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Economically speaking, the hospitality and leisure industry has 
stood on the front line throughout the COVID-19 crisis. It has 
rolled with the punches that efforts to control the pandemic 
have indirectly thrown at their businesses.

Restrictions have battered businesses in the leisure sector, particularly those with sites in travel hubs or business 
districts. The virus, by its nature, strikes at the heart of basic human interactions — physical proximity and motion. 
The world may rediscover some momentum in free movement following positive news around vaccine development 
and roll-out timings early in 2021, but we have already witnessed a wave of restructuring efforts to cope with the 
pandemic. Government assistance through initiatives such as the furlough scheme will likely represent merely 
a stay of execution for many operators, masking the levels of investment and business transformation required 
to survive and prosper for the long term. As with many other sectors, COVID-19 has accelerated the changes in 
consumer behaviour and preferences in the restaurant and pub sectors – for example, booking, ordering and 
payment apps; click and collect; drive-through and delivery. 

As we emerge from the pandemic and eventually return to life without restrictions, operators must assess how 
they reimagine their business models and product/service offerings to emerge stronger than they were before. 
Permanently adopting and enhancing services, processes and technologies that have improved both the customer 
experience and internal business operations should form the foundation of recovery strategies that will help 
operators to build back better after COVID-19.
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BUSINESS FLEXIBILITY AND  
DIGITAL INTEGRATION – CRITICAL 
FACTORS FOR SUCCESS
Finding comfort in continued ambiguity is essential 
for business leaders in the industry, as emerging or 
accelerated trends take hold. Agility is critical – from 
responding to changing consumer needs and geographies 
in their 'office-away-from-office' to flexibly managing a 
restaurant or pub portfolio within an evolving patchwork 
quilt of tiered restriction levels and associated regulations. 
Other factors in play include:

 • The absence of – and slow return to – international  
travel: How long can businesses hold out before we  
see the world in motion again? 

 • Developing and effectively managing multiple sales 
channels: Table service and app ordering could be 
here to stay – can operators cope with this alongside 
traditional bar service?

 • Retaining brand loyalty with limited consumer 
connection: Digital marketing strategies are being 
rewritten to leverage CRM and use of micro-targeting, 
geo-targeting and sampling campaigns to engage 
with consumers and encourage new brand/product 
connections through alternative ordering methods. 

 • Employee management and associated financial  
support: Regular switching from full-time to part-time or 
zero hours in response to regional lockdown levels; can 
finance and HR systems cope with such rapid changes?

 • Tenant/landlord dynamics: Challenging dynamics may 
require more dedicated manpower to facilitate productive 
discussions with challenged/distressed tenants.

 • Central cost structures: A shift towards long-term remote 
working may reduce physical head office requirements.

 • Delivery: A significant increase in delivery/click & collect 
requires systems and process fulfillment as well as the 
operational talent with the skills to maximise  
this opportunity.

Balancing short term necessity against the measures 
required to counter and control the effects of longer-term 
industry impacts presents multiple challenges. 

The most important elements in principle, such as 
robust cash/liquidity management, must be in place to 
act as a foundation for investment and transformative 
action throughout the value chain, many of which feature 
increased digital integration as an essential lever to 
enhance revenue growth and create a new operating 
model that is fit for the new industry landscape and 
sustainable for the long term. 
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SIMPLICITY, ACCOUNTABILITY, AGILITY
An accelerated transformation approach to delivering change is required, where thinking big and acting fast in small 
steps can establish momentum quickly. Provided there is line of sight from the holistic vision and strategy through to 
practical execution – including the definition of clear outcomes for customers (financial and non-financial) – leaders 
can steer their business through a complex change programme towards a transition to “business as usual” operations 
at the earliest opportunity. Take these industry-specific examples to demonstrate priority areas of focus and key 
considerations to effect positive, sustainable business change:

KEY OBJECTIVES AND OUTPUTS

1 Define the key organisational 
design principles including areas 
of capability investment required 
to deliver strategy. 

2 Design optimal organisation to 
support new business model and 
estate priorities including channel 
mix and key process changes.

