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The current recession has 
forced firms to implement 
cost-cutting strategies that 
invariably impact the 
workforce. These strategies 
put human resources (HR) 
professionals directly in the 
limelight as they make 
critical workforce.

HR’s Critical Role During a 
Downturn This month our featured article is a 

contribution by David xxx, and it is 
focused on the business value of 
Business Decision Management in the 
time of recession. Dave sees BDM 
(together with its partner, BPM) as a tool 
to achieve a competitive advantage 
during times of recession. It is a thought 
provoking approach during these trying 
days, and perhaps the means to take a 
pro-active rather than reactive approach 
to shrinking budgets. 

Surviving and Growing During an 
Economic Downturn

�

Smart cost-cutting in 
the downturn

Is it possible to cut costs in a way 
that positions a company for 
success after the downturn? The 
articles below look at how to 
achieve that alluring but elusive 
goal in operations, customer 
service, talent management, and 
information technology.

Managing Through a 
Downturn 

Economies may be sluggish, 
but this is no time to hunker 
down and wait it out. Thoughtful 
executives use economic 
downturns to position their 
company for superior 
performance in the years ahead. 

Create A Stimulus 
Plan and have tangible 
results flowing 
through your business 
within 60 days.
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Background:

BJAX

•Has been in business for ten years and is a 
subsidiary of the JAX Corporation.

•Invents, designs, manufactures and sells 
equipment that facilitates internal 
communications for organizations. 
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communications for organizations. 

· Started with one highly successful 
product and has added an additional 
product every three years. 

· They currently have three products 
total.

· Two new products are scheduled for 
introduction early next year.
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Performance Planned (Over a four month period)
1. BJAX CEO receives earnings guidelines from JAX.

2. BJAX CEO and CFO meet individually with VP’s to 
discuss operating and budget goals for each 
function for the next year.

3. VP’s and their functions prepare budgets for the 
next fiscal year (total and by month). These 
proposed budgets are sent to the CFO, who 
consolidates them into a draft BJAX budget.

4. The CEO and CFO meet individually with each VP to  
finalize their budgets. 
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finalize their budgets. 

5. The final BJAX budget is then published.

Performance Managed
1. The CEO holds a monthly Operations Review with th e 

VP’s and occasionally a quarterly one-day “retreat”.

2. The agenda includes a review of company budget, 
sales performance and shipments. Gaps between 
actual and planned performance are discussed, along  
with possible corrective and preventive actions.

Follow-up meetings are held with individual VP’s as  
appropriate.
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Observations of VP of Administration, who is 
retiring:

“ Up until three years ago, we were growing and 
profitable and nobody seemed to care that we 
didn’t exactly know why and where we were 
profitable. But when the bottom started to fall out  
and the heat from JAX began to build, It became a 
real horror show. The longer the profits fell short  of 
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Management Change :

Yesterday, JAX announced that the current
CEO of BJAX, who has been with the 

company since its inception, would be 
retiring at the end of the month.

real horror show. The longer the profits fell short  of 
goal, the more heat, the more finger-pointing and 
the louder the shouting. The attacks on each other 
in the monthly Operations meeting were amazing to 
watch. It has become “attack first”, before you are  
attacked .”
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SCENARIOS ISSUE

(1)
Quarterly Management

Review

· Dramatic increase in customer complaints
· Shipping costs “out of control”
· Alarming jump in labor overtime

(2)
Quarterly Management

Review

· Steady increase in material costs for past three 
months.

(3) · Directive to reduce time to introduce new products,  in 
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(3)
Annual planning meeting

· Directive to reduce time to introduce new products,  in 
an effort to stop eroding market share.

(4)
Quarterly

Management Review

· Directive to cut the operating budget by 10% for th e 
remainder of the year.

(5)
Quarterly Management

Review

· Another missed earnings forecast “surprise”. 
Discussion about determining “leading indicators” t o 
minimize the problem in the future.

(6)
Ad Hoc

· Production launches a Six Sigma project.
· Engineering starts a “metrics” project.
· Finance is piloting a “Balanced Scorecard” project,  

with the intent of taking the idea company-wide.
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BJAX Management of the Horizontal and 
Vertical Organization

“The only things that 
evolve by themselves 
in an organization are 
disorder, friction and 
malperformance .”

 

 

malperformance .”

Peter Drucker

��
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BJAX

OPERATIONS

PROCUREMENT PRODUCTION SHIPPING

ENGINEERINGSALESMARKETINGADMIN

Product Sold

MANAGEMENT SYSTEM

JAX

MARKET

$

BUSINESS ENVIRONMENT

RESOURCES

CAPITAL

MARKET

LABOR 
MARKET

SUPPLIERS

Product Launched

CUSTOMERS

The critical roles of BJAX 
management are:

Alignment of the organization’s 
goals, strategies and priorities with 
the reality of the super-system. 
(Management of the Adaptive 
System through strategy 
formulation.)
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OUTSOURCED 
ENGINEERING

      Product Delivered

Enabling 
Processes

COMPETITION

TECHNOLOGY 
PROVIDERS

Product/
Service

Effective and efficient operation of 
the internal processing system to 
meet customer and financial 
stakeholder needs – i.e., manage 
the work. (Management of the 
Processing System through Value 
Creation Management.)



