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New Zealand went into level 3 Alert in response to COVID-19 pandemic 
on the 23rd March 2020. Two days later we entered level 4, the highest 
level of lockdown, for the month of April returning to level 3 at 11.59pm
on Monday April 27th. As I write this we are into  ‘level 2’ and beginning 
to open up our economy beyond essential services once again. This is in 
no small way due to the national leadership shown in combatting the 
spread of the virus head on in Aotearoa. It has positioned us for 
recovery, perhaps quicker than others. 

But we also know that it will be a team of 5 million that will bring us back 
to some sense of normality. We are now confronted by a deep global, 
national, and local recession, the likes of which is almost unprecedented. 
The global market economy will present real challenges to our exports 
and imports and the domestic economy will not be running at full steam 
for a while either. It will be a slow persistent climb out of this recession 
and the costs will be felt for some time, perhaps even decades. 

I also know that many of you, our economic development professionals, 
have felt like you have been on the frontline too dealing with profound 
economic and social effects in your own communities. To you I say thank 
you. I am extremely heartened by this and your determination to do right 
by your community. This guide is a gift to you from EDNZ. I hope it will 
give you some certainty in times of uncertainty and provides tips, leads 
and information that will assist you in not only responding to this crisis 
but in recovering, rebounding and reimagining a more resilient future.

Kia kaha. 

Kia kaha New Zealand!

Pam Ford
Chair of Economic 
Development New 
Zealand
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A Guide to Local and 
Regional Economic 
Recovery

This guide has been developed to assist 
economic development professionals to 
successfully lead their region.1 through 
the COVID-19 crisis. The guide will have 
immediate use for all those involved in 
economic development, regardless of 
where on the journey from initial response 
to reimagination they are. The COVID-19 
pandemic and associated economic crisis 
has been described as a 1 in 100-year 
event, however it would be foolish to think 
that other economic crises will not happen 
for the next century.

While this event is at the upper end of 
scale and impact, a quick look at New 
Zealand’s history shows that economic 
crises are regular events. From 2002, on 
top of major international economic crises, 
there have been 71 local, regional and 
national Civil Defence states of 
emergency declared in New Zealand with 
associated economic and social impacts 
for the communities affected. 

Crises can be caused by natural events 
(including earthquakes, floods, tsunami 
and volcanic eruptions) or their origin can 
be in the financial and economic systems 
themselves- as was the case with the 
Great Depression, the dot-com crisis and 
the Global Financial Crisis (GFC). 

Crises can be local, affecting a single 
community or region (for example the 
West Coast floods 2019, Rena oil spill 
2010), regional or greater (for example the 
Canterbury and Kaikōura earthquakes, 
Manawatū Whanganui floods 2004-05) or 
national- such as the COVID-19 epidemic. 
Local and regional crises can have effects 
which affect the entire country’s economy, 
as was the case with the Canterbury and 
Kaikōura earthquakes.

LEADING ECONOMIC 
DEVELOPMENT DURING A CRISIS
To respond we must quickly get to grips 
with the nature and likely impacts of a 
crisis, make decisions with imperfect 
information and amidst uncertainty. 
Therefore, problem definition, information, 
experience, knowledge, and expertise are 
critical in leadership, strategy, and 
response systems. 

COVID-19
The COVID-19 crisis has been described 
by health experts as novel (new), variant 
(varies in strains, where, why and who it 
affects) and complex (the nature and 
cause of the virus is multifactorial and 

not completely understood). The 
economic challenges are also new, 
variable, complex, and changing over 
time. We can expect some, or all, of these 
features in all crises and must be flexible 
and agile enough to respond.

IDENTIFYING PATTERNS, MAKING 
DECISIONS
As crises progress, patterns emerge. 
Patterns are helpful when operating with 
limited information. For example, 
emerging patterns with COVID-19 indicate 
that the elderly (unlike influenza which is 
more evenly spread across generations), 
frail, and people with co-morbidity factors 
like obesity, heart disease and respiratory 
illnesses are disproportionately affected. 
We also know that transmission is 
accelerated indoors and through 
proximity. There are also emerging 
patterns, for example, those that lack 
vitamin D may also be more susceptible. 
These pattens shed new light on what we 
are dealing with and how we should 
respond. 

Patterns emerging in an economic sense 
are also new, variable, and complex. For 
example, regions and sectors are affected

Introduction and scene setting
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1. In this guide we us the word “region” to 
refer to districts, rohe and regions.

https://www.civildefence.govt.nz/resources/previous-emergencies/declared-states-of-emergency/


CAPACITY AND CAPABILITY
In responding to an economic shock, there 
is also a need to recognise the challenges 
that a crisis creates in terms of the ability 
of local businesses, communities and 
economic development professionals to 
respond to both the impacts of the event 
and the actions needed in response to the 
event. 

This might best be thought of in terms of 
capacity and capability. In most local 
areas and regions, territorial authorities, 
and economic development agencies, 
where they exist, are already stretched in 
terms of their staff numbers, capacity and 
resources. While the economy is 
recognised as one of the four local 
government wellbeings, alongside social, 
environmental, and cultural matters, 
economic development is still often seen 
as discretionary. 

Consequently, when a shock occurs most 
economic development professionals will 
have to respond by re-prioritising or 
delaying other activities. Similarly, local 
businesses and communities will also 
have to respond to the impacts of a crisis 
while also trying to maintain day to day 
operations. Small businesses, in 
particular, will face significant challenges

have a scenario for the economy that is 
easily portrayed to stakeholders or fail to 
implement programmes and projects that 
align with that scenario. Local players 
have a deep understanding of the 
constraints and opportunities in their 
regions and strategy sessions during a 
crisis may seem counterproductive. 
However, actions need to be strategic, 
otherwise we risk having wasted efforts 
and duplication.

Pulling together a crisis response strategy 
that includes new or adjusted scenarios 
may require adjustments in policy among 
key stakeholders. Some policy flexibility in 
times of crisis is necessary to avoid 
unwanted delays. It may also mean being 
able to unlock opportunities. Feedback 
into policy, and the implementation of 
policies, are primary concerns when there 
is the need to be responsive, adaptive, 
and flexible. It requires some discretion to 
adjust to changing market conditions. This 
requires good governance and may mean 
feedback to national policy makers 
alongside adjustments to local policies. 
Leadership, therefore, should be 
constructed in a way that can address 
policy and regulatory concerns at all levels 
in a timely fashion to enable response, 
recovery, reimagination and resilience.

differently. SMEs and certain sectors like 
tourism, events and hospitality are 
disproportionately affected while others 
are put under pressure in food supply and 
health response. Supply chains and 
international trade are affected, and 
central banks are using quantitative 
easing and monetary policy to boost 
demand around the world and amongst 
our trading partners. For example, central 
bank lending rates among many of our 
trading partners are close to zero or even 
negative which influences our exchange 
rate and competitiveness. The Treasury 
and the Reserve Bank have observed 
these and other trends to provide 
scenarios for NZ in line with Government’s 
lockdown levels. Lockdown levels will also 
have profound effects as will the current 
drought conditions we are experiencing 
across New Zealand.

POLICY FLEXIBILITY
Regional and local economic development 
entails tailoring national and local policies 
to regional needs and opportunities. EDAs 
have a strong action orientation, with a 
preference to bring projects to life and 
deliver meaningful programmes and 
interventions for their region and 
communities. They fail when they do not

in trying to understand and respond to a 
shock.

In addition, there is also a need to 
consider the issue of capability. Shocks by 
their nature are unexpected and can come 
in many different forms, with little or now 
warning. Unsurprisingly, few 
organisations, communities or businesses 
will have the experience to respond to 
these events and may also struggle to 
implement the actions that might be 
necessary to respond and rebuild their 
economies or businesses. 

Government therefore has a key role to 
play in supporting territorial authorities, 
economic development professionals in 
responding to economic shocks and it is 
critical that strong partnerships are formed 
and maintained. Looking longer-term, this 
highlights the importance of all businesses 
and all region developing their own 
business continuity plans.

TE AO MĀORI 
Māori have been disproportionately 
affected by past epidemics and are at 
risks of similar adverse health and 
economic impacts in the wake of COVID-
19. Māori businesses have grown

Introduction and scene setting
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TAKING ACTION
Ultimately what people, businesses, iwi 
and communities are looking for is action 
to address the immediate impacts of a 
crisis, and to get things back on track 
afterwards. In addition, economic 
development professionals want to be 
able to better position their regions for the 
next economic shock or crisis, regardless 
of its origin, scale or impact.

Over the last two months, Government 
has taken a “go hard and go early” 
response attempting to eliminate the virus 
from New Zealand. Elimination will be 
hard not only to achieve but also maintain 
as other countries will still be dealing with 
the virus at various stages. Others, such 
as Sweden, have had less restrictive 
approaches, preferring to target vulnerable 
populations, reduce the opportunity for 
spread through banning large events and 
use high social capital to trust their 
citizenry to take distancing and sanitation 
precautions seriously in the hope that herd 
immunity will emerge. Still others are 
showing signs of re-emergence with 
dropping infection and fatality rates. 
Vaccines will be developed, but it is still 
unclear when they will be available and 
how effective they will be. 

Plan. While health focused, the goals of 
the plan can be adapted and applied to 
regional economic response and recovery 
programmes:

• Mana whakahaere
Ensuring Te Tiriti and Māori economic 
responsibilities are met in the exercise 
of kaitiakitanga and stewardship over 
regional COVID-19 responses

• Mana motuhake
Enabling the right for Māori to be Māori 
(Māori self-determination), to exercise 
their authority over their lives, and to 
live on Māori terms and according to 
Māori philosophies, values and 
practices, including tikanga Māori. 

• Mana tangata
Achieving equity in economic outcomes 
for Māori across the life course and 
contributing to Māori prosperity and 
wellbeing. 

• Mana Māori
Enabling ritenga Māori (Māori 
customary rituals), which are framed by 
te ao Māori (the Māori world), enacted 
through tikanga Māori (Māori 
philosophy and customary practices) 
and encapsulated within mātauranga 
Māori (Māori knowledge).

significantly over the past decade and are 
a major contributor to many of New 
Zealand’s local economies. In some 
regions, the COVID-19 lockdown will 
particularly affect Māori businesses (for 
example tourism), while in other regions 
and sectors the Māori economy will be 
more resilient.  While recovery from 
COVID-19 will be a nation-wide effort, 
actions will take place at the scale of local 
business clusters and communities, 
including Maori. 

To ensure Maori businesses, iwi and hapū 
recovery strongly and with resilience, a 
whanau and Māori business-centric 
approach which acknowledges and 
integrates tikanga Māori will be essential. 
Economic development professionals will 
need to strengthen existing relationships 
with iwi, hapū, post treaty settlement 
entities and Māori businesses, so that 
these entities are supported to weather 
the shock and re-emerge more strongly. 
Economic development professionals 
should also partner with Māori and Māori 
business leaders as they develop a 
broader, longer-term and resilience-based 
view of economic wellbeing.

The Ministry of Health has released an 
initial COVID-19 Māori Response Action

Kia kaha economic 
development 
professionals,
you are essential. 

All of these and other factors guide our 
responses, nationally and locally. 
Alongside our national response we must 
address the crisis by region, by sector, by 
community with bespoke regional 
responses. Current analysis indicates that 
the path out of a global recession will be 
slow and we must find ways to support our 
economy to ride out a global recession, 
recover and rebound. New Zealand is well 
placed to recover but international trading 
conditions will remain challenging, at least 
in the short term, and we cannot rely on 
our domestic economy for continued 
prosperity. Getting the economy going 
again domestically and internationally is 
imperative for New Zealand’s prosperity 
and wellbeing. 

Introduction and scene setting
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HOW THIS GUIDE WORKS
This document is a guide, not a blueprint. 
Every region is different and distinctive. 
Even in a national economic crisis, local 
and regional effects will vary depending 
on the composition of the local economy 
(sectors, connectivity, levels of 
employment and wellbeing before the 
event), the leadership and coordination 
structures present and the extent to which 
prior planning has taken place. Our guide 
presents a model for responding, recovery 
and becoming more resilient during 
COVID-19 and it serves as guide for being 
better prepared for the next inevitable 
economic crisis. 

Like any model, the process described is 
idealised and will need to be adjusted to 
suit each situation and location. Further, 
we have developed this guide during the 
COVID-19 crisis, so many of the early 
steps in the model will already have 
passed for many professionals. Lastly, the 
model describes a linear process in which 
each step follows the other. In reality, and 
especially as a real-world crisis unfolds, 
such an approach will probably be too 
slow. Several steps may be able to be 
commissioned at once, and there may 
even be times when economic 
professionals will need to go back a few 
steps in order to revise actions and reset.

Introduction and scene setting
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Based on international best practice 
learnings, the guide follows a ten-step 
model to assist economic development 
professionals as they manage their 
response to COVID-19, and when 
planning for future economic crises. The 
model has a three-stage backbone, with 
specific steps set out along the way. The 
three main stages of the model are shown 
in Figure 1 below.

Stage 3: Action/Mahinga
Stage 3: Action s where economic development 
leadership groups, working with stakeholders and 
partners, do things to respond and recover from the crisis 
and then reimagine the future direction of economic 
wellbeing in their region. In this section we have organised 
actions in two ways:

A. Three-time based horizons
B. Drivers

Stage 2: Strategy describes the process by which 
regions make sure they have a clear vision and plan for 
their economy and how that needs to be quickly reviewed, 
and maybe adjusted, when an unexpected economic 
crisis occurs. It also describes how scenario analysis, 
monitoring and evaluation play a key role in making sure 
that any actions are well informed, and their impacts are 
properly measured and reviewed. 

Stage 2: Strategy/Rautaki

Stage 1: Leadership/Aratakinga

Stage 1: Leadership describes the structures and 
processes which each region should consider putting in 
place to lead its response to the economic crisis. We 
present a recommended structure for leading economic 
response and recovery, while allowing for bespoke 
leadership models in different locations. 

