
When the novel coronavirus (COVID-19) struck, the world was caught by surprise. The highly contagious virus 
swiftly plunged the world into a health disaster, and major economies around the world began to shut down. This 
kickstarted a chain reaction that caused a global economic crisis. The media called this a war, except that this 
was a war against an invisible enemy. 

While the frontliners stand against the COVID-19 pandemic, businesses are braving through their battles amidst 
unstable market conditions caused by the outbreak. Concurrently, business leaders around the world are 
firefighting against the impacts brought about by this unprecedented pandemic. 

Cash War Follows as Businesses Shut Down Due to Movement Control Order 

The Malaysian economy is also impacted by the outbreak undoubtedly. In a bid to contain the spread of the virus, 
the Malaysian Government invoked the Movement Control Order (MCO) and has extended the order until 14 April 
2020. As a result, organizations not involved in providing essential services (as gazetted by the government) are 
to remain closed during the MCO. While the government’s call for an MCO is meant to flatten the curve, it has also 
flattened revenues for business owners, with some businesses registering zero revenues during this period. 
Meanwhile, fixed costs such as overheads continue to accrue while businesses remain closed. Salaries, utility 
bills, maintenance charges and rental still need to be paid for, albeit the struggles that businesses are 
experiencing. Even essential service providers are hit by a disrupted supply chain due to restrictions on goods 
movements. Ultimately and unfortunately, no one could escape the fate of a cash flow shortage with sales barren 
and limited debt collection. 

What can a CFO do?

Humankind history has taught us that bouts of chaos are inevitable, take the 2003 SARS epidemic, for example. 
While many of these incidents are unforeseeable, what is most important is how an organisation will resolve its 
issues and recover its position in the market. By studying companies that survived the recession, we realise that 
the key lies in competent leaders who could quickly adapt to changes in its environment.  One of the key leaders 
is the Chief Financial Officer (CFO). 

Prior to the pandemic, the goal of a CFO is generally focused around financial growth, which is measured by the 
return on investments (ROI) for every ringgit invested. The gist of it? The higher the ROI generated, the better for 
the business as it meant that the business is utilising its financial resources efficiently and effectively. 

Times have since changed. The CFO is now also tasked with answering the million-dollar question – how long will 
we be able to survive? For a business to emerge from this crisis, the CFO plays a crucial role in ensuring the 
continuity and sustainability of the business. In the immediate term, the CFO will have to review the business’ 
current cash flow positions as well as devise a survival action plan for the business for at least six months. A 
competent CFO should also be able to identify opportunities for the business amidst this crisis. However, the 
extent to which the CFO can contribute is dependent on the availability of an updated set of accounts, an efficient 
accounting system as well as a supportive finance team.
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Immediate Term
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1. Review Cashflow Position 2. Executing Survival Plans

3. Seek New Opportunities
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Optimise cash reserve

Review and assess the business’ cash flow position based on 
immediate needs (1-3 months) and the following six months.

• Determine current cash-on-hand (liquid and semi-liquid)
• Determine the amount of fund that can be derived from current 

banking lines
• Determine how much cash is collectable from Trade Debtor 

Aging List
• Determine how much cash is payable from the Trade Creditor 

Aging List
• Determine how much inventory can be liquidated based on 

projected revenue 
• Determine how much cash can be conserved from fixed and 

variable overheads
• Determine the priority of cash outflow/payments
• Determine how much funds can be derived from the 

Government’s Stimulus Package
• Determine the amount of capital that can be raised from 

shareholders and investors
• Review all legal commitment where the business will need to 

commit capital which will affect operating cash flow. If possible, 
reconsider, renegotiate or terminate the commitment(s) after 
studying the termination clauses.

• Develop various scenarios, i.e. the worst case, normal case and 
best case, as the magnitude and duration of the pandemic crisis 
cannot be determined yet.

• Leverage on available human capital and form a Financial Crisis 
Management (“FCM”) Team comprising of experienced 
personnel from other divisions, to plan, advise, assist and 
monitor the survival plan.

• Prepare a real-time dashboard to monitor the cash flow position 
and the progression of the plans devised, easing reporting and 
updating processes.