This is the Management System 

we will use to Manage the Work

This is the Work that must be Managed
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Management forms the critical 
central cortex of the 
system/organization. 
Management is the “intelligence” 
that keeps the system in 
balance and the organization 
“on track”. There are two key 
components to management:
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1. Setting expectations for all 
components of the 
system/organization (The 
Planning component)

2. Closing any gaps between 
performance expectations 
and actual performance.  
(The Management 
component)
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F1

Leadership

F6F5F4F3F2

2 2222 2

1 Sequence:

1. Enterprise Goals set by 
Organization Leadership

2. Function Goals then set to 
support Enterprise Goals

3. Function Goals then 
cascaded down to sub-
functions and individuals
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3 3333 3

Emphasis:

• Management of the Vertical 
Organization 

• Resource Management
• Trade-offs made way down in 

the organization – with no 
view to customer 
requirements
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JAX$F1

Leadership

F6F5F4F3F2

Launched 2

1

4 4444 4

3 3
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Product/ 
Service Customers

Sold 2

Delivered 2

1

5 5555 5

33



Planning is the starting point for 
Processing System Hierarchy alignment. 
The Planning System is concerned with:

• The goals of the Primary Processes 
must be aligned horizontally across 
the Value Chain to achieve 
LOB/Enterprise goals.

JAX$F1

Leadership

F6F5F4F3F2

Launched 2

1

4 4444 4

3 3
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• The goals of the processes within 
each Primary Processing System 
must be aligned with the Primary 
Processing goals. 

• The processes within each Primary 
Processing System must be designed 
to achieve Primary Processing 
System goals.

• Resource allocation for all processes 
must be balanced to avoid sub-
optimization

 

Product/ 
Service Customers

Sold 2

Delivered 2

1

5 5555 5

33



Sequence:

1. Enterprise Goals set by 
Organization Leadership, based 
on Customer requirements and 
Financial Stakeholder 
expectations.

2. Value Creation and Primary 
Processing System Goals set to 
achieve Enterprise Goals.

Emphasis:

• Process is driven by the external forces of 
Customer and Financial Stakeholder 
expectations

• External expectations are converted into 
internal value-add work requirements via 
the Value Creation System
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achieve Enterprise Goals.

3. Process Goals set to support 
Primary Processing System 
Goals

4. Function Goals set to support 
Process and Primary Processing 
System Goals.

5. Sub-function and individual goals 
set to support Function and 
Process Goals

the Value Creation System

• Alignment and Management of the 
Vertical and Horizontal Organization

• Value-add and Resource Management

• Trade-off decisions made at the value 
creation level which has a view of 
customer requirements as well as 
shareholder requirements.
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Enterprise Goals

Year

Market Share

Profits

Revenues

ThreeTwoOne

One

Two

Three

LOB
Goals

Revenues Profits Market Share

Launched

What? When? Resources
$ Staff

New Product Development

What? When? Resources
Staff

What? When? Resources
Staff

Products Managed

$ $

Sold

What? When? Resources
$ Staff

Demand Generated

What? When? Resources
Staff

What

Customer Committed

$

LOB/Process 
Executionng

1

1

2 3 3 3 32

4
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Execution
Function 
Maintenance

Total

LOB/Process 
Execution
Function 
Maintenance
Total

LOB/Process 
Execution

Function 
Maintenance

Total

M
ar

ke
tin

S
al

es
O

ut
so

ur
ce

P
ar

tn
er

 A

S
up

po
rt

 F
un

ct
io

ns

Marketing

Sales

Engineering

Production

Management

Function Maintenace

Total

In
fo

rm
at

io
n 

T
ec

hn
ol

og
y

H
um

an
 

R
es

ou
rc

es

Marketing

Sales

Engineering

Production

Management

Function Maintenace

Total

4

4

4a

4a
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 TOTAL $ PRODUCT A PRODUCT B PRODUCT C 
  $ No. Orders  $ No. Orders $ No. Orders 

ANNUAL GOALS        
QUARTERLY GOALS  -     Q1        
                                            Q2        
                                            Q3        
                                            Q4          
MONTHLY GOALS (Q1)    M1        
                                            M2        
                                            M3        
 

 TOTAL $ PRODUCT A PRODUCT B PRODUCT C 
  $ No. Orders  $ No. Orders $ No. Orders 

ANNUAL GOALS        
QUARTERLY GOALS  -     Q1        
                                            Q2        
                                            Q3        
                                            Q4          
 

  Quarter 1 Quarter 2 
  Total Product A Product B Product C Total Product  A Product B 
  $ # $ # $ # $ # $ # $ # $ # 

Region 1  Plan               
 Actual               
Region 2 Plan               
 Actual               
Region 3  Plan               
 Actual               
TOTAL  Plan               
 Actual               

 

  MONTH 1 MONTH 2  TOTAL $ PRODUCT A PRODUCT B PRODUCT C 

Corporate Sales Planning Worksheet

Region Sales Planning Worksheet

Territory Sales Planning Worksheet
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  MONTH 1 MONTH 2 
  Total Product A Product B Product C Total Product  A Product B 
  $ # $ # $ # $ # $ # $ # $ # 

Territory 1  Plan               
 Actual               
Territory 2 Plan               
 Actual               
Territory 3  Plan               
 Actual               
TOTAL  Plan               
 Actual               

 

 TOTAL $ PRODUCT A PRODUCT B PRODUCT C 
  $ No. Orders  $ No. Orders $ No. Orders 

ANNUAL GOALS        
QUARTERLY GOALS  -     Q1        
                                            Q2        
                                            Q3        
                                            Q4          
 