3 Plan implementation of new 
organisation design.

4 Enhance agility by assessing 
feasibility of additional outsourcing.

5 Understand the potential volume 
and rate levers that can be used  
to control the indirect cost 
base, and how these vary under 
different scenarios.

KEY CONSIDERATIONS

 • Strategic priorities of the company 
and the organisational strengths 
and capabilities to build upon (for 
example, innovation, flexibility, 
scalability, customer-centricity etc.).

 • Maintenance of the culture  
through Support Centre and 
Operations to sites.

 • Comparison to relevant 
benchmarks, taking into 
consideration the company’s 
objectives and critical activities.

 • Use ZBB approach to challenge 
activities and identify opportunities 
for elimination, simplification or 
automation.

 • Options to restructure organisation 
around simplified and more 
efficient processes?

 • Ensure that corporate culture is 
retained following any potential 
organisational changes.

KEY OBJECTIVES AND OUTPUTS

1 Optimise store economics and update site operating models 
defined, based on new consumer behaviours, market trends or site 
improvement initiatives.

2 Leverage switch to digital, integrating the digital and physical customer 
experience. For example, more Click & Collect, more deliveries. 

3 Understand optimum size of estate going forward, according to multiple 
scenarios and based on adjusted site operating models. 

4 Minimise impact of regional complexity as local government restrictions 
continue to change. 

5 Understand cash impact of national/regional shut-down scenarios 
versus available liquidity. 

KEY CONSIDERATIONS

 • Social distancing and safety of operations. 

 • Customer demand in terms of volume, offer/products/services, increased 
digital adoption, increased delivery. 

 • Cost base including staffing model and ROIL – could technology be 
deployed to address new customer behaviours? For example,  
self-serve checkouts? 

 • Supply chain costs and flexibility - what is the right product mix? 

 • Are there halo effects of online orders vs. store operations? 

 • Which alternative store/premises formats could be considered?

 • Multiple trading scenarios overlaid with macro factors including extended 
and regional lockdowns. 

 • Geographic and demographic data overlaid to refine trading scenarios per 
site; factoring in localised economic impacts (for example, major plant 
closures, mass layoffs). 

 • Customer journey shifts required and alternate operating formats that 
may better enable this (for example, booking, Order & Pay, takeaway, 
engagement, etc.). 

 • Changes to customer demand, halo effects of digital engagement and 
transactional capabilities. 

 • Site clustering according to viability and future treatment required; be 
bold with marginal contribution sites - focus time, cash and resources on 
driving quality of earnings. 

 • Build phased action plans for each, considering cash impact of opening 
and associated ROCE.

SITE OPERATING MODEL
Addressing crisis conditions and adapting to  
the ‘new normal’, flexing as situations evolve  
and enabling agile planning at site level

SUPPORT CENTRES
Designed to right-sized  
site operations and to  
deliver on strategic priorities



TRANSFORMATIVE 
OUTCOMES FOR 
SUSTAINABLE GROWTH
By taking a holistic approach 
to establish the appropriate 
target end state for product and 
service offerings and operational 
outcomes in terms of shape, size 
and levels of agility, we can help 
our clients achieve:

Right-sized estates prepared 
for future growth 
Decide which sites are pivotal 
to growth, marginal and at risk 
from COVID-19 and historically 
underperforming. This is 
considered as part of an overall 
multichannel strategy.

Control of liquidity risks and 
management of creditors 
Clarity on liquidity risks from 
current operational plans and 
scenarios emerging from 
COVID-19 is key. Following a review 
of a full range of residual creditors, 
a strategy should be set to mitigate 
liabilities, considering options 
across the estate.

Increased agility in the  
site operating model  
Future success will be built on 
an agile site operating model 
and improved cost control, 
including the supply base. 
With a more efficient model in 
place, businesses will be better 
positioned to effectively address 
the crisis situation, reduce cost 
base and continue to meet 
changing consumer needs 
(digital adoption, parochial, social 
distancing, health and safety).

