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COVID-19 impacts businesses 
across regions and industries, 
setting it apart from most 
other crises

• All regions are affected by the COVID-19 crisis, with China, 

Europe, North and South America currently being hit the hardest

• Most industries are impacted negatively but a few experience some 

upturn, e.g., parts of the healthcare and telecommunication/ 

technology industry

• All companies need to react, but there is no one-size-fits-all 

response to this crisis - strategies need to reflect each company’s 

resilience and the industry’s expected new normal

Source: Strategy& 1
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We have identified 7 business archetypes to help you see 
through the crisis and prepare for the new normal
Seven business archetypes

Source: Strategy& 2

Crisis

Peak

Industry segment

recovery

1-3 years 

after recovery

1 Surfer

e.g., MedTech player

Fighter

e.g., regional logistics player
3

2 Ascender

e.g., virtual technology provider

4 Rebound

e.g., premium, state-owned airline

6 Weakened

e.g., budget airline

7 Doomed

e.g., struggling restaurant

Business archetypes

Company Resilience (CR)

• Leadership capabilities

• Financial stability

• Supply chain resilience

• Cost structure flexibility

• Market position

• …

5 Struggler

e.g., US bank
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COVID-19 Impact (CI)

• Business model

• Customer behavior

• Products and services

• Footprint (market, production)

• Regulation

• …
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The archetypes vary in strength before the crisis, how they fare 
during it, and how they position themselves for the aftermath
Archetype description

Source: Strategy& 3

4. Rebound

e.g., premium, state-owned airline

• Enters the crisis with relatively 

strong position due to 

government protection and 

strong market position

• Experiences weakened position 

during the crisis due to immense 

drop in demand

• Will likely increase strength 

again after crisis recovery, due 

to brand and financial backing

1. Surfer

e.g., MedTech player

• Enters the crisis with a strong 

position given the stable nature 

of the business pre-crisis 

• Experiences a peak in demand 

during the crisis

• Post-crisis, likely sees demand 

return to pre-crisis level, but 

finds itself more resilient given 

good crisis performance

3. Fighter

e.g., regional logistics player

• Enters the crisis with a weak 

position given high industry 

fragmentation

• May benefit from short-term 

increase in demand, but will 

suffer from subsequent drop due 

to reduced consumer spending

• May benefit from expected 

regionalization of post-crisis 

supply chains to regain stability 

2. Ascender

e.g., virtual technology provider

• Enters the crisis with a weak 

position given high industry 

fragmentation 

• Benefits from a strong increase 

in demand during the crisis

• Uses the spike in demand to 

increase its own resilience and 

caters to demand which is likely 

to stay high even within the new 

normal

6. Weakened

e.g., budget airline

• Enters the crisis with a weak 

position, due to high industry 

fragmentation and budget 

business model

• Is hit hard by the crisis due to 

immense drop in demand

• Will be severely weakened due 

to crisis, potentially even unable 

to recover at all

5. Struggler

e.g., US bank

• Enters the crisis with a strong 

position due to years of steady 

deposits and savings, as well as 

loaning

• Faces severe hit during the crisis 

as customers lose income and 

fall back on to savings

• Will likely improve its position 

post-crisis, but may lag behind 

the rest of the economy

7. Doomed

e.g., struggling restaurant

• Enters the crisis with a critically 

weak position due to low 

margins

• Faces severe hit during the crisis 

due to immense drop in demand 

and possibly forced temporary 

closure

• Will likely collapse during the 

crisis due to weak condition pre-

crisis and severe hit during it
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Depending on your business archetype, you will need to set 
different strategic priorities
Archetype strategies

1. Robotic Process Automation

Source: Strategy& 4

Respond Recover Reimagine

1. Surfer
Stabilize your supply chain 

to meet high demand

Reimagine your extended 

enterprise
Invest in R&D, technology and M&A

2. Ascender
Define and communicate your 

unique selling proposition to gain 

market share

Unleash the full potential of newly 

identified customers and use cases

Strengthen your resilience, while 

investing in R&D and technology 

3. Fighter
Cut costs extensively and manage 

cash carefully; resolve unpopular 

issues

Increase operational excellence 

and refocus your sales organization

Shift growth priorities and develop 

plan to address them quickly

Invest in new capabilities and 

reshape your cost structure 

4. Rebound
Cut costs extensively and manage 

cash carefully; resolve unpopular 

issues

Prepare for timely ramp up and 

capture lessons learned

Apply capabilities-driven strategy 

approach to increase coherence   

Streamline your portfolio and 

organization to increase resilience

5. Struggler
Cut costs deeply and manage cash 

closely; resolve unpopular issues

Fundamentally restructure and 

define new point of profitability

Challenge entire business model 

and set-up

Perform company-wide 

transformation

6. Weakened Manage cash in a drastic way

7. Doomed Not applicable Not applicable Not applicable Not applicable

Transform

Capture learnings and reinvest 

additional profit in strategic fields

Capture growth to strengthen 

resilience systematically

Right-size and fundamentally 

restructure

Challenge entire business model 

and set-up

Perform company-wide 

transformation

or exit
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Archetype strategies are helpful starting points to be made 
more specific according to your unique situation
Strategy details

Source: Strategy& 5

We have developed more detailed archetype 

strategies that include recommendations along the 

COVID-19 strategy journey:

• Respond (short-term)

• Recover (mid-term)

• Reimagine (mid- to long-term)

• Transform (mid- to long-term)

➢ Your strategy should be further developed 

according to the specific circumstances of your 

organization
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Strategy&’s proven approaches can assist you in navigating the 
crisis and setting you up for success in the new normal
Our proven approaches

Source: Strategy& 6

Right to 

Win

Strategy

Focus on 

differentiating 

capabilities

Transform 

cost structure

Reorganize 

for growth

Enable change and cultural evolution

Other ApproachesCapabilities-Driven StrategyFit for Growth

…

M&A

strategy Digital 

strategy

Minimize potential losses and sustain your 

company through the crisis so you emerge 

even stronger. Ask yourself

• What are my core capabilities?

• How can I improve my cost structure?

• How should my operating model 

change?

Develop a strategy tailored to win in the 

new normal environment. Ask yourself

• What is the unique value that you are 

going to add for customers? 

• Which few capabilities will allow you to 

do so better than your competitors?

• What is your winning portfolio? 

Depending on your archetype’s current 

position and potential development, 

consider asking

• Is there anybody I should partner with?

• How can I sharpen my digital edge?

• …

→ Act on quick-win opportunities for immediate results and define mid-term and long-term measures for sustainable growth



Strategy&

Want to discuss? Please reach out!
Contact details

Source: Strategy& 7

Bernd Jung 

Strategy&, Partner

+49 170 2238 402

bernd.jung@pwc.com

• Leader of Industrial Production Practice

• 25+ years industry and consulting experience

• Expert in transformation management, restructuring, and operations

• Industry focus: Industrial Production, Automotive, Aerospace and T&L
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