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So something has cropped up that has shook you,
your team, perhaps your business. It is alarming, it
is stressful and the buck stops with you. At a time
like this it might be impossible to see the wood for
the trees and you may feel like you have so many
responsibilities, so much pressure that actually you
just don't know where to start.
 
How you step up and lead during these critical times
will define you as a leader and how your business
moves forward. The conversations you have now,
the decisions you make now, the behaviours you
engage in now will define the future of your
business and your team in the long term. Your team
are looking to you for examples of how they should
react and how they should conduct themselves. Are
you engaging in conversations about what we can’t
do, or are you redirecting those conversations into
actions that we can carry out? Are you head down,
focusing on all the problems you have no control
over, or are you heads up, focussing on the
solutions to the challenges you can control?

 
 
 

It's ok to not feel ok....

Where to start?

Let us help you find some order - Through the following pages
you will find information, advice and guidance on how to

manage in tough times.
 

You got this and we got you...
 

Just get in touch if you need any further help or support or just
an un-bias ear.

https://www.thekeyleadership.co.uk/Sys/PublicProfile/SendEmail/54359012


 You may be experiencing a range of emotions,
during this difficult time.  Often fear is an over
riding emotion during such times of stress and 
 our fight or flight response will be triggered. It is
our bodies way of protecting us from potential
danger.   

 
It is likely the case, however, that neither fight
nor flight will achieve the desired results and
responses that are not thought out may well
cause further damage. As a leader at this time
you must give yourself time and space to think.
You must step back and consider your options
and make a plan of how to tailor your response
most effectively. When we allow fear to take over
our emotions, we inevitably make poor
decisions, react differently to people and engage
in destructive behaviours.

Time and Space to Think

So where do you start? How do you create a plan to
potentially diversify your business or to meet the demands of
a changing climate? How do you understand the different
needs of your customers and prepare your team for any
changes that may be ahead? How do you analyse your
stakeholder needs and address them successfully? How do
you continue to grow your business during this time of
uncertainty? Read on to find out...



Making a Plan of Action

Identify your 
Stakeholders 

Scan and analyse your
current situation and

environment

Seek support and 
sources of reliable 

information

Plan Your 
Communication

Know your 
competition

Take your time

Don't be forced
into a decision
that you areunsure of

Talk through your
option with a

trusted colleague

Work with a sectorexperienced coach

Think of the
bigger picture,

not just the
current crisis



A Stakeholder is defined as anyone who
has an interest or is impacted by

something.
A key thing to establish will be who you
need to communicate with and what
communication methods you will use. 
 
Communication will be the key in seeing
you shine as a professional and
accomplished leader in tough times and
shows both staff and customers that you
have the resilience and attitude to see
things through. Work through the
stakeholder analysis section in the training
video. Identify your main stakeholders, and
make a note of them below 

Analysing Your Stakeholders

Who are my stakeholders? 

https://www.thekeyleadership.co.uk/members-bundles


Prioritising Your Stakeholders
Once you have identified your stakeholders,  you should

consider the impact they have on your business. Some

stakeholders may have the power either to block your work

or to advance it. Some may be interested in what you are

doing, while others may not care, so you need to work out

who you need to prioritise.  Work through the stakeholder

section of the video training to identify which stakeholders

you need to prioritise. 



What financial or emotional interest do they have in the
outcome of my business? 
What motivates them?
What information do they need from me?
How should I present this information to them? 
Who influences them?
If they currently hold a negative viewpoint, how can I change
that?
If I can't change that, what else can I do?

It is essential to understand how your stakeholders feel about
your business, allowing you to work out how best to engage them
and communicate with them. 
Ask yourself: 
 

 
Code your stakeholders in green, amber or red, depending on
their level of support for your business. For example, code your
supporters and advocates in green, your critics or opponents in
red and those who are neutral in amber. 
 
Find out more about this in the video training.  

Understanding Your Stakeholders



Example Stakeholder Analysis 

Investors

Parents

Suppliers

Creditors

Employees

Trade

Unions

Ofsted

Community

Owners

It is important to remember, that during an emergency or significant

event your stakeholder analysis will change. In a recruitment crisis

for example, employees will hold much more power. Or consider an

event where a child was hurt due to negligence, trade unions, parents

and Ofsted may move their positioning. Carrying out a stakeholder

analysis during times of crisis can be extremely powerful and useful

to leaders to establish who holds the power, who can advocate for

you and most importantly, who you need to communicate with.   



