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month. Things looked really bleak.

The restaurant was in a sporting complex which had indoor soccer, squash, a
soccer and rugby field, a tennis court and two pubs. All the sporting events
were well attended and membership was high while the pubs had a good
cliental, day and night. At first glance, one could not understand why the
restaurant was doing so badly. There was plenty of passing trade, the
restaurant was well situated and yet people were not frequenting the
establishment.

Also an agreement existed between the restaurant owner and pub owners
that the pub owners would not sell any food of any kind, all the food had to
come through the restaurant, an agreement which seemed to suit everybody.
As I stood in the middle of the complex, I could not understand why the
restaurant was not busy, what were the factors that were keeping the
customers away. How were we to get the people into the restaurant?

We needed to improve cash flow, but how were we going to do this. The
restaurant suppliers are notorious for not offering credit — most work cash on
delivery, especially if one is a small independent operator, it would be difficult
to find new suppliers and set up a line of credit.

After spending a day with the owner and discussing various options as to
what could be done to improve the business, I decided to do a little market
research. I arrived the next morning at 11am and found the complex relatively
dead, the pubs were about to open for business and the restaurant was to
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open at noon.

For the rest of the day very few people came into the complex, the pubs were
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from about 4pm.

Looking around at the all the people, I asked about 50 a very simple question:
“Why don't you use the restaurant facilities that are here?” And to my
astonishment, nearly everyone answered the same: “We have not come here
to eat, we come here to play sport.” Or, "We have come here to drink.”

Five people did not know about the restaurant. And there I believe lay the
answer: the people in the complex were not the customers. The restaurant
needed to build its own customer base and could not rely on the passing

7 trade.

The next day the restaurant owner and I hastily put together an eight-point
plan, and set up a meeting with the landlords to put our proposal forward:

OWe needed a reprieve on the rent for six months — we were looking for six
months rent-free;

[OWe needed to renegotiate the lease;

[1We would create a new menu getting rid of high cost items, such as prawns
and crayfish;

(The restaurant would be re-branded as a value per rand restaurant;

OThe money from the rent would be used to advertise the restaurant;
0

OThe restaurant owner would present the landlords with a progress report
fortnightly; and

[CINew suppliers would be found who would offer credit — this proved difficult
but did transpire.

Over the next three weeks, a full turnaround strategy was developed and put
forward to the various stakeholders — the landlords, bank and suppliers who
granted credit.

A turnaround strategy can only work if all the major stakeholders get
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involved.

I am glad to report, three months later the restaurant was turning over
R40000, in the fourth month it did R46000 after which I withdrew to pursue
my next turnaround.

One should always remember that the central theme to a turnaround is:

CJAnalyse the current situation — do it quick;

CDetermine where the business need to be, what are the objectives and
goals of the business;

COWhat resources are needed to achieve the objectives; and
[OHow to manage the change process.

CIMarino is director, Business Renewal & Survival Strategies.
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