
EXECUTING THE COVID-19 RECOVERY
An Australian guide for state and local governments 
for reopening and restoring their economies 
May 2020

RESPOND

RECO
VER

THRIVE



EXECUTING THE COVID-19 RECOVERY

© 2020 Deloitte Touche Tohmatsu 

2

Executive Summary

The challenge 
State and local governments are on the front line of the COVID-19 
crisis. In a decision agreed to by the National Cabinet, State 
Governments are now the decision makers on the timing of the 
economic recovery of their State.

What do State Governments need to consider to best support those 
affected by the economic shutdown, whilst managing the potential  
for another virus outbreak? Federal assistance will help but states 
and cities will need to execute.

The “Next Normal”
We have seen how critical data, digital workflows, and agility have 
been in responding to this crisis. As we move ahead, governments 
will need to reexamine their basic operating systems. From public 
transit to schools, governments should reexamine operations, service 
delivery, workforce, and safety issues as they sequence the reopening 
of government offices. This is an opportunity for state and local 
governments to adopt new tools that enable them to better serve  
the people.

Ellen Derrick
National Leader,  
Public Sector and Public Policy
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The Challenge

Our nation will begin its recovery with unemployment high, the private sector scared, the 
Reserve Bank tapped out and prices for our key exports weak. That says Australia’s recovery 
will be strikingly dependent on the extent to which our governments — federal and state — 
switch their policies away from the virus sprint and towards the recovery marathon.

– Deloitte Access Economics
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State governments are being 
squeezed from multiple directions

THE CHALLENGE

State governments are facing revenue shortfalls and a simultaneous surge in demand for services. As they look to reopen 
the economy, they will also be restarting many of their own operations under new, post-COVID-19 conditions—no easy task.

Health sector at risk Economic shutdown

High unemployment and social pressures Concerned workforce

Local government and higher education fiscal crises

STATE 
GOVERNMENT

Challenges of reopening government operations

Revenue shortfalls High demand for curtailed government services
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Forecasts show strong economic headwinds

THE CHALLENGE

Depending on policies, business activity and consumer spending recovery could take different shapes and forms

Health Response   
and Impact

Rapid and effective containment  
measures result in  a short sharp peak  

in new infected cases in April 2020.

Physical distancing restrictions are replaced by  
effective testing, tracking and containment measures.

Australia successfully flattens  
the curve but  without enhanced detection  
and tracing technology, ongoing physical 

distancing restrictions are  required to  
manage new outbreaks.

A vaccine (or effective treatment)   
is made available in July 2021.

Without effective detection and tracing, 
and a lack of compliance with remaining   
physical distancing rules, a major second   

wave of infections occur.

A vaccine (or effective treatment) 
  isn’t available until July 2022.

Domestic Economic 
Recovery

Economic recovery begins from mid 2020.

Economic activity reaches pre-COVID levels as 
productivity  enhancing ways of working and a series  

of economic  reforms are effectively implemented. 

Economic activity starts to recover in late 2020. 

Activity remains below pre-COVID expectations   
in the long run as business investment falters.

Economic activity continues to weaken   
in 2020 as a result of the second outbreak.

The recovery starts in late 2021, with the  economy 
remaining lack lustre, hampered by financial  distress  

and weak business and consumer confidence. 

Global Economic 
Recovery

The world economy recovers  
quicker than expected.

Global supply chains begin to mend as  
the outbreak  recedes in China and North Asia.

The world economy faces a lengthy recession  
with persistently weak supply and demand. 

Global containment remains a problem, limiting  
the movement of goods, people and capital.

Many other countries across the world,  
including Australia, sees a resurgence  

of the pandemic, while others continue  
to struggle to contain the virus. 

The global economy faces an even more  severe  
and prolonged downturn, hampered by  

de-globalisation and geopolitical posturing. 

The future we hope for 
 (Mild scenario)

The future we prepare for  
(Harsh scenario)

The future we want to avoid 
 (Severe scenario)

These scenarios are based on a combination of three critical uncertainties
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Success in the recovery phase requires 
coordinated success on all fronts

KEY RECOVERY ACTIONS: Balance actions to limit disease spread and economic impact

Establish and maintain a safe and healthy 
environment; oversee testing; ensure hospital 

capacity and access to treatments

How do we address  
the health crisis?