WEEKLY PLANNER for the Week of: 
 DAY SUMMARY 
 Monday Tuesday Wednesday Thursday Friday # Oppty  

Generated 
# Oppty  

Qualified 
# Propsals 
Submitted 

# Orders 
closed 

$ 
Booked 

PLAN  
 
 
 
 
 
 

         

ACTUAL  
 
 
 
 
 
 

         

           Self-Grade:      
           RSM Grade:      
 

 TOTAL $ PRODUCT A PRODUCT B PRODUCT C 
  $ No. Orders  $ No. Orders $ No. Orders 

ANNUAL GOALS        
QUARTERLY GOALS  -     Q1        
                                            Q2        
                                            Q3        
                                            Q4          
 

Monthly Sales Planning Worksheet
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• Recognition that the most important role of senior 
executives is the alignment and optimization of the 
Value Creation System

• Senior executives wear two hats

• Planning sequence that emphasizes both resource 
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• Planning sequence that emphasizes both resource 
and value management (process goals set before 
function goals) 

• The Performance Planned and Managed System and 
Calendar provide an effective process for managing 
“matrixed” organizations. 
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Domain Mission/Value Add

Performance 
Planned

Performance 
Monitored Looking for…

Corrective 
Actions

Role: Executive 
Team
Players:
· CEO
· All VPs

· Optimize the 
· Set direction and 

strategy: which 
markets, which 
offering, competitive 
advantage

· Determine business 
model

· Determine the optimal 
organization structure 

· Determine markets to 
abandon, LOBs to 
abandon

· LOB goals: 
Revenues, Margin 
contribution

· Allocate resources 
and asset base to 
LOBs

· Strategic Initiatives
· Plans for 

acquisition/ 
divestiture of 
assets.

· Plans for 
acquisition/ 

· B-Jax Performance 
plan to actual

· LOB  and Value 
Chain performance 
plan to actual –
Original, Complex 
& New

· Function 
performance to 
plan to actual

· Super system 
trends

· Strategic Initiatives 

· Trends across 
LOBs, Functions 
that indicate a 
systemic 
issue/misalignment

· Super system 
trends that signal 
the need for the 
organization to 
adapt

· Initiatives and 
Projects that are 
off plan – leading 

· Abandon LOBs 
(Divest, Sunset)

· Initiate 
development of 
new LOBs

· Adjust LOB & 
Function goals and 
plans

· Adjust Resource 
and Asset 
Allocation across 
LOBs, Functions, 
and strategic 
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abandon
· Final arbitrator of 

corporate leverage 
opportunities 
(efficiencies of scale –
i.e. one process, one 
facility, one flavor, etc) 
and unique value 
creation opportunities 
(effectiveness in 
market/for customer 
i.e. best, only, easiest, 
fastest, customized).

acquisition/ 
divestiture of LOBs

· Major capital 
expenditures for 
business 
infrastructure

· Strategic Initiatives 
performance plan 
to actual 
(milestones and 
results)

· Development 
Projects plan to 
actual (milestones)

· Pipeline Leading 
Indicators:

off plan – leading 
indicators of future 
performance of the 
organization

· Trends in the 
pipelines – leading 
indicators of 
Revenue and 
Profitability

and strategic 
Initiatives

· Divest of Assets
· Build/Acquire new 

assets
· Acquire additional 

capital
· Restructure the 

business
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Domain
Mission/Value 

Add
Performance 

Planned
Performance 

Monitored
Looking 

for…
Corrective 

Actions

Questions to Ask Where to 
Find the 
Answer

Value 
Creation 
System

Role: VC 
Mgmt Team

Players:
· VP Mktg
· VP Sales
· VP Eng
· VP Ops

· Optimize the 
LOBs

· Manage the 
portfolio of 
products/servic
es

· Arbitration of 
corporate 
leverage 
opportunities 
(efficiencies of 
scale - ie. one 
process, one 
facility, one 
flavor, etc) and 
unique value 

· LOB goals: 
Revenues, 
Margin 
contribution

· Specify 
resources the 
resource levels 
required to meet 
LOB goals 

· Set  Sales and 
Delivery goals 
for each LOB: 
Sales, 
Revenues, 
Expenses

· Specify 

· B-Jax
Performance plan 
to actual

· LOB (Value 
Chain) 
performance plan 
to actual –
Product 
Launched, 
Product Sold, 
Product Delivered

· Function 
performance to 
plan to actual

· Enabling Process 
Performance plan 

· Trends 
across 
LOBs, 
Primary 
Processing 
Systems, 
Functions 
that 
indicate a 
systemic 
issue/misal
ignment

· Super 
system 
trend that 
signal the 

· Adjust 
Resource 
and Asset 
Allocation 
across 
LOBs, 
Functions, 
and 
strategic 
Initiatives

· Initiate 
Value Chain 
improveme
nts

· Initiate 
Portfolio 

VALUE CHAIN RESULTS
1. Did we meet total Portfolio 

Contribution expectations for this 
period? What is the trend?

Product 
Performance 
Tracker

1. Did we meet Portfolio Revenue 
expectations for this period? What 
is the trend?

Product 
Performance 
Tracker

1. Did we meet Product 
Profit/Contribution expectations 
for this period? What is the trend?

Product 
Performance 
Tracker

1. Did we meet Product Revenue 
expectations for this period? What 
is the trend?

Product 
Performance 
Tracker

1. Did we meet Product Unit Sales 
Expectations for this period? 
What is the trend?

Product 
Performance 
Tracker


	

unique value 
creation 
opportunities 
(effectiveness 
in market/for 
customer i.e. 
best, only, 
easiest, 
fastest, 
customized ).