A.  Three-time based horizons
Three-time based horizons based on the 
McKinsey’s Three Horizons of Growth 
Model:

Horizon 1. Short term response actions. 
These actions occur as soon as the crisis 
emerges and may last for the first 2-8 
weeks, or until the rate of change in key 
indicators have reduced to a stable level.

Horizon 2. Medium- term recovery 
actions. Recovery commences once the 
initial critical stage has passed, and once 
business as usual economic, financial and 
social systems are ready to be brought 
back online. The length of the recovery 
phase depends on the crisis, but it may be 
from week 8 and last for 12-24 months. 
Recovery planning should start as soon as 
the crisis commences.

Horizon 3. Medium- to long-term 
resilience and reimagination actions start 
once recovery is underway and there is 
sufficient stability to develop plans to 
ensure that the region is more resilient to 
the next shock, and also to take the 
opportunity to reimagine an improved 
economy.

The model: three stages
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Figure 1. The model in three main  
stages

https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/enduring-ideas-the-three-horizons-of-growth


B.  Drivers
Drivers describe the key factors that a 
local or regional economy are based on. 
These will be familiar to most economic 
development professionals and often form 
the basis of economic development 
strategies. We have summarised these to 
the following key drivers which are 
relevant when responding to COVID-19 
and other future economic crises:

Drivers

1 Improving business performance 
and resilience.

2 Supporting priority sectors.

3 Developing skills and reducing 
unemployment.

4 Investing in infrastructure to 
support recovery.

5 Enhancing wellbeing and quality 
of life.

6 Destination promotion and 
branding.

As with other elements of the guide, 
economic development professionals 
should exercise judgement as to whether 
these are the right drivers for their region. 
If others are relevant or more derived 
drivers need to be identified, that should 
be done. In any case, a good level of 
alignment with existing strategies and 
action plans can be maintained while 
pivoting to crisis response.

3 STAGES – 10 STEPS
The 10-step process, following the three 
stages of leadership strategy and action is 
shown in Figure 2.

The guide takes the reader through each of 
these stages, describing for each:

• What it means

• What the objective is

• Why it is important

• Key elements to be considered

Each section also contains tips, examples, 
and links to additional resources.

The model
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Figure 2. Ten step economic 
recovery model



economic development professionals to 
consider.

At the same time, greater attention is 
being paid to how issues are defined, 
solutions are developed, and decisions 
are made. The Collective Impact model 
pioneered by Karnier and Kramer is 
becoming a preferred model for 
addressing complex issues and is 
consistent with a desire for greater 
localism and subsidiarity in decision 
making in economic development. New 
models of economic growth are also 
gaining momentum, including “cradle to 
cradle” circular economies and Kate 
Raworth’s doughnut economics. 

In this guide:

• Resilience refers to the ability of a 
local or regional economy to withstand 
and recover from economic shocks.

• Reimagination refers to the collective 
effort of economic development 
stakeholders to re-frame their 
economic strategy in light of changing 
dynamics.

Recently a team led by Rebecca Mills 
released Build Back Better: A Non-
Partisan COVID-19 Recovery Framework

from Recovery to Resilience. It sets out 
seven principles for the recovery and 
resilience process:

RESILIENCE AND REIMAGINATION 
– RECOVERING BETTER 

- Hon. Grant Robertson 
Speech 7 May 2020

Even before the COVID-19 pandemic, 
regions, cities and nations were grappling 
with a range of challenges and new ways 
of thinking about economic development.  
A wider focus on wellbeing beyond GDP is 
encouraging everybody to reconsider their 
definitions of economic prosperity. The UN 
Sustainable Development Goals, our own 
government’s living standards framework 
and a global focus on climate change, 
inequality and inclusive growth are among 
many new considerations for 

In the midst of the crisis and our 
desire to return to a sense of normality, we 
should all acknowledge that things weren’t 
perfect before COVID-19 hit us.  There are 
few times in life when the clock is reset. It 
is a privilege many countries won’t have. 
It’s not one we should squander. As 
someone said to me the other day, if your 
house were to burn down, you probably 
wouldn’t build it back exactly the same, 
would you?”

“ Principles Description

1. Generate 
holistic wealth

In a competitive global economy, New Zealand must of course 
continue to support wealth generation in the traditional sense 
and strive for higher productivity. Yet, we now need to broaden 
our understanding of what constitutes ‘wealth’. Wealth can be 
defined in terms of the wellbeing of the whole, achieved 
through the optimisation and preservation of multiple kinds of 
wealth or capital, including natural, cultural, social as well as 
financial capital. We need to preserve capital in all its forms in 
order to re-emerge as strongly and quickly as possible.

2. Increase 
preparedness 
and future 
resilience

Our recovery should help future-proof our society, decrease 
systemic risks and increase resilience to future crises. We can 
use this opportunity to build our ability to respond to future 
shocks and crises, not just in physical infrastructure but also 
our systems, data, institutions, strengthening social cohesion 
and natural capital protection and restoration.

3. Accelerate 
existing goals

There is a need to consider how decisions today can help us 
reach our existing goals and commitments faster. Our 
investments need to be optimised for their ability to solve both 
existing priority problems such rates of family violence, lack of 
social housing and also their contribution to climate. All of these 
challenges fall under the Sustainable Development Goals, the 
Living Standards Framework and are measured through 
Aotearoa Indicators

The model
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https://ssir.org/articles/entry/collective_impact
https://www.theleverroom.com/news/buildbackbetter
https://www.theleverroom.com/news/buildbackbetter
https://www.beehive.govt.nz/speech/responding-recovering-and-rebuilding


ADDITIONAL RESOURCES
• Restore your Economy Organisation: Disaster Preparedness for Economic Preparedness

• International Economic Development Council: Community Toolkit for Economic Recovery 
and Resiliency (Canada) 

• McKinsey: Winning the local COVID-19 war

• The Economist: How to prevent a COVID-19 slump and protect recovery

• BCG Henderson Institute: COVID-19 reaction, rebound, recession, reimagination  

• Improvement and Development Agency (I&DEA) Toolkit: Driving Economic Prosperity. 
Benchmark and Diagnostic for Local Authorities

• Richard Florida and Steve Pedigo: A Ten Point Recovery Plan

• United Nations: Sustainable Development Goals

• New Zealand Living Standards Framework

• Karnier and Kramer: Collective Impact

• Kate Raworth: Doughnut Economics

• Cradle to Cradle design thinking

• Circular economies

The model

Principles Description

4. Invest in 
tomorrow

Our decisions must consider how they will prepare people and 
business leaders for the jobs, companies and technologies of 
tomorrow, ultimately growing holistic wealth. Investment (short 
term financial support, investment for growth, or investment to 
retrain and educate) should be focused on those industries and 
sectors which, given our current knowledge of future trends and 
risks, are likely to be both essential and beneficial for New 
Zealand.

5. Build 
Collective 
Impact

Moving from recovery to resilience will require the whole of 
society to take a systems approach to leadership and collective 
impact. This means government, business, Māori, the community 
and philanthropic sectors working together in partnership to help 
solve system-level challenges, on a collaborative basis.

6. Measure 
impact, 
beyond 
financials 
alone

Today there is a shift from measuring success in terms of purely 
financial outcomes alone, to include non-financial measures of 
impact. When making investment choices we should assess both 
measured positive and potential negative impacts (unintended 
consequences) of our decision making.

7. Act with 
ethic of care, 
as kaitiaki

The crisis has shown an upsurge of community support for the 
ethic of care/ kaitiaki. This is positive and we need to incorporate 
these values into our decisions more strongly. Care is also at the 
heart of the Māori values system, which calls for humans to be 
kaitiaki, caretakers of the mauri, the life-force, in each other and 
in nature. This means any recovery plan is developed in 
partnership and consistent with the principles of Te Tiriti o 
Waitangi.
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https://restoreyoureconomy.org/index.php?src=gendocs&ref=333&category=Main
http://www.iedconline.org/clientuploads/Downloads/Community_ToolKit.pdf
https://www.mckinsey.com/industries/healthcare-systems-and-services/our-insights/winning-the-local-covid-19-war
https://www.economist.com/leaders/2020/03/19/how-to-prevent-a-covid-19-slump-and-protect-the-recovery
https://www.bcg.com/publications/2020/covid-19-reaction-rebound-recession-reimagination.aspx
http://www.idea.gov.uk/
https://restoreyoureconomy.org/index.php?src=blog&srctype=detail&blogid=350
https://www.un.org/sustainabledevelopment/sustainable-development-goals/
https://treasury.govt.nz/information-and-services/nz-economy/higher-living-standards/our-living-standards-framework
https://ssir.org/articles/entry/collective_impact
https://www.kateraworth.com/doughnut/
https://www.c2ccertified.org/
https://www.mfe.govt.nz/waste/circular-economy


as Civil Defence, local government, 
business and Iwi Māori organisations.

An ECLT needs to make sure that its 
membership and terms of reference take a 
wide view on the response and recovery 
effort, while not impinging on the roles of 
other response and recovery leadership 
groups. It is also critical that the ECLT
operates as an ecosystem, recognising 
that in the face of a crisis or economic 
shock, there will be a need for 
responsiveness and agility from all 
partners and that different types of 
leadership will be required at different 
stages of the response. This means that 
the ECLT must focus on embedding the 
right culture, interactions, relationships, 
and processes to enable a collective and 
effective leadership response at each 
stage of the economic shock.

WHY IS IT IMPORTANT?
While the health impacts of COVID-19 are 
profound, its effects on economic 
development are also likely to be 
significant.  Consistent with the concept of 
subsidiarity, leadership needs to be 
designed and operated at the lowest level 
practicable aligned to a sensible economic 
geography, recognising that different tools 
and levers can be employed at different 
levels. 

A joined-up approach that integrates 
vertically (up and down levels of 
government) and horizontally (across 
regional economies, communities and 
institutions) is important. An effective 
ECLT will work with the national response 
organisations, as well as related regional 
entities.

Good economic crisis leadership: 

• Enables a collective impact approach 
through trust, collaboration and rapid 
consensus.

• Rapidly brings together the best 
possible information and insights.

• Marshals resources and allocates them 
to where they are most needed.

• Ensures decisions made are consistent 
with the overarching direction and plan.

• Gives people, businesses and 
communities confidence.

• Provides opportunities for stakeholders 
and communities to support the 
recovery effort.

• Communicates widely, honestly and 
clearly.

KEY ELEMENTS

A. Leadership team
The objective of an ECLT is to provide the 
structure and mechanisms necessary to 
organise and coordinate resources, 
prioritise, and provide a communication 
conduit to government, business and the 
wider community.

The team’s role should include reviewing 
the community’s existing emergency 
response plans to evaluate how the 
business community and local/regional 
economies will be impacted by the event 
and the decisions made in response to it. 

Stage 1: Leadership

WHAT DOES THIS MEAN?

Having an economic crisis leadership 
team (ECLT) in place is a critical first step 
to successfully responding to, and 
recovering from, COVID-19 and any major 
adverse economic event. Ideally an ECLT
should be in place before an emergency 
takes place, but if not, the group needs to 
be convened quickly so that it can assist 
recovery efforts. It should be aligned with 
other key agencies and institutions such

WHAT IS THE OBJECTIVE?

Step 1 puts in place the decision-
making and operational mechanisms 
that respond, recover, rebound, and 
improve resilience in the economy.

Step 1: Convene an Economic Crisis Leadership Team
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Key attributes:
• Integrity 
• Authenticity 
• Ability to influence 
• Personal strength and commitment 
• Vision and passion 
• Communication skills 
• Emotional intelligence 
• Intellect 
• Experience
• Decisiveness
• Courage

C. Operational Team
An operational team needs to be focused 
on delivery, combining and coalescing 
resources to gain collective impact, and 
managing a portfolio of projects. They 
need to be connected and supportive of all 
projects in the portfolio, providing regular 
updates and advice to the leadership 
team. 

Key attributes:
• A programme director who reports to 

the ECLT on behalf of operations team.

• Local and regional government 
executives/project leads.

• EDA, Chamber of Commerce and/or 
main street/business organisation 
executives.

• Local iwi and Māori businesses

• Key central government officials.

• Business leaders able to bring 
networks, capacity, and capability.

• Portfolio and project management 
expertise.

New or existing body
Where there is a well-defined peak 
organisation (for example regional EDA), 
these are best positioned to convene an 
ECLT. Membership may be broader than 
the board of an EDA, depending on the 
skills and input needed. When there are 
multiple organisations in place entities 
need to work together to agree on 
members of an ECLT. 
If no economic agencies exist, an elected 
or acknowledged community leader may 
be in the best mandated position to call 
stakeholders together. For example, a 
Mayor, Iwi Chair, Regional Council Chair 
and/or chair of a local Chamber of 
Commerce.

Key attributes:
• Multi-level with members vertically 

from across all levels of governance.
• Multi-actor to bring resources, 

experience, networks and intelligence 
to the table.

• Fit-for-purpose so that that the group 
understands of the place and the 
economy.

• Networked to gather and disperse 
timely and accurate intelligence.

• Cohesive using rapid decision-making 
techniques to engender confidence, for 
example, RapidConsensus™.  

• Responsive to new events and 
information.

• Proactive seeking new information, 
resources, capacity and capability.

• Communicative to enable timely and 
accurate dissemination.

• Adaptive to change course and adapt 
to new challenges and opportunities.

B. Chairperson
The chairperson(s) in a crisis is crucial in 
setting the purpose, process and tone of 
the team. 

Step 1: Convene an Economic Crisis Leadership Team

Avoid duplication: build on 
existing leadership structures 
where they exist.

Build around a group with the 
broadest economic 
development remit.

Establish your terms of 
reference early, and share the 
terms with others.

Invite a mix of strategic 
representatives from both the 
private, public, iwi and third 
sectors.

Engage business leaders, 
especially those with resources 
for response and recovery.

Work with emergency 
management personnel.

Remain adaptive, agile, flexible 
and responsive.

