


Preparing a cash forecast at least 90 
days out and keeping it rolling one quarter 
ahead.

Analyzing assets that can be converted 
to cash such as accounts receivable, dead 
or slow moving inventory, non-producing 
property and equipment and laying out a 
program to start the conversion.

Analyzing debt by contacting key 
creditors and begin working out extended 
payment schedules and terms for current 
purchases.  Assuming you’ve had good rela-
tions with your vendors, you will need them 
to continue operations and they will want to 
keep your business.

Establishing lines of credit after you 
have assessed your position, established 
your finances and laid out a turnaround plan.  
Now, you will have the ability to negotiate a 
line-of-credit to fund operations as needed. 
You may be able to access conventional 
funding sources.  If not, there are many 
companies that specialize in turnaround 
financing.

Attracting new capital by assessing 
whether or not you need a partner to get 
through this period.  There are many sources 
available, although not all of them will fit 
your particular circumstances and timing, 
including:  

Individual investors (active or passive)

Venture capitalists

SBICs associated with banks and funds

Private equity groups

Mezzanine funds (in some cases)

Local economic development funds

Assessing information systems by deter-
mining if your reporting systems are giving 
you the information required to run the busi-
ness and analyze operations for profitability.

Establishing reports and meetings by 
setting up a regular schedule to have all 
financial and management reports prepared 
and distributed to all managers culminating 
in a management meeting to analyze and 
discuss results and fine tune operations.

Analyzing profit margins by assessing 
which product lines and customers are prof-
itable and unprofitable.  Evaluate whether 
you should continue or eliminate the unprof-
itable lines and unprofitable or low margin 
customers.

Rightsizing human resources by deter-
mining what the company’s actual “people 
needs” are.  Lay off unnecessary labor and 
managers – but don’t cut muscle.  If over-
time is required, hire temporary labor.  With 
temporary labor or outsourcing, you have no 
fringe benefit packages attached.

Examining all costs by conducting an in-
depth review of all costs; don’t just perform 
a cursory review.  Get bids for insurance 
and other costs and cut all unnecessary 
expenses.  Consider cutting down or even 
eliminating all fringe benefit packages.

Analyzing R&D, but don’t cut research 
and development costs unless what you 
have going is too “pie in the sky” and can’t 
be realized over the plan period.  New 
product development can be the salvation of 
the company.

Reviewing marketing/sales strategies by 
determine whether your current strategies fit 
the needs of achieving the survival plan and 

then the long-term plan.  Look at what will 
give the company the greatest return quickly 
and make a major impact on the turnaround 
plan.

Getting Started – Now!

Most companies financial problems do 
not have a quick-fix.  The problems didn’t 
arise overnight and they will not be cor-
rected overnight.  The keys to a successful 
turnaround start with admitting that the 
problems exist, obtaining a full commitment 
by management, and coordinating a plan 
that will satisfy a short term fix.  

Your company may or may not need help 
from the outside – but don’t be afraid to 
admit you need help.  Most companies gen-
erally need assistance if for no other reason 
than to get an objective opinion in analyzing 
operations and data.  You can be too close 
to the situation and not see the gathering 
storm clouds.  In some of the most success-
ful turnarounds I’ve been involved with, the 
companies have gathered and analyzed the 
information, but needed someone to come 
in and help coordinate and implement the 
changes and strategies to take advantage of 
their hard work.  Get someone involved at 
the beginning; don’t wait until it’s too late, 
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