Scan the Environment

Scanning the environment is essential
in understanding imminent  or

proposed impact to your business. 
 Methods to scan the environment

include;
 

 1 Identify trusted sources of information
 2 Read all relevant publications
 3 Join support groups you can trust
 4 Consider both national and local policy
 5 Consider stakeholder impacts and
behaviours

 

Never feel alone or act in silo..

 

Whilst it can feel that you are alone, if you scan your environment and

make the connections and relationships with people that are able to

advise and support you it will be clear there are many in similar boats.

Don't be afraid to ask for support from these places. In

unprecedented circumstances there is nothing wrong with saying 'I

don't know the answer, can you help me?' or 'how can we work

together through this? 



Political Economic Social Technology Legal Environmental

P      E      S      T      L      E

A PESTLE analysis allows you to consider the impact of six external
influences on your business: Political, Economical, Social,
Technological, Legal and Environmental. As with the stakeholder
analysis, the PESTLE analysis outcomes will change when the
analysis is carried out depending on the crisis or major event.
 
These six factors give you an idea of whether your current or desired market
or the current climate is suitable for business. The analysis will help you
make decisions on what to do with your business during tough times.
Perhaps you need to make a quick change, consider a long term
diversification or maybe hold fire and remain the same. This analysis, along
with the Stakeholder analysis will help you make informed decisions. 



Political Economic Social Technology Legal Environmental

P      E      S      T      L      E

Example PESTLE

A change in
Government

funding
resulting from

a new
Government

Funding for all
current children
will need to be
checked and
new forms

issued

New
management

software
available to us

Must
comply by...
To continue
to qualify. 

New houses being built in Whitley
Customer car

park is
becoming too

small

Changes to 

Ofsted

compliance

regulations

Changes to

policy and

legislation

 

Local

shopping

centre

opening

providing

8000 jobs

 

Hold on

business

rates until

2021

 

Reduced

social

spending

 

Increase in social networking 

 

Changes to

GDPR

compliance

regulations

Move to

online

children's

recording

 

Employee

contract

compliance

changes

 

Identify

improved

waste

disposal

Changes to

local bus

routes, new

stop straight

outside

setting

Here is an example of a PESTLE analysis. You will see that each segment has various factors that may
affect the business. Some of the factors will fit into more than one segment. Again, these factors will
change depending on the crisis you are working through. 



Outcome with moderate to severe
mitigation needed

Scenario Planning
 Positive outcome with little to

no mitigation needed
Outcome with moderate mitigation

needed

Negative outcome with serious /
critical intervention required

Work through our training video to help complete scenario planning.
Use this tool to plot out 4 possible scenarios ranging from the
outcome with the least mitigation or intervention required through to
the one with the most critical outcome. Be sure to plot out your
responses should any of these outcomes happen. By doing so, you
will be prepared, you will have thought about the resources and
support you will need and there is less likely to be any unwanted
surprises.

Situation Description:



Outcome with moderate to severe
mitigation needed

Scenario Planning
 Positive outcome with little

to no mitigation needed
Outcome with moderate mitigation

needed

Negative outcome with serious /
critical intervention required

Example

All staff are furloughed successfully
and  the claim for Government funding
is simple and successful. The
pandemic ends after 6 week lock down
and all customers return. The bank
and other utilities had initiated a
payment break which can now be
reinstated. 

All staff are furloughed, the application
for furlough is complex but the LA
could support me. 20-30% of
customers are unlikely to return due to
their own job losses or change in
circumstance. A marketing
intervention will need to be planned.
Alternative staff efficiency measures
will be needed on reopening untill
occupancy increases. 

The furlough process is complicated
and  the reimbursement is not enough
to cover general running costs,
including key staff pay. Already in debt
the business is extending loans and
overdrafts.  Our main customer base is
likely to suffer extensive job losses
resulting in huge customer loss for our
business. Re-opening of business can
only be at a quarter capacity. Staff
efficiency measures are unavoidable. 

Situation Description: Pandemic causing businesses to close to majority of custom

Too few staff able to work due to
personal circumstance during the virus.
The business is unlikely to recover from
pre-existing debt. Large majority of
current children moving to school in
September and a poor OFSTED rating
is making marketing difficult. A definite
need for a redundancy situation or
potentially business closure. 



Planning Communication

Keep The Lines Open

The organisations that will come out of
a crisis with the best reputations are
the ones that communicated well with
their staff, customers, investors, and
the wider business.
This doesn't mean to say that you need
to have all the answers, it just means
that you stay in the forefront of their
minds when the crisis is over.
 