1

2

3

4

5

6

7

Step 1: Top tips

Stage 1: Leadership
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EXAMPLES
• Hamilton City Council: Lockdown plan

• Queenstown District Lakes Council: COVID-19 business support and advice

• Bay of Plenty Regional Council: Regional Council works with Local Council for strong 
economic recovery

• Nelson Tasman Regional Council: Project Kōkiri

• Manawatū-Whanganui Regional Council: Social and economic recovery support 
taskforce

ADDITIONAL RESOURCES
• Lessons from the Canterbury earthquakes

• Canterbury Earthquake Leadership

• IEDC Leadership in a crisis

Step 1: Convene an Economic Crisis Leadership Team

Stage 1: Leadership

event, its expected impacts and what sorts 
of recovery scenarios are required.

WHAT DOES THIS MEAN?

No economic agency or ECLT has the 
resources or the mandate to fully lead the 
recovery from COVID-19 or any similar 
major disruption. ECLTs need to leverage 
existing emergency management 
structures to reduce duplication and 
expedite the delivery of programmes, 
projects, services and support. ECLTs 
also need to make sure that they have 
access to good data on the nature of the

Step 2: Partner with Emergency Management Institutions 

WHAT IS THE OBJECTIVE?

Step 2 partners and collaborates with 
local/regional emergency 
management organisations to ensure 
that a coordinated and collective 
impact approach is taken.

WHY IS IT IMPORTANT?

New Zealand has a well-established civil 
defence and emergency management 
framework which is a key function of the 
national security system. New Zealand’s 
emergency management system relies on 
the concept of hazard-specific lead 
agencies, emergency services, and civil 
defence emergency management (CDEM) 
agencies that work from an all hazards, 
all-risks perspective. 

Civil Defence Emergency Management 
Groups (CDEM Groups) are a core 
component of emergency response and 
recovery.  A CDEM Group is a consortium 
of the local authorities in a
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delegates) under the Local Government 
Act 2002. 

Response and recovery
Depending on the nature of the incident, 
national and local CDEM groups are likely 
to manage the immediate response 
phase, especially in terms of human 
health and safety. ECLTs should check 
with the local CDEM Group managers to 
ensure that any economic response 
actions which they undertake are aligned 
with those of their local CDEM groups and 
that any actions will not compromise 
immediate response activities. 

ECLTs should agree with CDEM groups 
how the recovery phase will operate and 
how economic agencies and any 
leadership groups they 
lead/coordinate/contribute to economic 
recovery. All economic recovery actions 
should be fully coordinated with those of 
the CDEM group, especially if a state of 
emergency has been declared.

Recovery management structures
You should check with your local/regional 
CDEM Group to ascertain what recovery

structures they have in place and how 
economic development agencies and 
leadership groups can liaise and 
coordinate with these. While there will be 
local variation, the following recovery 
management positions are typically 
present:

a) Local Recovery Managers – who will 
coordinate recovery activities with a 
local authority area and will manage 
Local Recovery Offices. The Local 
Recovery Manager primarily liaises 
with:

• communities affected by the 
emergency;

• the group and/or national recovery 
managers; and

• local sector groups.

b) Group Recovery Managers – who 
provide leadership to the regional 
CDEM group on pre-event recovery 
planning, assistance and advice to 
Local Recovery Managers, and to 
coordinate recovery activities across 
the group as required. The Group 
Recovery Manager liaises primarily 
with the Local Recovery Managers, 
The National Recovery Manager and 
the Recovery Management Team.

region, working in partnership with 
emergency services, to undertake CDEM
functions within their region. Their 
functions include:

• Identify and understand local hazards 
and risks and implement cost effective 
risk reduction measures.

• Provide, or arrange to provide, suitably 
trained people and an appropriate 
organisational structure, to conduct 
effective CDEM.

• Provide, or arrange to provide, other 
resources necessary for effective 
CDEM.

• Undertake response and recovery 
activities.

• If possible, assist other groups 
implement CDEM when assistance is 
requested.

• Promote awareness of the Act and 
related legislation, and monitor and 
report on compliance.

• Prepare and implement a CDEM Group 
plan.

CDEM Groups are established as joint 
standing committees (of local authority 
mayors and chairpersons or their

Step 2: Partner with Emergency Management Institutions 

Stage 1: Leadership

c) National Emergency Management 
Agency (NEMA) – leads New Zealand 
in reducing risk, being ready for, 
responding to and recovering from 
emergencies and manages central 
government's response and recovery 
functions to civil defence 
emergencies. Feedback should be 
provided to NEMA on ECLT strategy 
and actions during crises so that they 
can incorporate these into best 
practice developments.

KEY ELEMENTS
1. ECLTs should engage with local 

CDEM Group and Recovery 
Managers before, or as soon as 
possible if a major event occurs. If 
you are unsure, find your local group 
here.

2. Work with the local CDEM Group to 
ascertain how economic response 
and recovery decisions and actions 
will work for different types of event 
scenarios.

3. Familiarise yourself with your local 
civil defence recovery plans.
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EXAMPLES
• Waikato Regional Council: Recovery 

Plan

• Civil Defence New Zealand: Regional 
Civil Defence Emergency Management 
Plan

ADDITIONAL RESOURCES
• New Zealand Government Official 

COVID-19 information website

• Civil Defence New Zealand

• NEMA: Recovery framework and 
guidance

• Civil Defence New Zealand: National 
disaster resilience strategy

• Civil Defence New Zealand: Recovery 
Template

• Civil Defence Groups

• Coordinated Incident Management 
Systems: (CIMS)

4. Undertake a rapid review of current 
emergency response plans to 
evaluate how the business community 
and local economy might be impacted 
by decisions laid out in existing plans 
(for example NZ Influenza Pandemic 
Plan).

5. Ensure that key economic 
development response and recovery 
leaders have a good working 
understanding of the Civil Defence 
Emergency Management Act 2002, 
the National Disaster Resilience 
Strategy (2019) and the National Civil 
Defence Emergency Management 
Plan 2015 and the role and 
responsibilities they may have. 

6. With your CDEM Group, develop 
response and recovery structure that 
integrates with local and national 
emergency management and civil 
defence structures.

7. Clarify and confirm where decision-
making authority and delegations 
reside. This is especially important as 
CDEM controllers and managers have 
statutory powers which cannot be 
delegated.

8. Provide feedback to NEMA for 
ongoing policy development.

Step 2: Partner with Emergency Management Institutions 

Stage 1: Leadership

Be ready – work with your economic leadership network 

Keep it simple – keep decision making as lean and simple as possible

Every emergency event has an economic impact – prepare in advance. 

Understand and recognise the role of CDEM structures and groups in 
your area. 

Work with your local CDEM group to undertake at least one annual 
simulation to ensure that all key economic development stakeholders are 
aware of their roles and responsibilities during an event

Both during and after an event, undertake debriefs to agree what 
worked, what didn’t and how the structure for economic response and 
recovery can be continuously improved.

1

2

3

4

5

6

Step 2: Top tips
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For businesses and economic 
development, this may translate into a 
loss of confidence, which can see 
business activity reduce, causing greater 
economic impacts as spending, 
investment and employment shrinks. This 
combination of factors can amplify the 
initial impacts of an event, creating the 
conditions for a recession or worse.

In this section we are focusing on 
communications associated with the 
economic development effects associated 
with an event, although there is also much 
to learn from how key leaders in New 
Zealand and worldwide have 
communicated the health and other 
elements of the COVID-19 crisis.

WHY IS IT IMPORTANT?
Effective communications before, during 
and in the recovery phase from an event 
are vital. At different stages, different 
types of information will be needed by 
different people, reflecting the actions 
required of different stakeholders and the 
speed with which things are changing.

Normal communication channels may still 
suffice, but the emphasis, frequency and 
style of these may need to adapt to the 
new circumstances. Some information 
needs to be real time and immediate 
(announcements, updated data), while 
others can be “heat and eat”- for example 
webinars and podcasts. In a rapidly 
evolving crisis, communication frequency 
may need to increase, and leaders will 
need to choose communication channels 
which are able to handle fast turnarounds. 
The fourth estate is essential in a crisis.

Effective communications during an 
economic event/crisis need to be:

• Consistent and reliable – providing 
the information needed for as long as it 
is needed.

• Timely, accurate and easily available 
– so that people can make business, 
employment, and investment decisions 
using information provided. 

• Through the right channels –
ensuring that information and advice is 
quickly available to people while it is 
current and of use. 

• Two-way – so that people can both 
consume information, seek further 
information, and provide feedback.

• Up front, honest and accurate – so 
key economic stakeholders have 
confidence that there is an organised 
approach to response and recovery and 
they can make informed decisions 

• Delivered through credible leader(s) 
who will stay the course – so that 
communities, businesses and 
stakeholders have trust in who is 
leading the local/regional economic 
response and recovery programme 
(see step 1 and step 2).

• Vertically and horizontally integrated 
– so the full leadership and 
communications system works as one 
and reaches up, down and across 
stakeholders. 

WHAT DOES THIS MEAN?

As an economic event unfolds, 
businesses, business leaders, 
households, iwi, hapū and communities 
are likely to experience uncertainty and 
confusion. The written and unwritten rules 
which govern the way we do things can 
suddenly seem out of date or event 
irrelevant, especially if the situation is 
evolving rapidly. 

WHAT IS THE OBJECTIVE?

Step 3 expedites the response, 
recovery, resilience and re-imagination 
phases of a major economic event 
though excellent two-way 
communication.

Step 3: Create a Communications Framework

Stage 1: Leadership
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a) Have a fast-track confirmation route 
through the chair when it is deemed 
urgent.

b) Provide a schedule to update key 
audiences on the economic 
development aspects of the event 
regularly.

c) Use existing communication 
channels to provide timely, relevant 
information on response and 
recovery efforts and sources of 
advice and support.

d) Segment your communications 
programme and channels to suit 
your audience sub-groups and their 
needs.

5. Use websites to connect between 
organisations, making it as easy as 
possible for businesses to access help 
and support.

KEY ELEMENTS
1. Agree with your local CDEM Group 

how general communications during 
the response and recovery phase will 
be managed, and where economic 
development communications will fit in 
with that.

2. Agree which entity/agency will 
coordinate ED communications and 
link to your economic recovery 
leadership group.

3. Appoint a local/regional economic 
development spokesperson for media 
liaison and statements and a 
communications advisor for enquiries 
to support your spokesperson.

a) Provide subject experts in support 
and as spokespersons when 
appropriate.

4. Know your audience needs- quickly 
check with your recovery leadership 
team before you roll out comms to 
confirm needs and constantly re-check 
during the response and recovery 
phase.

Step 3: Create a Communications Framework

Stage 1: Leadership

Calm the noise and clarify your message – what are you trying to say, 
who are you talking to?

Make sure people get to the information they need easily, for example, 
within 1-2 clicks (or equivalent).

Keep it fresh and update regularly.

Agree on the top 2-3 thematic areas which will be the core of your 
communications strategy and stick to them- for example small business 
survival, access to government services and support, assistance with 
employment matters. Constantly review themes as phases change or 
conditions change.

Use guest communication professionals/writers/bloggers/presenters to 
bring fresh ideas and practices to your communications, especially when 
conveying expert-based material.

Be honest and solution-focused by giving ED stakeholders access to the 
information they need when they need it.

1

2

3

4

5

6

Step 3: Top tips

6. Communicate widely where support 
and assistance is available- at 
national, regional and local levels.
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EXAMPLES
• New Zealand Civil Defence: Exercise Tangaroa Communications Plan

• Massey University: Emergency Communications Plan

ADDITIONAL RESOURCES
• Tech Accelerator: Emergency Communications Plan

• HubSpot: Crisis Communications Plan

• US Department of Homeland Security: Crisis Communication Plan

• US Centre of Disease Control (CDC): Emergency Communication Plans

• AllThingsAdmin.com: Tips for Emergency Plan

Step 3: Create a Communications Framework

Stage 1: Leadership
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actions required to meet these objectives. 
It may be that the desired longer-term 
outcomes remain unchanged, but the 
steps needed to reach these outcomes 
will be different, at least in the short term. 

In addition, in reviewing existing strategies 
there is also an opportunity to consider 
wider national and global trends that have 
emerged that will be important to local and 
regional responses such as climate 
change.

economic crisis or uncertainty it is 
important not to lose sight of longer-term 
objectives even if the pathway to 
achieving these is less certain, or if the 
nature of the crisis means that some of 
these objectives need to change. Some 
new outcomes and opportunities may 
also emerge as the crisis reveals 
weaknesses and threats previously 
unaccounted for. A review of a regional 
economic development strategy post 
crisis to incorporate learnings is also 
important.

In the absence of an agreed strategy 
there is a risk that responses to any 
economic shock lack coordination and 
consistency and may ultimately 
undermine progress towards longer-term 
outcomes. For economic development 
professionals the ability to maintain a 
focus on delivering wellbeing, inclusive 
growth, productivity and sustainability will 
be important and should be part of 
assessment criteria.

A helpful approach to balancing the focus 
on immediate and long-term outcomes is 
through the application of McKinsey’s 
Three Horizons of Growth Model. For 
economic development professionals, the 
model could be applied as follows:

Stage 2: Strategy

WHAT DOES THIS MEAN?
While most local areas and regions will 
have some form of economic development 
strategy and associated action plan, 
economic shocks can present us with a 
different context to the one in which 
strategies were developed. 

As part of the response to any shock it is 
appropriate to rapidly review existing 
strategies and plans and consider whether 
there is a need to reconsider vision, 
objectives and priorities, as well as the

WHAT IS THE OBJECTIVE?

Step 4 ensures that economic 
development professionals have an up 
to date or bespoke strategy to help 
guide actions taken during an 
economic crisis.

Step 4: Review of Economic Strategies, Plans and Global Trends

WHY IS IT IMPORTANT?
In the face of uncertainties created by an 
economic shock, having a clear strategic 
focus is of critical importance. A clear 
strategy, which should be focused on a 
defined set of agreed long-term outcomes 
for the local and regional economy, 
provides the framework for prioritisation 
and decision making. In a time of 

Horizon 1. Responding to the Crisis

What are the immediate (2-8 weeks) actions 
that are required to minimise the impacts 
and disruption to existing industries, 
businesses, workers and communities. 
These actions should focus on supporting 
established sectors and business and on 
leveraging existing local and regional 
strengths and assets

Horizon 2. Early stage recovery from the 
crisis

The actions required over a 12- to 24-month 
period that support the local and regional 
economy to rebuild and recover lost ground 
and momentum. These actions should focus 
on developing emerging opportunities 
across the local and regional economy that 
may require new or refocused investment.

