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Management best practice advice for the Thanksgiving home chef

Context

With impressive consistency we get two answers from CEO’s and / or board members of clients to the question of what’s keeping them up at night:

· Knowing how can I grow my company

· Knowing how can I motivate my people, train them and make them excel

Hidden within countless presentations, books, frameworks, processes and approaches we have a simple proven answer for each of them that has bearings for the home chef, thinking about the Thanksgiving challenge ahead: 

· Know your different customer segments, and have a segment specific offering for them that creates a differentiated, superior experience of your product and the package around it

· Make your people ready, willing and able to deliver that customer experience 

So a successful Thanksgiving event depends more than anything on how you as the home chef and CEO as well as your company of immediate household family members frame up the task ahead. 

So think before you fall into activism!

Get clear on what your definition of victory (DOV) should be. May include but not be limited to:

· Everyone leaves the day thinking: “What a great day” and not only what a great Turkey (much like Starbucks is not in the business of selling coffee but coffee and an experience that starts once you walk into the store and McDonalds sells more non-distinguishable burgers than anyone else because of the brand around it)

· Your family members understand the magnitude of the task at hand, know what they are responsible for to shape the experience and are enabled to deliver  

· You stay on top of things and do not get overwhelmed with operational responsibility, you need to pick your interventions wisely, steer the day and enjoy it too

Your schedule, menu and shopping plan will come naturally, once you have set your DOV. 

Schedule / Process

Much like any good business approach, the Thanksgiving process falls into three steps:

1. Build thorough market understanding and assess internal capabilities required to win

2. Make strategic choices

3. Execute

 Ad 1 – Build Market Understanding – Saturday, Nov. 19th – Sunday 20th  

Segment your market, understand them and select targets: Your family may divide into 4 segments based on age and gender (or other observable criteria): Kids, the guys, the ladies and the older generation. Each one will have different expectations. Go find out, get into their minds and ask a few questions:

· What is your favorite must have dish?    

· What should be different this year as compared to last, what did you least like last year?

· What would your ideal Thanksgiving experience look like?

· What do you want your role to be?

Potential summary of segment understanding:

[image: image1.png]



[image: image2.wmf]Oldest 

Generation

Youngest 

Generation

Middle 

Generation

Female

Male

Oldest 

Generation

Youngest 

Generation

Middle 

Generation

Female

Male

Segment 2

Segment 1

Segment 3

Segment 4

Segmentation


[image: image3.wmf]
Also, think about your gathering as a micro cosmos. Much like in business, your success will depend on your ability to put behavioral management theories to work and make a system click. There will be those who lead, those who follow, opposers and bystanders, all of which you need to get to interact productively. Figure out who belongs in what group and have according seating arrangements and tasks during the day (pair leaders with followers or bystanders, keep the opposers separate but contained in their influence) 

Assess your team’s capabilities: Convene your family and gather their thoughts on how to make the day successful. They will have their own valuable perspective on what they can and want to contribute: A meaningful way to divide the roles is: 

· Sourcing: Shopping and mis en place (chopped vegetables in the kitchen and beer in the cooler)

· Manufacturing: The kitchen brigade with clear responsibilities 

· Marketing: Table setup and decorations, invitations, music 

· Finance: Thanksgiving budget management   

· Staff function: Overall project coordination

· Customer service: Host, cleanup during day and doggie bags

Ad 2 – Make Strategic Choices – Sunday 20th in the evening  

It’s time to make choices: A good strategy declares on four components that you can rally your team around and give you the focus you need:

· Goals and aspirations: What do you want to get out of the day (closely linked to DOV -> see above)

· Where to play: Which segments are most important? Who do you want to bring / do what?

· How to win: What’s your unique offering, the role of decorations, the general flow of the day, activities for the different segments, your menu, communication to the guests ahead of Thursday to manage expectations and create excitement etc.

· Capabilities required: Who in the family does what 

Ad 3 – Execute – Monday 21st – Thursday 24th  12 noon  

Monday: Communicate expectations and deliverables to your guests

Tuesday: Give team time to work and review of detailed action plans after dinner

Wednesday: Shopping and gravy preparation (see critical success factor listed below under menu), status update and rehearsal of individual action plans

Thursday: Everyone executes their role, do not shower in the morning but reserve for 11-noon. Watch Macy’s parade as you work to provide motivation to team in homestretch mode. 

Menu – Every segment contributes to the experience 

· Segment 1 – the kids and Segment 2 – the ladies: Go wild on the appetizers, this is where you want to significantly outsource and give people the chance to show off and express their best talent. Why invite participation for appetizers?

· Less dependence on hot vs. cold and timing of consumption

· People can showcase

· Ability to pick the best chefs and ask them to bring something new

· You and your manufacturing people: Focus the turkey dinner on a limited number of known favorites, high quality winners – this is the most complex part of the day which you need to control, don’t experiment here, this is your core product. Don’t try to be everything to everybody (they did that to themselves with the appetizers)

· Two small turkeys rather than one big one

· One traditionally roasted in the oven (I go with Martha’s recipe – who would have more experience than her so it’s got to be wrapped in cheesecloth and braised with a hot butter / white wine sauce every hour)

· Segment 3 – The guys: One barbecued / deep fried turkey, done outside while watching football and drinking beer

· Two region-typical starch sides  

· Mashed potatoes (can be reheated in the microwave)

· Pick an interesting stuffing

· Two region typical vegetable sides

· Cranberry sauce and gravy

· You focus on the gravy. Like with Coke’s secret ingredient and much like in any professional restaurant, recipe and sauce production needs to be in your – the CEO’s hands. I suggest making the gravy the night before with some turkey wings / thighs etc. It’s a time consuming task at a time during the Thanksgiving dinner where you need to focus on the bird. Also, a good base sauce takes reduction and simmering time. Don’t take this lightly, a so-so gravy vs. a blow away gravy can make all the difference in your product perception.

· Segment 4 – The older generation for desert

· Leave up to them unless you have an avid baker among the gals, grandma still makes the best pies. 

It is critical that every member of your kitchen brigade (normally you and your 13 year old son) know exactly what they have to do and are prepared to be done at the same time. 

Shopping Plan
Actually there is not much shopping complexity to handle. Concentrate on finding a good fresh turkey from a local producer – this is the only task on the critical path you need to be involved in. Leave the rest to your sourcing people. One trip to the supermarket on Wednesday and to the Liquor Store on Tuesday is all it takes (if some of your guests live close by, think about a wine or beer tasting on Tuesday night after your internal team meeting to create feeling of inclusiveness on the high impact choices among your guests). The principle here is: Know your sources. If you have fared well with a mail order turkey, do it again, otherwise your local supermarket will do. 

Leaving aside all frameworks. here are some best practices that may be relevant regardless of the path you choose:

· The job of a CEO comes with privileges, you have no role in the cleaning up process

· Clear the palate and tackle taste overkill between hors d’oeuvres and turkey with a fruit sorbet (or iced cranberry vodka shots) 

· Kids don’t like greens 

· At the end of the meal, dump your turkey in a large stockpot with some vegetables and simmer it for a few hours. Before everyone is ready to leave you will have a rich stock as a farewell snack

· And remember it’s first and foremost a day where family or friends come together to enjoy each other’s company. Don’t get stressed out. There are many worse things that can happen than an over (maybe not under) cooked turkey and lukewarm side dishes. Ultimately having a joyful Thanksgiving dinner and succeeding in business have actually very little in common in terms of what’s at stake!  
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