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A day to forget

Friday 20th March, 2020

You’re sat in your restaurant, cafe or even living room waiting 

anxiously to watch Boris Johnson address the next coronavirus 

measures..BOOM, the news hits.

“We are collectively telling cafes, pubs, bars and 
restaurants to close tonight as soon as they reasonably 
can and not to reopen tomorrow” But then there was a 

glimmer of silver lining.. “Though they can continue to 
provide take out service”

Then came Monday 23rd March..

Boris Johnson ordered the UK into full lockdown. 

That glimmer of silver lining vanished.. The second wave has hit, it is 

now illegal for your customers to come to your cafe or restaurant. 

You must shut down. 

At moments like these, in the face of extreme 
adversity, you must rise. 
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Time to rise

Taking inspiration from the unofficial yet extremely effective 
U.S. Marine slogan. “Improvise, Adapt, Overcome”. 
This e-book will carefully guide you through these 3 key steps:

3. OVERCOME

- Are your new COVID-19  
income streams 
sustainable? 

- Do you have a robust 
plan for life after COVID?

1. IMPROVISE

- How can you create new 
revenue streams?

- How can you add value 
to your business during 
these extraordinary times?

2. ADAPT

- What is your new business model? 
How many costs have you cut? Does it 
work?

- What is your service going to look like 
in line with government rules (i.e. social 
distance)? 
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- What can you do to improve your 
business when it reopens?
- Can you get value out of your 
inventory? (i.e. left over stock)
- Can you get creative with social 
media with your customers?
- Are you using this downtime to step 
up & review your business model?

STEP 1 - IMPROVISE
Think on your feet, fast!

      Improvise Adapt Overcome

Close Store Down
Monday 23rd March

Keep service open via pick up or 
delivery

Close all services

- What simplified menu are you 
offering & why?
- What costs have you cut to account 
for the loss in income?
- What analysis have you put in place to 
decide whether delivery apps are 
actually a success for you?
- Are you strictly adhering to 
government guidelines? E.g. are your 
staff safe?

- How are you letting customers know your plan?

- How long do you think your chosen improvisation plan can last for?

- What is the cost vs. benefit analysis? For example: PLAN 1 - is the cost of staff, overheads, and 
the delivery fees outweighed by the income benefit received on those orders?

- Have you explored all Government finance options? e.g. Business Interruption Loan?

??

PLAN 1 PLAN 2
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The news has hit, the UK is in full lockdown.. What do you do now?

As you sit here reading this, you know your situation & restaurant better than 

anyone else, so here are a few ideas & questions you should be asking 

yourself..



What your peers are doing
Here is an insight into how some of your competitors quickly improvised their services:

      Improvise Adapt Overcome

Key Lessons

“In a world that is constantly changing, the worst thing you can do is remain the 
same”

- Time is everything in this climate. You must act quickly but with a clear strategy. 
It must work from a cost benefit point of view and it must be safe for all involved.

- Technology is your best friend right now. It is how you communicate to your 
customer base (closed or not) and it is what will be used to run your whole 
business through delivery services
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“We were a brunch cafe but have switched our service to pizza delivery during the lockdown 
period. We figured people would be more likely to order pizza than come into our cafe”

Cafe closed → Pizza Delivery

“We were a mobile food truck but in the current climate have changed our service to fruit & veg 
box delivery to try and keep interest!”

Pie & Mash Food truck closed→ Fruit & Veg Delivery

“We have closed our restaurant & decided to completely redecorate its interior”

Italian Restaurant closed → Redecorate restaurant interior

“We have closed & partnered with a local butcher to create a burger box cook at home kit. It’s a 
great way to keep customers engaged & good for our social media marketing”

Burger Bar closed → Cook at home kit for customers to try

Noma, the Danish restaurant which has 2 Michelin stars & is the four time winner of the World's 
Best Restaurant, has improvised its services to become a Burger bar!

2 Michelin Star $500 tasting menu → Cheap Burger Bar

Swallow your pride, even the best in the world are improvising



STEP 2 - ADAPT
What is your lockdown business 
model?
Whether you have decided to shut down, get creative with your service or offer 
delivery, what have you adapted for the foreseeable future? How many costs (& 
staff) have you cut? How long can you survive like this? Have you managed the 

change well? 

What is the pain point for your customers now & how can you 
directly address it?