Horizon 3. Resilience & reimagination

Looking further out, what are the actions 
that are needed to ensure that the local and 
regional economy if positioned to thrive and 
growth over the next 5 to 10 years. These 
actions will be shaped more about the 
transformational shifts required to deliver the 
future vision and can be informed and 
supported by scenario planning and 
foresight. 
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• Where uncertainties exist consider 
possible future scenarios for the local 
and regional economy and the common 
issues and areas of focus that persist 
across scenarios.

• Reconfirm or agree a new vision, 
objectives and priorities for developing 
the local and regional economy, which 
is shared by key partners and 
stakeholders.

• Prioritise the actions that will support 
the achievement of that future vision 
and ensure that there is a clear 
intervention logic which shows the 
linkages between the proposed actions 
and the anticipated outcomes.

• Consider how the Horizons of Growth 
model might help organise actions that 
support the immediate response to the 
shock, the recovery from the shock and 
the longer-term resilience of the local 
and regional economy.

• Identify roles, responsibilities and 
required resources to deliver the 
agreed actions, and agree a monitoring 
and reporting framework which 
provides a clear mechanism for 
measuring progress and accountability.

Prioritisation
A key dimension of reconsidering existing 
strategies and plans in response to an 
economic shock is the process of 
prioritisation. This is critical as there is a 
need to galvanise stakeholders and 
partners around immediate actions. One 
tool that can support prioritisation is 
shown in Figure 3, based on the principles 
of the Eisenhower Matrix which was 
created to help prioritise tasks by urgency 
and importance. 

KEY ELEMENTS
The process of reviewing existing 
strategies, plans and global trends in 
response to an economic shock is like any 
other strategy development process, with 
the added complexity of understanding 
and responding to immediate and longer-
term impacts of the shock, and needing to 
complete this review quickly . Economic 
development professionals need to rapidly 
review existing strategies and plans 
through a lens which seeks to:

• Understand the current performance of 
the local and regional economy, 
including identifiable strengths, 
weaknesses, opportunities and threats 
via a SWOT analysis.

• Consider the impacts of the shock and 
how this may impact the economy, 
immediately and over the longer term, 
and whether these impacts will 
significantly alter the current structure 
and competitiveness of the local and 
regional economy.

• Consider wider drivers and trends that 
will persist, accelerate or emerge in 
response to the economic shock and 
the impact of these on the local and 
regional economy.

Step 4: Review of Economic Strategies, Plans and Global Trends

1. Urgent / Important

Immediate actions aligned 
to the longer-term vision and 
are also required to support 
response and recovery to an 
economic shock.

2. Less Urgent / Important

Important actions critical to 
achieving the longer-term vision 

that shouldn’t be forgotten but 
do not form part of the 
immediate response.

3. Urgent / Less Important

Urgent actions that respond 
to the shock but are less 
important to achieving the 
longer-term vision.

4. Less Urgent / Less 
Important

Actions that are now less 
important to the longer-term 

vision and are not essential to 
the immediate response.

1 2
3 4

There is no ideal for the number of actions 
to prioritise, but a good rule of thumb is 
the Pareto (80/20) Principle which states 
that roughly 80% of the effects come from 
20% of the causes. A Pareto analysis is a 
simple and quick way to determine which 
actions are the “critical few” and which 
might be found in quadrant 1 of an 
Eisenhower Matrix.

Stage 2: Strategy
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Step 4: Review of Economic Strategies, Plans and Global Trends

Stage 2: Strategy

G

Establish a strategy review team that brings together diverse partners and 
stakeholders who are familiar with existing plans and strategies and can 
quickly work together to confirm relevance of existing vision and objectives 
considering the economic shock.

Undertake rapid reviews of available information, data and evidence that 
provides insight to the likely and emerging impacts of the shock and what this 
means for the local and regional economy.

Where uncertainties exist use scenario planning processes to scan for 
relevant trends and drivers, to consider possible futures and to identify 
consistent themes and areas for action.

Identify the key priorities and actions required to respond to the 
immediate shock, support recovery and deliver the longer-term vision, using 
the Horizons of Growth Model to sequence the timing of the actions.

For new action, develop a clear investment logic model to support 
prioritisation and establish a mechanism to review progress and respond to 
ongoing changes in the economy as the impacts of the shock become clearer 
or dissipate over time.

1

Step 4: Top tips

2
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4

5

EXAMPLES
• Economic Recovery Plan for Greater Christchurch

• Economic recovery case studies

ADDITIONAL RESOURCES
• McKinsey: Enduring ideas: the three horizons of growth

• Eisenhower: The Eisenhower Matrix
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implicit and assumed to be correct. 
Consequently, when shocks occur, as 
they inevitably will, we find ourselves 
unprepared. 

Through scenario planning, economic 
development professionals can work with 
their partners and stakeholders to expose 
and explore the range of potential 
economic futures and the actions and 
responses required to support the best 
possible outcomes for their communities 
under each scenario. While this does not 
guarantee that the future is any better 
known, it does mean that our assumptions 
and preferences will be much more 
apparent, and open to continuous 
adjustment.

WHY IS IT IMPORTANT?
In the face of economic and other 
uncertainties, scenarios can be used to 
consider what may happen, and how 
these scenarios can help economic 
developers prepare for all possible 
futures. While we remain genuinely 
uncertain about what will happen, it is 
possible to identify common themes that 
must be considered. Scenarios, therefore, 
build on strategic uncertainties about 
possible outcomes, identifying a set of 
established and plausible trends that 
need to be considered and addressed in 
all possible futures.

KEY ELEMENTS
The process of scenario planning can 
assist economic developers and local 
communities plan for their preferred 
future, while still considering what might 
else might happen, even if this is not 
desirable, and how to react if the 
preferred future does not come about. 
Typically, scenario planning processes 
incorporate:

WHAT DOES THIS MEAN?
Economic shocks serve to remind us that 
the future is inherently uncertain. Despite, 
this many local and regional economic 
development strategies, once set, focus 
on delivering a preferred vision of the 
future without being open to the 
alternatives. Strategies also embed our 
assumptions about the future- in terms of 
what it might look like and how it will 
emerge. Those assumptions often remain

WHAT IS THE OBJECTIVE?

Step 5 builds an agile approach to the 
response, recovery and resilience 
decision making process by 
developing and continuously updating 
a series of future scenarios.

Step 5: Build Response and Recovery Scenario(s)

1. Looking back to understand the key 
drivers and events that have shaped 
local and regional economies.

2. Looking forward at how established 
and emerging trends might shape and 
reshape local and regional 
economies.

3. Looking up to check what economic 
scenario planning has been done at 
larger scales, and aligning 
local/regional scenario planning to 
these.

4. Considering levels of certainty and the 
likely impact of the most significant 
trends and drivers.

5. Mapping out possible future scenarios 
for the local and regional economy, 
shaped by these trends and 
uncertainties.

6. Identifying common themes across 
scenarios and designing responses 
that persist across different scenarios.

Stage 2: Strategy
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Step 5: Build Response and Recovery Scenario(s)

Stage 2: Strategy

Step 1: Looking Back
How has your local and regional 
economy and community 
changed over recent decades 
and how have these changes 
impacted industries, businesses 
and employees? Can you identify 
the key causes of the changes?

Step 2: Looking Forward
What are the trends and drivers 
that are likely to shape the local 
and regional economy in the 
future and what impact might 
these have on current industries, 
businesses, employees and 
communities? How likely are 
these trends and drivers?

Step 3: Looking Up
What economic development 
scenarios have been developed 
at scales beyond your 
boundaries (for example 
regional, national, international), 
and can this help define the 
scenarios you will use for your 
own planning?

Step 4: Mapping Uncertainties
What are the wider political, 
economic, societal, 
technological, legal and 
environmental (PESTLE) drivers 
that will impact the local and 
regional economy, how certain 
are these drivers and what might 
be the scale of their impacts?

Step 5: Building Scenarios
Given the trends and 
uncertainties, what are the range 
of possible future scenarios for 
the local and regional economy 
and what are the positive and 
negatives outcomes under each 
scenario? What is your 
central/most likely scenario and 
how sensitive is it to change?

Step 6: Priorities for Action
What are the common themes 
across scenarios and what 
actions are required to prepare 
for the range of possible futures 
local and regional economies?

Figure 4: High Level Overview of 
the Scenario Planning Process

1.
Look 
back

2.
Look 

forward

3.
Look 

up

4. 
Map 

unknowns

5.
Build 

scenarios

6.
Prioritise 
for action
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Step 5: Build Response and Recovery Scenario(s)

Stage 2: Strategy

G

Agree a focal question for the scenario planning process, for example 
which industries will be the most important in the future or how will our 
communities and residents be successful?

Involve stakeholders and partners at the outside and bring in diverse 
perspectives on the future of the local and regional economy.

Think expansively about trends and drivers but ground these in the local 
and regional economy.

Do not rely solely on traditional data and evidence but be prepared to 
explore and validate weaker signals and outlying trends.

Embrace uncertainties and do not dismiss drivers and trends if they are 
unfavourable or uncomfortable.

Imagine the unexpected, what if identified trends happen faster or have more 
significant impacts?

Embed scenarios in wider strategy and action planning processes and 
monitor and adapt as time passes.

Link and align to larger scale economic development scenarios if that will 
assist with planning and strategy development- for example The Treasury or 
the Reserve Bank of New Zealand.

Remember that scenarios are models of the future and not predictions-
remain agile and open to change.

1

Step 5: Top tips practitioners

2

3

4

5

EXAMPLES
• Auckland Council: Auckland Plan Future Scenarios

• Newcastle City Futures: Futures 2065 Report

• Waikato Plan PESTLE Analysis

ADDITIONAL RESOURCES
• Treasury, Impacts of a Potential Influenza Pandemic on New Zealand's Macroeconomy 

(PP 06/03)

• Harvard Business Review, Living in the Futures

• MIT Sloan Management Review, Scenario Planning: A Tool for Strategic Thinking

• McKinsey, The use and abuse of scenarios

• Business Model Inc: Scenario planning tool

6

7

8
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• been fully designed and validated, are 
required.  Access to timely data allows 
decision makers to confidently act 
based on the latest data.

• Evaluation: While it is often necessary 
to deal with the most immediate and 
visible impacts of an economic shock, it 
is important to collect valuable 
information as you go and evaluate the 
longer-term outcomes of interventions 
and how they support wider strategic 
objectives.

To understand how a system works and to 
make intelligent decisions, a well-
designed monitoring programme is 
needed. A pressure-state-response (PSR) 
framework can assist decision makers by 
creating a model of cause and effect. In a 
PSR model:

• Pressures are the direct and indirect 
forces which drive the system. 
New/novel pressures (for example, 
COVID-19), cause changes or shocks 
in a system, altering its state.

• State is the condition of the economy, 
which reacts to pressures. In economic 
development, traditional state.

• measures have been based on past 
performance – such as annual GDP 
and quarterly unemployment. In a fast-
moving economic crisis these are of 
less value. Lead measures which are 
more real-time and show how the 
economy is responding now are 
needed. Examples include:

- Daily traffic, freight and people 
movements.

- Electronic transactions/retail 
spending.

- Internet and electricity demand.
- Job ads online and job-seeker 

demand.

• Responses describe the actions taken 
in response to a change in state of the 
system. Responses to economic 
shocks typically involve significant 
public sector investment to address the 
immediate and longer-term impacts on 
local and regional economies. Whether 
this investment is new investment into 
local businesses, industries and 
communities, or a re-prioritisation of 
existing investment, there is a need to 
understand whether these investments 
are delivering the desired outcomes 
and represent good value for money. 

WHAT DOES THIS MEAN?
Effective monitoring and evaluation allow 
decision makers to understand how 
local/regional economic development 
systems work. Good monitoring and 
evaluation systems facilitate quality 
decision making and embed a continuous 
learning approach to leadership. It is how 
we learn. 

• Monitoring is particularly important 
when urgent actions, that may not have

WHAT IS THE OBJECTIVE?

To provide decision makers and key 
stakeholders with accurate, timely and 
reliable data for decision making and 
evaluation.

Step 6: Develop a Monitoring and Evaluation Framework 

A monitoring framework such as PSR is 
also helpful for evaluation purposes. 
Evaluation asks questions like what 
worked, why and under what 
circumstances? From this we can learn 
from the interventions themselves and 
inform future crisis responses. 

Stage 2: Strategy

WHY IS THIS IMPORTANT?
In the context of responding to an 
economic shock, monitoring and 
evaluation have important and distinctive 
roles to play. Effective monitoring allows 
economic development professionals to 
understand and assess the effect of 
responses to economic shocks, both 
intended and unintended. Good 
monitoring provides timely information to 
assess whether response to economic 
shocks are having the desired impact and 
whether actions need to be altered or 
amended.
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immediate impacts, protecting local 
businesses and jobs. However, these 
actions should be supported by an 
underlying theory of change or investment 
logic, so that the desired impacts of these 
actions are clearly understood.

KEY ELEMENTS
When developing a monitoring and 
evaluation framework for responses to 
economic shocks, even in the face of the 
need for urgent action, economic 
development professionals should 
consider the intervention logic of any 
proposed activities. This means that 
consideration should be given to:

• designing measures and collecting data 
which help decision makers to assess 
the success of interventions.

• the intended impacts of any action or 
programme of actions that are 
proposed in response to the economic 
shock, these relate to factors 
associated with longer-term local and 
regional wellbeing that are a key 
concern for partners and stakeholders.

• the expected outcomes that are 
anticipated as a result of the actions

• taken to support response and 
recovery, these relate to minimising 
overall levels of business closure or job 
losses.

• the planned activities that will be 
delivered as part of the response and 
recovery programme, which detail the 
type and number of activities that will 
be undertaken, for example, the 
number of business that will be 
supported or number of advice 
sessions to be delivered.