Resume/reopen markets; provide funding to  
at-risk sectors/businesses; stabilise employment

How do we address  
the economic crisis?

Resume/reopen offices; manage  
the State’s own Services, Facilities,  

and Employees during the crisis

How do we keep “the business”  
of government operating?

Establish education policies, maintain 
transportation networks, and ensure  

access to other essentials for the public  
(may be public, private or a combination)

Premier, executive level, and their designees plan and coordinate the State’s actions across the Workstreams
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Non-linear path to emerge from the crisis 
better prepared for the future

KEY RECOVERY ACTIONS: Balance actions to limit disease spread and economic impact

Addressing Today’s Crisis

Responses to the COVID-19 crisis require iterative approaches to addressing the health threat,  
transitioning out of the crisis and rebuilding health, economic, and social systems.

Building Resiliency for Tomorrow

Transition
Take actions to remediate impacts of crisis

Relax response interventions as crisis is contained. Learn & Evolve
Integrate learnings 
to adjust capabilities 
in the future

Improve health, 
economic, and  
social resiliency.

Return to health, 
economic, and  
social status quo.

See degradation  
in heath, economic,  
and social systems.

Respond
Take actions to contain the crisis

Increase response interventions if virus reemerges.

A state’s 
integration 

of learnings 
influences 

its ability 
to respond 

to future 
crises

Thrive

Recover

Regress
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There will be critical choices along the journey  
& states will need to monitor progress and adapt

KEY RECOVERY ACTIONS: Balance actions to limit disease spread and economic impact

Potential COVID-19 Path for State/Region A

Pu
bl

ic
 H

ea
lth

 Im
pa

ct

Time

Potential Relevant Response Milestones & Choices (Illustrative)

1 Cases are declining consistently across geographies

2
All public health pre-requisites are met:
• sufficient supplies at surge capacity
• minimised risks for vulnerable populations

3 Choose to decrease restrictions on some non-essential services  
(e.g. personal care, fitness centers, etc)

4 Mass viral and serology testing available

5 Choose to increase public health departments staff  
to continue widespread contact tracing and testing

6 Choose to decrease some restrictions on social and economic activity  
(e.g. reopen schools)

7 Choose to fast-track limited release of vaccine to healthcare workers  
(impact depends on vaccine efficacy and participation)

8 Cases begin to rise with second wave of infections

9 Choose to implement targeted increase in restrictions on economic and social activity

10 Choose to make vaccine available for broader population  
(impact depends on vaccine efficacy and participation)

11 Choose to decrease restrictions on social and economic activities  
for vaccinated population

• preventative measures for workplaces
• reduced importation risks.

1

2

3

4

5
6 7

8

9

10

11

Potential 
second 
wave of 
infections
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States have several ways to boost the economy

KEY RECOVERY ACTIONS: Promote economic health for individuals, businesses and sectors

Stimulating economic activity
• Promote spending 

• Reducing barriers to economic activity.

Assist businesses
• Work to stabilise, then advance business health.

Reskilling to help workers navigate 
the disruptions caused by COVID-19
• Reskilling will be crucial in the post Covid economy.

Governments need to focus on three areas when it comes to promoting economic health
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Stimulating economic activity

KEY RECOVERY ACTIONS: Promote economic health for individuals, businesses and sectors

Use the broad power and resources of the state to foster business growth and reduce  
growth-impairing constraints. Encourage individuals and businesses to resume personal  
spending and business investment to re-start economic “engine” of the state.

Maximise Federal funding. Designate a team to maximise  
state’s receipt of federal funding.

Use rainy day funds strategically. Use the funds to promote 
business growth and hiring.

Tax credits to incentivise hiring. To promote investment and 
immediate hiring, consider one-time, time-limited tax credit options 
to incentivise new employment or immediate business expansion. 

Review timeline for proposed construction projects  
under existing bonds issuance of the transportation department, 
including greater focus on “shovel ready” projects as a key criteria. 

Expedite permit approvals. Expedite approvals for construction 
permits not creating high risk to health, safety, or the environment.

Extensions for professional licenses. Consider streamlined 
extensions for state authorised professional licenses, except those 
health-related or others with higher risk to public safety.