· Specify 
changes to the 
LOB portfolio

- Initiate new 
product 
development, 

- Initiate product 
enhancements

- Initiate Sunset 
of products 

Performance plan 
to actual

· Super system 
trends

· Strategic 
Initiatives 
performance plan 
to actual 
(milestones and 
results)

· Development 
Projects plan to 
actual 
(milestones)

· Pipeline Leading 
Indicators:

- Leads Pipeline
- Engagement 

Pipeline (Jobs In 
Process)

signal the 
need for 
the 
organizatio
n to adapt

· Initiatives 
and 
Projects 
that are off 
plan –
leading 
indicators 
of future 
performan
ce of the 
organizatio
n

Portfolio 
Changes

What is the trend? Tracker
1. Did we meet Product Cost 

expectations for this period 
(actual vs. estimated)? What is 
the trend?

Product 
Performance 
Tracker

1. What were rework costs for this 
period? What is the trend? 
Number of units reworked?

Rework 
Tracker

1. What were returns for this period 
(units and $’s)? What is the 
trend? 

Product 
Performance 
Tracker

1. What were Product Warranty 
costs for this period? What is the 
trend?

Service 
Tracker

1. What were customer complaints 
for this period? What were the 
issues?

Customer 
Satisfaction 
Tracker
Support 
Tracker
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Roles:

• Executives and managers play multiple roles defined by where they need to 
contribute to critical trade-off decisions. (In contrast to the formulation of teams 
based on reporting relationships.)

• Recognition that the most important role of a senior executive is the alignment 
and optimization of the Value Creation System.
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Guides:

• Assists a new manager in moving up the learning curve faster.
• Provides a job aid for activities that are:

• Complicated and/or
• Performed infrequently

• A vehicle for continually accumulating critical knowledge for effectively running 
the organization. 
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BJAX Management Calendar
uc

t M
gm

t
V

al
ue

 C
ha

in
 M

gm
t

B
JA

X
 M

gm
t

JA
X

AnnualPlayers

Review and 
update 3 year 

goals, 
parameters, and 

assumptions

2 NOTE (Event #3): 
This is the first place where the VCMS planning 
process deviates from the standard planning 
process of:
� Functions independently submitting goals 

and budgets, competing for scarce 
resources.

� The final allocation of dollars driven by the 
finance function.

In the VCMS, the Value Chain Management 
Chain Team will set Primary Processing System 
priorities with the goal of optimizing the 
performance of the total Value Chain. With their 
Value Chain Management Team hats on, the 
functional vice presidents will reach consensus on 
how BJAX budget dollars are to be allocated to 
achieve corporate goals. 

� Value Chain priorities 
set 

� Preliminary Launched, 
Sold and Delivered 
goals and parameters 
set & communicated

3

� Super System 
scanned

� Performance 
reviewed

� Strategy reviewed/
modified as required

� 3 year goals and 
assumptions updated

� Annual goals set, by 
product

� Product goals reviewed
� Launched, Sold, Delivered 

requirements specified
� Preliminary product plans 

4
Product 

Managers for 
Original, 

Complex and 

CEO
VP Marketing

VP Sales
VP Engineering
VP Operations
Product Mgrs

VP Admin

CEO
and

Executive Team

1

Role

JAX Liaison

� Launched, Sold, Delivered goals, 
plans, budgets, and assumptions:

� Reviewed for alignment and 
optimization

� Approved
� Communicated to Functions, 

Partners and Suppliers

6

NOTE (Event #7): 
(A) Every key function that participates in the 
Process is represented on the Primary 
Processing System Management Team or 
Process Management Team as they agree on 
goals, plans and budget. Each functional 
representative is the liaison between the 
Primary Processing System or Process 
Management Team and their function. They 
represent the Process in discussions within 
the function and represent their function in 

NOTE (Event #13): 
Again, note how different this is from the 
traditional planning process
Management Team is assuming responsibility 
for optimization of the Value Chain
systematically and strategically making 
realistic trade- offs from a total organization 
processing system perspective
contrast to the traditional practice where each 
function, represented by a VP on the executive 
operating committee
for resources to benefit its function and there 
is no mechanism for doing what is right for the 
corporation –  that is
Chain in order to provide value to customers 
and stockholders. 
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P
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� Launched, Sold, Delivered 
performance reviewed

� Annual L,S,D performance goals set
� Improvement goals set
� Preliminary plans developed* 
� Preliminary budgets developed
� Process requirements specified

� Preliminary product plans 
and budgets developed

*Assumptions captured

� Preliminary Function 
goals, plans & budgets 
set:
� Process support
� Functional 

maintenance

Where appropriate, 
preliminary individual goals, 

plans, and budgets set

9

� Partner goals agreed to 
� Preliminary plans External Design 

All Individuals

All Function 
Managers

Mgrs assigned to 
each process

Launched: VP Mktg, 
VP Sales, VP Eng,, 
Dir. Production, 
Product Mgrs
Sold: VP Mktg, VP 
Sales, Product Mgrs
Delivered: VP Eng, 
Chief Des Eng, VP 
Ops, 

Complex and 
New

5

8

10

*Assumptions captured

7
NOTE (Event #5): 

Each Primary Processing System Management 
Team consists of 
1) a functional VP who acts as the Chair and 
Primary Processing System Executive and 
2) senior management representatives of key 
functions who perform the processes that 
make up the Primary Processing System. 