• the inputs that will be available to 
deliver the planned activities, which 
includes financial investment as well as 
human resources from across partners.

• the reason why intervention is required 
and the rationale for the proposed 
activities including how they reflect or 
address the specific impacts of the 
economic shock.

Each of these elements effectively 
combine to create an intervention logic for 
the proposed response to an economic 
shock. By systematically identifying each 
element there is an opportunity to clearly 
set out a framework for monitoring and 
evaluation, providing the ability to

Evaluation allows economic development 
professionals to look more systematically 
at monitoring information and other 
relevant data to assess the impacts of 
interventions over time, and to understand 
whether responses to economic shocks 
were beneficial to achieving longer-term 
outcomes for the local and regional 
economy. The more real-time the data, the 
faster the evaluation cycle can be, 
allowing professionals to quickly adjust 
programmes to better reflect system 
performance and evolving needs.

While evaluation tends to look 
retrospectively at impacts, it is important 
to design monitoring frameworks with 
longer term evaluation in mind. This is 
important for two reasons:

• it helps ensure that the right information 
is collected at the outset of any 
intervention, and 

• by undertaking robust evaluation, it is 
possible to build a body of knowledge 
to inform more effective future 
interventions, whether in response to 
shocks or more generally.

Consequently, when economic shocks 
occur early action is required to minimise

Step 6: Develop a Monitoring and Evaluation Framework 

measure ongoing activity and whether this 
is contributing to longer-term strategic 
outcomes. 

Stage 2: Strategy
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Step 6: Develop a Monitoring and Evaluation Framework 

Stage 2: Strategy

Figure 5 sets out each of these stages 
and the relationship to monitoring and 
evaluation activities:

Rationale Inputs Activities Outputs Outcomes Impacts

The reason why 
intervention is required 
and justification of the 
proposed activities and 
the role of key partners.

What are the key 
investments (financial 
and human) that will be 
made available across 
partner organisations to 
support the proposed 
activities.

What are the specific 
activities that will be 
delivered and what are 
the associated targets 
that can be monitored 
and reported.

The type and level of 
outputs associated with 
the proposed activities, 
measured in terms of 
numbers of businesses 
or individuals directly 
engaged or supported.

The expected positive 
outcomes that result 
from the delivery of the 
proposed actions that 
can be measured and 
reported over time.

The medium- and 
longer-term impacts on 
the local or regional 
economy that are 
desired and where the 
proposed activities can 
contribute to these 
impacts.

Figure 5. Investment Logic Model Process

Monitoring Framework Evaluation Framework

27



Step 6: Develop a Monitoring and Evaluation Framework 

Stage 2: Strategy

G

Agree with partners and stakeholders why intervention is required and the 
justification for investment from partners to address the impacts of the 
economic shock.

Design your response and recovery measures and actions with a clear vision 
of the desired longer-term outcomes and impacts on the local and regional 
economy and make it clear how and where proposed activities contribute to 
these impacts.

Set out the specific outputs and outcomes from the proposed activities that can 
be accurately measured, tracked and reported and ensure that the collection of 
this information and data is embedded in project delivery arrangements.

Regularly bring delivery partners and key stakeholders together to review 
activities, outputs and outcomes to ensure that they are meeting performance 
targets and delivering the desired impacts.

Be prepared to change and redirect activities and refocus project outputs if 
they are not delivering the intended outcomes, or if the rationale for 
intervention changes as the economic shock progresses.

Clearly communicate with local and regional stakeholders, businesses and 
communities so that they understand the activities being delivered, how they 
are tracking and whether changes are required.

When outcomes and impacts become apparent, consider the contribution that 
actions have been made to these outcomes, including through feedback from 
participants, and ensure that lessons learnt and recorded and reported.

1

Step 6: Top tips practitioners

2

3

4

5

EXAMPLES
The Treasury and several regions are now regularly publishing such updates, for example:

• Queenstown Lakes District Council: COVID-19 Intelligence Report

• Te Waka (Waikato EDA): Economic Radar

ADDITIONAL RESOURCES
• UK Government, Department for Business, Innovation and Skills: Economic Shock 

Research

• International Labour Organisation (ILO): COVID-19 and the world of work: Impact and 
policy responses

• Overseas Development Institute (ODI): Shockwatch & social protection

6

7
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choose from. More specific actions will be 
relevant for each region and can 
complement what is set out in this section.

DESIGN
Table 5 shows the structure for this 
section. For each driver, we have provided 
a description of why it is important and the 
key considerations which economic 
development professionals need to keep 
in mind when designing actions and 
responses. 

As set out in our main model and in 
previous parts of the guide, the actions 
follow a sequence which reflects the time 
– based progression of a crisis and the 
actions which can be taken. For this we 
have integrated several of the sequences 
used by civil defence agencies and those 
from McKinsey and others (IEDC, BCG 
Henderson, and Florida and Pedigo).

DRIVERS
Drivers describe the key elements of 
economic development which economic 
development professionals and decision 
makers are likely to consider when

developing a response and recovery plan. 
These can be thought of as the “levers” 
which can be pulled by various 
stakeholders at various times. In many 
respects they are the same drivers which 
are used by economic development 
professionals, central and local 
government, business, iwi and the 
community during normal times. However 
their sequence, scale and exact design 
may be different during an economic 
crisis. If other drivers are relevant for a 
particular area, these can be added to the 
table.

ACTIONS
Horizon 1 – Response (Step 7): This is 
where the immediate responses to the 
crisis take place- often to address 
immediate and acute issues. The 
timeframe for this phase is usually the 
first few days and weeks of an event, up 
to 6 weeks.

Horizon 2 – Recovery (Step 8): 
Planning for this should start as soon as 
the event starts, and response is 
underway. Recovery is focused on 
returning the situation, as much as 
possible to its pre-event condition and

This section lays out the actions which 
economic development professionals can 
consider when working through an 
economic crisis. Every crisis is different 
and every region also has a unique set of 
economic, social and cultural 
circumstances which will determine how 
the response, recovery and reimagination 
processes work best. Our framework 
therefore provides a series of 
considerations and options for economic 
development professionals and leaders to

Step 7,8 and 9: Response, Recovery and Reimagination

ensuring that the local or regional 
economy can return to normal levels of 
activity. The extent of the recovery phase 
depends on the event, its magnitude and 
its impacts, but for an economic event it 
would be measured in months and would 
typically last for up to 18 months – two 
years.

Horizon 3 – Resilience and 
Reimagination (Step 8): while recovery 
is commencing, professionals and 
decision makers should reflect on the 
experience from the economic shock, 
review the learnings gained and also 
consider what opportunities the event 
presents to make the local or regional 
economy more resilient to future shocks. 
At the same time, and as part of the 
ongoing process of strategic review, 
professionals and decision makers should 
give consideration to the opportunities 
which the situation presents to reimagine 
their local economy. 

This may mean for example:

• Addressing embedded and institutional 
barriers to progress including 
persistent deprivation, unemployment 
and low access to opportunities.

Stage 3: Action
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• Reconsidering innovative and 
transformative ideas which could 
enhance the productivity and 
sustainability of a local economy, while 
enhancing the wellbeing of people and 
communities and addressing long term 
issues such as climate change and 
inequality.

• Using infrastructure stimulus 
programmes to reimagine and redesign 
how people, freight and ideas are 
transported and move into, through and 
out of a region.

• Reviewing and reconsidering whether 
governance and leadership structures 
are fit for purpose and facilitate a 
collective impact model of strategy 
development, decision making and 
implementation.

LINKS
Lastly for each driver we identify the likely 
partners for economic development 
professionals to work with and provide 
links to examples and further information.

Step 7,8 and 9: Response, Recovery and Reimagination

Stage 3: Action

Drivers Importance Key 
considerations

Horizon 1. 
Response 
(step 7)

Horizon 2. 
Recovery 
(step 8)

Horizon 8. 
Resilience & 
reimagination 
(step 9)

Partners

Improving business 
performance and 
resilience (go to Table 2)

Supporting priority 
sectors (go to Table 3)

Developing skills and 
reducing unemployment
(go to Table 4)

Investing in 
infrastructure to 
support recovery 
(go to Table 5)

Enhancing wellbeing 
and quality of life 
(go to Table 6)

Destination promotion 
and branding 
(go to Table 7)

Drivers Actions Links
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Table 1. Descriptions and Key Considerations for Responding to Economic Shocks

Drivers Importance Key considerations for response and recovery

1. Improving 
Business 
Performance 
and 
Resilience

High performing businesses are at the heart of a prosperous economy, driving 
innovation and creating quality jobs. Resilient local and regional economies will 
have a base of these businesses and a culture of improvement, innovation, and 
entrepreneurship. 
In response to economic shocks, a focus on developing more of these 
businesses and increasing entrepreneurial activity become even more important.
Strong and well supported businesses help to keep people employed, 
maintaining economic activity and confidence during and after economic shocks.
As part of response and recovery planning there is a need to:
• Support the survival of existing businesses and ensure key firms are retained.
• Encourage investment in innovation and increased productivity.
• Facilitate the growth of new local businesses and business models.

• Understanding how the economic shock is impacting the performance and 
competitiveness of existing businesses and tracking the performance of sentinel 
businesses, whose performance and data will be indicative of the state of the wider 
economy (e.g. energy providers, retail banks and social service providers).

• Assessing the relative performance and impacts on business performance of 
different groups (Māori, Pasifika, women, over 50, disabled etc) and communities.

• Identifying actions required to support business survival and ensuring that 
businesses are aware of and able to access available support.

• Ensuring that the support package that can help businesses to survive a difficult 
period in an economic downturn including mechanisms to reduce costs and 
increase efficiencies, embrace technology and where possible retain jobs.

• Promoting opportunities for business growth in response to the shock and targeting 
support to enable this.

• Coordinating the communication of support for businesses to ensure that it is 
visible and accessible to all impacted businesses.

2. Supporting 
Priority 
Sectors

While economic diversity is important for resilience, competitive local and 
regional economies often have clear areas of specialisation or clustering that can 
support competitive and comparative advantages.  
Where specialisation and clustering occurs it can encourage innovation, 
knowledge transfers, inter-firm trading, and connected supply chains. These 
benefits can become self-reinforcing and can support strong local labour 
markets. Understanding how to protect and support established areas of 
specialisation should be an important part of responding to any economic shock.
As part of response and recovery planning there is a need to:
• Support areas of specialisation and established clusters of firms.
• Enable networks, inter-firm trading, and supply chains.
• Promote local procurement opportunities.

• Protecting areas of specialisation and supporting established clusters that are vital 
to the local and regional economy.

• Working with established industry groups or clusters to identify specific initiatives 
required to support recovery, rebuilding and resilience.

• Developing and activating local supply chains and networks to support response 
and recovery.

• Connect local businesses in priority sectors to procurement opportunities that 
support recovery and resilience and retain investment in the local economy.

• Supporting and removing barriers to innovative just transitons sectors and 
industries which will provide employment, prosperity while reducing pollution, 
emissions and reducing inequality

Drivers

Stage 3: Action – Step 7,8 and 9: Response, Recovery and Reimagination

31



32

Table 1. Descriptions and Key Considerations for Responding to Economic Shocks

Drivers Importance Key considerations for response and recovery

3. Developing 
Skills and 
Reducing 
Unemployment

Skills are a critical driver of competitive and productivity, both for individuals and for local 
and regional economies. Alongside technical skills, workers also need to have softer 
attitudinal and other transferable skills, such as time management, empathy and 
listening, that can be applied across sectors.
In response to economic shocks, developing workforce skills and helping employees 
who lose their jobs should be a critical part of any response and recovery programme, 
this includes matching employees to opportunities in other sectors and facilitating 
retraining where it is required.
As part of response and recovery planning there is a need to:
• Address barriers to employment and improve basic skills and employability.
• Encourage local recruitment and job matching.
• Support workforce development and retraining.

• Assessing the impact of the economic shock on employment levels and 
ensure support is available to prepare and connect people to job 
opportunities.

• Supporting local recruitment and facilitating connections between 
employers, training providers, iwi and public agencies to support retraining 
and job matching efforts.

• Encouraging businesses, as part of their response to economic shocks, to 
invest in training and developing their workforce.

4. Investing in 
Infrastructure 
to Support 
Recovery

Successful economies tend to have good physical connectivity, which enables the flow 
of goods and workers, as well as a high-speed digital communications infrastructure and 
business networks. Economic shocks can disrupt these connections and undermine 
local and regional competitiveness, and investment in infrastructure can support 
economic growth and resilience and can attract new businesses and talent to the area. 
Economic shocks can create competition for investment and local and regional 
economies need to prioritise infrastructure requirements and provide attractive locations 
to enable private and public investment to occur.
As part of response and recovery planning there is a need to:
• Protect and enhance transport networks and accessibility.
• Promote regional and inter-regional connectivity. 
• Enable broadband and communications infrastructure connections.
• Prioritise infrastructure investment requirements and promote private sector 

investment opportunities.

• Identifying where additional infrastructure investment is needed to support 
recovery and resilience and ensure that priority projects agreed and ready 
to go.

• Ensuring broadband and ICT infrastructure supports response and recovery 
efforts and identify where investment is needed to support future resilience.

• Facilitating business and community access to key infrastructure and 
consider how it can support trading, learning, and networking through the 
economic shock.

• Activating regional and international linkages to support economic recovery 
and investment objectives.

• Promoting commercial opportunities and available sites and premises for 
investors to accelerate response and recovery objectives.

• Ensuring the local and regional policy and regulation support infrastructure 
and private sector investment.

Stage 3: Action – Step 7,8 and 9: Response, Recovery and Reimagination

Drivers
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Table 1. Descriptions and Key Considerations for Responding to Economic Shocks

Drivers Importance Key considerations for response and recovery

5. Enhancing 
Wellbeing 
and Quality 
of Life

Wellbeing and quality of life are important considerations for economic development professionals and 
can be negatively impacted by an economic shock. Inclusive communities with thriving economies, 
good services and sustainable environments are all key quality of life factors.
While wellbeing can be difficult to define and measure, it plays an important role in supporting inclusion, 
economic vibrancy and attracting investment and talent. 
As part of response and recovery planning there is a need to:
• Support and protect local communities including marae and papakainga.
• Maintain town centre vibrancy and access to arts and culture.
• Prioritise environmental protection and sustainability outcomes.