Relax regulations. Relax regulations to reduce burden of 
compliance on businesses which would help businesses focus  
on recovery.
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Assisting businesses

KEY RECOVERY ACTIONS: Promote economic health for individuals, businesses and sectors

Seek to reduce business failures, mitigate further business  
disruption, then provide growth-oriented support.

Consider establishing a business recovery centre to help  
local companies gain streamlined access to business support, 
technical assistance or government assistance. Partner with  
business associations to streamline dissemination of information  
and direct business to appropriate assistance programs.

Use data to identify the hardest-hit sectors and regions.  
Data-driven analysis can identify where support is most needed. 

Shift focus of economic development agencies to recovery. 
Shift business attraction resources to recovery, retention, and job-
growth of in-state industries.

Conduct an industry/sector assessment. By analysing various 
sectors of the economy against their level of COVID-19 vulnerability, 
governments can provide more precise guidance than just “essential 
vs. non-essential” designations. Such an assessment could include 
the likelihood of widespread transmission, ability to mitigate against 
such transmission, and so forth, informing reopening decisions.

Small and medium-sized businesses are the drivers of Australia’s economy. With 835,000 businesses having signed up for 
JobKeeper and more than 450,000 small businesses receiving cash support, it is critical that businesses not only reopen –  
but are set up for success. The Deloitte Small Business Roadmap for Recovery & Beyond aims to take some of the complexity  
out of the situation and give businesses the tools they need to prepare for tomorrow.

https://www2.deloitte.com/au/en/pages/covid-19/articles/roadmap-to-recovery-and-beyond.html
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Reskilling to help workers navigate  
the disruptions caused by COVID-19

KEY RECOVERY ACTIONS: Promote economic health for individuals, businesses and sectors

Reskilling will be critical in the 
post COVID-19 economy to –

Government’s reskilling “Toolkit”

Over 600,000 Australians lost their jobs in April, with  
youth unemployment jumping from 11.5 to 13.8 per cent.  

“There is a raft of evidence that unemployment hurts,  
and it hurts more the longer it goes on and it hurts the  
young the most.”  
– Chris Richardson, Deloitte Access Economics  

Forecasts from Treasury shows the state-by-state jobs boost that 
the first easing of restrictions will result in. Over 80,000 roles to 
return in New South Wales, nearly 65,000 in Victoria, over 50,000 
in Queensland and 25,000 in Western Australia.  

South Australia is expected to add 17,000 roles, over 5,000  
jobs will return in Tasmania, about 4,000 in Canberra and  
2,500 in the Northern Territory. 

Retrain workers to deal with 
surges in overloaded areas.

Prepare unemployed workers 
for industries that see a high 
demand for talent.

Help workers adapt to digital 
workspaces.

Data-driven approach: Analyse data to understand how industries are reacting to 
COVID-19. Which occupations are expanding and which ones are contracting?

Build partnerships: Develop deep partnerships with companies/industries that are 
expanding hiring and tailor programs to meet employer needs.

Target the right segments: Provide wraparound support to challenged population 
segments such as single parents, younger workers and the physically challenged who 
may have more employment opportunities due to increases in telework across different 
occupations.

Act as a connector: Connect employers, philanthropies and other stakeholders to build a 
workforce information system that reduces information gaps between various participants.
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Governments will have an unprecedented number 
of roles to play in restarting the economy

KEY RECOVERY ACTIONS: Reopening the economy for a better future

How government leaders 
communicate about the restart  
will be critical 

• There is a need to douse fears and 
instill confidence in people. It won’t 
matter if stores are open if no one  
will go outside

• States should seek inputs from 
industry associations to develop a plan.

Government as a communicator will provide 
clear, consistent and adequate communication 
to all involved in the recovery process. 

Government as an enforcer will be in charge 
of making sure protocols are followed and 
inspections are conducted. 

Government as an employer will have to 
ensure staff safety, redeployment and retraining 
of staff to quickly recover.

Government as a service provider will have 
to rethink delivery of services and create the 
necessary infrastructure.Government as a designer will draw out 

the initial plan, lay down the protocols and 
guidelines needed to reopen.

