closed 2/3) because they consider schools as òhigh riskó areas

Avoided lockdown with exception of schools (closed 3/10) with high testing capacity and sophisticated 

tracing measures

òLow-scale lockdownó approach avoided total economic shutdown but increasing case counts suggest 

potential shutdown in near term

Sequenced re-opening based on transmission risk of activity (e.g., open small shops and open -air sports 

facilities first), with strict distancing rules and monitoring through testing and tracing

Early phases of reopening include a subset of schools and educational programs

Full containment and reboot approach enabled by tight border controls and early action (low case count); 

Additional protections outlined for the vulnerable (e.g., over age 70 advised to stay home)

Gradual reopening of small shops first, then schools, with strict containment strategy restrictions and 

widespread testing and tracing

4-phased reopening while protecting at -risk populations . Initial opening 1 includes finance and tech given 

ability to enforce strict protective compliance employ 10% of population

Cautious exit with coordination with states, monitoring infection dynamics, and enforcing ongoing 

restrictions

Despite avoiding shutdown with testing and contact tracing, Singapore closed nonessential businesses and 

schools on 4/3

Proposed 3-phase approach mitigates risk, protects vulnerable, and implementable on state or county -level, 

based on governor's discretion; states like FL, MN, MT, TX, and VT beginning to reopen week of 4/20

As of April 17 th

1When
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Government measures to re-open economy will play a key role in retailer 
actions

Businesses are re-opened in 

Stages

Different regions and cities are 

re-opened in Stages

Only certain workers are 

allowed back into society

More critical businesses open first, businesses 

where social distancing is difficult/impossible 

stay closed

Countries already implementing these measures:

Countries discussing these measures:

Restrictions can be eased first in places with 

low infection rates or reduced risk of 

transmission, such as rural communities

Workers require proof that they have 

immunity or do not carry the virus in order to 

return to work

Source: Press search

As of April 9 hNot exhaustive

1When
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Under most staged re-opening plans in Europe, stores expected to open before 
restaurants and public events allowed

Austria

Apr 14

Small shops, DIY 

stores, garden 

centers

May 1

All shops, shopping 

malls and hairdressers 

Mid-May

Restaurants and cafes

July

Public events

Czech Republic

Apr 9

Shops selling hobby 

goods and building 

materials

After Easter weekend

More shops may be re-opened

Source: Press search

Denmark

Mid-Apr

Kindergartens and 

schools

May 10 or later

Shopping centers

Opening in "next Stage"

Restaurants, bars, cafés 

and hairdressers

Aug

Major events

As of April 9 hNot exhaustive

1When
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Within US, gradual re-opening beginning to occur with significant variation in 
announced re-opening steps (1/2)

Montana

Apr 24

Stay at home order 

concludes

Source: CNN; The Hill; NBC; Newsweek; Politico; USA Today 

Minnesota

Apr 18

Outdoor recreational 

activities allowed

May 4

Stay at home order 

concludes

As of April 22 ndNot exhaustive

Texas

Apr 20

State parks re-open for 

day use

Apr 22

Elective surgeries allowed

Apr 24

Retail stores can offer "to 

go" product pickup

Apr 30

Stay at home order 

concludes

Vermont
Apr 20

Low contact businesses (e.g. 

construction, property mgmt) to re -open

May 1

Farmers markets to 

reopen

May 15

Stay at home order 

concludes

Florida

Apr 18

Beaches re-open with 

restricted hours

Apr 30

Stay at home order 

concludes

1When
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Within US, gradual re-opening beginning to occur with significant variation in 
announced re-opening steps (2/2)

South Carolina

Apr 20

Beaches, 

public 

piers, 

docks, and 

wharfs

Not exhaustive

Georgia

Apr 23

Gyms, fitness centers, bowling alleys, body 

art studios, barbers, cosmetologists, hair 

designers, nail care artists, estheticians and 

their respective schools and massage 

therapists allowed to open

Apr 27

Movie theaters, private 

clubs, and restaurant 

dining rooms allowed to 

reopen

1When

Apr 21

Medical facilities 

provide 

nonessential care 

allowed to 

reopen

Apr 21

Non-essential retailers 

allowed to reopen (e.g., 

furniture, clothing, 

jewelry, department 

stores, etc.) at 20% 

capacity

As of April 22 nd

Source: CNN; The Hill; Vox; BCG analysis
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Governments are implementing concrete measures to ensure public health 
after the economy re -opens 

