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1. Health & 

Safety 

Complying with 

public health 

obligations  - safety 

of staff, customers, 

suppliers.

2. Short term 

cash flow 

implications 

Calculating the cash gap 

by quantifying the impact 

on a weekly basis over the 

next few months & 

assessing all available 

cash resources and lines 

of credit/borrowing vs 

projected cashflows.

3. Crisis 

Management 

Mode 

Empowering senior 

team on all aspects of 

the business, to 

overhaul all operational 

plans and budgets so 

that business may 

survive the full crisis 

period and compete 

when the market 

returns to normal.

4. Crisis 

Recovery

Plan 

All crisis survival plans 

need to acknowledge 

and scenario plan on 

basis of pandemic 

phases; Acute,  

Suppression and 

Recovery. 

5. Executing, 

Monitoring & 

Management 

Ongoing monitoring of 

performance compared to 

plan, including monthly 

review of working capital, 

cashflow and funding plans, 

communication & 

maintenance of 

relationships with all key 

stakeholders and scanning 

of environment for major 

changes compared to 

planning assumptions.

Reshape

Program 
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Sales and markets: Market stability and 

demand, sales levels, competition and 

customer behavior. 

Business operations: Customer service, 

production, supply chain and sales margin 

management.

Performance and financial strength: The 

management of profitability, cash-flow, 

funding and business strength.

Innovation and Digitalization: Core product, 

delivery or management activities which may 

need further innovation or change.

Leadership and management: Leadership 

response to new business realities.
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From an internal technical perspective, the Reshape 

program is divided into 6 distinct but interlinked parts.  

Develop a suite of smart plans and actions which 

when properly executed and tracked will mitigate 

or avoid the worst effects of the crisis on the 

performance, longer term resilience and value of 

the business.
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Phase Client interactionFocus

Understanding the full nature of the underlying 

business and the crisis challenge 

Initial Meeting

& 

Desk Based Review

Big picture goals, decisions and the game plan Workshop 1

Clear actions and new 12-36 month budgets

Workshop 2

&

Desk Based Review 

(Financial Model)

Ongoing Progress Review

Meeting (Monthly)

Execution of detailed task list, close monitoring 

of progress and performance 

A
N

A
L
Y

S
E

R
E

S
H

A
P

E
O

P
T

IM
IS

E



6

Reshape your business, reshape your future

30 de março, 2021

▪ How valuable is the business and what stage of development is it currently operating?

▪ Does the recent track record demonstrate that business has viable trading performance?

▪ Has the business sufficient cash resources to survive in the short term?

▪ Is the balance sheet strong enough to absorb a poor year in terms of incurring losses?

▪ How would you summarize the current state of affairs?

▪ Does it make sense to proceed to the next phase of the program or should other avenues be pursued?

Output: 

▪ Complete: current business structure and operational model / sector benchmarking of most recent performance and 3 year historic trends

▪ Summarise: recent (3 years) performance in terms of P&L, Balance Sheet and Cash-Flow

▪ Quantify: Initial mitigation efforts
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▪ Has the crisis duration and intensity been estimated?

▪ What is the scale of the most likely impact of the crisis on the business in terms of profit, cash and reserves?

▪ How large is the profit gap before original budgets and current forecasts?

▪ What will the position look like in the best- and worst-case scenarios?

▪ Is it feasible to develop realistic plans to significantly reduce the cost base yet preserve the core capabilities 

and facilities of the business for the future?

▪ Given the level of uncertainty, how agile and flexible will the business model need to be?

▪ In summary, does it make sense to proceed to next step or should alternative avenues be explored?

Output: 

Clear assessment of: the crisis timeline; All government supports available; Profile of existing cost base; Most probable impact of crisis across P&L,

Balance Sheet and Cash Flow; Quantified gap between original budgets and post crisis forecasts (before initial mitigation)
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▪ Is it clear what the overarching priorities of the shareholders are?

▪ Sales decline mitigation 

▪ Strategic Cost Reduction / Overhead Costs / Longer Term Contractual Costs (e.g., rent)

▪ Working Capital Management

▪ Government Supports & Funding

▪ Business Model Innovation

▪ Crisis Management and Leadership

▪ Have we identified the Survival Option with the most favorable outcome? Permanently Cease Trading & Liquidate; 

Temporary Closure; Open Under Restrictions and / or Downsizing; Fundamental Change to Business Model; 

Scale up existing model for significant increase in sales volumes.