State government is a  
large and diverse employer

• The public sector will also employ 
some kind of phased reopening

• The safety of workers and those with 
whom they interact will be key.

While restarting businesses is 
important, restarting government 
services will be equally critical

• From transportation to licensing, 
government activities support and 
enable economic activity.

Schools, daycare, and social  
services to free up workers

• Many workers rely on public entities to 
educate and care for their children and 
sick relatives so they can go to work.

Government will have to wear many  
hats and juggle many responsibilities

COMMUNICATOR

GOVERNMENT

ENFORCER EMPLOYER

DESIGNER SERVICE 
PROVIDER
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Reopening is a complex task that  
may shift as circumstances evolve

KEY RECOVERY ACTIONS: Reopening the economy for a better future

Massive complexity with a huge number of intertwined issues and efforts.

Reopening is one of the 
most important events  
in recent history.

States are at the centre 
of a complex and highly 
unpredictable set of facts.

Limited resources already spread thin with core government operations, and 
focused on other priorities such as rebuild support for the bushfire recovery.

Short, and constantly shifting, timeframe.

Facts on the ground and medical advancements are constantly changing.

Many layers and parts of government engaged and interacting.
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Reopening is a multi-dimensional challenge 
requiring real-time, data-driven decision making

KEY RECOVERY ACTIONS: Reopening the economy for a better future

Timing 

When to re-open?

1. Respond: 3. Thrive:2. Recover: Transition Economy and disease vigilance

Crisis/Shutdown Phase 1 Phase 2 Phase 3

• Hospitals
• Grocery stores & pharmacies
• Delivery food services
• Liquor store (e.g. package stores)
• Banks/financial institutions

• Certain offices & white-collar 
work settings open (e.g. state 
govt)

• Public transport (constraint 
riders)

• Restaurants & bars (with 
distancing restrictions)

• Beauty & personal care services

• Gov services offices (DMVs, 
benefits, etc)

• Malls & large retails centres
• Schools & universities

• All normal activity

• Everything outside of “essential 
businesses” (e.g. above)

• Schools & universities
• Travel out of state
• Gatherings >10 people

• Gyms & health fitness centres
• Malls & large retails centres
• Movie theatres & arts centres
• Large sporting events
• Gathering >20 people

• Amusement parks
• Public pools

• n/a

• Mandatory or recommended stay-
at-home-orders and/or curfews

• Hours for vulnerable populations
• Use of face masks

• Continued use of face masks
• Limitations on store hours
• Limitation on store & restaurant 

capacity
• Limitations on # riders in public 

transit

• Business & health surveillance 
mechanisms

• Policies for renewed lockdown if 
2nd or 3rd wave

• Some restrictions on travel
• Some restrictions on 

conferences & large gatherings

• Make available testing for 
COVID-19

• Negotiations for PPE for hospitals
• Social distancing requirements
• Self-quarantine for 14 days if 

experiencing symptoms

• Testing for individuals spreading 
the virus at a higher rate

• Mass testing for COVID-19
• Testing for antibodies
• Contact tracing

• Intensive monitoring for 2nd or 
3rd wave

• Business monitoring 
of employees’ health, 
temperatures, infection, etc.
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Policy & Protocol

How to re-open?

Citizen Groups

For whom to re-open?

Industries & Sectors

What to re-open?

Geography

Where to re-open?
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INTERCONNECTED CHOICES

Crisis Economy and 
Disease dampening

Next economy  
and disease resilience
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• How will you return non-COVID-19 health  
care services at full scale?

• Have you considered ways to support  
health workers post COVID-19 with support  
and counselling services?

• How will you ration COVID19 treatment  
and vaccines to maximise the benefit  
to the Australian population & the economy?

• What is your plan for closing temporary testing 
facilities and disposing materials/equipment?

• How do you maximise the opportunity  
to build new skills and industries?

• How will you know if the targeted businesses and 
consumers using the government stimulus funding 
as anticipated and is it having the intended impact?

• Do you have a way to track how many businesses 
are re-opening or closing and the economic impact?

• Is there an opportunity to diversify your  
supply chain?

• How will you prioritise support to regional Australia, 
who are still recovering from the bushfires?

• What is your plan to re-open government  
offices, shopfronts etc? 