Source: Press search

Making masks 

mandatory

Austria, Slovakia, Czech 

Republic, and US states (CT, 

HI, MD, NJ, NY, PA, RI) are 

making the use of face masks in 

public mandatory to prevent 

further spread of the virus

Enabling health checks 

of citizens

China has implemented QR

codes to enable officials to 

check the health of citizens and 

quickly quarantine everyone 

who has possibly come into 

contact with a confirmed case

Continued social 

distancing

Austria and US states (MN, TX)

have made it clear that social 

distancing rules must continue 

to be adhered to as stores and 

businesses re-open 

As of April 20 thNot exhaustive

1When
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BCG PLAN outbreak modeling can inform a potentially safe window for 
employees to return to their workplace 

PLAN produces 3 key outputs to project COVID-19 

rates and healthcare capacity:

Å Epidemiological model; current prevalence of 

disease based on deaths

ð Projected prevalence

ð Number requiring hospitalization, ICU, 

vent care

Å Capacity of hospital beds, ICU beds, and 

ventilators 

Å Interactive tool 

ð Visualization and exploration of scenarios 

including different levels of public health 

intervention and adjustments to capacity 

(e.g., deferring non -essential use)

PLAN is a BCG developed tool that helps decision-

makers visualize healthcare supply & demand imbalance 

scenarios for the US at the county level

1When
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In addition to external factors, need to balance employee risk & patient 
impact to determine return to work timing

1

Å How does a delay in return to physical work impact 

patient well -being?

Å At what level is this patient risk beyond an acceptable 

level due to supply impact, trial impact, etc.?

Å At what point does a prolonged delay begin to 

alienate your target patient population?

Å What level of exposure risk to an employee falls 

below an acceptable threshold?

Å What mitigation processes are in place to reduce risk 

to employee health if an exposure occurs?

Å What level of legal liability is acceptable?

Employee risk Patient impact

When
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Who: On-site criticality can be used to determine waves of employees 
returning to work; ability to utilize risk profile likely limited in US

2

Which employee cohort should 

return to their workplace during 

each specific wave?

Å Potential segmentation of employees based on on -site 

criticality

ð E.g., manufacturing as high criticality, R&D medium, 

and IT as low

ÅConsider voluntary waves within each segmentation

ð Any mandatory waves or assessment and segmentation 

of employees based on risk profiles (e.g., evaluating 

risk by age and comorbidities as some companies 

utilized in China) limited by legal and feasibility 

constraints of the country/region

ÅDetermine number and cadence of waves for employees to 

return to work

Å Implement remote working best practices for later 

employee waves

Potential recommendation:

Who?

Who
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2Who

On-site criticality can be assessed along six dimensions 

Degree of 

interaction Reach of work

Operational 

readiness Industry readiness

Local proximity 

need

Company culture/

mindset

Individual work 
vs. interactive

Fixed location 
vs. alternating

Manual vs. 
digitized

Plant vs. field vs. 
office 

Laptop vs. add'l. 
infrastructure

Control vs. trust

e.g, R&D vs. 
Recruiting

e.g., Manufacturing 
vs. Sales

e.g., R&D vs. 
Marketing

e.g., Drug supply 
vs. IT

e.g., PM vs. 
Manufacturing 

e.g., Traditional 
firm vs. start -up  

Environment typeTechnical endowmentJob type
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How: Actions across people, infrastructure, and policies to ensure a safe return 
to work

3

What interventions should be taken 

at the individual, workforce, and 

enterprise level to ensure a safe 

work environment? 

