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Sooner or
later, every
business,

including yours, is
going to hit a bump in the
road, be it the loss of one or
more large customers, a major
facility issue, the loss of one or
more key employees, a key suppli-
er's significant price increase, a
market-wide downward trend in
selling prices, and the like. Many
production framers tend to operate
somewhat close to the edge, with-
out sizable cash reserves to tide
them over such problems. As a
result, these bumps in the road are
more likely to prove fatal to your
business—if not handled effective-
ly.

One way to deal with such a
situation is to operate your busi-
ness in such a manner so that these
problems don't happen in the first
place. That's a lofty goal, and it is
likely to be somewhat unattainable.
Bad things do happen even to busi-
nesses that are run well.

In the event that your business

finds
itself fac-

ing a major
threat, you need

to take swift, effec-
tive management

action. Here are some
pointers on how to ensure

that your business will exit the
other side of a problem in good
shape. Regardless of what strategy
you decide to pursue, these items
will help.

Take responsibility. I tell my
clients that the first place to look
to place blame (if required) and to
expect action is in the mirror. The
state of a business is not the fault
of the government, the weather, or
terrorists. It is your business. Its
relative health, or lack thereof, is
your responsibility—no one else's.

Act swiftly. If you want to
take time to grieve, to lament, or
to be sad, go ahead and do it—for
one night. Then get up and go to
work, gather your key people
together, and start crafting a solu-
tion. In a turnaround situation,
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ly, hoard cash. If you aren't already
using one, implement a Rolling 13
Week Cash Flow Forecast. With-
out endangering key relationships,
stretch out your disbursements as
much as possible. Forget about
paying early to earn cash dis-
counts. The cash is far more
important. Pursue receivables col-
lections (commercial business)
aggressively.

Get into your inventory. For
the vast majority of the framers,
this is where the cash is. The
80/20 rule almost guarantees that
you are carrying way too much
slow-turning inventory. Get your
best people on figuring out the
best way to convert it to the maxi-
mum amount of cash.

Trim the fat, the weak, the
unprofitable. You may be tempted
to think you have already done
that. If so, good for you. Now do
some more. Again, the 80/20 rule
says that, most likely, you are still
selling unprofitable products; still
supporting marginal product lines,
markets, or stores; and still carry-
ing positions and people whose
added value is relatively minimal.
Shed them, and do it quickly. Also
look at discretionary out-of-pocket
expenses and tighten them up,
possibly by 50 percent or more.
Send a message that you're serious
about this.

Craft a short-term financial
plan. This is, in effect, a budget.
But it is in weeks, not months.
Determine what you want to
accomplish weekly in cash posi-
tion, sales, margin, expenses, head-
count, receivables, inventory, and
so on.

Implement appropriate key
metrics. Generally, things that get
measured get better. If you are not
already doing so, start measuring
the important things like:
• Past due receivables
• Past due orders
• Key item out of stock situations
• Pieces reworked
• Customer satisfaction

44 PFMPRODUCTIONWinter2008

most people think money is the
scarcest resource. It is not; time is.
You need to energize your team to
begin acting in what I call “Turn-
around Time,” perpetual fast for-
ward. Things that used to take a
month to do now need to happen
in a week. Things that used to
take a week now need to happen
overnight. Speed is the order of
the day, every day, in everything. 

Elevate mutual expectations.
Everyone on your team needs to
immediately begin playing the
game at a higher level. It should
not occur to anyone to apologize
for having high expectations of
their teammates.

Credibility is key. Every
member of your team needs to
understand that there will be
heightened pressure to perform
and that, regardless of the pres-
sure, no one should ever commit
to more than they think they can
honestly do. The rule is to commit
to only what you can do, then
make it come true.

Get your whole team involved.
This includes:

• Your employees. They often have
great ideas about how to
improve your business, but they
are often not “invited.”

• Your key suppliers. The health of
your business is vitally impor-
tant to your key suppliers.
Inform them of the situation
and invite their ideas.

• Your banker. If your relationship
is strong and your banker is
kept fully informed, you'll find
a powerful ally in a tough situa-
tion. It is certainly in a banker's
interest that you succeed.

• Any other close business associates
or advisers. Everyone wants to be
able to help a friend in need.

Superbly service your cus-
tomers. Keep your problems away
from your customers. You need
every one of them more than ever.
Use this as a reason to initiate a
“Customer Service Renaissance.”
Delight them.

Manage cash tightly. Basical-



• Excess and obsolete inventory
• Factory cycle time
• Key initiative status.

Implement a “whole brain”
management process. On a week-
ly basis, gather your key players to
review your key metrics and
achievement of your financial plan.
And, as appropriate, initiate cor-
rective actions, with specific
assignments and deadlines.

If you follow these steps, your
business has an excellent chance of
getting through any bumps just
fine. If you don't, the odds are
against you. It's that simple. One
last point: once you've implement-
ed these steps, stick with them.
The next bump, if it comes, won't
be nearly as troublesome if you do.
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UPCOMING EVENTS: 2008

PRODUCTION WORLD
February 3-7
Spring Fair Birmingham 
National Exhibition Center
Birmingham, England
011-44-20-77283949 
www.autumnfair.com

February 14-17
Quadrum SACA
Bologna Fairgrounds, Italy
011-39-51-6646624
www.quadrumsaca.com

February 21-24
Interior Design Show
National Trade Centre
Toronto, Ontario, Canada
416-960-4505
www.interiordesignshow.com

February 28-March 3
Art Expo New York
Jacob K. Javits Center
New York, NY
888-608-5300
www.artexpos.com

March 2-5
Montreal Gift Show
Place Bonaventure
Montreal, Quebec
888-823-7469 
www.montrealgiftshow.com

March 6-9
Architectural Digest Home
Design Show
New York City, Pier 94
800-677-6278 
www.merchandisemart.com

March 27-30
Total Home & Gift Market
Dallas, TX
800-DAL-MKTS
www.dallsmarketcenter.com

April 7-13
High Point Market
International Home Furn. Center
High Point, NC
800-874-6492 
www.highpointmarket.org

April 7-13
Hospitality Design Show
Sands Convention Center
Las Vegas, NV
508-743-8502
www.hdexpo.com

May 17-20
National Restaurant Assn.
Restaurant, Hotel-Motel Show
McCormick Place, Chicago, IL
312-853-2525 
www.restaurant.org/show

June 9-11
NeoCon World’s Trade Fair
The Merchandise Mart
Chicago, IL
800-677-6278 
www.merchandisemart.com

July 18-21
California Gift Show/Sources L
Los Angeles Convention Center
Los Angeles, CA
213-362-5640
www.californiagiftshow.com

July 28-August 1
Las Vegas Furniture Mart
Las Vegas Convention Center
Los Angeles, CA
866-229-3574 (Registration)
888-WMC-SHOW (Buyers)
www.lasvegasmarket.com

August 16-21
New York International Gift Fair
Jacob K. Javits Center
New York, NY
800-272-SHOW
www.nyigf.com
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Mike Hulser, who does business as “The Biz

MD,” is a nationally renowned turnaround

specialist and financial and management

consultant. He is also the CFO of Pictures

Plus in Honolulu. He can be reached at

www.thebizmd.com or 808-672-0220.
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