For example, the Product Launched 
Processing System Management Team might 
be chaired by the VP of Marketing and consist 
of the VP Sales, VP Engineering, Director of 
Production and a Product Manager. This team 
will be held accountable for the Product 
Launched Processing System meeting its 
goals for the year. 

the function and represent their function in 
discussions within the Primary Processing 
System Team or Process Management Team
(B) This planning may be done at the Primary 
Processing System level if the work (1) 
not merit designation of a Process level 
management team and (2) can be effectively 
managed by the Primary Processing System 
Team.� Process performance 

reviewed
� Annual process 

performance goals set
� Improvement goals set
� Preliminary plans 

developed* 
� Preliminary budgets 

developed
� Function, Partner, & 

Supplier requirements 
communicated
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• A management framework that summarizes all the 
critical management planning and managing 
activities, from Enterprise to individual, over a one 
year period. 

• An effective system for managing “matrixed” 
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• An effective system for managing “matrixed” 
organizations.

• Provides a master:
• Management guide
• Schedule of critical management activities

• Not a bolt-on to the current management system –
This is the management system.
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   LAUNCHED     DELIVEREDSOLD
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BJAX Rework Tracker 
 

REWORK Jan Feb Mar QUARTER 1 
Total # Jobs Reworked 10 7 9 26 
Total $ Cost of Reworked Jobs $4,400,000  $2,700,000  $4,230,000  $11,330,000  
Average Cost per Reworked Job $440,000  $385,714  $470,000  $435,769  

# Product A Jobs Reworked 4 2 4 10 
$ of Product A (original) Jobs Reworked $2,600,000 $1,250,000 $2,680,000 $6,530,000 

Average Cost per Reworked Product A Job $650,000 $625,000 $670,000 $653,000 

# Product B (complex) Jobs Reworked 0 0 0 0 
$ of Product B Jobs Reworked 0 0 0 0 
Average Cost per Reworked Product B Job 0 0 0 0 

# Product C (new) Jobs Reworked 6 5 5 16 

$ of Product C Jobs Reworked $1,800,000 $1,450,000 $1,550,000 $4,800,000 
Average Cost per Reworked Product C Job $300,000 $290,000 $310,000 $300,000 

SALES Region (I)  # Jobs Reworked 6 4 5 15 
 $ Jobs Reworked     $3,200,000 $1,830,000 $2,990,000 $8,020,000 
SALES  Region (II) # Jobs Reworked 1 1 2 4 
 $ Jobs Reworked $300,000 $290,000 $620,000 $1,210,000 
SALES  Region (III) # Jobs Reworked 3 2 2 7 
 $ Jobs Reworked $900,000 $580,000 $620,000 $2,100,000 
Int. Design # Jobs Reworked 1 0 0 1 

 $ Jobs Reworked $650,000 $0 $0 $650,000 
Ext. Des. (A) # Jobs Reworked 8 6 7 21 
  $ Jobs Reworked                              $3,100,000 $2,075,000 $2,890,000 $8,065,000 
Ext. Des (B) # Jobs Reworked 1 1 2 4 
  $ Jobs Reworked $650,000 $625,000 $1,340,000 $2,615,000 
Production Line A  # Jobs Reworked 2 1 3 6 

 $ Jobs Reworked $950,000 $625,000 $1,650,000 $3,225,000 

Production Line B # Jobs Reworked 2 2 1 5 
 $ Jobs Reworked $1,300,000 $915,000 $670,000 $2,885,000 
Production Line C # Jobs Reworked 6 4 5 15 
  $ Jobs Reworked $2,150,000 $1,160,000 $1,910,000 $5,220,000 

 

BJAX Vendor Tracker – 
External Design Firm A  
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External Design Firm A  
 

EXTERNAL DESIGN A  Month 1 Month 2 Month 3 Quarter 
# New Jobs Assigned Plan 20 20 20 60 
 Actual 20 21 20 61 
 Gap 0 1 0 1 
# Jobs in Process    6 5 3 3 
# Jobs completed  21 23 20 64 
% on Cycle Time  98 95 100 97 
% on Elapsed Time  97 98 99 98 
% on Labor Plan  85 90 95 90 
Reworked Jobs Attributable (faulty 
design) 

# 4 6 5 15 

                        Cum # 4 10 15 15 
 $ $1,550,000 $2,075,000 $2,270,000 $5,895,000 
 Cum $ $1,550,000 $3,625,000 $5,895,000 $5,895,000 
Average Contribution of Jobs  34% 40% 36% 37% 
Hours Invoiced  6300 6900 6000 19,200 
Fees Invoiced  $1,260,000 $1,380,000 $1,200,000 $3,840,000 
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SALES REGION TRACKER – PART 1 (Outcomes)  
Sales Region I 
Region Manager: M. Fitzhugh 