Å Prepare sites for a return to workplace
ð Improve workplace hygiene

ð Embed new hygiene and health habits

ð Support and monitor employee health

Å Prepare individuals for a return to workplace
ð Identify & support critical roles with contingencies in place

ð Split into segmented teams

ð Establish new workforce norms

Å Communications & leadership engagement during the return to 

workplace period
ð Early, often, and transparent communication

ð Top leader behavior led

ð Two way / digital engagement

Å Leverage technology for contact tracing and to help prevent 

further outbreaks
ð Additional details in Appendix of BCG Digital's Safe@Workapp (in 

development)

Å Develop a risk mitigation plan to address unforeseen events 

once work returns onsite

Initial recommendation:

How?

3A

3B

3C

3D

How

3E
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Source: Reuters; Bloomberg; BCG analysis
https://www.sueddeutsche.de/wirtschaft/coronavirus -notfallplan -quarantaene-unternehmen-1.4832570
https://www.askamanager.org/2020/02/how -can-we-stop-people-from-coming-to-work-sick.html

VW is combining several measures 

in China
ÅDoor handles and elevator buttons are 

constantly cleaned

ÅAir conditioning is turned of

ÅMeetings are allowed only in rooms 

that enable distance of over 1.5 

meters between participants

ÅEmployees have to wear masks

Evonik is focusing on enabling 

individual hygiene and 

workplace adjustments
ÅHand-washing instructions are 

provided in facilities and posters 

nudge employees

ÅPhysical barriers are created in the 

lobby to mitigate risk of spread 

via receptionists

Support and monitor employee health
Å Monitor employee health, e.g., with daily temperature checks and installment of 

health apps or wearables (with employee consent)
Å Leverage/install company medical officer/on -site doctors or nurses
Å Provide thermometers and masks at facility entrance
Å Delay work start to give employees time to commute without public 

transportation (i.e., walk, bike)
Å Offer professional psychological support to address COVID-19 anxiety

SAP is providing thermometers 

and masks for employees at 

reception desk

Preparing sites for a return to workplace

Improve workplace hygiene
Å Provide hygiene tools, e.g., hand sanitizer
Å Increase frequency of cleaning/decontamination cycles
Å Consider closing facilities if risk becomes too high again
Å Advise introduction of social distance (1.5 ð2 meters; 6 ft +)
Å Minimize gatherings of groups, e.g., meetings, restricted elevator usage

Embed new hygiene and health habits
Å Provide health instructions and nudges, e.g., regarding hand washing
Å Revise/adjust social norms, e.g., shaking hands, work ethic when sick
Å Relax sick day policy, e.g., sick day rollover, discretionary sick days
Å Enable precautionary measures, e.g., unpaid sick leave for affected 

family members 

Best practice examples

3AHow
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1. Refine people health measures for critical functions 
Source: Reuters; Bloomberg; BCG analysis
https://www.sueddeutsche.de/wirtschaft/coronavirus -notfallplan -quarantaene-unternehmen-1.4832570

VW screens the health of every 

truck driver before they are 

allowed to enter critical 

production site 

Emergency plan to ensure 

business operations

ÅBU/regions asked to identify 

critical roles

ÅRoles clustered by criticality

ÅTalent bench analyzed

to determine difficulty of 

backfilling essential roles & 

adjusted as necessary

òWe are working with split teams 

in important operational areas as 

a precaution against the 

coronavirus.ó

Split into segmented teams

Å Increase protection and precautions for critical individuals, e.g.,

give regular nudges reminding colleagues to protect themselves 

ÅDecrease risk of team infection, e.g., separate teams in different 

buildings or split teams with A/B shifts (office/home

ÅRequire these colleagues to work remotely where possible 

Best practice examples
Preparing individuals for a return to 
workplace

Identify & support critical roles with contingencies in place

Å Identify critical roles based on their criticality, interchangeability, 

and exposure

Å Support critical roles with additional measures, e.g., increased team 

capacity and childcare opportunities (in case schools are closed)

Å Introduce shadowing or tandem solutions

Å Leverage existing staff: cross -skill people & build backup teams

3B

Establish workforce norms

Å Implement pan -employee testing

Å Encourage proactive social distancing

Å Institute a workforce social contract (e.g., mask wearing)

Å Advocate employees self-identify if ill and voluntarily work remotely

How
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Preparing sites and individuals: Several countries can provide key lessons on 
how to prepare sites and individuals for the re -open

Observed countries in process of re-opening economy:

ÅAustria

ÅCanada

ÅChina

ÅCzech Republic

ÅDenmark

ÅGermany

ÅItaly

ÅUnited States

Monitoring responses across settings:

ÅOffices

ÅRestaurants

ÅEssential Retailers

ÅNon-Essential Retailers

ÅFactories

We have monitored re -openings in multiple countries 

and settings

Across countries and settings, we have assessed 

tactical steps on logistics, customers, and employees 

Site 

Logistics

Hours Are hours reduced?