Technology is the key to staying alive 

The biggest UK chain restaurants & cafes have showed off their creativity during 
lockdown in different ways. From Nandos closing & partnering with Walkers to 
release ‘Peri Peri’ flavoured crisps, to Ikea releasing their famous meatball recipe! 
Here are a couple our favourites that may give you some inspiration:
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Patty & Bun created a Lockdown DIY patty kit 
for £25 containing ingredients for four of its 
signature patties. Delivery will cost £6 & is available 
for postcodes within the M25. The foolproof guide to 
cooking it is on their Instagram

Wagamamas launched "wok 
from home" free online pan asian 
cookery lessons presented by 
Wagamama's much loved executive 
chef, Steve Mangleshot. The wok from 
home series is streamed on 
Wagamama's social media platforms

Both methods promoted 
through social media

Both are engaging & require 
the customer to get involved!

“This is a period of adapting - you can either go on the 
defensive or the attack; we are trying to go on the 
attack in terms of being as creative as we possibly can” 

Said Joe Grossman, the Patty & Bun founder
6
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Reflect on the new model
How can you use free platforms or your own services to avoid Delivery fees?

Despite a desperate plea for delivery companies to drop their join on fee, it seems the 
big players like Deliveroo have chosen to ignore the request & continue to rip off small 
independents. From our conversations, the commission Deliveroo, Uber Eats etc. take, 
as well as their joining fee, slashes the restaurants profit margin to almost nothing. 
“Most of us run at a loss to operate delivery, but we do so for our loyal customers” said 
one restaurant owner. We recommend you also run your own delivery service, as well as 
through these platforms. Eventually you can attempt to transfer your loyal customers to 
directly place orders with you, avoiding the high delivery fees.  

If you have cut costs & the main cost is staff, or you have closed but are furloughing 
your staff, what are they doing during lockdown?

One restaurant owner we spoke to is not paying 180 staff for 8 weeks. He is not paying 
himself, either. He believes now is the perfect time to train up staff through free/cheap 
online courses (e.g. www.udemy.com). He said “One of the things about running a small 
business is they get no chance to train people. If there are courses and qualifications 
they could do, now is the time. Once Covid-19 has gone you have a more valuable 
business.”

Make sure your restaurant feels like a safe spot for guests!

We have seen the majority of restaurants across SW London & Surrey are taking the 
coronavirus measures extremely seriously, which is very encouraging. Typically, the 
adapted model we see is staff wearing masks & gloves, hand sanitiser next to the till for 
customers, a clear social distance instruction for customers, sanitising the kitchen twice 
a day and having minimal staff in the restaurant at one time. Shout loud & clear about 
the caution you are taking - it is key consumers know you are sticking to strict safety 
protocols. Here is a list of disinfectants that are effective in killing the virus - click here

      Improvise Adapt Overcome

Key Lessons

● Stay creative, stay active
● Deepen the meaning of your customer relationships during these 

tough times. their support is everything to you right now
● Adapt your offering to the digital world
● Cover the basics of safety 7

http://www.udemy.com
https://www.epa.gov/pesticide-registration/list-n-disinfectants-use-against-sars-cov-2


STEP 3 - OVERCOME
What does your business look like in 
the post COVID-19 world?

Now you have improvised at speed and stepped back to 
adapt your model the best you can, it is time to steer the ship 
back on the path to overcoming the COVID turmoil. 

“There is no education like adversity”
B.Disraeli

Use this economic slowdown as an opportunity to build real relationships. 

Your restaurant is in the business of selling experiences — human 

experiences and connections that transcend food or finances. The 

coronavirus is a peculiar crisis in that it deprives us of the one thing that 

helps people adapt to crisis: each other. Your restaurant can be the place 

people come to get that connection back. 

Offer your community a safe place to come together, get to know them, 

serve them. You will inscribe a place for your restaurant in your 

community’s shared history.

You must maintain a constant stream of service that is safe, you must 

maintain your brand and you must build a robust 12-18 month plan for 

life after lockdown.

      Improvise Adapt Overcome
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11 Key Tips to help ensure 
sustainable success!
Here are some of our favourite tips that we believe will give you the best possible 
chance of coming out of the Covid turmoil a stronger business:

Pick up Incentives - You can capitalise on people's’ cabin fever during this time of 

self-quarantine by promoting your order pickup services. For example, consider adding on an 
item such as an appetiser or dessert free of charge that has a high perceived value – but a low 
actual cost to you – to encourage pickup business. This will encourage customers to order 
directly through you, saving the cost of third-party services like Deliveroo. 

