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Business in Lockdown, time to work on it not in it!.
Sometimes adversity is what you need to face in order to
become more successful – Zig Ziglar
Whether you like it or not you have been forced into lockdown, not ideal for any business
but let’s try to get some benefit from this horrible situation.
Now’s the time to step back from being busy working in your business and spend some
time working on your business. It is easy to become “busy being busy”, think of it like a coal
mine, it is easy to get stuck at the coalface working away in the dark with limited vision
around and yes you are busy and getting that coal dug. The problem is, who is sitting in the
control room making sure everything is going well, what problems are on the horizon and
when that vein of coal runs out where are you going to dig next. Also have you got all the
latest tools for the mine, insurances and has the market, or is the market, changed?
We will detail below some things that you should consider now whilst you unfortunately
have the time so that when the lock down is over you have a lean, mean compliant business
to push into the market. Now is the time to get as many quotes for as many things as
possible to prioritise and plan/budget.
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Website review: When was the last time you had a good look at your website? Firstly take a
bit of time to look at your competitor’s websites and fill out the following for each:
Competitor

Yours

Done well

You as good?

Done badly

You better or same?

Done well

You as good?

Done badly

You better or same?

Done well

You as good?

Done badly

You better or same?
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Now check a few things that your website should have:
 Mobile friendly – with many now viewing on a phone does your site render well on a
phone?
Call to action – is it clear what you want people to do e.g. book an appointment,
contact you, buy from your online store
About us – people like to know who they are dealing with so tell them
Contact us – before they buy they want to know if they can easily get hold of you if
there’s a problem
Problem solving – people aren’t interested in what you do they are interested in what
problem they have that you can solve, is it clear what problems you have easy solutions
for?
Video & blogs – do you have video (with subtitles as many view with sound off) and
blogs, people want information and helpful hints so be helpful
Every business and every market is different, talk to your web designer & SEO expert about
what else you need to have to suit your target market.
Now make a list of what you need to get sorted on your website, most web designers are
working remotely now so get a quote on the work so you can budget and prioritise it when
you have some disposable income to get it moving.
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Products/Services. With some downtime it is a good idea to look at the products/services
that you offer, you may not have reviewed this for a while and market needs change
quickly. What should you do away with, what needs to be modified, what needs to be
added?
Once this lockdown is over what do you think your market will be reacting to and why? For
example not many people used Zoom before the lockdown but by the end of it most will
have had some experience with it and is it going to affect your target market and therefore
your offering in any way?
What products/services have been doing well?


What products/services have not been performing?


How do you think after lockdown your current offerings may be affected?


What new products/services do you think will be required after lockdown?
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Something else you need to review and contact is your suppliers:
is there going to be a problem from them supplying when the lockdown ends?

Are things going to be delayed or not available?

Are there alternative products

Are there alternative suppliers


When was the last time you reviewed your contract with them?
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Can you get a better price?


Can you renegotiate terms of trade and extend the time before you must pay them?

Take this time to research current suppliers, new suppliers, new products, new services and
after completing the above questions schedule some time for yourself to refine your
offerings to the market with a view to where you want your business to be in 5 years.
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Advertising. Have a look at your advertising or lack of. Firstly try to see where successful
competitors are advertising and what their voice (message) is, could you/should you do this
too and if so try to get some quotes to make it happen.
Competitor
Facebook

Industry magazines

Instagram

Special Interest magazines

LinkedIn

Industry websites

Radio

Special Interest websites

Newspaper

Targeted Community groups

The answer is, who is your audience and where do they hang out (both physically and
virtually) – this is where you need to be.
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Now look at past advertising and try to drill down and find out what your return on
investment was – in other words how many dollars made per dollar spent. Quite a lot of
people overlook the ongoing income from a client gained and just take into account that
clients initial spend, you need to take into account the lifetime value of that client for the
dollars spent to acquire that client. For example LinkedIn may bring fewer clients but they
have a greater lifetime value whereby Facebook may bring more clients but with a smaller
lifetime value.
Next look at non-performing adverts or advertising channels:
 Was your target market there?
 Was your message (voice) correct for that channel?
 Were you pushing the wrong product/service for that channel – e.g. vege boxes on
LinkedIn instead of wine boxes
Who is your target market?


Where do they hang out?


What products/services do you think suits each different channel best?