Days open Are locations open daily?

Central A/C Is heating / A/C used?

Cleaning Are cleaning measures in place?

Additional measures Any additional measures?

Workforce 

well -being

Protective measures Are gloves / masks / etc. required?

Screening
Are surveys conducted or temperatures 

taken?

Shift overlap Are employee shifts overlapping?

Employee wellness

What measures are in place for sick leave 

benefits and employee well -being (e.g. 

mental health support)?

Access to establishments
Who can access? What is physical mode of 

entry?

Additional measures Any additional measures?

Customer 

experience

Capacity How many customers allowed?

Social distancing Is social distancing required?

Protective measures Are gloves / masks / etc. required?

Screening
Are surveys conducted or temperatures 

taken?

Additional measures Any additional measures?

3AB

3A

3B

3B

How
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Essential Retailers (In and Post-Lockdown): Example measures taken by 
essential retailers vary by country

Category China USA& EUR Canada

Logistics

Hours
Closing early for cleaning

Specific hours for senior citizens

Reduced hours for cleaning

Specific hours for seniors and disabled customers

Days open

Central A/C Store ventilation system regularly sterilized

Cleaning Door handles, carts, & baskets sterilized every 2 hours
Increased disinfecting measures

Providing disinfectants for carts & baskets
Increased cleaning frequency

Addt'l measures In-store sampling and testers removed In-store sampling removed

Employee 

well -being

Protective measures
Employees provided with masks & gloves

Cashiers provided with goggles & disposable raincoats

Employees provided with masks, gloves, & visors

Cash registers equipped with plexiglass windows
Cash registers equipped with plexiglass windows

Screening Employees' temperatures checked before entry
Employees screened through temperatures & 

questionnaires

Shift overlap

Employee wellness
Chinese tech companies made free services available 

(e.g, mental health) to all Chinese citizens; 

Providing mental health hotlines and telehealth options

Attendance policies waived

Access to 

establishments

Addt'l measures Employee procedure to wash hands every 15 minutes

Customer 

experience

Capacity
Customers limited; each customer exit allowed one 

customer entry

If no carts or baskets available, no new customers may 

enter stores
Customers in store limited, lines may form outside

Social distancing Must maintain 3 feet between customers at checkouts
Must maintain distance of 1.5 meters

Stickers on floors to maintain distance

Checkouts marked with 2 meter distances customers 

must maintain

Protective measures Masks and gloves provided

Screening Temperatures checked at door Temperatures checked at door (EUR)
Verbal questions before entry, including symptoms, 

traveling history, and contact with COVID -19

Addt'l measures
Customers' personal health QRcodes must be displayed 

to enter stores

No longer allowing reusable bags; employees often 

must bag groceries

No longer allowing reusable bags; One-way aisles to 

ensure customers don't pass each other

Source: CNBC; Coop Denmark; IGA; Lidl; NPR; Times Telegram; WSJ; Desk research Operating in pre -COVIDfashion

3B

3A

3B

How 3AB
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Non-Essential Retailers (Post-Lockdown): Measures for non-essential retailers 
post-lockdown appear to be less stringent vs. essential retailers

Category China Austria / Czech Republic

Logistics

Hours Reduced hours, often <8 hours to allow for extra cleaning time Hours limited to 7:40am -7pm to allow for extra cleaning time

Days open

Central A/C A/C shut down

Cleaning More frequent store cleaning, including dressing rooms All carts / baskets disinfected after use; more frequent store cleaning

