
COVID-19—WHAT COMES AFTER THE CHAOS?

Covid-19
—what comes 
after the chaos?
A practical step-by-step guide to ensure your comms team comes back stronger
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COVID-19—WHAT COMES AFTER THE CHAOS?

Introduction

In communications, we plan for a crisis so we can mitigate the 
anticipated negative outcomes. Few, if any of us were ready for 
Covid-19. Just as we’ve never experienced a crisis like this, we also 
don’t have a definitive list of the challenges we’re going to face as 
we come out of lockdown. What we can do is to start planning and 
preparing our teams so that they’re in the best shape possible to 
help our organisations emerge successfully from this period.

1. It’s critical to address the human factors first

There will be a multitude of different wants, needs and feelings coming out 
of lockdown. We’ve just spent months living in fear and uncertainty, and 
that’s not going to go away any time soon. It’ll be important to address 
the human side before asking our teams to move forward. Some of the 
questions you need to address are: Is it safe to be in the office? How will our 
organisation protect us? Why can’t I continue to work from home? Does my 
team have what they need to move into action? 

2. We’ll need to align quickly with new business priorities

Chances are your organisation hasn’t completely formulated all of its short- 
and long-term objectives post-crisis. The key is for you as the comms 
leader is to be agile. How quickly can you gather and understand changing 
strategic priorities? You’ll need them to refocus and make sure you’re 
working on the right things at the right time.

3. The ability to prioritise will be key

There’s no doubt that many of your projects have been put on hold during 
our time in lockdown. Are you ready to plan and prioritise accordingly 
with a possible reduced budget and headcount? You’ll need to use your 
understanding of business priorities to make tough decisions.

4.  We’ll need to manage the expectations of stakeholders

As your team juggles competing priorities and deadlines, it’s critical that 
they have the clarity and confidence to push back on work that’s not 
business critical. There will be a backlog of projects that business partners 
may still expect to be delivered and expectations will have to be quickly 
reset if there are fewer resources available. 
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How to use this guide

This guide is designed to support comms 
leaders through these challenges and 
others as this crisis continues to play 
out. We recommend that you follow the 
order as it’s laid out, but appreciate that 
the associated time frames may need to 
flex. The key is to make it work for you 
and your team. While communication 
approaches and theory have similarities, 
what will work in your organisation might 
not work in another. So consider your 
culture, your people, your processes, and 
your leadership every step of the way.
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Section 1: Addressing the human side

Overview
This section is all about gaining an 
understanding of where you and your team 
are starting from. It’s been an unusual time, 
and we’ve learnt a lot about ourselves and 
each other. Some handled it better than 
others and there’s been a lot of discussion 
about the mental health of the world post 
Covid-19. It’s important to not only appreciate 
where everyone, including yourself, is on the 
emotional scale, but to also uncover any 
other needs or wants, and identify specific 
capabilities you’ll need to move forward.
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SECTION 1: ADDRESSING THE HUMAN SIDE

Reflection

What are your overall feelings about what you’ve  
been through? 

What was your biggest lightbulb moment?

What have you learnt about yourself as  
a leader and what do you want to change  
moving forward? 

What are your biggest concerns as your team  
comes back together? 

What information do you need from your leaders 
to make future decisions?
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SECTION 1: ADDRESSING THE HUMAN SIDE

Communication Skills and Competencies

Skills Competencies

The Kademy Communication Skills and Competency Framework underpins our 
entire learning curriculum. It splits out skills (what you know) and competencies 
(how you get the job done) to give a deeper look into what it takes to be a great 
communicator. There are eight skills and eight competencies. 

Normally our members go through a detailed assessment process to generate 
an individual and aggregate view of their teams. For the purposes of this exercise 
though, we suggest you use this template to simply consider each of the 16, for 
each of your team members. This information will provide a snapshot of your team’s 
strengths and help you decide how to get work done in the immediate future. 