Delegation of communication can be
shared between a senior team. You
don't have to do this alone. 

Points to Consider

 Not all communication needs to be related to the crisis, keep it lighthearted,
general check ins are fine too!
 Consider the tone of your communications and the timing of them - use the
planner on the next page to set yourself targets for consistency.
Be careful not to respond to Government announcements too quickly, check your
sources, compare to local information and seek advice and support from trusted
organisations before communicating.
Don't promise what you can't deliver, who knows what the outcome will be?
Honesty, humility and integrity in your communication is essential.
Consider your audience and the best method of communicating, pick up the
phone, a text message, social media, you may need to use various methods
depending on your audience.



My Communications Plan
With Who? How? Method? Frequency

During periods of crisis, we may rely more on online media channels, however
such methods can be difficult to manage. Aps such as WhatsApp are simple
and quick to use, making them so appealing, sharing a pic or info quickly and
easily, with the 2 blue ticks showing us it has been received and seen.
However, when used by early years providers, where is the line being drawn
relating to child protection, data protection, managing personal and work
accounts or evidencing paper trails for example? These are challenges that
early years leaders should be considering with regards to using the WhatsApp
platform for this kind of communication. Read more about this in our blog...

https://www.thekeyleadership.co.uk/blog


Financial Efficiency

Payroll

Customers

Business 
Support

Futu
re

Thin
kin

g

Utilities Services

Partnerships

Marketing

Funding

Support
Schemes

Diversify

Stay
Informed



Financial Efficiency

Sitting down and facing your business finances may feel like the most
frightening thing in the world right now. You may be peering at them
through a squinted eye afraid of what you might see trying to work out how
the financial jigsaw will fit together. Trust us, looking at them sooner rather
than later is definitely the right thing to do. It's time to take action and see
what you can do to improve the efficiency of your finances.

Utilities
Start by making a list of all your utilities - Water,

electric, insurance etc. Write down how much they cost

you each month, who the supplier is and the contact

number. Call each supplier and ask for their support. 

Utility companies may be able to reduce your monthly outgoings, offer a

payment holiday or have other ways to help. Don't be afraid to switch if you

need to, there are always offers available and you may be surprised at what

your current supplier is willing to do to keep you as a customer! 

Business

Support

Use the business support options available to you. If

you have bank loans, speak to your bank advisor

about loan holidays, reducing payments, or other

options available. During tough economic times, 

there are often financial support packages available to businesses, along

with grants and loans. Many organisations, banks and councils will have

support schemes in place to offer to a struggling business so being honest

and forthcoming to these organisations and asking for their help and advice

is essential.   



Financial Efficiency

Funding
Funding is an important income stream for Early Years

settings so you need to establish your current customer

base and usage of your service. Maintaining their

custom and keeping the access to as much funding as

possible coming in is essential. 

Stay In Touch
During tough times, information is everywhere, on the

news, on social media and everyone becomes an expert. It's

important to stay in touch and know what's happening to

the economy in order to make the right business decisions,

however, be sure to only use trustworthy sources.    
Becoming members of organisations such as The Key will help you to get the

information you need to make informed decisions. Talk these thoughts over

with trusted friends and colleagues who also understand the sector and the

economic conditions. Don't be afraid to reach out for support where needed. 

Partnerships
Using your stakeholder analysis, identify stakeholders

that can work in partnership with you, such as

investors. Honesty as a number one policy is also

recommended when talking with your stakeholders.

Use the resources included in this toolkit to find solutions and ideas to talk

through with investors. Speak to them about the tangible actions that you can

take to mitigate these circumstances and again, don't be afraid to call on them

for help and support. They have a financial interest in the business success so

will want to offer support, advice or direction you may not have previously

considered.

Work out how much of your income is based on funding along with any other

funding you may be entitled to through your Local Authority or wider

community schemes. Think about how will you compete for three year funding

against schools, could you link up with them for joint funding? What can you

offer? Completing the competitor analysis will help with this.

https://www.thekeyleadership.co.uk/
https://www.thekeyleadership.co.uk/Sys/PublicProfile/SendEmail/54359012


Financial Efficiency

Payroll
Staff considerations are the most difficult thing to

manage, both from a legal and a moral standpoint. Staff

costs account for 65% or more in many Early Years

businesses as they are, of course, our most valuable

resource. You should never take action on staffing issues 

Marketing

Being creative is essential in times of crisis to sustain your business. Consider

how you can diversify, adapt and be flexible with your services to meet the

service demands of a large chunk of the market. Can you change your opening

hours? Can you offer flexible services? What other services can you offer at

this time? How can you market differently or which areas of your current

marketing plan can you ramp up and which ones will you let go for a while?   