M1 M2 M3 PERFORMANCE INDICATOR 
Units Revenue Units Revenue Units Revenue 

Sales – Total Units Plan 17 $14,000,000 17 $14,000,000 17 $14,000,000 
 Actual 23 $10,125,000 23 $9,500,000 27 $11,250,000 
 Gap 6 ($3,875,000) 6 ($4,500,000) 10 ($2,750,000) 
 Cum Gap 6 ($3,875,000) 12 ($8,375,000) 22 ($11,125,000) 
Sales – Product A (original) Plan 6 $6,000,000 6 $6,000,000 6 $6,000,000 
 Actual 6 $6,000,000 5 $5,000,000 6 $6,000,000 
 Gap 0 0 (1) ($1,000,000) 0 0 
 Cum Gap 0 0 (1) ($1,000,000) (1) ($1,000,000) 
Sales – Product B (complex) Plan 3 $6,000,000 3 $6,000,000 3 $6,000,000 
 Actual 0 0 0 0 0 0 
 Gap (3) ($6,000,000) (3) ($6,000,000) (3) ($6,000,000) 
 Cum Gap (3) ($6,000,000) (6) ($12,000,000) (9) ($18,000,000) 
Sales – Product C (new) Plan 8 $2,000,000 8 $2,000,000 8 $2,000,000 
 Actual 17 $4,125,000 18 $4,500,000 21 $5,250,000 
 Gap 9 $2,125,000 10 $2,500,000 11 $3,250,000 
 Cum Gap 9 $2,125,000 19 $4,625,000 30 $7,875,000 

 M1 M2 M3 
Average % Contribution - Total Plan 50% 50% 50% 

 Actual 30% 38% 36% 
 Gap (20%) (12%) (14%) 
Average % Contribution – Product A Plan 50% 50% 50% 
 Actual 42% 36% 38% 
 Gap (8%) (14%) (12%) 
Average % Contribution – Product B Plan 50% 50% 50% 
 Actual - - - 
 Gap - - - 
Average % Contribution – Product C (new) Plan 50% 50% 50% 
 Actual 15% 40% 23% 
 Gap (35%) (10%) (27%) 
Average Customer Satisfaction Rating - Total  65 61 53 

Average CS Rating – Product A  70 62 45 
Average CS Rating – Product B  - - - 
Average CS Rating – Product C  60 60 60 
Customer Complaints   8 12 15 
Jobs Spec’d Incorrectly – Product A  3 2 3 
Jobs Spec’d Incorrectly – Product B  0 0 0 
Jobs Spec’d Incorrectly – Product C  3 2 2 
COS Errors  4 5 1 
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SALES REP REPORT CARD 
Sales Rep: Dana Litz 
Period: 1-4 
 

ITEM GRADE FOR THE PERIOD 
 MONTH 1 MONTH 2 MONTH 3 MONTH 4 MONTH 5 MONTH 6 
 SR RSM SR RSM SR RSM SR RSM SR RSM SR RSM 

RESULTS*             

Sales B B B B B B B B     
% Contribution B B B C C D D D     
Rework B B B C D D D D     
Customer Satisfaction Rating B B B C C C C C     
RATIOS*             
Actual Sales/Plan B B B B B B B B     
Actual Sales/Forecast B B B B B B B B     
# Orders/# Proposals A A A A A A A A     
# Actual Proposals Submitted/Plan A A A A A A A A     
# Orders/# Qualified Opportunities A A B B A A B B     
# Opportunities Generated B B B B B B B B     
SKILLS/KNOWLEDGE**             
Determining Customer Needs OK OK N N N N N N     
Product Knowledge OK OK OK N N N N N     
Articulating Job Specifications OK OK N N N N N N     
Estimating Costs OK OK OK OK OK OK OK OK     
Developing Proposals G G G G G G G G     
Presenting Proposals G G G G G G G G     
Overcoming Objections G G G G G G G G     
Maintaining Client Relations G G G G G G G G     
 
  *  Grade as Exceeding Plan (A), On Plan (B), Below Plan-RSM Watching (C), Below Plan-RSM Helping/Taking Action (D) 

 ** Grade as Good (G), Acceptable (OK), or Needs Improvement (NI) 
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 ESTIMATED 
UNITS 

ESTIMATED 
REVENUE 

Opportunities – Total 236 $198,875,000 
Opportunities – Total Stage One 100 $100,000,000 
Opportunities - Total Stage Two 57 $ 41,000,000 
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Opportunity Mix  TrendBJAX Opportunity Pipeline Tracker 
 
Current SnapShot 
 
 

Product Delivered Tracker Plan Actual Plan Actual Plan Actual

Output Measures
Product A  (Original) 
Avg margin per job 50% 42% 50% 42% 50% 42%
Avg cycle time per job 30 35 30 35 30 35
# Jobs/products delivered on time 29 24 29 24 29 24
Total products shipped 29 26 29 26 29 26
# jobs not meeting spec or customer expectation 0 2 0 2 0 2
# days jobs stalled or on hold 0 6 0 6 0 6
Average cost per job $500,000 567,000 $500,000 567,000 $500,000 567,000
Product B (Complex) 
Avg margin per job 50% 42% 50% 42% 50% 42%
Avg cycle time per job 30 35 30 35 30 35
# Jobs/products delivered on time 29 24 29 24 29 24
Total products shipped 29 26 29 26 29 26
# jobs not meeting spec or customer expectation 0 2 0 2 0 2
# days jobs stalled or on hold 0 6 0 6 0 6
Average cost per job $500,000 567,000 $500,000 567,000 $500,000 567,000
Product C (New) 
Avg margin per job 50% 42% 50% 42% 50% 42%
Avg cycle time per job 30 35 30 35 30 35
# Jobs/products delivered on time 29 24 29 24 29 24
Total products shipped 29 26 29 26 29 26
# jobs not meeting spec or customer expectation 0 2 0 2 0 2
# days jobs stalled or on hold 0 6 0 6 0 6
Average cost per job $500,000 567,000 $500,000 567,000 $500,000 567,000
Throughput measures

