(CLP-P2) (WDP1) - Business Turnaround — Workshop 1 — Exercise 1.2

Exercise 1.2: Rapid Turnaround Strategy Brainstorm

Participant Solution Handout

Model Strategy Solutions for ABC Company Scenarios

By applying these “model” strategies, participants will gain practical insights into addressing

complex business challenges and driving successful turnarounds for ABC Company.

NOTE:
Measures, plans, and strategies are all part of a constantly altering cycle; therefore, itis essential to
remember that, depending on the environment and the context, more than one course of action is

frequently possible.
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Participant Solution Handout

Scenario 1: ABC Company - Financial Distress

Immediate Stabilization Measure:

Implement a cost-cutting initiative to reduce unnecessary expenses. Utilize financial ratio analysis
to identify areas where costs are disproportionately high and implement targeted cost-saving
measures such as renegotiating supplier contracts and implementing energy-saving measures.

Secure short-term financing or bridge loans to improve cash flow and stabilize operations.

Long-term Restructuring Plan:

Invest in upgrading production technology to reduce operational inefficiencies, guided by the
McKinsey 7S Model to ensure alignment across strategy, structure, and systems. Incorporate lean
management principles to streamline processes and minimize waste. Diversify the product line to
include sustainable and eco-friendly options, alighing with market trends, and develop a robust R&D

department to drive continuous innovation.

Leadership or Communication Strategy to Ensure Stakeholder Buy-in:

Implement effective communication strategies by holding regular town hall meetings to discuss the
financial situation and steps being taken transparently. Leverage the Balanced Scorecard to track
and communicate progress across multiple perspectives, ensuring stakeholders are informed and
engaged. Establish a feedback mechanism for employees to voice concerns and contribute ideas,

building trust and morale.
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Participant Solution Handout

Scenario 2: ABC Company - Market Position Decline

Immediate Stabilization Measure:

Launch a comprehensive digital marketing campaign to enhance the company’s online presence.
Use PEST analysis to understand the external environment and optimize the company’s website for
e-commerce, offering promotions to attract online shoppers. Close underperforming stores and

reallocate resources to the online channel to reduce costs and improve efficiency.

Long-term Restructuring Plan:

Transform ABC Company into an omnichannel retailer, integrating the online and offline customer
experience. Utilize the Balanced Scorecard to manage and measure performance across financial,
customer, internal business processes, and learning and growth perspectives. Invest in data
analytics to understand customer preferences and tailor product offerings accordingly. Renovate
remaining stores to offer unique in-store experiences, differentiating ABC from purely online

competitors.

Leadership or Communication Strategy to Ensure Stakeholder Buy-in:

Communicate the turnaround vision through regular updates via newsletters, webinars, and social
media posts. Use the McKinsey 7S Model to align strategy, structure, and staff with the new
omnichannel direction. Foster a culture of innovation and customer-centricity through training
programs and incentives, alighing employees with the strategic vision. Engage investors with
transparent reporting and showcase early successes in the digital transition to secure continued

financial support.
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Participant Solution Handout

Scenario 3: ABC Company - Operational Inefficiencies

Immediate Stabilization Measure:

Conduct a thorough audit of production processes to identify and eliminate bottlenecks, using lean
management principles to streamline operations. Implement a short-term hiring freeze and cross-
train existing employees to fill critical gaps, improving operational efficiency. Partner with a logistics

consultant to optimize warehouse management and reduce order fulfillment delays.

Long-term Restructuring Plan:

Modernize ABC Company’s technology infrastructure by investing in advanced manufacturing
equipment and implementing an integrated ERP system. Use the McKinsey 7S Model to ensure all
elements of the organization are alighed and support the new operational strategy. Develop a
continuous improvement program, adopting Six Sigma methodologies to sustain operational
excellence. Enhance the supply chain by diversifying suppliers and improving vendor relationships

to reduce dependency and mitigate risks.

Leadership or Communication Strategy to Ensure Stakeholder Buy-in:

Engage employees in the transformation process by clearly communicating the benefits of new
technologies and processes. Use the Balanced Scorecard to track progress and communicate
success across different perspectives. Hold regular training sessions and workshops to help
employees adapt to changes and improve their skills. Establish open lines of communication with
suppliers and partners to discuss restructuring plans and negotiate mutually beneficial terms.
Transparency in progress and celebrating small wins will maintain momentum and encourage

stakeholder confidence in the turnaround efforts.
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