• Understanding the impact of the economic shock on the 
wellbeing of existing communities and what actions that will 
strengthen and empower local communities to address these 
impacts.

• Work with community development units and organisations in 
addressing distressed areas and support social and cultural 
capital building projects alongside economic.

• Considering the impact of the economic shock on the local and 
regional environment and how will sustainability outcomes can 
be reflected in response and recovery planning.

• Supporting town centre vibrancy and how local arts and culture 
can play a key role in place activation as part of recovery and 
rebuilding.

6. Destination 
Promotion 
and 
Branding

There are important connections between the brand and identity of any location and the ability of that 
location to attract investment, businesses, visitors, and skilled talent. Each of these elements are 
important drivers of economic growth.
In the face of an economic shock these issues are even more important as the image and identity of the 
location can impact the speed and depth of any recovery. While most destinations have a visitor brand 
and image, this is not always connected to the other key elements of the local or regional economy.
As part of response and recovery planning there is a need to:
• Work with local businesses, iwi and communities to agree on a strong and cohesive place brand and 

identity.
• Refine and consolidate place marketing and promotion activities to maximise impact and leverage.
• Target promotional activities to respond to economic recovery objectives. Identify relevant channels, 

advocates and ambassadors to promote and communicate the brand and campaigns.
• Build confidence and pride within the region at the same time as promoting the ability to respond 

and recover from a crisis.

• Considering how the existing place, brand and destination 
marketing programme is impacted by the economic shock and 
how it can be leveraged as part of response and recovery.

• Developing and promoting a clear and distinctive investment 
proposition that seeks partnership and leverages public sector 
investment. 

Stage 3: Action – Step 7,8 and 9: Response, Recovery and Reimagination Actions

Drivers
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Table 2. Activity Horizons for Improving Business Performance

Horizon 1. Response Horizon 2. Recovery Horizon 3. Resilience & Reimagination Partners

• Assemble and share data on the immediate 
impact of the economic shock on businesses.

• Share data and insights with partners, 
stakeholders, local businesses, and government 
agencies.

• Conduct regular business surveys to identify 
emerging impacts and concerns and tailor 
support to response to these.

• Promote relevant national and regional support 
services, such as the Regional Business 
Partnership (RBP) and tailor support to respond 
to the economic shock.

• Feedback and advocate early for extra resources 
if required.

• Ensure that businesses can access online 
support and advice that supports them through 
the economic shock.

• Ensure the information on support for businesses 
is communicated widely across the community.

• Understand the needs and priorities of significant 
local employers and consider how to client 
manage these employers to protect local jobs

• Support the development and enhancement of 
local supply chains.

• Develop recovery scenarios that seek to 
understand the ongoing impacts of the economic 
shock and potential responses.

• Continue to survey businesses on a regular basis and maintain a 
register of “top 10” issues and areas for support- update regularly 
and adjust your rolling 3-month strategy.

• Continue to provide businesses with timely data and information 
on the state of the local economy, with advice on future trends.

• Keep communicating an updated set of recovery scenarios and 
validate them with survey feedback.

• Continue to promote your Regional Business Partner (RBP) and 
mentoring programmes and offer local experts and thought 
leaders on recovery and reimagination via your channels- for 
example webinars, columns, presentations.

• Support businesses to embed productivity enhancing work 
practices including better leadership and management practices, 
market identification and development, use of digital technology, 
lean and flexible work practices.

• Identify and support systems, processes and providers who can 
enhance business innovation, including support businesses to 
access government R&D funds and grants

• Identify and support more resilient market and customer channels 
e.g. on-line, nonphysical trading, enhanced local markets.

• Review development rules regulations, fees, rents and charges to 
ensure that all unnecessary or low value regulations and costs 
are removed/enhanced to support medium- and long-term 
business recovery.

• Support early stage/ start up and downsizing businesses by re-
purposing existing under-utilised space as shared workspaces 
and incubators.

• Focus on developing initiatives that 
increase business productivity –
producing higher value with less 
(waste and inputs). 

• Re-engineer business support 
programmes, including the Regional 
Business Partners (RBP) programme 
to ensure that businesses contribute to 
delivering a productive, sustainable 
and inclusive economy.

• Support businesses and business 
groups to re-establish markets and 
customers locally, nationally, and 
internationally - linking to central 
government services and funds.

• Continue to develop and promote 
diverse local supply chains and inter-
firm trading.

• Encourage businesses to prepare 
robust business continuity plans and to 
invest in technologies and automation 
that allow them to continue to trade 
through future shocks.

• Share best practice knowledge and 
advice for recovery and resilience from 
exemplar firms and other jurisdictions 
(New Zealand and international).

• Economic 
Development 
Agencies (EDAs).

• Business leaders.
• Businesses and 

business cluster 
groups (chambers of 
commerce, EMA, 
business 
associations etc).

• Māori business 
leaders and post 
treaty settlement 
entities.

• Sentinel businesses.
• Central government 

economic agency 
leads (MBIE, NZTE, 
MSD, MPI, TPK).

• Training and skills 
development 
organisations.

Stage 3: Action – Step 7,8 and 9: Response, Recovery and Reimagination Actions

Actions
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Table 3. Activity Horizons for Supporting Priority Sectors

Horizon 1. Response Horizon 2. Recovery Horizon 3. Resilience & Reimagination Partners

• Assist sectors most immediately impacted 
by the economic shock and support priority 
sectors to remain viable and ready to 
recover.

• Support and encourage existing sector 
networks and clusters bodies and work with 
them to understand the immediate response 
required to economic shocks.

• Assist those sectors most exposed to any 
downturn in international trade and where 
required help them to pivot to local 
consumption, develop new products or find 
new markets.

• Develop sector specific support to support 
export and trade development as part of 
recovery planning.

• Ensure that essential services that support 
priority sectors to continue to function 
through the economic shock.

• Understand the needs of locally significant 
industries and their key logistic and 
infrastructure needs.

• Develop procurement processes that 
support priority sectors to understand and 
access opportunities.

• Review sector action plans and adjust to 
reflect current scenarios and ongoing 
uncertainty. Where no plans exist-
agree on the top 3 that need rapid 
development and support sector leaders 
to develop and roll these out.

• Strengthen and support local sector 
leadership and networks to implement 
recovery programmes and plan for 
sector resilience and reimagination.

• Support sector leadership groups, 
immigration and border control 
agencies, tertiary organisations and 
schools to address labour supply needs 
to access work-ready people.

• Support central/ local government and 
the construction sector to mobilise 
infrastructure projects which will support 
sector recovery and re-purposing where 
major change has occurred.

• Ensure there is sufficient zoned, 
serviced and “ready to go” land for 
business growth.

• Ensure infrastructure and services are 
provided in areas hit hardest by the 
event, and also those areas already 
suffering from higher levels of 
deprivation.

• Facilitate networking, events and programmes 
focused on for example; innovation, smart 
specialisation, supply chain security, infrastructure, 
current and future skills-needs and shortages, as 
starting points for programmes of action. 

• Understand sector differences by involving by key 
businesses and industry representative organisations 
in identifying top priorities for productivity, 
sustainability and inclusiveness in their respective 
sectors.

• Consider future scenarios for key sectors, identifying 
strategic uncertainties and the potential impact of 
these on sector recovery and resilience.

• Support sector and industry innovation and new 
product development, marketing and sales to 
recover and/or repurpose productive assets.

• Identify changes which will significantly improve 
sector productivity including use of technology, 
broadband, skills development, new work practices, 
lean practices, AI, robotics etc.

• Work with business organisations to identify key local 
government investments and decisions which can 
help sectors to recovery and become more resilient.

• Work with central and regional government agencies 
on cross boundary infrastructure development 
opportunities- for example inland ports, inter –
regional transport connections.

• Chambers of Commerce
• EMA and other employer and 

industry bodies
• Economic Development 

Agencies (EDAs)
• Sector/cluster leaders and 

leadership groups
• Māori business leaders, ahu 

whenua trusts and post treaty 
settlement entities

• Central government economic 
agency leads (MBIE, NZTE, 
Callaghan Innovation, MSD, 
TEC, Te Puni Kokiri)

• Infrastructure providers and 
funders

• Local government- planning, 
regulation, policy, development 
teams

• Training and skills development 
organisations

• Business incubation and 
innovation support 
organisations

• Tertiary education, and 
research organisations

Stage 3: Action – Step 7,8 and 9: Response, Recovery and Reimagination Actions

Actions
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Table 4. Activity Horizons for Developing Skills and Reducing Unemployment

Horizon 1. Response Horizon 2. Recovery Horizon 3. Resilience & Reimagination Partners

• Identify and address labour market barriers 
and opportunities for immediate 
redeployment and job matching for 
individuals that are displaced by the 
economic shock.

• Connect available labour supply with 
immediate areas of demand, for example 
agriculture, horticulture, and logistics.

• Encourage local recruitment and build on 
existing programmes such as the Sector 
Workforce Employment Programme 
(SWEP) and Jobs and Skills Hubs where 
they exist.

• Identify local government employment 
opportunities to assist with recovery and 
resilience actions in regions including 
expanding intern programmes and 
opportunities for unskilled workers to gain 
employment experience with councils.

• Encourage employers to support flexible 
working practices and support remote 
working, job sharing and flexible hours.

• Connect and work with key local and 
regional providers of employer and worker 
support.

• Use procurement processes to support local 
employment outcomes.

• Encourage work placements, internships 
and apprenticeships.

• Provide key sectors, training, education and training 
organisations with up to date information on trends in 
sector performance and demand. 

• Support businesses, via the RBP advisory and mentoring 
programme to develop recovery strategies which 
maintain employment and reduce redundancies and 
retrenchment.

• Work with employers, secondary school leaders, 
education NGOs, training organisations and tertiary 
providers to ensure senior students are well prepared for 
education and vocational choices in a post-event labour 
market.

• Support industry training organisations and other 
vocational training organisations to retrain people and 
continue to provide the necessary pipeline of skilled and 
work-ready people to key sectors and industries.

• Work with central government sector leadership, 
employer, training and skills development organisations 
to identify sectors and industries to support labour market 
recovery actions which will maintain employment and 
assist with transitions and redeployment where required.

• Review procurement policies and practices to ensure 
local businesses are given the best possible chance to 
gain business.

• Provide medium-term support to organisations and 
groups who support local youth employment and 
vocational training programmes- for example reduce 
rental rates for training spaces, access to digital 
equipment and resources.

• Undertake deep analysis of future skills 
needs through surveys, data and 
understanding macro trends affecting the 
region. 

• Share future skills analysis with education 
and social agencies looking to support 
future employees and business leaders. 

• Facilitate closer and more consistent 
relationships between education 
providers and businesses. Common 
agendas and shared human resources 
are good ways to build understanding of 
what is and will be required in the local 
labour market. 

• Use available data and insights to build 
understanding of demographics, 
employment and unemployment and 
trends and relate these to the likely 
changes in the structure of the local 
economy.

• Develop a regional workforce 
development strategy that matches 
business needs with labour supply at all 
levels.

• Work with regional skills leadership group 
leaders to reshape labour market 
strategies to focus on recovery efforts 
that will support future economic 
scenarios.

• Economic Development 
Agencies (EDAs).

• Regional skills leadership 
groups and leads.

• Sector/cluster leaders and 
leadership groups.

• Māori business leaders 
and post treaty settlement 
entities.

• Central government 
economic agency leads 
(MBIE, NZTE, Callaghan 
Innovation, MSD, TEC, 
Te Puni Kokiri).

• Infrastructure providers 
and funders.

• Local government-
planning, regulation, 
policy, development 
teams.

• Training and skills 
development 
organisations.

• Business incubation and 
innovation support 
organisations.

• Tertiary education, and 
research organisations.

Stage 3: Action – Step 7,8 and 9: Response, Recovery and Reimagination Actions

Actions
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Table 5. Activity Horizons for Investing in Infrastructure to Support Recovery

Horizon 1. Response Horizon 2. Recovery Horizon 3. Resilience & Reimagination Partners

• Provide up to date information on the performance of 
a region’s infrastructure networks.

• Identify and prioritise infrastructure that supports 
wider economic development outcomes for the local 
and regional economy.

• Look for and address supply chain interruptions
• Identify ‘shovel ready’ and impact ready projects that 

will address infrastructure deficits and prioritise those 
that maximise connectivity and enhance economic 
opportunities.

• Identify the critical few infrastructure projects which 
will maintain and enhance connectivity, and which 
can be rolled out relatively quickly.

• Work with partners and stakeholder to achieve joint 
strategic objectives around infrastructure priorities.

• Focus on investment opportunities that hep to 
maximise the speed of recovery- especially in terms 
of employment outcomes and areas of persistent or 
new deprivation.

• Monitor take up and availability of business land and 
premises.

• Ensure district plan policies support development of 
infrastructure, business land and premises.

• Review infrastructure and transport policy settings to 
ensure that there are no barriers to a rapid recovery 
from a major event.

• Work with local and central government to agree on 
and align public infrastructure investment (and private 
sector/business investment it is intended to facilitate).

• As part of ongoing scenario planning, work with central and 
local government to assess infrastructure investments to 
advance recovery and resilience.

• Work with immigration, customs and health agencies to 
understand medium term inter-regional and international rules 
for the movement of people and freight.

• Work with business leadership groups, central and local 
government, anchor institutions and infrastructure providers to 
identify and fund critical connectivity projects (physical and 
digital) which will enhance recovery and longer-term resilience.

• Reach out to neighbouring economic agencies to identify 
enhanced connectivity projects which will boost business 
growth, employment and productivity.

• Work with telecommunications infrastructure planners and 
providers to identify areas where internet and cellular 
connectivity is inhibiting efficient business and work practices 
and could be rapidly enhanced over the next 6-18 months.