• Do you have a process in place to track  
and update regulatory changes?

• Do you have plan to model the state budget  
impact at different stages of reopening?

• Is there an opportunity to review programs  
for supporting business entities?

• How will you ensure an innovative approach  
to regulatory design until the full resumption  
of business?

States and local governments face a daunting set of decisions/actions to 
lift restrictions, reduce unemployment whilst avoiding spread of the virus

KEY RECOVERY ACTIONS: Reopening the economy for a better future

The below questions provide a flavor of the complexity of the recovery. Close coordination, 
careful monitoring and real-time adjustments will be needed to speed an effective recovery.

Healthcare Economy Business of 
government
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How do you coordinate your recovery?

MANAGING THE STATE RECOVERY PROCESS: Coordinated execution

Establish a Recovery 
Command Centre

Develop communication 
strategy to increase 
transparency and  
build trust

Execution by Network  
– with federal and  
local governments, 
private sector,  
academics, non-profits

Use data, business  
and technology tools  
to accelerate recovery

1 2 3 4
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MANAGING THE STATE RECOVERY PROCESS: Coordinated execution

A Recovery Command Centre brings together a cross-functional, cross-agency team, structure, 
processes, and tools to coordinate a state or local government’s actions through the crisis. It can 
enhance the government’s ability to quickly move to a proactive and strategic response to the crisis.

Defining guiding  
principles

The Recovery Command 
Centre establishes and 
defines the overall objectives, 
decision-making philosophy, 
investment priorities, 
and broader governance 
structure. For instance, 
managing competing 
priorities between different 
agencies and focus areas 
will be key during the initial 
recovery period.

Defining  
workstreams

Governments need to identify 
key streams of activities—
public health capacity, public 
safety, communication 
strategy, recovery task 
force—and include projects, 
initiatives, and milestones 
that need to be undertaken 
in each.

Activating the  
Recovery Centre 

The Centre should establish 
core services and supporting 
tools, technology, and 
platforms to operationalise, 
track, manage, and align 
workstream activities. There 
is a need to tap into cross-
agency resources and best 
practices and bring them  
in to the centre.

Developing  
workstream plans

The next step is to identify 
the roles, responsibilities, 
objectives, governance 
structure, and resources  
that would help drive 
activities in each workstream. 
It’s important to identify  
the right agency leaders  
to drive each workstream  
and make granular plans 
wherever possible.

Operating the  
Recovery Centre

The Recovery Command 
Centre activities need to 
be driven in an open and 
transparent environment.  
It needs to ensure alignment 
across workstreams and 
actively manage issues, 
decisions, and risks to drive 
activities toward completion.

A unified approach through  
a Recovery Command Centre

1



EXECUTING THE COVID-19 RECOVERY

© 2020 Deloitte Touche Tohmatsu 

19

Convey the right information,  
at the right time 
In a rapidly evolving crisis, short 
and frequent communications 
can keep people feeling informed. 
Transparency fosters trust,  
and increases the likelihood of 
voluntary compliance with rules  
and guidelines.

Communicate to develop trust 
and build confidence in recovery

MANAGING THE STATE RECOVERY PROCESS: Coordinated execution

2

Communication is critical. 
Citizens, businesses, 

and the public employee 
workforce will all be 
looking for guidance  

on the path to recovery.

Communicate decisions  
impacting businesses
Communicate to clarify any 
questions that businesses may 
have on the reopening guidelines. 
Establish resources such as hotlines 
to help businesses understand 
potential assistance programs.

Use communication  
to build trust with citizens
Build trust by telling constituents 
what you know and admitting what 
you don’t. Recognise and address 
the emotions of constituents.  
Clearly explain the decision to 
reopen and the measures taken  
to ensure the safety of government 
buildings and services.

Obtain buy-in from  
the workforce
The government workforce, 
especially at the staff and  
program manager level, will be 
executing much of the reopening 
plan. It is critical to get their buy-in 
on the plan, set their expectations 
on the workload, and allay their 
fears on workplace safety.

