ANALYSIS

I think that different turnaround managers will use different techniques according to their respective competencies.  For example an HR specialist may use motivational talks to inspire change.  In my own case, I used analysis of numbers to lead me to areas of improvement.  In any turnaround someone will have to do this.

My approach is to review a section (like stock of one brand).  Using an age analysis and monthly sales, I identify where overstocks exist.  At Prsetige I attempted to move this stock through the factory shop, getting Principals to take back stock and encouraging promotions and banded packs using the excess stock.  At the same time, I made sure that we did not order any more of these lines (I know this sounds ridiculous but it does happen).  Thus I look at minutiae of detail in respect of various areas to achieve a result.  My approach is always to grab the low hanging fruit where one action can make a significant impact.  Another truism is that one’s first loss is always one’s best loss, meaning that one should take the knock in full initially.

I find that excel is great for analysis as one can “slice and dice” the numbers to get some meaning.  I would argue that this is more maths than accounting.  I spent happy hours doing ABC analysis on stock and working out how long we were out of stock of different lines and what this could have meant in lost sales.

An interesting anecdote relates to stock of disposable plastic sheets for Decleor treatments.  My predecessor ordered 37 rolls of 150 units instead of 37 sheets.  This created apposition of 23 years stock on hand, bulky to boot.  We have discounted and offered rolls instead of sheets to clear stock and insisted that new stockists take a role at a discount.  4 years later, we are down to about 15 rolls.  The reason that we have not done more is that the sheets are plastic and will not deteriorate – still one could argue that we should have discounted more!