Addt'l measures

Employee 

well -being

Protective 

measures
Masks required Masks required in public spaces

Screening Employees' temperatures taken before entry

Shift overlap

Employee wellness
Chinese tech companies made free services available (e.g, mental 

health) to all Chinese citizens

Access to 

establishments

Addt'l measures

Customer 

experience

Capacity Limiting amount of people within elevators One customer allowed for every 20 square meters of building

Social distancing
Customers mandated to take carts to help with social distancing

Must maintain distance of 2 meters

Protective 

measures
Masks required

Masks required

Stores must provide plastic gloves for all customers

Screening Customers screened by temperature before entry

Addt'l measures Customers' personal health QRcodes must be displayed to enter stores Masks required in public spaces

Source: Asia Times; Channel News Asia; NPR; The Guardian; World Economic Forum; Desk research Operating in pre -COVIDfashion

3B

3A

3B

How 3AB
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Offices (Post-Lockdown): China is first mover in office re -openings as well; 
several measures enacted to ensure employee safety 

Category China

Logistics

Hours Shorter in-office schedules to reduce both employee overlap and reduce peak transit times

Days open

Central A/C Central A/C and heating banned to limit spread

Cleaning Continued spraying of germ-killing bleach

Addt'l measures
Limited lunchtime interactions with chairs separated by 6 feet and plastic screens separating workers;

Meetings only allowed in rooms that enable distance of 1.5 meters between employees

Employee 

well -being

Protective 

measures
Masks required

Screening Employees' temperatures taken before entry

Shift overlap Employees often put into shifts, only one shift allowed in office at a time to avoid contact across more people

Employee 

wellness

Some firms (e.g,. WuXi) offering f ull salary coverage during employee quarantine time to discourage under -

reporting and ensure a safe workplace

Access to 

establishments

No visitors allowed;

Personal health QRcodes must be displayed to enter;

Buildings required to report all people who enter & exit

Addt'l measures
<50% of employees allowed into office each day;

Employees seated in grids to ensure social distancing

Source: AdAge; Architectural Record; Financial Times; Desk research Operating in pre -COVIDfashion

3B

3A

How 3AB
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Offices: Example guidance for Preventive ActionsñWork Area

Must know for staffs Preventive actions

In the elevator (high risk): Wear mask; avoid touching elevator buttons with 

bare hands; wash hands after coming out of the elevator

Dining Halls (high risk): Do not take off your mask until eating; avoid taking a 

meal seating across the table with each other: avoid talking while eating; 

Wash hands after Dining

Office (high risk)
Å Wear mask: Keep distance when talking: keep ventilation; EHS will 

provide ethanol for staffs to clean the work area

Å Keep the work area tidy; ventilation is recommended 3 times a day

Å Keep one meter distance from your coworkers; avoid face to face 

communication

Å Avoid touching door knobs or elevator buttons with a bare hand ; wash

hands immediately if touched; drink adequate amount of water

Meeting Room
Å Use online meeting if possible

Å If face -to-face meeting is necessary, wear masks during the entire 

course of meeting, wash hands before entering the meeting room

Å Attendees need to sit one meters away from each other . Ventilate

every hour, if the meeting exceeds an hour

Å Sanitize the meeting room, furniture, office supplies after the

meeting; tea sets also need to be sanitized

Sharing documents: Wash your hands after delivery of documents;

wear masks when reading shared paper documents

Physical exercise during break: Moderate exercise is recommended

Logistics
Å Sanitize public areas every day, such as foyers, hallways. meeting rooms, elevators. 

stairways, bathroom and etc., using bleach or 75% ethanol

Å Provide liquid and solid hand soap in the bathroom

Å Logistic staffs including security and janitors are required to wear masks during work and 

keep adequate distance from others

Å Janitors will wear single -use rubber gloved and wash hands after work

Å Sanitize public areas, labs, door knobs of bathrooms, printer surface, elevator buttons and 

other hot spots using bleach or 75 % ethanol, four times a day. Buttons on the water 

dispensers will be cleaned once a day

Å Floor of public areas and bench tops will be mopped or wiped with sanitizer twice a day

Å Trash cans in the office area will be emptied timely every day and sanitized with sanitizer

Å Other trash cans will be cleaned daily. Trash disposal areas will be sanitized twice a day

Å Towel and mops will be sanitized with sanitizer after use ln order to be reused