A man who stops advertising to save money is like a man
who stops the clock to save time – Henry Ford
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CRM. Customer relationship management (CRM) is a program for managing all your
company’s relationships and interactions with customers and potential customers. A
valuable tool to keep track of:






Who you’ve been in contact with
When was the last time you contacted them
What interaction you’ve had with them
Who you haven’t been in contact with
When selling the business good CRM adds value to the buyer and therefore money to
you as the seller

If you don’t have one now is the time to start one (there are some great free ones like
Hubspot), if you do have one take this time to:
 Split or add category tags so you can target market
 Add any new clients that you’ve missed
 Archive old clients (don’t delete as they may return)
In conjunction with your CRM now is the time to start a monthly e-newsletter (free like
MailChimp) or review your current one. You need to have:





Helpful information
Update news on new/amended products/services
Any specials on products/services
Spotlight of the month on a product/service

The point of an e-newsletter is keep in touch with clients and keep you first to mind when
they, or their friends, need help.
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Accounts. This is the time to look at your accounts, how you do them and is your software
properly configured? You have to spend time and money to have accounts so why not turn
them into a valuable business tool.
How you do them – if you don’t like accounts or not good at them should you be
outsourcing them so you can spend your time on things you like and are good at e.g. selling,
getting the workflow through and looking after clients. You may find that it is cost positive
in as much as increased sales and engagement more than cover the cost of outsourcing.
Is your software properly configured – out of the box Xero or MYOB will work fine on a
basic level but to save time and get the most out of it you need to configure it to suit your
business, how you choose to work and what reports and cost centres you need. This is
something best handled by your accountant unless you are proficient enough in the
software.
Now is also the time to get the accounts that were last done out of the bottom drawer,
where they went and were never looked at, and have a good look through. Write a list of
questions for your accountant around:
What is good in these accounts?
What is concerning in these accounts?
What should I keep an eye on highlighted by these accounts?
How does this year compare to last year?
This should start a whole discussion and you need to come out of this with a good overall
picture of your business. Your accounts have been compiled with time, effort and cost so
you need to access and use the information that is contained in them. Yes it’s historical but
they show trends and therefore they can show projections. Your accountant is probably
working so get a quote for this discussion and review.
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Legal. Have you got all the contracts/forms that you need? First word of advice is don’t
download and use template contracts, they need to be tailor made for your business as one
wrong word can change or invalidate a paragraph or the document – always ask yourself
would you be willing to stand behind that document in court.
So forms, do you have (and if so when were they last reviewed and updated):
Terms of trade with a clause to add interest and collection costs to any unpaid
amounts
Shareholder/Partnership Agreement if you have other shareholders
Limited Power of Attorney if a company with a single Director
Employment contracts and/or contractor agreements

Every business and every market is different, talk to your lawyer about your business and
what you should have in place to comply with current laws, what law changes are
proposed/imminent and what you should have in place.
Remember legal is the fence at the top of the cliff and don’t let it be the ambulance at the
bottom, a few thousand spent now could save you much more down the track.