• Refresh and reframe your local/regional investment proposition 
and brand to match the changed medium-term circumstances.

• Identify opportunities to assist investors and entrepreneurs to 
repurpose existing assets/ investments to the new post-event 
environment.

• Work with interested investors to develop “local deals”- for 
example by employing and training locals, using local suppliers, 
supporting local skill development initiatives.

• Work with central government and the private sector to 
accelerate infrastructure funding and delivery as a key plank in 
your region’s business attraction and investment programme.

• Leverage the profile of key public officials (such as Mayors) to 
promote the region as an investment and business 
development destination.

• Maintain a programme of long-term infrastructure 
development that is sustainable and resilient.

• Assess where increased connectivity can support 
of innovation and business growth.

• Focus on infrastructure that enhances physical and 
digital connectivity and increases the opportunity 
for productivity growth and reduced transaction 
costs.

• Build relationships with sovereign investment 
entities and iwi commercial entities and identify 
opportunities for them to invest in your region.

• Work with public and private investment attraction 
organisations to identify the top ten investment 
opportunities (sectors, firms) over the next 12-24 
months.

• Ensure that the investment proposition for key 
infrastructure projects is clearly articulated and 
reflected in investment attraction strategies and 
action plans.

• Consider the impacts and opportunities associated 
with new modes of transport and logistics (e.g., 
drones, electric or hydrogen transportation) and 
how they might shape and assist regional priority 
sectors and economic opportunities.

• Understand the potential impacts of the future of 
work and consider the infrastructure implications of 
different scenarios.

• With the government and private sector, identify 
and implement infrastructure funding and finance 
tools which can accelerate new infrastructure while 
reducing the burden on council balance sheets.

• Economic 
Development 
Agencies (EDAs).

• Infrastructure peak 
bodies (for example 
Infrastructure New 
Zealand, NZICT
etc).

• Sector/cluster 
leaders and 
leadership groups.

• Māori business 
leaders and 
commercial entities.

• Central government 
economic agency 
leads (MBIE, DHBs, 
Crown Infrastructure 
partners, NZTA).

• Infrastructure 
providers and 
funders.

• Local government-
planning, regulation, 
policy, development 
teams.

• Sovereign 
investment entities.

• Iwi and post treaty 
settlement and 
commercial entities.

Stage 3: Action. Step 7,8 and 9: Response, Recovery and Reimagination Actions

Actions
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Table 6. Activity Horizons for Enhancing Wellbeing and Quality of Life

Horizon 1. Response Horizon 2. Recovery Horizon 3. Resilience & Reimagination Partners

• Understand wellbeing indicators of the local 
area, how these are impacted by the shock 
and where action is required.

• Identify the environmental risks and 
opportunities created by the impacts of the 
economic shock and manage these 
accordingly.

• Deliver place-based initiatives to stimulate 
economic vibrancy in town and community 
centres.

• Activate creative industries, local arts and 
cultural assets to stimulate and revive town 
and retail centres.

• Involve Business Improvement Districts and 
associated in supporting economic vibrancy in 
their locations.

• Work with social enterprises, iwi and to 
support micro-business opportunities which 
can enhance local wellbeing.

• Work with the housing and accommodation 
sector, iwi and Māori hosing providers, central 
and local government, and NGOs to facilitate 
increased supply of affordable quality housing 
in areas where there is the greatest need.

• Work with local government and business 
associations to support local scale 
infrastructure and beautification projects 
which will maintain and enhance amenity, 
assisting with business attraction and 
retention.

• Support and promote creative industries and 
local and cultural tourism opportunities which 
can keep businesses affected by changes in 
international tourism operating.

• Support and facilitate housing initiatives which 
ensure sufficient quality housing is available 
to meet demand (with central government, 
housing providers, NGOs, iwi) and as a key 
part of the infrastructure-led recovery 
programme.

• Continue to fund and implement local amenity 
projects which enhance business 
performance, productivity and attractiveness.

• Maintain a focus on enhancing long-term 
wellbeing and quality of life for communities 
and whanau and ensure that all responses to 
the economic shock contribute to inclusion, 
equity and sustainability outcomes.

• Enhancing the quality of life through amenity 
improvements, arts, culture and heritage 
which have economic returns associated with 
them in and of themselves via direct 
employment but also leveraging cultural 
capital.

• Identify and support environmental 
remediation projects which improve 
environmental quality and amenity and 
enhance attractiveness for other key sectors 
(for example for more engaged experiential 
tourism).

• Continue to build an authentic sense of place 
into recovery strategies and actions 

• Support the creative industries, arts and 
culture to deliver a sense of place and 
revenue earning opportunities at the same 
time.

• Economic Development Agencies 
(EDAs).

• Housing sectors leaders.
• Providers and funders.
• Local and central government (MBIE, 

Kāinga Ora, MHUD).
• Māori housing leaders and post treaty 

settlement entities.
• Business and high street associations.
• Regional Tourism Organisations (RTOs).
• Infrastructure providers and funders.
• Local government- planning, regulation, 

policy, development teams.
• Training and skills development 

organisations.
• Business incubation and innovation 

support organisations.
• Tertiary education, and research 

organisations.

Stage 3: Action. Step 7,8 and 9: Response, Recovery and Reimagination Actions

Actions

38



Table 7. Activity Horizons for Destination Promotion and Branding

Horizon 1. Response Horizon 2. Recovery Horizon 3. Resilience & Reimagination Partners

• Understand how the destination and place 
brand is impacted by the shock and what 
actions are required to address this.

• Update and refine destination brand assets 
in response to the shock.

• Refresh your district’s destination/tourism 
unique selling points to reflect new travel 
and tourism rules and regulations and the 
local operating environment.

• Ensure that the destination brand can be 
applied consistently across different 
domains.

• Plan and deliver targeted campaigns to 
support destination objectives and 
outcomes.

• Strengthen the unique elements of your tourism 
value proposition to support recovery and 
reimagination.

• Link to the region’s investment attraction 
programme.

• Work with mana whenua and Maori tourism 
operators to accelerate and promote cultural 
tourism experiences and investment opportunities.

• Pivot towards local tourism (within the region, within 
NZ or within restricted international bubbles).

• Work with central government agencies to align 
with national and international marketing 
programmes (for example Tourism NZ).

• Keep communicating an updated set of recovery 
scenarios to key stakeholders and validate them 
with survey feedback.

• Utilise local government communications and 
platforms and networks to promote the region’s 
refreshed destination/tourism unique selling 
(including to local residents).

• Investigate opportunities for further development 
and enhancement of key local government owned 
destinations and attractions as a stimulus for the 
visitor economy.

• Support efforts to attract local, national and 
international investment in tourism, events and 
conventions by investing in key infrastructure.

• Keep providing tourism businesses, 
business organisations and agencies with 
timely data and information on the state of 
the local tourism economy, with advice on 
future trends.

• Ensure that destination image and brand 
reflects people, place, and economy, 
highlighting the areas amenity, 
infrastructure, connectivity, arts, culture, 
heritage, geography, and key industry 
sectors, such as agriculture, horticulture, 
food and beverage, that a region is known 
for.

• Ensure that destination management is 
enhanced  and develop plans that consider 
different recovery scenarios.

• Consider how destination brands and 
tourism experiences might be further 
enhanced by leveraging cultural capital.

• Develop slower, higher value engaged 
experiences to provide a basis for 
sustainable tourism and contribute to a 
stronger destination identity and image. 

• Economic Development Agencies 
(EDAs).

• Regional Tourism Organisations (RTOs).
• Local and central government (Councils, 

MfE, MBIE- Tourism New Zealand).
• Tourism peak bodies- e.g. Tourism 

Industry Organisation.
• Local events and conventions managers 

and facility providers.
• Māori leaders and post treaty settlement 

entities.

Stage 3: Action. Step 7,8 and 9: Response, Recovery and Reimagination Actions

Actions
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EXAMPLES
Examples of COVID-19 Recovery Actions 
and Plans in New Zealand (click to open 
links):

• Whangārei

• Hamilton City

• Bay of Plenty

• Tauranga City

• Rotorua Lakes

• Napier City

• Hastings

• Central Hawke’s Bay

• Manawatū-Whanganui

• Wellington City

• Christchurch

Other recovery plans (click to open links):

• Kaikōura Recovery/Reimagination Plan

• Christchurch Central Recovery Plan

• Christchurch Recovery Plan Summary

• Recovery Strategy for Greater 
Christchurch

Step 7,8 and 9: Response, Recovery and Reimagination

Stage 3: Action

LINKS TO ADDITIONAL 
RESOURCES

Click to open links below:

• Economic Development New Zealand 
(EDNZ)

• Ministry of Business, Innovation and 
Employment (MBIE) 

• Regional Business Partner (RBP) 
Programme

• Te Puni Kōkiri (TPK)

• Ministry of Social Development (MSD)

• New Zealand Trade and Enterprise 
(NZTE)

• Callaghan Innovation 

• Employers and Manufacturer’s 
Association (EMA)

• New Zealand Chamber of Commerce

• COVID-19 Business Support

• Manaaki Business Support
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http://www.wdc.govt.nz/NewsRoom/Latest-News/Pages/Economic-Recovery-Response.aspx
https://www.hamilton.govt.nz/our-city/covid-19/recovery-package/Pages/default.aspx
https://www.sunlive.co.nz/news/239832-bay-of-plenty-plans-covid19-economic-recovery.html
https://www.tauranga.govt.nz/our-future/covid-19-our-recovery-plan
https://www.rotorualakescouncil.nz/our-council/news/Pages/default.aspx?newsItem=8557
https://www.napier.govt.nz/assets/Uploads/Regional-Economic-Recovery-Programme-Diagram-Community-Version-V1.0-April-20.pdf
https://www.hastingsdc.govt.nz/our-council/covid-19/recovery-plan/
https://www.chbdc.govt.nz/assets/Document-Library/Policies/002209-Economic-Recovery-1pager-a.pdf
https://www.horizons.govt.nz/news/horizons-regional-council-begins-recovery-phase-as
https://wellington.govt.nz/%7E/media/about-wellington/emergency-management/files/covid-19/wcc-pandemic-response-recovery-plan.pdf?la=en
https://www.christchurchnz.com/christchurch-economic-recovery-package
http://www.kaikoura.govt.nz/assets/Recovery/Reimagine-Kaikoura-Kaikoura-Recovery-Plan-WEB.pdf
https://ccc.govt.nz/the-council/plans-strategies-policies-and-bylaws/plans/central-city-recovery-plan
https://ceraarchive.dpmc.govt.nz/sites/default/files/Documents/cera-economic-recovery-programme-for-greater-christchurch-summary-december-2012.pdf
https://greaterchristchurch.org.nz/assets/Documents/greaterchristchurch/recovery-strategy-for-greater-christchurch-Copy2.pdf
https://economicdevelopment.org.nz/covid-19-updates/
https://www.mbie.govt.nz/about/open-government-and-official-information/coronavirus-covid-19/
https://covid19.nzte.govt.nz/page/regional-business-partner-network/
https://www.tpk.govt.nz/en/whakamahia/covid19-support-for-whenua-businesses
https://www.msd.govt.nz/about-msd-and-our-work/newsroom/2020/covid-19/index.html
https://covid19.nzte.govt.nz/
https://www.callaghaninnovation.govt.nz/news-and-events/key-information-about-covid-19
https://covid19.ema.co.nz/
https://www.newzealandchambers.co.nz/export-documentation/covid-19-resources-for-your-business/
https://covid19.govt.nz/businesses-and-employees/
https://www.manaaki.io/


and others arise. All aspects of the 
leadership and strategy systems need to 
be fit for purpose. This includes leadership 
and operational teams as well as strategy 
and action plans.

When operating in a crisis where there is 
uncertainty, imperfect information, and 
changing dynamics. There is a need to 
adapt and review leadership and strategy 
systems to ensure the best possible 
information, expertise and experience is in 
place to respond to changing 
circumstances. There is also a need to 
gather as much evaluative information as 
possible during the crisis. The ECLT
needs to constantly self-evaluate in terms 
of expertise and ensure that all parts of 
the response are similarly able to deliver. 
Co-opting expertise at different phases 
may be needed, and in some 
circumstances, personnel changes will be 
needed as new challenges arise and 
others are met. 

There will also be times when people 
become highly stressed and show signs of 
burnout. These signs need to be picked 
up early with mechanisms in place 
address them. Thought needs to be given 
to those areas where severe impacts are

felt, and resources will be stretched, to 
ensure that response can continue if key 
people are affected. This will usually be in 
the form of support provided early to 
hotspots even if expertise is light so that 
decision making, programmes or projects 
can continue.

The ECLT will also need to decide when 
they are no longer required. This may be 
in terms of reaching a set of milestones or 
indicators or that crisis is averted. The 
accent should be on returning as quickly 
as possible to normality but taking our 
learning with us.

WHAT DOES THIS MEAN?

Each crisis brings with it new challenges 
that require varying and sometimes new 
responses. The nature of the crisis needs 
to be unpicked and defined, and response 
decisions defined and operationalised. 
Action is required quickly, and immediate 
leadership and strategy systems need to 
be put in place to respond. However, 
aspects and severity of economic impacts 
will change, some challenges will be met, 

Step 10. Review Leadership and Strategy Systems

WHY IS THIS IMPORTANT?

Firstly, we need to be organised in a way 
that can enable collective impact at each 
phase; through response, recovery, into 
reimagination and building resilience into 
the future. 

Second, communicating progress 
demonstrates competence, 
resourcefulness, agility, and pragmatism. 
Communicating both progress and 
completion horizons provides some 
certainty in times of uncertainty and 
builds confidence towards recovery. 

Third, we need to learn from a crisis to 
enable us to respond to similar events 
and to build resilience into the economy 
to protect livelihoods in the future. This 
means evaluating as we go and learning 
from what has worked and what has not. 
Understanding the context, the 
mechanisms, strategies, and actions 
employed during the crisis and outcome 
evaluation post the crisis, will help in 
pulling together threads around what 
worked, what did not, why, in what 
respects and under what circumstances. 
It will also provide narratives that inform 
future crisis-response teams. 