Sanitation of ventilation systems

A. HVAC
Å The return air vent in the cleanroom will be sanitized with 75% ethanol every day

Å The engineering department will clean the air outlet of the CNC air conditioner with 75% 

ethanol every day

B. VRV air conditioner and other non -cleanroom air conditioner
1. The engineering department will clean the ventilation system of VRV with 1:100 -fold 

diluted bleach every day

2. For offices that are not in use, the engineering department will clean ventilation system of 

VRV with 1:100-fold diluted bleach once. Those offices will be labels as òNot in useó. If 

those offices are needed, the label will be removed. and the engineering department will 

be notified for daily sanitization operation

3. Bleach will be sprayed when opening VRV and other ventilation systems for sanitization

W
o

rk
 a

re
a

How 3AB

Source: Interviews with market participants; BCG experience and analysis
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Offices: Example guidance for Preventive ActionsñDining and leave

Must know for staffs Preventive actions

Å Recommend staffs to come to dining halls at different time intervals to 

avoid gathering

Å At the dining hall, do not take off your mask until eating. Avoid taking a 

meal face to face across a table. Avoid talking while eating and avoid 

gathering. Wash hands before and after eating

Overall strategy
Å Recommend staffs to come to dining halls at different time intervals to avoid gathering

Å Sanitize the dining area at least once a day every day; sanitize the furniture

and utensils

Å Keep the kitchen dry and tidy; put cooked and uncooked materials separately

and especially avoid mixture of raw meat

Å Tightly control the resource of food ingredients; use the appropriate

purchasing channel

Å Recommend balanced menu

Å Before leave, wash hands and wear mask

Å On public transportation or company shuttle, wear a mask all the

time and avoid touching objects on the vehicle with bare hands as

much as possible

Å After taking off the mask upon arriving home, wash hands first and then 

sanitize your cellphone and keys with 75% ethanol or antiseptic wipes

Å Ventilate and keep tidy at home and; avoid gathering

Å Sanitize company shuttles with 75% bleach every day

Å Sanitation Log for Company Shuttle will be attached to the shuttle and maintained by

the driver

D
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How

Source: Interviews with market participants; BCG experience and analysis

3AB
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Factories (In and Post-Lockdown): Strict measures in place during factory re -
openings to avoid spread

Category China Austria / Denmark Germany / Italy

Logistics

Hours Single shifts rather than multiple

Days open

Central A/C Air vents sanitized daily

Cleaning Increased disinfecting measures More frequent cleaning intervals Increased sanitation activities

Addt'l measures
Limited lunchtime interactions with chairs 

separated by 6 feet

Cannot pass tools or materials by hand; must be 

set down to pick up at safe distance

Employee 

well -being

Protective 

measures
Masks required Masks required Masks and gloves provided

Screening
Temperature sensor cameras within production 

sites

Daily temperature checks

Daily temperature checks

Shift overlap Only 50% of workforce on single shift
Assigned break times to ensure social distancing is 

met

Buffer period between shift changes to allow one 

shift to leave before next shift enters

Employee wellness
Some firms offering f ull salary coverage during 

employee quarantine time to discourage under -

reporting and ensure a safe workplace

Italian government made free services available; 

otherwise no indication of employer -sponsored 

initiatives

Voluntary blood tests for employees who want to 

know if they've been exposed to COVID-19

Access to 

establishments

Provided chartered bus services and 

accommodations to facilitate worker return

Personal health QRcodes must be displayed to 

enter factory

One-way paths to enter and exit so people cannot 

run into each other in hallways

Addt'l measures 1.5 meters of social distancing must be maintained

Source: Irish Times; Reuters; Wall Street Journal; Washington Post; Desk research Operating in pre -COVIDfashion

3B

3A

How 3AB
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Restaurants (Post-Lockdown): China is a first mover in restaurant re -openings; 
most other countries still only allowing take -out and delivery