Insurance. This is another area like legal that everyone begrudges paying for until
something goes wrong and then you give a sigh of relief that you’d taken the time to have it
all in place. Even if you are a sole trader or home based. Now like legal your business
insurance needs to be specific and tailored to your business and a good insurance broker
will review your business, review your areas of risk and suggest and quote for insurance to
react to those areas of risk. Do you need (a large list but only some may apply in your case):
Public and Products Liability Insurance
Commercial Vehicle Insurance
Business Contents and Stock Insurance
Portable Contents and Stock Insurance
Deterioration of Stock Insurance
Business Interruption Insurance
Workers Compensation Insurance
Data breach
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Material Damage Insurance
Employee Theft Insurance
Equipment Breakdown Insurance
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Health & Safety: Now this is a relatively new area that is being policed much harder now
and if something happens charges can be laid and insurance invalidated if not complied
with. This like legal and insurance is very much dependent upon your business and its
associated risks so no real “one size fits all” approach may be taken. Again there are
providers who can work you through this complex requirement, a good start to get your
head around it is https://worksafe.govt.nz/managing-health-and-safety/
To quote Worksafe NZ: Under HSWA, a business or undertaking must look after the health
and safety of its workers and any other workers it influences or directs.
The primary duty of care means that a business has the primary responsibility for the health
and safety of workers and others influenced by its work. All businesses must ensure, so far
as is reasonably practicable, the health and safety of its workers and any other workers who
are influenced or directed by the business. A business must also look after other people
who could be at risk by the work of the business, for example customers, visitors, children
and young people, or the general public.
If you are self-employed, then you must also ensure, so far as is reasonable, your own
health and safety as well as the health and safety of others who could be put at risk by your
work.
What does the primary duty of care look like in practice? The primary duty of care is broad
overarching duty which includes, but is not limited to, a business having effective practices
in place for:
Providing and maintaining a work environment that is without risks to health and safety.
You must, so far as is reasonably practicable, provide and maintain a work environment
that is without health and safety risks. The work environment includes:
 the physical work environment, including lighting, ventilation, dust, heat and noise
 the psychological work environment, including overcrowding, deadlines, work
arrangements (eg the effects of shift-work and overtime arrangements) and
impairments that affect a person’s behaviour, such as work-related stress and
fatigue, and drugs and alcohol.
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Automation: This is an area that is moving so fast that you probably haven’t had the time to
keep up with what is available so use this time to look at any programs you use for work for
automation tools or for tools that “plug in” to manage some of the daily workflow.
Take for example your accounts receivable which you may spend an hour or two each week
keeping under control. If you use Xero there are many plug ins available to automate this
process, for example Chaser. It plugs into your Xero account and can be customised to
operate how you like. You set it up to chase say 7, 14 & 21days after invoice due date,
customise the message at each stage, set it to automatically send an invoice copy with the
7 day reminder, a statement copy with the 14 day reminder and a note on the 21 day
reminder that you’ll call them in 2 days - when you manually intervene and contact the
debtor at 23 days they’ve had 3 reminders and an invoice copy and a statement copy and a
note to tell them you’re going to call – all excuses are removed.
The above is just one example, could you use:
an inventory control that automatically orders or tells you when stock is low?
an online diary that schedules appointments with possibly payment gateway so they
book and pay for the appointment without you having to do anything?
A job scheduling software that has recurring functionality so jobs are rescheduled and
email notification sent to client without you having to do anything and added to yours, or
nominated staff members, diary?
These are just a couple of automations that are currently available with many more out
there, look at what you do now and taking a “if only” approach search the internet for
programs that can take over all or part of the “if only”.
Networking: This is where you keep in touch with non-competing business owners to
generate and receive referrals from their friends or clients. There are many networking
groups out there or you can form and maintain your own list of referral business owners.
This is based upon the idea that people do business with people they have got to know and
trust as any referral to you reflects back on them, a good referral means their client will
appreciate the help in finding someone to solve that particular problem.
Moving to Level 3 means that you need to have a network in place that you can alert that
you are ready and able to assist and therefore activate that sales team and have them
looking for ways to send you business – and vice versa. Some paid groups are:
bni.co.nz
tng.org.nz
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Strategic alliances: Are there any businesses that you can form an alliance with and work
together to mutual benefit? Have a think about business that you have to contact, or
contact you, to get work or a job done or finalised. An obvious area is in the trades, builders
need to work in with electricians, plumbers, bricklayers etc.
With any related business look at forming an alliance to:






Give/get preferential rates
Referral networking
Joint advertising and promotion
Shared business events
Joint e-newsletter broadcasts to client bases

You are in the same basic target market and not competing so by sharing resources,
expertise and costs you can all benefit and grow your businesses.

Business plan: Take some time to look at your business, consider:
Where are your opportunities

What are your threats

What are your strengths

What are your weaknesses

Where do you want your business to be in 5 What steps are you going to do to get there
years
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Many financiers and banks wish to see a business plan and there are many free templates
available on the web for you to download and work with.
On the Mentor page on our website we have a free 2020 year planning worksheet that may
help with some planning.

Be gentle on yourself: These are crazy times with lots of uncertainties and pressures not
seen before, give yourself permission to be unsettled and worried. Take some time to get
your head around things, a great saying is that it’s not the problem but how you react to it
that determines the outcome.
Take control of your thoughts and by spending some time thinking and preparing your
business you can manage most of the outcome and be in the best possible state going
forward to react to the market and market changes.

So, going forward: Whilst you may not be in a position to financially undertake any or all of
the suggestions here now is the time to plan and prepare. Get lots of quotes, set out goals
and timelines and add in budgets from the quotes you’ve received. Start a business plan
which includes advertising, social media plans, asset purchase/updating, staff
requirements, premises requirements, plans to manage growth and increased
workload/orders. In other words plan, plan and then plan – you have the time.

“If you fail to plan, you are planning to fail!”
- Benjamin Franklin
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