Audience Understanding
Understands audience views/interests and uses that information to create 
in-depth segmentation approaches that enhance communication results.

Business Acumen
Understands the business drivers and how communication can impact 
them to achieve business outcomes.

Change Facilitation
Possesses a working knowledge of change management concepts and 
integrates that information into effective communication initiatives.

A clear and adaptable communicator who communicates clearly through 
their writing and speaking and can adjust to others’ communication styles.

A flexible collaborator who works with others in an agile way to produce the 
best outcomes. 

An influential negotiator who is able to settle differences in a persuasive 
and powerful way.

Channel Management
Manages and implements channels strategically to meet communication 
objectives.

A resilient problem-solver who has the capacity to recover quickly from 
problems and demonstrates a solution-minded approach.
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Skills Competencies

Communication Skills and Competencies

Interaction
Speaks and presents information effectively to enable optimal 
understanding and achieve desired outcomes.

Content Creation
Creates clear, consistent, and innovative content that engages, inspires, and 
motivates audiences.

Measurement
Uses proven measurement methods to effectively evaluate communication 
initiatives and improve performance.

Planning
Plans and executes communication initiatives, on time, within budget, and in 
service to organisational objectives.

A team-playing relationship builder who is an active and reliable 
participant, demonstrates honesty, and builds trust.

A self-motivated organiser who autonomously juggles projects in a 
fast-paced environment.

A proactive strategic and critical thinker who can anticipate needs and 
think rationally and objectively about the future. 

A curious coach who has the ability to uncover communication challenges 
and use listening and questioning to get to the heart of the matter. 

SECTION 1: ADDRESSING THE HUMAN SIDE

Name Skills and/or competencies
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Team Talk: Health and Well-Being and Moving Forward
SECTION 1: ADDRESSING THE HUMAN SIDE

Conversation objectives

• Give space for each person to share their experience.

• Uncover continuing challenges.

• Understand how the team would like to move forward. 

• Share the process you're embarking on to get everyone back to work.

• Talk about the skills and competencies and why you’re thinking about 
them right now.

Useful questions to facilitate dialogue

1. What were the biggest challenges for you during lockdown?

2. What might still be difficult as we begin to go back to our offices?

3. What good ideas came out of this time that we should consider  
using in the future?

4. What would you like to see change?

5. What do you want for your own development moving forward? 
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Section 2: Aligning quickly to new business priorities

Overview
In our Why Business Acumen Matters course we talk about how 
understanding your business enables you to strategically think 
through any situation, so that you can optimise outcomes and 
minimise risk. A fundamental part of building your business acumen 
is understanding the business and financial objectives of your 
organisation. It’s likely that these will have adjusted during this crisis 
and will continue to do so for some time. The more you stay on top 
of those adjustments, the more effectively you’ll be able to manage 
and prioritise your comms projects. 

In this section you’ll capture your organisation’s objectives and take 
an inventory of your comms projects that have been on hold. You 
won’t be able to do them all at once. Your team might be smaller, 
and your resources and budget will likely have shrunk too. Other 
departments you work closely with will be facing similar challenges, 
and may be less responsive.
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SECTION 2: ALIGNING QUICKLY TO NEW BUSINESS PRIORITIES

Reflection

What are the current organisational business  
and financial objectives? What’s changed?

If you can’t get them, what are the 
organisation-wide initiatives that you know  
will definitely be continued?

Has the strategic planning process changed  
and if so, in what ways? How will this impact  
your planning processes?

What other changes do you expect as a result 
of shifting objectives—in your team and in your 
organisation?

What are you hearing from your leaders that  
you need to keep tapped into?
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SECTION 2: ALIGNING QUICKLY TO NEW BUSINESS PRIORITIES

What are your organisation’s business and financial 
objectives as it comes through Covid-19? 

List the major projects that you were working on, or getting ready 
to work on, before the crisis. In the next section we’ll prioritise them.