Category China

Logistics

Hours

Days open

Central A/C Keeping windows / doors open in place of A/C

Cleaning Elevated cleaning protocols

Addt'l measures

Employee 

well -being

Protective 

measures
Masks and gloves required

Screening Temperatures taken before shifts

Shift overlap

Employee wellness
Chinese tech companies like JD.com, Alibaba, Baidu, and WeDoctor made free services available to all Chinese citizens; otherwise no clear 

indication of employer -sponsored initiatives

Access to 

establishments

Addt'l measures

Customer 

experience

Capacity Only allowed to accept 50% of max capacity

Social distancing Tables / chairs separated by 1 meter

Protective 

measures

Screening All customers screened by temperature before entry, turned away if fever

Addt'l measures

Source: Bloomberg; CGTN; Daily Mail; Forbes; MarketWatch; Desk research Operating in pre -COVIDfashion

3B

3A
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How 3AB
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Best practice examples
Communications & leadership engagement 
during the return to workplace period

Early, often, and transparent communication
Å Think ahead in the relevant time span (next 1 -2 weeks are crucial)
Å Learn from what others who are ahead are doing
Å Stay positive, provide solutions, say what you will do and do it
Å Develop a longer-term strategy for possible future developments 

Two-way/digital engagement
Å Provide opportunity to react and respond 
Å Collect input on what matters most and adjust coms accordingly
Å Leverage digital tools to connect people and keep materials up to date
Å Address  òmoments that matteró to people (e.g., illness of loved one)

Top leader behavior led
Å Establish strong role model through most senior leaders people (e.g., 

wear mask)
Å Show top leader's commitment - be seen and heard by
Å Enable other leaders down the chain to multiply the message
Å Repeat content and maintain consistent messaging

Source: Microsoft, CNBC, BCG Analysis

3CHow

Å Single channel: email by far the most 

leveraged channel by virtually all companies to 

communicate with people

Å High frequency but simple: 2-3x / week, 

keeping steady inflow of communications in 

simple, concise, bullet points format

Å Repeated content: a lot of reiteration on 

content; steadiness of email inflow more 

important than new content

Å Empathy driving tone: emphasizing messages 

of resilience as a business, as a community and 

on the individual level

Å Several measures for business continuity: 

thinking ahead and making changes to build 

confidence in business continuity

Å Highest ranked sender: emails coming mostly 

from CEOs or left often from next in line 

Å Outlining the greater good: referring to 

government agencies guidelines, company's 

broader purpose/values
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Leveraging Tech: BCG DV'sSafe@Worksolution to support safe ramp -up of 
operations & business continuity

Safe@Work solution will include the following corporate use cases...

Employee self -reporting2

Crowd density alerting7

Workspace tracking6

Contingency staffing5

Automated infection chain and

contact tracing
4

Covid-19 related communication/alerting1

Infection chain management3

Dashboard view 

for managers

Employee 

app

Linking to potential back -ends for contact tracing 

of infection chains as they become available

... to unlock substantial advantages

Efficient and current transparency over Covid -19 

status of workforce

Increased reputation as an employer and towards 

customers and business partners

Targeted information and infection chain 

management in company structures

Close monitoring of critical skill resources & fast 

contingent plan execution 

Safe and fast ramp-up of operations and business 

continuity

Ability to mitigate risk for second wave break out 

through smart/early steering
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Note: Safe@Workapp is currently in development 33

How 3D
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How BCG Safe@Workkeeps your employees safe during the ramp-up journey

Adam updates his 

COVID health status 

with "healthy"

Susan sees Adam's self-

reporting and confirms 

a complete shift

Adam receives and 

confirms an update on 

COVID guidelines for his 

location and function

His app constantly 

tracks proximate 

devices via Bluetooth 

to trace potential 

infection chains

Adam postpones his lunch 

after his phone informs 

him that the canteen is 

currently overcrowded

Later, he receives an alert, 

that he has been close to a 

COVID-positive employee 

and begins self-quarantine

On the app, he receives 

targeted instructions & 

tips and is required to 

confirm all locations in 

the past

Susan ensures that everyone in 

contact with Adam gets in quarantine 

and initiates the disinfection of all 

the contaminated areas he visited

Susan decides to 

increase social 

distancing measures 

on the production 

floor to avoid future 

COVID cases

Note: Features are illustrative. Safe@Workapp is currently in development

How 3D
















































