▪ Do the strategic themes (developed and properly executed), have the potential to deliver key priorities and strategies?

Output: 

▪ Identification of the shareholders priorities to guide the crisis recovery plan

▪ Identify the appropriate Survival Option with the best potential outcome (where applicable)

▪ Identify the key Strategic Themes which will guide the crisis action plan going forward
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▪ Do the BTOs, initiatives and action plans have the potential to deliver on the strategic themes and major priorities 

identified during phase 3?

▪ Are the BTOs, initiatives and action plans feasible?

▪ Have responsibilities over each initiative / action been allocated to the appropriate person?

▪ Does the business have the resources required to implement the BTOs and action plans?

Output: 

▪ Development of BTOs which align to Phase 3 Strategic Themes

▪ Develop a new suite of management and operational initiatives that drive the BTOs (max 3 initiatives per BTO)

▪ Develop financial impact of the individual initiatives (i.e. sales, costs, investment required etc.)

▪ Develop a viable and realistic suite of actions to deliver on initiatives developed and drive the crisis action plan forward

▪ Assign owners and timeline to the initiatives and actions developed
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▪ Have we identified all required cost reduction, working capital and funding measures necessary?

▪ Does the revised financial forecast make business sense?

▪ What are the key areas of risk which should be carefully monitored going forward?

▪ What are the KPIs of the financial plan which should be assessed going forward?

Output: 

▪ Agree the financial impact of each of the BTOs / initiatives (Phase 4), where applicable

▪ Input the financial impact of the BTOs / initiatives into the Phase 5 Model which will build upon the crisis projections (Phase 2) and also 

where applicable, the crisis survival option (Phase 3)

▪ Finalise the revised financial forecast which represents the impact of the mitigating crisis action plan on the initial crisis projections

▪ Assess whether the revised financial forecast is realistic and feasible in the face of the crisis timeline

▪ Assess whether the revised financial plan meets all of the fundamental objectives and priorities of the shareholders
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▪ Does the revised financial forecast developed in Phase 5 require amendments based on actual performance trajectories?

▪ Does the business require further cost cutting measures?

▪ Is working capital at an appropriate level?

▪ Does the business require any further funding?

▪ Are there external economic factors affecting the business that require the plan to be adapted?

▪ Do the existing BTOs still make business sense or should any new plans be developed in response to changing 

environment?

▪ Does our plan still align to the priorities and strategies identified during Phase 3?

▪ Is the business still in a position to operate and execute plans or should other avenues be considered?
Output: 

▪ Develop progress review agenda

▪ Develop discussion points under the following headings: Monthly & YTD financial performance vs budget; Crisis action plan progress   

project management; Monthly KPIs vs Budget; BTO financial performance; Potential new risks and opportunities for the period

▪ Meet with appropriate shareholders / members of the management team to discuss agenda and discussion points

▪ Agree required adaptations to the plan if necessary
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Financial Models, Workbooks & Supports

Phase 1: 

Benchmarking 

Workbook

Phase 2: 

Financial 

Model

(Impact 

Analysis)

Phase 3: 

Financial 

Model (Crisis 

Scenario 

Analysis)

Phase 5: 

Financial 

Model (3 year 

revised 

statements)

Phase 6: 

SBP Execution 

& Monitoring 

Workbook

Phase 3: 

Financial 

Model (Crisis 

Scenario 

Analysis)

Phase 4: 

Incorporate 

BTOs into 

financial 

model 
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Questions & 

Answers



Contactos Follow us:

Mazars

Mazars is an internationally integrated partnership, specialising in audit, accountancy, advisory, tax 

and legal services*. Operating in over 90 countries and territories around the world, we draw on the 

expertise of 40,400 professionals – 24,400 in Mazars’ integrated partnership and 16,000 via the 

Mazars North America Alliance – to assist clients of all sizes at every stage in their development.

*where permitted under applicable country laws.

www.mazars.com

Lisboa | Porto | Leiria

LinkedIn:

www.linkedin.com/company/Mazars

Twitter:

www.twitter.com/MazarsGroup

Facebook:

www.facebook.com/MazarsGroup

Instagram:

www.instagram.com/MazarsGroup

WeChat:

ID: Mazars

Bernardo Masteling Pereira

Tax Senior Manager

bpereira@mazars.pt

Rui Lavado

Head of Consulting

rlavado@mazars.pt