Prompt future visits - With each delivery and/or pickup order it’s a good idea to include a 

discount voucher or gift card via an app like Happy Joe that can be used in the future only during 
a dine-in visit. This will keep your establishment in the minds of guests that may be avoiding 
dining inside a restaurant right now but will be craving to do so in the future.

Kids eat free - Offering a free kids’ menu item with the purchase of an adult meal is a great 

tactic for gaining business and increasing order frequency, especially with most schools being 
closed during this time. This idea can be applied to dine-in, pickup, and delivery orders. A parent 
may be more apt to choose your restaurant over a competitor’s if they know that their child’s 
meal will incur no additional cost.

Gift Cards - Customers may not feel like dining out right now, but many people still are 

searching for ways to support their favorite local businesses. Allow gift cards to be easily 
purchased online or through email, so that your loyal customers can support your restaurant now 
and enjoy their dining experience at your spot later.

Get Creative on Social Media- Although your regular customers may not be walking 

through your doors to dine in, you can still add value and stay connected with your consumer 
base in other creative ways. For example, if you’re a pizzeria, offer a remote pizza making class 
online where people can connect with you and your cuisine from the comfort of their own home. 
This will give you the helpful, human touchpoint that influences brand loyalty in many consumers.

Be Social - As more and more people choose to practice social distancing, a desire to connect 

with others and their go-to local businesses only intensifies. Keep your customer base in the loop 
on what measures you’re taking, what deals you’re running, and how you and your staff are 
coping at the moment with the ever-shifting industry scene. Don’t be afraid to have fun or show 
the inner workings of your restaurant at a time where many people are looking for unique 
outlets.

      Improvise Adapt Overcome
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Give them a go!

Loyalty schemes create loyal customers- According to Gartner Research, 80% of future 

revenue will come from 20% of your current customers. So how do you keep customers happy & 
coming back for more? Well, research shows customers are 68% more likely to return to your 
restaurant if you have a loyalty scheme. 77% of customers expect to interact with your loyalty 
scheme via their mobiles. The proof is in the stats! If you do have a digital loyalty scheme, it also 
means a contactless menu, a perfect addition to your covid safety measures.

Health has never been more important - what will be the focus when the lockdown is 

eased for not only your customers but everyone? HEALTH. If you can, try to add healthy meals or 
drinks to your offering. Even better, offer meals/drinks that boost the immune system!

Keep Employees Informed -In order to ease any worries among your staff, send out daily 

email communications to guarantee that everyone is on the same page. This can include workplace 
hygiene updates, social distancing tips when serving customers, and any other pertinent 
information.

Create New Roles - It’s a savvy idea to monitor the movement of each arm of your business and 

alter employee roles accordingly. As mentioned in page 7, if direct delivery orders pick up and 
in-house dining has slowed, prompt employees that have cars to take shifts as delivery drivers 
instead of their usual server, cleaner, or back-of-the-house role.

Restrict Hours - Information relating to the virus is changing on a day-by-day basis, so your staff 

may need to alter their schedules to accommodate unforeseen circumstances. Decide if it makes 
sense to implement restricted or altered business hours for your restaurant/cafe. If the answer is 
yes, it’s a good idea to update your website and social platforms with this new information for 
customers.

      Improvise Adapt Overcome

Key Lessons

Fundamentally you must ask yourself: How will covid-19 change your 
customers’ habits for the long run & what are you doing to get ready for 
this shift? 

You must watch, listen and learn! One thing we have already learnt 

is, digital experiences are here to stay!
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Happy 
Joe 

E-book

Started by two guys on a journey to make 
the world a happier & healthier place, 
Happy Joe is an app striving to change the 
way people perceive healthy eating

Having daily conversations with all types 
of restaurants & cafes, we have come to 
understand your pain. We want to help

Authentic independent restaurants & 
cafes are close to our hearts. Even if this 
e-book helps 1 restaurant avoid going 
down, we will be happy!

Information in this e-book is taken from 
over 400 conversations with restaurant & 
cafes owners across South West London & 
Surrey

400+

11

We hope you found this 
useful
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Disclaimer
The information contained in this digital content is provided for informational purposes only 
and should not be construed as providing tax, legal, accounting, career, or other professional 
advice. You should consult your own professional advisors before engaging in any course of 
action. Happy Joe assumes no liability for your use of, or reference to digital content. Customers 
who provide testimonials are not compensated for their contributions. We make no express or 
implied warranties or representations through the statements and/or opinions expressed by our 
customers. 
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