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Strategies for turning around a troubled business

Suppose your manufacturing business finds itself awash in red ink from continuing losses
and plagued by sinking employee morale. What steps should you consider to succeed
with a turnaround in both profits and morale?

When the company is in trouble, resist the temptation to bring in outside equity capital
unless you are willing to let someone new take over the reins of the business. Sources of
rescue capital will demand to make the rules and run the show.

Your business will be much stronger if you can do it yourself, which usually means
bringing in additional personal capital.

First things first. Analyze what is causing your cash haemorrhaging and fix it fast. Focus
on short-term cash stabilization and long-term cash annuities. To accomplish this, your
restoration strategies should have two immediate points of focus: (1) to reduce
expenses, and (2) to increase sales, followed by a third longer-term focus to lean-down
the business.

Expense reduction must be implemented immediately. To reduce expenses, possible
tactics may include stretching out payables, pulling in receivables, renegotiating
contracts, offering discounts for advance payments, eliminating unnecessary expenses
and perks, farming out certain activities for cost savings, reducing staff to a lean
configuration (more on this later), freezing salaries, and eliminating bonuses not tied to
overall performance.

However, expense reduction alone will not solve the problem. It may stop the bleeding,
but the patient is still anaemic. What is also needed is a transfusion of additional sales.

Evaluate and modify your sales strategy. A business with an ailing cash balance should
pursue two avenues: (1) opportunities that optimize short-term cash flow, and (2) high-
margin opportunities for the long term.

To meet immediate needs, pursue larger rather than smaller orders, with near-term
rather than far-term prospective closure, that provide some upfront cash inflow. Secure
contracts with major down payments, rather than contracts requiring you to buy-in with
your own cash. Even if profit margins are smaller, you will have urgently needed cash,
and employee morale will improve as workers will see production and sales volume
increasing.

Then turn your attention to large potential customers that will require longer-term efforts
to close (probably with some customizing or private-labelling required) but which will
result in higher margins for several years.



Finally, as company growth resumes and profitability seems looming, start focusing on
leaning down the company structure. Minimize the layers of management. Restructure
the company in a manner that will maximize your returns. Outsource activities wherever
practical. Eliminate positions to do little to contribute to the bottom line — this does not
mean letting good people go, but rather trying to find more productive positions for them
within the business.

A focus on lean thinking is a focus on eliminating waste in everything: sales, production,
operations, administration, processes and paperwork. In a lean environment, "waste" is
defined as any step in your company processes that your customer would not be willing
to pay for.

Strive to pare down your business to a core of employees (both management and hourly)
who are committed to the success of the company. If a few devoted workers have clear
deficiencies, train them before considering laying them off. When you finally have a
dedicated, driven core of key people left, institute a strong stock option plan to reward
them.

Throughout all these steps, you must also do two critical things: 1. Instil and reinforce a
passionate commitment to customer service within every employee, because satisfied
customers keep coming back. Remember to fix all problems to the customers'
satisfaction. 2. Demonstrate a fervent loyalty to your employees, and ensure this attitude
permeates throughout all management ranks. You want to do all you can to ensure
employee satisfaction, because your experienced, dedicated employees are your most
important resource.

Follow these steps and you should have a strong chance of returning to strong
profitability with a staff of loyal committed employees.

How are you planning your successful future?

Now invest in the publication ~Accelerate with Impact™ - you
will benefit from reading this inspirational book.

“Accelerate with Impact™ - by Colin Thompson ISBN: 978-1-84549-289-2

Invest in this publication which will help you to be successful in business life and in
general life. This book can be purchased from;

WWW.amazon.co.uk

WWW.amazon.com
www.cavendish-mr.org.uk
www.arimapublishing.co.uk

and all High Street bookshops worldwide

Books to help you with your success;
“Formula for Success™ by Colin Thompson - Foreword by Karl George OBE

“Quantum Leap to Success” by Colin Thompson - Foreword by Sir Maurice Donn

“Driving the Business Forward™ by Colin Thompson - Foreword by
Dr Luis Bravo-Sampedro

“Riders of the Storm ™ by Colin Thompson - Foreword by Dr Tim Watts

Check out www.cavendish-mr.org.uk for details by clicking on the publications button.



http://www.amazon.co.uk/
http://www.amazon.com/
http://www.cavendish-mr.org.uk/
http://www.arimapublishing.co.uk/
http://www.cavendish-mr.org.uk/

Are you ready to commit to making a Quantum Leap in your performance? Then, we
invite you to invest in the publication "Quantum Leap to Success' . Please use this
website www.cavendish-mr.org.uk as a resource centre for daily motivational quotes,
as well as for a listing of motivating books, CD"s/DVD " s/PDF"s, guides, research reports,
publications, business models and online resources. “Quantum Leap to Success’ can be
purchased from the secure e-commerce website:www.cavendish-mr.org.uk

Fresh thinking requires a vision to see beyond the conventional. When you combine
excellent quality with outstanding value for money you will begin to realise the full
potential of creative and well presented business solutions. Together, the sky s the limit.
Have passion to learn and let the knowledge help you to be successful in life.

About the Author Colin Thompson

Colin is a former successful Managing Director of Transactional/Print Manufacturing
Plants, Print Management/Workflow Solutions companies and other organisations, former
Group Chairman of the Academy for Chief Executives and Non-Executive Director,
helping companies raise their 'bottom-line’ and ‘increase cash flow . Plus, helping
individuals to be successful in business and life in general. Author of several publications,
research reports, guides, business and educational models on CD-ROM/Software/PDF and
over 400 articles published on business and educational subjects worldwide. Plus,
International Speaker and Visiting University Professor.

Colin Thompson

DDL: + 44 (0) 121 244 0306
Mobile: 07831 588310

Main T: + 44 (0) 121 244 1802
email:colin@cavendish-mr.org.uk
www.cavendish-mr.org.uk

Visit our knowledge pool at: www.cavendish-mr.org.uk for over 95 powerful publications,
business models and services.

The Cavendish Academy
http://www.linkedin.com/e/-tc85tw-gbkla9w4-1f/vgh/3212542/

Also, read our testimonials page to see what others believe.
Our goal is:
e Changing Limited People into Limitless People

e Turning Limited Companies into Limitless Companies

“Igniting” your success with the new powerful and inspirational books from Arima
Publishing UK ;

" Accelerate with Impact™ - by Colin Thompson ISBN: 978-1-84549-289-2
" Create Your Own Success Story ™ - by Colin Thompson ISBN: 978-1-84549-260-1

Both of these publications help you to be successful in business life and in general life.
These books can be purchased from;

WWW.amazon.co.uk

WWW.amazon.com
www.cavendish-mr.org.uk
www.arimapublishing.co.uk

and all High Street bookshops worldwide
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Our mission is two-fold: first, to offer insights that enable people to discover both their
personal and business potential; and second, to do so in a fun and effective way that
fosters connection and community. We do this via business consulting, publications,
seminars and speeches.

We can all choose to walk a path with heart and accountability. Our work can support our
path to be one of personal development, contribution to society and positive *bottom-
line® results.

TEAM (Together Everyone Achieves More) prides itself on the team’s excellent reputation,
credibility and expertise.

Visit the knowledge Pool at the website www.cavendish-mr.org.uk for over 95
solutions and services for you to be more "successful”

CAVENDISH
Kings Court, School Road, Birmingham B28 8JG UK
Telephone: + 44 (0) 121 244 1802 Fax: + 44 (0) 121 733 2902
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