• Set up a communication channel which is monitored and utilise 
it to communicate pro-actively and provide assurance to all 
stakeholders (employees, suppliers, investors), if possible. 
Make use of available technologies, i.e. emails, social media or 
any relevant digital communication channels. 

1. Immediate Term > Review Cash flow Position
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Putting survival plans and projections into action

Executing and communicating. Survival is a priority; losses can 
be recouped.

• Discuss and negotiate with Trade Debtors as collectables will be 
delayed. Offer incentives and loyalty.

• Discuss and negotiate with Trade Creditors while considering to 
stretch payments. Offer incentives and loyalty.

• Convert inventory into cash by liquidating excess inventories or 
inventories with short shelf life.  

• Analyse production capacity and consider disposing of plant & 
equipment to raise critical cash for survival if there is excess 
capacity. 

• Cut down on unnecessary operating expenses, especially those 
that require immediate payment.

• Prioritise cash outflow and communicate with other creditors to 
avoid defaulting on payments which could lead to reputation 
risk.

• Talk to bankers and ask for moratorium or extension as well as 
additional lines if the balance sheet is strong. 

• Seek alternative financing like factoring and short-term 
financing to boost cash flow.

• Review and reallocate capital commitment to higher-yielding 
projects. Review and consider halting projects that may not be 
viable now or after the crisis has ended. 

• Talk to financial or business advisors on how to fully benefit 
from the current stimulus package from the Government. 

• Continue open communication with stakeholders to promote 
trust, credibility and loyalty.

• Analyse the business’ balance sheet. Work with professionals to 
achieve the desired results. The review should include 
consideration for holding of fixed assets (e.g. buy vs lease), 
impairment of goodwill, the turnaround of inventories, 
refinancing of debts, the terms of receivables and payables, and 
so on.

• Review supply chain and implement new measures to boost 
efficiency and effectiveness.

• Review major investments in activities, such as research & 
development (“R&D”), information technology (“IT”) and other 
capital expenditures. 

• Consider alternative funding via Equity Crowd Funding (“ECF”) 
and P2P (“Peer-2-Peer”) funding.

2. Immediate Term > Executing Survival Plans
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Identifying opportunities amidst the crisis

Observe the market to identify opportunities and determine 
whether these opportunities should be grasped.

• Review business plans and conduct a SWOT analysis. 
• Buy cheap. Look out for raw materials/ property/ plant and 

equipment that are sold at discounted prices by suppliers. 
Remember to check out international suppliers too. 

• Seek good talent to beef up your dream team. 
• Scout value buys and look out for projects, joint ventures (“JV”) 

as well as mergers and acquisition (“M&A”) targets. Valuation 
for these targets during this period should be compelling.  

• Look beyond. Do not forget overseas JV and M&A targets – may 
be great opportunities to foray into oversea markets and to 
diversify country risk.

• Review the efficiency and effectiveness of the current operation 
to improve on profitability.

• Review risk assessment policies. 
• Review and improve current Business Continuity Plan based on 

the experience of the pandemic crisis. 
• Enhance the digitalisation of the organisational.
• Consider operational procedures that can be outsourced to 

streamline the capital requirements of the organisation in a bid 
to enhance efficiency and effectiveness of the organisation. 

• Consider a corporate restructuring and a review on the portfolio 
of your businesses and product/service range.

3. 3 Mid-Term > Seek New Opportunities

Generally, to arise stronger from this crisis, businesses will need to review their business plans and 
reallocate their resources to optimise future returns after surviving the current pandemic.

CFOs, together with other C-Suite officers, should adopt transformative mindsets subsequent to this 
pandemic. To chart the business to the next level and to be ready for the new normal, new budgets need 
to be developed and set, a remote KPI monitoring and managing system should be established, risk man-
agement systems should be revised, and most importantly, a business continuity plan should be devel-
oped. 

Again, for all of the above to happen, a business should first be armed with an efficient and effective infor-
mation system. This is where digitalisation comes in. So, if your organisation is still managing informa-
tion and data manually, it is time to consider a change. 

We have no clue how long this pandemic will stay, but times have proven that the world will soon regain 
its footing again. The new normal will come, and we hope you will be ready.
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More information on the global network can be found at www.bakertilly.global
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