1

2

3

4

5

6

7

8

One Two Three 
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Team Talk: Business Priorities and Project Load

Conversation objectives

• Discuss the business and financial objectives at the current time.

• Discuss what leaders are saying and how that affects  
the communications team.

• Ensure you have a complete list of projects.

• Discuss the challenges of juggling projects and meeting  
the expectations of business partners.

Useful questions to facilitate dialogue

1. What projects do you think address our current business and  
financial objectives?

2. What projects do you think your business partners will immediately  
want us to work on?

3. What are you most concerned about in terms of getting things done?

4. What internal processes could we amend to make things easier?

SECTION 2: ALIGNING QUICKLY TO NEW BUSINESS PRIORITIES
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Section 3: Prioritising projects and managing stakeholders

Overview
Even in the best of times, communicators 
find it difficult to say “no”. We’ve talked about 
this for decades and still haven’t solved this 
fundamental problem. Perhaps now will be 
the time we crack this nut. Afterall, we have 
no choice but to prioritise our work based 
on everything we’ve already discussed. The 
question is, what’s the best way to decide?
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SECTION 3: PRIORITISING PROJECTS AND MANAGING STAKEHOLDERS

Reflection

What is it about saying “no” that’s  
difficult for you?

As a leader, how can you support your team in 
saying “no” to certain projects or stakeholders?

How many projects do you think your team can 
comfortably support at this time?

What will need to work perfectly for the support 
to be successful?

What are your biggest concerns in terms of 
meeting expectations?
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SECTION 3: PRIORITISING PROJECTS AND MANAGING STAKEHOLDERS

Project Decision Tree

In our Strategic Thinking on a Daily Basis course 
we discuss an important shift we need to make—
from delivering tactics to delivering business 
results. This really isn’t new and should already be 
the basis for the work you do. 

That shift is highlighted in the first question in 
our decision-making process. Is this project 
connected to an important business objective? 
The answer to this question should be “yes” for 
most, if not all of our projects. With the shifting 
priorities and limited resources we’re dealing with 
now, it’s even more critical. 

Is a member of your exec team  
specifically asking for it?

 Negotiate a partial 
completion or staggered 

completion date

Will you be able to adequately  
support its delivery?

Are other projects 
impacted if this one 
doesn’t go ahead?

Do the parts that you can 
most adequately support 

and park the rest

Do the project Don’t do the project

Negotiate its 
completion to  

a later date

No

No No

No

Yes

Yes Yes

Yes

Is this project connected to an important business objective?
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Team Talk: Prioritising Projects

Conversation objectives

• Share the challenges expected in terms of project load.

• Share the approach to deciding what projects will be a priority.

• Uncover obstacles for the team in saying “no”.

• Clearly express your support in making difficult decisions when 
prioritising projects.

Useful questions to facilitate dialogue

1. How comfortable are you saying “no”?

2. What gets in the way of you pushing back on business partners?

3. What specific support do you need to take this approach to 
prioritisation?

SECTION 3: PRIORITISING PROJECTS AND MANAGING STAKEHOLDERS
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Section 4: Managing capacity through phasing

Overview
Most countries in the world are discussing 
their exit from this crisis using phases. 
Our work is no different - it simply won’t 
be possible for us to handle everything, 
straight away. So you need to build on the 
prioritisation work you’ve already done and 
consider the stages of how you’ll get back 
to whatever normal is next.
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SECTION 4: MANAGING CAPACITY THROUGH PHASING

Reflection

What would your phase one look like?

What would your phase two look like?

What would your phase three look like?

How can you get buy-in for your phases from 
your leaders and business partners?

What concerns you most about this approach?
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SECTION 4: MANAGING CAPACITY THROUGH PHASING

Holding Statement Template
This template is adapted from our course Crisis 
Communication: Preparing for the Worst. When a crisis 
hits, you only have about 15 minutes to respond if you 
want to control the narrative, and 60 minutes to maintain 
any credibility.