M1 M2 M3
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Opportunities - Total Stage Two 57 $ 41,000,000 
Opportunities - Total Stage Three 44 $ 32,375,000 
Opportunities - Total Stage Four 35 $ 25,500,000 
Product A (Original) – Total 48 $48,000,000 
Product A (Original) – Stage Two 21 $ 21,000,000 
Product A (Original) – Stage Three 15 $ 15,000,000 
Product A (Original) – Stage Four 12 $ 12,000,000 
Product B (Complex) – Total 11 $ 22,000,000 
Product B (Complex) – Stage Two 4 $  8,000,000 
Product B (Complex) – Stage Three 4 $  8,000,000 
Product B (Complex) – Stage Four 3 $  6,000,000 
Product C (New) – Total 77 $28,875,000 
Product C (New) – Stage Two 32 $12,000,000 
Product C (New) – Stage Three 25 $ 9,375,000 
Product C (New) – Stage Four 20 $ 7,500,000 
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BJAX Product Tracker 
 

   Product: Original 
PERFORMANCE INDICATOR M1 M2 M3 

Revenue Plan $19,000,000 $19,000,000 $19,000,000 
 Actual $17,540,000 $15,010,000 $20,500,000 
 Gap    
 Cum Gap    
Jobs Sold Plan 19 19 19 
 Actual 18 14 21 
 Gap 1 5 -2 
 Cum Gap 1 6 4 
Active Leads  Plan 50 50 50 
 Actual 40 50 25 
Contribution Plan 50% 50% 50% 
 Actual 36% 32% 41% 
Product Costs as`% of Rev Plan 50% 50% 50% 
 Actual 64% 66% 59% 
Materials Costs as % of Rev Plan 30% 30% 30% 
 Actual 40% 42% 36% 
Design Labor Cost as % of Rev Plan 6% 6% 6% 
 Actual 5% 6% 6% 
Production Labor Costs as % of Rev Plan 14% 14% 14% 
 Actual 19% 18% 17% 

 

CORPORATE SALES TRACKER – PRODUCT/REGION  BREAKDOWN  

M1 M2 M3 PERFORMANCE INDICATOR 
Units Revenue Units Revenue Units Revenue 

Sales – Product A (original)        
Region 1 Plan 6 6,000,000 6 6,000,000 6 6,000,000 
 Actual 6 6,000,000 5 5,000,000 6 6,000,000 
 Gap 0 0 (1) (1,000,000) 0 0 
 Cum Gap 0 0 (1) (1,000,000) (1) (1,000,000) 
Region 2 Plan 6 6,000,000 6 6,000,000 6 6,000,000 
 Actual 6 6,000,000 5 5,000,000 6 6,000,000 
 Gap 0 0 (1) (1,000,000) 0 0 
 Cum Gap 0 0 (1) (1,000,000) (1) (1,000,000) 
Region 3 Plan 6 6,000,000 6 6,000,000 6 6,000,000 
 Actual 6 6,000,000 5 5,000,000 6 6,000,000 
 Gap 0 0 (1) (1,000,000) 0 0 
 Cum Gap 0 0 (1) (1,000,000) (1) (1,000,000) 

Sales – Product B (complex)        

Region 1 Plan 3 6,000,000 3 6,000,000 3 6,000,000 

 Actual 0 0 0 0 0 0 
 Gap (3) (6,000,000) (3) (6,000,000) (3) (6,000,000) 
 Cum Gap (3) (6,000,000) (6) (12,000,000) (9) (18,000,000) 
Region 2 Plan 3 6,000,000 3 6,000,000 3 6,000,000 
 Actual 0 0 0 0 0 0 
 Gap (3) (6,000,000) (3) (6,000,000) (3) (6,000,000) 
 Cum Gap (3) (6,000,000) (6) (12,000,000) (9) (18,000,000) 
Region 3 Plan 3 6,000,000 3 6,000,000 3 6,000,000 
 Actual 0 0 0 0 0 0 
 Gap (3) (6,000,000) (3) (6,000,000) (3) (6,000,000) 
 Cum Gap (3) (6,000,000) (6) (12,000,000) (9) (18,000,000) 
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Primary 
Processing 

Systems 
Old 

Budget*
New 

Budget *
% 

Change Rationale
Launched $37 $37 0 New product goals critical. No change.

