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A question of building for the future

David Gibson and Jamil Jaffer of GBI provide answers to some of the questions they’re asked by
private equity firms and food executives regarding how to better ensure a profitable business

Over the past six months the consistent theme in
all our GBI business articles is that every company
in every industry has to build their business
infrastructure in order to ensure profitable
returns. In this month’s article, we look at some of
the questions we're frequently asked about how
to achieve that infrastructure and examine ways
of solving more common problems.

“My management group is not working well
enough as a team and the rest of the company
doesn’t seem to know or do exactly what we
need them to do. How do I rectify this?”
Focusing and aligning all of the management and
organisation relies on creating and continuously
communicating a simple yet achievable strategy.
“Alignment” is the key — if you don't have it, then
you're incurring operational wastage and losing
consistency, which is the best way to lose a repeat
customer. According to Business 2.0 magazine:
“Repeat customers will generate more than three
times the revenue when compared to new
customers, keeping in mind that 98.7% of visitors
do not return, even if they buy something first.”
An effective five-year strategy should only take
amanagement team two to three weeks to agree
and create, but communicating the strategy to the
workforce should be an on-going activity.

“Where should I focus my time and effort and
how do I know what is working really well and
what needs work?”

Understanding what to fix in an organisation
takes a trained professional, much like a doctor
examining a patient. An operational diagnostic
gives the owner a 360° view of how the
organisation is really functioning, which is pivotal
to determining what exactly needs to be fixed. An
in-depth operational diagnostic should only take
one to two weeks to complete, but during the
process you will gain a deeper understanding of
your business and can begin to implement ways
to maximise operational efficiencies.

“What business model best serves my company
according to where we want to be in five years?”
Understanding what business model works best
for a specific organisation is dependent on where
you want to be (personally and professionally) in
five years and how you determine what your key
business drivers are. Is price your big driver? We
then have to construct an organisation built for
low-cost production and distribution. Is a
consistent customer and product experience your
big driver? Then we have to build a learning
organisation, which continuously focuses, enables
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and measures service and product expectations.
Is delivering product your big driver? We then
have to create a lean process organisation built
for speed and measurement.

Developing an effective organisation design is
the first key step to distributing accountabilities
and tasks evenly throughout the organisation. If
these are not evenly distributed, there will be no
consistencies throughout the company, which
will then incur operational wastage and not
guarantee a consistent customer experience.
Having an organisation designed and aligned to
your five-year strategy and distributing
accountabilities throughout the organisation
should take no longer than a month to
implement, but longer to embed depending on
the size of your workforce.

“My staff don’t feel adequately motivated or
recognised and I have no ways of embedding
consistent processes into my workforce and
make them stick. What do I do?”

No successful operation is without an effective

“Understanding what
to fix takes a trained
professional, much like
a doctor examining a
patient”

performance management system. It's the only
way to build a “carrot and stick” culture, whereby
you reward the behaviours that are aligned to
your key drivers and strategy and develop and/or
discipline those that hinder your bottom line.

Performance management ensures strategic
and organisational compliance and should take
about four to eight weeks to build and a year (or
two performance cycles) to perfect.

“My service staff could be selling more food and
drink. My managers should help them and I
want to be able to go on holiday without things
falling apart. How can I achieve this?”
From our research and analysis with food
companies, we see a lot of “feeling around and
coming to grips” within the organisation when
people start at every level, even with a basic
training programme. There is a more organised
method of giving the right pieces of information
to the right people at the right time to help deliver
expectations quickly and consistently.
Implementing business improvements and
strategic intent to the entire workforce at all levels
requires workforce alignment training
programme(s). Using a focused training and
development programme, backed up with a
performance management programme and
focused via a realistic strategy, is the only way to
build a self-standing and sustainable organisation
(this will allow for any/every leader to go on
vacation when they want to!).

“I want to be 100% sure we’re opening up
locations that provide the best opportunity for
profit. How do I do this?”
GBI has been asked to comment for a number of
publications regarding the reasons for failure
when a food group expands into a new market
outside the UK. We continuously conduct rigorous
market due diligence to ensure profitable
locations. To do this, we use a raft of in-depth
questions to understand and optimise the
opportunity for profitable success.

In our next article, we will look at the
contextual and statistical inputs needed to prove
or disprove the viability of new store locations. @
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