Support centre focus on 
efficiency and flexibility 
Linked to changes in the site 
operating model, support centres 
are realigned to provide more 
streamlined and flexible support, 
maintaining cultural strengths 
while developing more efficient 
ways of working and greater focus 
on enhanced cost control. 

1 DIGITAL STRATEGY AND DELIVERY

 • We are experts in the delivery of technology solutions, not just strategy.
 • Our approach to digital transformation can unlock value throughout the 

value chain, targeting high impact on revenue growth.
 • We assess digital capability gaps and barriers to pull identified value levers.
 • We accelerate execution of digital roadmaps by breaking through 

barriers to change.

2  OPERATIONAL EXPERTISE

 • Our teams help businesses drive profit growth and improve cash generation.
 • Our approach can identify potential improvements within extremely 

short timeframes.
 • Our engagements include revenue and profit improvement, labour 

and procurement optimisation, SG&A and cost reduction strategies, 
corporate simplification and finance function transformation.

 • We can take interim management roles including CEO, CFO and COO.

3  CORPORATE FINANCE ADVISORY

 • Our Corporate Finance team help our clients execute M&A activity, 
from maximizing value on exit to providing real-time strategic advice 
on buy-side opportunities. 

 • We also assist management teams with the development of business 
plans, to ensure the business case is supportable by both debt and 
equity stakeholders.

 • Our debt advisory team is highly active in the credit markets, and is 
in contact with a broad range of funders.

4  TURNAROUND AND RESTRUCTURING

 • Our restructuring team acts on both lender and company-side 
mandates to broker restructuring solutions.

 • Our roles span liquidity management, operational and financial 
restructuring and formal insolvency where we have a strong track 
record in the restaurant sector.

 • In times of intense pressure, we can step in to help minimise 
disruption to the business and manage communications and 
negotiations with key stakeholders.

5  RECOVERY STRATEGY

 • We use pragmatic consumer research to inform modelling of 
future behavioural and demand trends to help shape a robust 
recovery strategy.

 • We provide our clients with proactive identification and implementation 
of permanent service, process and technology improvements, fit for a 
post-COVID future.

AN INTEGRATED APPROACH BACKED  
BY DEEP INDUSTRY EXPERTISE

AlixPartners combines digital, operational and 
financial expertise to provide a full service offering 
in the Restaurants, Hospitality and Leisure sector, 
with offices across the EMEA region. 
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ABOUT US

For nearly forty years, AlixPartners has helped businesses around the world respond quickly and decisively to their most critical challenges – 
circumstances as diverse as urgent performance improvement, accelerated transformation, complex restructuring and risk mitigation.
These are the moments when everything is on the line – a sudden shift in the market, an unexpected performance decline, a time-sensitive deal, a 
fork-in-the-road decision. But it’s not what we do that makes a difference, it’s how we do it. 
Tackling situations when time is of the essence is part of our DNA – so we adopt an action-oriented approach at all times. We work in small, highly 
qualified teams with specific industry and functional expertise, and we operate at pace, moving quickly from analysis to implementation. We stand 
shoulder to shoulder with our clients until the job is done, and only measure our success in terms of the results we deliver.
Our approach enables us to help our clients confront and overcome truly future-defining challenges. We partner with you to make the right decisions 
and take the right actions. And we are right by your side. When it really matters.

The opinions expressed are those of the authors and do not necessarily reflect the views of AlixPartners, LLP, its affiliates, or any of its or their respective professionals or clients. This 
article Restoring orders (“Article”) was prepared by AlixPartners, LLP (“AlixPartners”) for general information and distribution on a strictly confidential and non-reliance basis. No one in 
possession of this Article may rely on any portion of this Article. This Article may be based, in whole or in part, on projections or forecasts of future events. A forecast, by its nature, is 
speculative and includes estimates and assumptions which may prove to be wrong. Actual results may, and frequently do, differ from those projected or forecast. The information in this 
Article reflects conditions and our views as of this date, all of which are subject to change. We undertake no obligation to update or provide any revisions to the Article. This Article is the 
property of AlixPartners, and neither the Article nor any of its contents may be copied, used, or distributed to any third party without the prior written consent of AlixPartners.
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