Consider the medium
As important as the message, 
is the medium through which 
it is delivered. A majority of 
communication is non-verbal, and 
emails, chats, and texts may miss 
the body language required for 
trust building. Government leaders 
should consider using video, where 
possible, to connect emotionally with 
internal teams and constituents.
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Execution by network

MANAGING THE STATE RECOVERY PROCESS: Coordinated execution

Working together with locals, private sector, academics, non-profits to execute the recovery.
A major crisis requires a network of problem solvers. Technology companies, universities, research 
labs, and other experts can contribute to collective intelligence that increases government’s ability  
to mitigate a crisis.

Tracking recovery with data
Just like public private data partnerships helped countries in East Asia 
track the transmission of COVID-19, similar data partnerships can help 
governments analyze consumer sentiments (using social media data) , 
monitor when the rebound stage has arrived (using restaurant footfall data, 
road congestion data etc.) or identify the hardest hit industries and regions.

Reviving certain sectors
Partnering with the private sector can help governments revive sectors  
that have been hit hard by COVID-19. For example, in 2004, Taiwan’s 
government collaborated with the private sector to revive tourism, 
hospitality and other sectors hit hard by SARS by rolling out aggressive 
marketing campaigns for each.

Providing social services
Governments can partner with non-profits during the recover phase to 
increase efficacy of social services. These partnerships can be a source  
of innovative ideas and new business models for providing social services  
to population segments most impacted by COVID-19.

Building confidence
Building citizen trust and boosting business confidence will be essential  
for widespread recovery. Collaborating with industry associations, consumer 
protection and safety groups can help governments reach different 
population segments and build the trust needed for citizens to re-engage 
with the community.

Intra-state collaboration
States would also need to build a broader coalition of counties, cities, and 
municipal leaders to drive the recovery in the state. Learning from others’ 
success stories, sharing resources, and driving activities regionally instead  
of in silos will make the recovery process efficient.

3
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Data and analytics should underpin decisions

MANAGING THE STATE RECOVERY PROCESS: Coordinated execution

Integrating multiple sets of data can help governments make sense of the chaos and model various scenarios

Integrated data  
will be needed to:

• Monitor and predict 
disease spread

• Prioritise 
government 
Services

• Prioritise sectors 
and industries for 
opening

• Model 
interventions

• Plan care measures 
for vulnerable 
populations

• Monitor and 
influence citizen 
sentiment.

Decisions

Disease Surveillance
(Cases, Contact, Capacity)

Health Government Stimulus Industry Economics Social

Economic Monitoring
(Movement of People,  
Goods, and Money) 

Consumer sentiment  
and behavior tracking 

COVID-19 Response 
Management platform

‘What-if ’ simulation 
machine

Social sentiment 
analysis

AI-based  
regulation analysis

Public and 3rd  
party data sets

Risk scoring engine to 
diagnose disruptions 
across 20K+ supply 

chain vendors

Data Science

Dashboards

Data

SCENARIO PLANNING AND RECOVERY INSIGHTS 
(informed choice, timely action)

4
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Tools to accelerate recovery

KEY RECOVERY ACTIONS: Reopening the economy for a better future

Cloud Computing
Foundational technology 

for AI, sensors, and drones

Scenario Planning
Testing resiliency of 

government operations 
against various scenariosFacial Recognition

Authenticating citizen 
identity and tracking 
attendance in workplaces

Behavioral insights  
and nudging
Nudging people to follow 
workplace safety and 
personal hygiene protocolsDrones

Enforcing physical 
distancing rules for 

residents and inspections 
of facilities through drones

Human-centered design
Making relief funds easier 
to navigate by focusing on 

customer experience
Advanced data 
analytics and AI
Accelerating  
development of vaccines 
and supporting data-
driven decision-making

Networks and 
ecosystems
Collaborating with other 
governments, companies 
and universities to 
accelerate economic

Social Media 
Technologies

Understanding  
citizen sentiment  

during times of crisis  
and monitoring 

misinformation and  
fake news

Sensing and  
horizon scanning

Anticipating second or 
thirdwaves of outbreaks  

or predicting changes  
to business models

Sensors
Tracing and tracking 
quarantined and  
positive cases

Sources: Deloitte Insights; Deloitte.

Collective intelligence
Accelerating the 
development of drugs  
and vaccines by tapping 
into the wisdom of crowd

Technology tools and potential applications Business tools and potential applications
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