Offering for people to take unpaid leave if they'd like to

Not using relief staff

Splitting shifts

Reducing hours

Lay Offs - short term or long term

without consulting a HR professional first to protect both yourself and them.

During the current pandemic the Government have issued financial support to

help manage staff costs, however, these have been compromised with the

issue of accessing funding. Our news section is regularly updated to ensure

you are kept up to date with whats happening in the sector. 

In other times of crisis you must weigh up the impact of trying to save on staff

costs vs the maintenance of quality and staff retention when the crisis is over.

If staff feel uneasy about their job security they may start looking elsewhere.

Being efficient with staff is recommended as a matter of habit, not just in

times of crisis. Some identified ways of saving on staff costs may include;

Times may be tough but this doesn't mean you should put

marketing - both internal to existing customers and

external to new customers - on the back burner. Think

outside the box, how you can continue to market your

business in a low cost or free way? How will you be the

provider of choice when this crisis is  over.

https://www.thekeyleadership.co.uk/news


Business Services1.

 

Compare the services of your competitors with the services

you offer. Are they offering differentiated curriculums,  what

are their opening hours, what meals do they provide, what are

their rates, how do they meet the needs of the community? 

Comparing your services with theirs will give an insight into

why a parent might chose one over another.   

     2. Marketing

What marketing strategies are being used by your competitors?

What types of media are they using and how successful are they?

Are they using more traditional methods of posters, leaflet

drops, newspaper ads or are they using social/electronic

methods, emails and advertising?  Compare their website with

yours, what are they doing well that you could emulate? Can you

counter any special offers? What new techniques are they using,

could you identify any ways that you can improve your

marketing? 

 Know Your Competition

It is essential in business to know your competition. By understanding the

strengths and weaknesses of other settings nearby, you will be able to

ensure that your setting is unique and stands apart from you competitors. 

 So what do you need to know?   



3. Customer profiling

 Consider the customer profile of your competitors, are they

similar to yours or do you attract a different client base? Do

you know what your own customer profile is? What is their

income level, education, job role etc. Are your competitors

in the same market for parents as you are? What are your

customer satisfaction and retention rates  in comparison to

your competitors? What is your customer feedback telling

you about the competitors?    

  5. Business profiling

 

The business profile looks at the longevity of the business

and history. Consider the ownership, size, history, staffing

and management of the setting. What Ofsted rating does it

have and whats its reputation in the community? Is it an

independent setting or part of a large chain?  Does it need

an update and could you gain competitive advantage in

terms of your newness and resources?

Download a competitor analysis spreadsheet here 

4. Your setting

 

Consider how your competitor facilities compare to yours.

How accessible is the setting, is there off road parking, a

large outdoor play space, how easy is the setting to get to in

rush hour? How are the facilities giving you or the

competitor an edge?  Is the location preferable, are there

lots of green spaces and places to explore? Is it close to local

employers, making it easier to gain employer links?   

 

   

https://www.thekeyleadership.co.uk/members-bundles
https://www.thekeyleadership.co.uk/members-bundles


Your number one priority! 

Above all else, there is one

overriding priority for all leaders

in the sector - taking care of

yourself. 

We often use the phrase 'you can't

pour from an empty cup' and it is

so true. Your setting needs you

healthy and enthusiastic, not

exhausted and disengaged.  

Take a daily walk. During your working day, find 15 minutes to get out

into the fresh air and take a walk. 

 Surround yourself with positive people who will support your journey

Spring clean your workspace. Get rid of the clutter, mess and paper

and give yourself a clear, clean space to work

 Rest. Keep a note book by your bed and each evening write down

everything that you have swimming around in your mind, telling

yourself that you can let it all go until tomorrow

Relax. Find time in your week to do whatever makes you feel good.

Whether that be a soak in the bath, an exercise class, reading a book

or binge watching a series - DO IT! 

When on a flight, you will always hear the flight attendant stating that in

an emergency you should put your own mask on first. The same applies

for leadership. In order to be a great leader of others, you have to first

take care of yourself.  Lets finish this toolkit with some ideas of how you

can look after you: 

 

1.

2.

3.

4.

5.

 

We hope you have found this toolkit useful. We love hearing your

feedback, so do let us know how you get on! Remember, you got this and

we got you!