We’re obviously well into this particular crisis, but the  
concept of a holding statement still applies. When the  
doors first reopen, you likely won’t have everything you need 
to run every project at full tilt. In fact, we’re sure you won’t. 
But it’ll be important to let your business partners know that 
you’re aware of their needs and are working on the best plan 

to increase capacity. Doing so not only helps them  
feel heard, it sets some immediate ground rules and  
expectations, and adds a layer of protection for your  
team. Keep your holding statement simple—just a  
few sentences that you can email or share with  
stakeholders in person.

(Where is the team right now in terms of capacity) 

 

(Specific information that will be helpful such as who, what, where and why) 

Our immediate priorities are (who and/or what)

 
 

At this time we have (actions taken to be able to support the organisation)

Our next steps are (how are you moving forward)      
         

We would like to (share your appreciation for their patience)

We’ll keep you updated as we increase our capacity.

For more info, contact (person to contact and contact information).
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Team Talk: Setting Expectations

Conversation objectives

• Share your thinking on the phases of ramping up.

• Share the holding statement you developed.

• Address any concerns on the approach.

• Gain buy-in from your team.

Useful questions to facilitate dialogue

1. What do you think of the phased approach?

2. What challenges do you think might arise?

3. What suggestions do you have for addressing those challenges?

4. What do you need to effectively begin the phases?

5. Is there anything else we should talk about?

SECTION 4: MANAGING CAPACITY THROUGH PHASING

21

© Copyright 2020 Kademy Ltd. 



COVID-19—WHAT COMES AFTER THE CHAOS?COVID-19—WHAT COMES AFTER THE CHAOS?

Close

This is really only the beginning, but the work you’ve 
accomplished by following this guide is great 
preparation and will set an important baseline for what’s 
to come. You know where your team stands in terms 
of mindset and capabilities. You’ve considered how to 
prioritise projects and more importantly, how to set the 
expectations of your business partners. 

In the coming weeks we’ll release more content 
to support you as you begin the work of preparing 
for leadership conversations, minimising noise, and 
segmenting audiences. You’ll also need to determine 
the appropriate tone(s) of voice for your organisation 
and situations as they unfold. 

If there’s one word we want you to keep top of mind, 
it’s ‘agility’. Agility is the ability to be quick and graceful. 
We’re not sure that graceful is realistic right now, but 
that’s ok! As we said in the beginning of this guide, 
we’ve never seen anything like this before in our 
lifetimes and really don’t know what to expect. But what 
is realistic is your ability to be quick and to dance in the 
moment. To listen, learn, experiment, and adapt. 

We believe that there are opportunities here. The 
opportunity to reinvent. The opportunity to shine. The 
opportunity to increase your value to the organisation. 
It’s all possible.
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About Kademy

At Kademy, we’ve all been working with communicators, 
or as communicators, for most of our professional lives. 
We’re passionate about the function and the difference 
it can make to an organisation and its people when 
done well. We’re also passionate about learning and 
believe that continuous learning is the secret to happier 
people and better, more fulfilled teams.

The hard reality though, is that learning often falls down 
the priority list when time is tight. The thought of creating 
and embedding a meaningful learning plan for an entire 
team can also feel incredibly daunting to a comms leader, 
even when they know it’s the right thing to do.

This is where we can, and do, make a difference.  
We work with comms leaders to assess the skills and 
competencies across their team – identifying where 
they’re starting from and where they want to get to.  
Using that data, we create recommended learning paths 
and use the different elements of Kademy membership 
to deliver them. Detailed reporting tracks progress against 
pre-determined KPIs to show not just ROI, but improved 
knowledge and confidence in the areas that matter most.

The result? A clear message from comms leaders that 
they’re committed to supporting the ongoing personal 
and professional development of every individual, and 
high-performing teams that stick around.

+44 (0)20 7157 9787
hello@kademygroup.com

kademygroup.com
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