WHAT IS THE OBJECTIVE?

There are 3 objectives to leadership 
and strategy review processes.

1. Review decision-making and 
operational mechanisms to 
ensure all aspects remain fit for 
purpose throughout the crisis.

2. Communicate progress and 
completion horizons.

3. Evaluate, learn and become 
more resilient.

Final Review
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2. Communicate
• Communicate setbacks and progress 

early.

• Have a clear view of and communicate 
progress and milestones.

• Communicate what the endpoint of 
crisis response looks like, then reiterate 
when crisis response is nearing an end, 
and will cease.

• Communicate what desired outcomes 
look like in recovery, rebound and 
resilience, and what succeeds crisis 
response to achieve those goals.

3. Learn
• Embed data capture and evaluative 

people and processes.

• Employ robust portfolio/project 
management systems to support data 
capture.

• Capture stories with five questions; 
what worked, what did not, why, in 
what respects and under what 
circumstances?

• Ensure an outcome evaluation is done 
that reflects on and links process, 
actions, and outcomes.

KEY ELEMENTS

1. Stay Fit
• Ensure constant fitness checks of 

leadership and strategic systems.

• Have regular ‘check-ins’ (e.g. before 
each meeting) to build trust and 
cohesion, and to see how people are 
coping – move to support as early as 
possible.

• Be flexible – as needs arise new 
expertise or resources may be required.

• Be adaptive – adjust considering new 
evidence and intel from trusted 
sources.

• Be agile – examine new/changing 
dynamics, review responses and 
change course if needed.

• Ask for help.

Step 10. Review Leadership and Strategy Systems

Final Review
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Appendix
ECONOMIC RECOVERY PLAN TEMPLATE 
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download the template




Economic Recovery Plan Template – May 2020


This template uses and applies the ten-step economic recovery model 
developed by MartinJenkins, Cities and Regions Ltd and Economic Development 
New Zealand (the model). The model describes a process for economic 
development professionals to use when guiding and supporting their regions 
through this current COVID-19 crisis, as well as when developing plans for future 
economic shocks.


The template should be used as a guide and a starting point for development 
with key partners and stakeholders. Regions should develop their plans with 
reference to the guide while being mindful of their local circumstances, and 
where in the recovery process they are starting at.


Before starting your action plan, refer to the model and take some time to review 
the advice, case examples and sources of further information provided. While 
you may not have time to strive for perfection, make sure that you do design for 
success and learn from others.


Economic 
Recovery 
Plan –
Template


1. The location the economic recovery plan applies to (for example, 
district, rohe or region).


2. Which entity/group is preparing/owns the economic recovery plan is 
and how they fit in with the leadership and decision-making system 
for the region.


3. How the plan was developed, who was involved.


4. The audience for this plan (key partners and stakeholders).


5. The objectives of the recovery plan- how does the plan see recovery, 
resilience and reimagination?


6. How the plan works.


7. The nature of the economic crisis including its cause, extent and how 
it is evolving over time.


8. What impact has the crisis had in your region to date, and what 
impacts are likely over the next weeks, months and years.


1


SECTION 1: 
INTRODUCTION AND 
ENVIRONMENTAL 
SCAN


This section sets the scene for the recovery plan, identifying who is developing 
the plan and with whom. It should provide a summary of the objectives of the 
plan, so that users all start with a common understanding of the end goals in 
mind. 


IN SECTION 1, YOU’LL SET OUT:
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Economic Recovery Plan Template – May 2020


Economic Recovery Plan – Template for section 2


SECTION 2:             
THE PLAN


This section sets out the structure of the plan, including its overall structure, how 
it will be deployed and managed and the expected timeframe for the plan


1. The principles, objectives, and goals of the plan.


2. Links to local, national, and international strategic wellbeing, 
sustainability resilience frameworks and Te Ao Māori.


3. The structure and format of the plan.


4. Key stages and steps including the ten-step process.


5. How to read and use the plan.
6. How the plan will be reviewed and updated.


IN SECTION 2, YOU’LL SET OUT:


2
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Economic Recovery Plan Template – May 2020


Economic Recovery Plan – Template for section 3


SECTION 3: 
LEADERSHIP


This section covers Stage 1 and the first three steps of the ten-step model:


• Convene an Economic Crisis Leadership Team.
• Partner with Emergency Management Institutions.
• Create a Communications Framework.


The leadership stage sets the scene for how well your region will recovery from 
an economic crisis and will provide confidence and assurance that your partners 
and stakeholders.


A. Economic Crisis Leadership 
Team


• What leadership structure(s) 
will guide the response, 
recovery and reimagination 
process.


• Membership of the Economic 
Crisis Leadership Team 
(ECLT) or equivalent, the chair 
and the support team.


• If yet to be convened- the key 
competencies and experience 
required.


• How it will operate, make 
decisions and work with other 
leadership groups.


IN SECTION 3, YOU’LL SET OUT:


B. Emergency Management 
Institutions


• You local and regional civil 
defence and emergency 
management structures, 
systems and plans (including 
health emergency and 
pandemic management plans).


• The decision making, resource 
allocation structures and 
processes in place.


• Key contacts for economic 
recovery- for example regional 
controller and economic 
recovery manager.


• Processes to ensure that there 
is alignment, at both a 
governance and operational 
level between civil defence and 
economic recovery actions.


C. Communications Framework
• Your communications 


objectives and goals.
• How economic recovery 


communications will align with 
general response and recovery 
communications.


• Which organisation will be the 
communications lead for 
economic recovery, and who 
the key spokesperson will be.


• The communication channels 
you will use and the key 
audiences you are aiming to 
reach.


• Your processes to ensure that 
information and messaging is 
accurate, up to date, relevant 
and well targeted.


3
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Economic Recovery Plan Template – May 2020


Economic Recovery Plan – Template for section 4


SECTION 4: THE 
STRATEGY


This section covers steps 4-6 (stage 2) of the ten-step model.


The strategy stage establishes the long-term structure, knowledge and decision-
making tools for your economic recovery action plan. By taking these steps, your 
action plan will have greater rigor, produce enduring long-term results, and be 
more able to evolve as the crisis does.


Step 4:
Review of Economic Strategies, 
Plans and Global Trends
• Your strategy review team.
• The current performance of the 


local and regional economy.
• The impacts of the shock and 


how this may impact the 
economy, immediately and over 
the longer term.


• Wider drivers and trends that will 
persist, accelerate or emerge and 
their impacts.


• Possible future scenarios and the 
common issues and areas of 
focus that persist across 
scenarios.


• Your vision, objectives and 
priorities for developing the local 
and regional economy, shared by 
key partners and stakeholders.


• The intervention logic for your 
plan which shows the linkages 
between the proposed actions 
and the anticipated outcomes.


• How your plan will organise 
actions that support the 
immediate response to the shock, 
the recovery from the shock and 
the longer-term resilience of the 
local and regional economy.


• Roles, responsibilities and 
required resources to deliver the 
agreed actions, and a monitoring 
and reporting framework which 
provides a clear mechanism for 
measuring progress and 
accountability.


• Your prioritisation process to 
agree on the critical few actions 
to focus on.


IN SECTION 4, YOU’LL SET OUT:


Step 5:
Build Response and 
Recovery Scenario(s)
• Develop a series of future 


scenarios to help guide your 
economic recovery plan.


• Align to similar exercises by 
national scale economic 
agencies to ensure 
consistency.


• Identify the likelihood of 
each scenario and keep 
under constant review as 
more data emerges.


• Identify a central or most 
likely scenario.


• Evaluate the different 
impacts that each scenario 
will have.


• Link ton your leadership and 
action stages.


Step 6: 
Develop a Monitoring and 
Evaluation Framework
• Set up an Investment Logic 


Model so that your monitoring 
and evaluation frame is fit for 
purpose.


• Identify measures and data 
which:
- Quantify the inputs that will 


be available to deliver the 
planned activities.


- Track and record the planned 
activities that will be 
delivered as part of the 
response and recovery 
programme.


- Measure the intended 
impacts of any action or 
programme of actions.


- Measure the expected 
outcomes that are anticipated 
as a result of the actions 
taken to support response 
and recovery.


- Balance lag, real-time and 
lead measures.


- Clearly articulate the reason 
why intervention is required 
and the rationale for the 
proposed activities.


- Assist decision makers to 
assess the success of 
interventions.


• Design, implement and 
continuously review the results 
from an evaluation programme 
– to build a body of knowledge 
to inform more effective future 
interventions, whether in 
response to shocks or more 
generally.
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Economic Recovery Plan Template – May 2020


Economic Recovery Plan – Template for section 5


SECTION 5: 
RESPONSE, 
RECOVERY AND 
REIMAGINATION 
ACTIONS 


This section is where you identify an agreed set of actions. By using the Stages 
1 and 2 of the guide you will be well set up to develop a rigorous, well supported 
programme of actions with good evidence, monitoring and evaluation processes 
in place. 


DRIVERS
Drivers describe the key elements of economic development which economic 
development professionals and decision makers are likely to consider when 
developing a response and recovery plan. A key task in this stage is to identify 
the drivers for your local economy so that the actions can be mapped against 
these.


ACTIONS
The action stage is broken down into three steps:


Horizon 1- Response (Step 7): This is where the immediate responses to the 
crisis take place- often to address immediate and acute issues. 


Horizon 2- Recovery (Step 8): focused on returning the situation, as much as 
possible to its pre-event condition and ensuring that the local or regional 
economy can return to normal levels of activity. The extent of the recovery phase 
depends on the event, its magnitude and its impacts.
Horizon 3 - Resilience and Reimagination (Step 9): while recovery is 
commencing is the best time to consider the opportunities which the situation 
presents to reimagine your local economy and increase resilience.


IN SECTION 5, YOU’LL SET OUT:


A. Programme Drivers
The key drivers of your local economy including detail on:
• why are they important?
• what are the key considerations for the driver in the context of 


response and recovery?


B. Response, Recovery, and Reimagination
• For each driver – what are the actions to take in horizons 1,2 and 3?
• Who are they key partners who will need to be part of the actions?
• In Horizon 3 – resilience and reimagination consider:


- How to address embedded and institutional barriers to progress 
including persistent deprivation, unemployment and low access to 
opportunities.


- Reconsidering innovative and transformative ideas which could 
enhance the productivity and sustainability of a local economy, while 
also enhancing the wellbeing of people and communities.


- Using infrastructure stimulus programmes to reimagine and redesign 
how people, freight and ideas are transported and move into, through 
and out of a region.


- Reviewing and reconsidering whether governance and leadership 
structures are fit for purpose and facilitate a collective impact model 
of strategy development, decision making and implementation.
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Economic Recovery Plan Template – May 2020


Economic Recovery Plan – Template for section 5


TEMPLATE
The template below allows you to develop your action plan using the drivers and horizons.
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Drivers Importance Key 
considerations


Horizon 1. 
Response 
(step 7)


Horizon 2. 
Recovery 
(step 8)


Horizon 8. 
Resilience & 
reimagination 
(step 9)


Partners


1. Improving 
business 
performance and 
resilience 


2. Supporting 
priority sectors


3. Developing skills 
and reducing 
unemployment 


4. Investing in 
infrastructure to 
support recovery 


5. Enhancing 
wellbeing and 
quality of life


6. Destination 
promotion and 
branding


Drivers Actions
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Economic Recovery Plan Template – May 2020


Economic Recovery Plan – Template for section 6


SECTION 6: REVIEW 
LEADERSHIP AND 
STRATEGY SYSTEMS


This section establishes the processes to adapt and review leadership and 
strategy systems to ensure the best possible information, expertise and 
experience is in place to respond to changing circumstances.


IN SECTION 6, YOU’LL SET OUT:


A. Stay Fit
• Ensure constant fitness checks of leadership and strategic systems. 
• Have regular ‘check-ins’ (e.g. before each meeting) to build trust and 


cohesion, and to see how people are coping – move to support as early 
as possible.


• Be flexible – as needs arise new expertise or resources may be 
required.


• Be adaptive – adjust considering new evidence and intel from trusted 
sources.


• Be agile – examine new/changing dynamics, review responses and 
change course if needed.


• Ask for help.


B. Communicate
• Communicate setbacks and progress early.
• Have a clear view of and communicate progress and milestones.
• Communicate what the endpoint of crisis response looks like, then 


reiterate when crisis response is nearing an end, and will cease.
• Communicate what desired outcomes look like in recovery, rebound 


and resilience, and what succeeds crisis response to achieve those 
goals.


C. Learn
• Embed data capture and evaluative people and processes.
• Employ robust portfolio/project management systems to support data 


capture.
• Capture stories with five questions; what worked, what did not, why, in 


what respects and under what circumstances?
• Ensure an outcome evaluation is done that reflects on and links 


process, actions, and outcomes.


7
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THIS GUIDE HAS BEEN 
PREPARED FOR EDNZ BY

Harvey Brookes and Patrick McVeigh from 
MartinJenkins (Martin, Jenkins & 
Associates Limited) and Dr David Wilson 
from Cities and Regions Ltd. 
MartinJenkins advises clients in the public, 
private and not-for-profit sectors. Our work 
in the public sector spans a wide range of 
central and local government agencies. 

Cities and Regions NZ is led by Dr David 
Wilson. David offers comprehensive 
capabilities and the deep industry 
knowledge necessary to help you solve 
the most complex issues for your 
organization, community, city or region.

Visual design and infographics by Lan Fu, 
MartinJenkins.

CONTACTS

Harvey Brookes
Lead, Waikato and Bay of Plenty, 
MartinJenkins

E: harvey.brookes@martinjenkins.co.nz 

Patrick McVeigh
Lead, People and Places, MartinJenkins

E: patrick.mcveigh@martinjenkins.co.nz 

Dr David Wilson
Cities and Regions NZ

E: david.wilson@citiesandregionsnz.com 

Thank you, ngā mihi

HERE TO SUPPORT YOU AND 
YOUR ORGANISATION

https://www.citiesandregionsnz.com/
http://www.martinjenkins.co.nz/
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