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For one of the largest suppliers of premium fresh fruit and gourmet food gifts in North America, 
“back to basics” was the path back to profitability. The story of how Harry & David (H&D) was 
turned around is a reminder that there is more to business than the bottom line. Had this 
restructuring failed, it could have meant the loss of a great American company and thousands 
of jobs, and perhaps an irrecoverable impact to the community of Medford, Oregon. 

After years of declining sales and margins, H&D faced severe doubts about its future and, over 
the course of December 2010 and January 2011, hired Alvarez & Marsal (A&M), Rothschild, and 
Jones Day, with A&M assuming several interim management roles including CEO/CRO, CFO, and 
Treasurer. 

With the company in a dire cash position and vendors refusing to ship, A&M and the company 
raced to complete a business plan and create a sufficient cash runway to enable financing 
discussions and convince constituencies that a company generating LTM EBITDA of negative 
$22 million was worth saving. With Rothschild leading the financing discussions and Jones Day 
driving the plan process, Rothschild, Jones Day and A&M achieved a pre-negotiated deal 
whereby bondholders agreed to convert $198 million in bonds to equity and provided $55 
million in DIP financing and exit financing in the form of new equity, eliminating all non-asset 
based pre-petition long-term debt.  

In March 2011, H&D filed for Chapter 11 with its pre-negotiated plan, and A&M and the 
company focused their attention to executing on the operational turnaround outlined in the 
“back to basics” business plan delivered to its creditors and lenders. 

A major tenant of the plan focused on SKU rationalization to simplify the product assortment, 
which led to operational efficiencies, greatly improved margins, and a better overall customer 



and gift experience. Vendors maintained continuous supply throughout the bankruptcy, while 
improved sourcing practices, rationalization of the vendor base, and diligent negotiation of 
contracts and pre-petition claims improved H&D’s purchasing power, reduced costs and 
enhanced liquidity. Disciplined demand planning and discount strategies further improved gross 
margins. Budgeting and expense disciplines and cash management mechanisms were 
implemented. Working capital efficiencies were bolstered through a focus on inventory 
management and strict purchasing disciplines. 

Enabling the turnaround also required rebuilding the merchandising organization, re-aligning 
the corporate sales group, and bringing a large portion of the call center operations back in 
house. The team recognized the H&D employee base as a key strength, and many former 
employees were rehired. Overall, 2,015 full time and 5,295 seasonal jobs were saved.  

In September 2011, H&D emerged from bankruptcy less than six months after filing. The 
reorganized company had no long-term debt and a strong foundation for the future. Over the 
course of the A&M management team’s tenure through the end of H&D’s key holiday selling 
season, LTM EBITDA improved by $37 million in 11 months, with single-digit percent comp 
revenue increases in both the company’s direct and retail channels, and a 40 percent reduction 
in calendar year-end inventory and A/R. H&D recently announced full fiscal year EBITDA results 
of $23 million compared to the plan projections of $21 million. 

H&D is still the leader in the direct marketing fruit and gift space. By leveraging its iconic brand, 
ownership of America’s greatest pear orchards, and talented employee base, it continues to 
maintain a competitive advantage. With a deleveraged balance sheet and an experienced 
management team in place, the business is well positioned to grow its position as a market 
leader. 

 