Sold $106 $95 (10.4)
Despite thid cut, should be able to maintain 
adequate sales growth - with careful management
With this cut, should still be able to deliver 
budgeted growth. Will hold planned improvements 
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 ESTIMATED 
UNITS 

ESTIMATED 
REVENUE 

Opportunities – Total 236 $198,875,000 
Opportunities – Total Stage One 100 $100,000,000 
Opportunities - Total Stage Two 57 $ 41,000,000 
Opportunities - Total Stage Three 44 $ 32,375,000 
Opportunities - Total Stage Four 35 $ 25,500,000 
Product A (Original) – Total 48 $48,000,000 
Product A (Original) – Stage Two 21 $ 21,000,000 
Product A (Original) – Stage Three 15 $ 15,000,000 
Product A (Original) – Stage Four 12 $ 12,000,000 
Product B (Complex) – Total 11 $ 22,000,000 
Product B (Complex) – Stage Two 4 $  8,000,000 
Product B (Complex) – Stage Three 4 $  8,000,000 
Product B (Complex) – Stage Four 3 $  6,000,000 
Product C (New) – Total 77 $28,875,000 
Product C (New) – Stage Two 32 $12,000,000 
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Old $* New $* Old $* New $* Old $* New $* Old $* New $*
Admin 2 2 3 1 5 2 10 5 (50.0) Full support of Launch. Maintenance support for Sold & Delivered
Mktg 10 10 20 14 30 24 (20.0) Full support of Launch. Trim Demand Generated programs for Sold.
Sales 2 2 83 80 85 82 (3.5) Full support of Launch. Delay aggressive hiring plan for rest of the year.
Engineer 20 20 30 25 50 45 (10.0) Full support of Launch. Trim plans to upgrade outsourcing partners in Delivered.
Procure 1 1 29 25 30 26 (13.3) Full support of Launch. Trim plans to upgrade suppliers in Delivered.
Production 1 1 84 79 85 80 (5.9) Full support of Launch. Trim production improvements in Delivered.
Ship 1 1 9 7 10 8 (20.0) Full support of Launch. Trim plans to upgrade shipping processes in Delivered.
Total 37 37 106 95 157 138 300 270 (10.0)
% Budget 
Reduction
* in millions of $

Function
% Budget 
Reduction Rationale

0 (10.4) (12.1) (10.0)

Launched Sold Delivered Total

Delivered $157 $138 (12.1)
budgeted growth. Will hold planned improvements 
until next year.

Total $300 $270 (10.0) Required to meat earnings target.
* in millions of $

Launched Sold Delivered
Admin 2 1 2 5
Mktg 10 14 24
Sales 2 80 82
Engineer 20 25 45
Procure 1 25 26
Production 1 79 80
Ship 1 7 8
Total $37 $95 $138 $270

Budget by Primary Processign System
Total

* in millions of $

Function

Product C (New) – Stage Two 32 $12,000,000 
Product C (New) – Stage Three 25 $ 9,375,000 
Product C (New) – Stage Four 20 $ 7,500,000 
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Proposals 
submitted

Close 
Rat io

Avge $ per 
proposal

Revenue 
Predict ion

Original Large

Medium

Small

Complex Large

Medium

Small

New Large

Medium

Small

Pr oduct
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Revenue and Earnings Tracker

Plan Fcst Act Plan Fcst Act Plan Fcst Act Plan Fcst Act Plan Fcst Act Plan Fcst Act
Cycle Time (days) 30 30 30 30 30 30 30 30 30 30 30

# Proposals Submitted 200 200 200 200 200 210 200 204 200 200 200

Close Ratio 50% 50% 49% 0.5 49% 50% 0.5 50% 0.5 0.5 0.5

Avg Sale Size $1M $1M $1M $1M $1M $1M $1M $1M $1M $1M $1M

Sales $100M $100M $98M $100M $98M $105M $100M $100M $100M $100M $100M

Cycle Time (days) 30 30 27 30 30 30 30 30 30 30 30

# Orders Entered 100 100 98 100 98 105 100 102 100 100 100

Avg Sale Size $1M $1M $1M $1M $1M $1M $1M $1M $1M $1M $1M

Avge Mfg Cost per Unit $400K $400K $425K $400K $425K $410K $400K $410 $400K $400K $400K

Order Yield 100% 100% 98% 100% 98% 99% 100% 100% 100% 100% 100%

Revenue 1 $100M $100M $96M $100M $96M $104M $100M $102M $100M $100M $100M

Contribution 1 $60M $60M $55.2M $60M $55.2M $61.36M $60M $60.18M $60M $60M $60M

Cycle Time 30 30 30 30 30 30 30 30 30 30 30

$ Invoiced $100M $100M $96M $100M $96M $104M $100M $102M $100M $100M $100M

Erosion $2M $2M $1M $2M $1M $1M $2M $1M $2M $2M $2M

Cash $98 M $98 M $95M $98 M $95M $103M $98M $101M $98 M $98 M $98 M

Revenue 2 $98 M $98 M $95M $98 M $95M $103M $98M $101M $98 M $98 M $98 M

Contribution 2 $58M $58M $54.2M $58M $54.2M $60.36M $58M $59.18M $58M $58M $58M

Revenue Plan (Month) $98M $98M $98M

Revenue Plan (QTD) $98M $196M $294M $98M $196M $294M

Revenue Forecast (Month) $98M $95M $99M

Revenue Forecast (QTD) $98M $190M $300M

Revenue Actual $95M $103M

UEA* Plan $25M $25M $25M $25M $25M $25M

UAE Actual $24M $25M

Earnings Plan $33M $33M $33M $33M $33M $33M

Earnings Forecast $33M $30.2M $35.18

Earnings Actual $30.2M $35.36
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Proposals 
submitted

Close 
Ratio

Avge $ per 
proposal

Revenue 
Prediction

Original Large

Medium

Small

Complex Large

Medium

Small

New Large

Medium

Small

Product

90 Day leading Indicators:
Proposals Submitted

Close Ratio
Average $ per Proposal

Sales in 90 days will be
Proposals Submitted x Close 
Ratio x Average Proposal $’s

Leading Indicators:
Product Development Plan 

to Actual

Future Revenues/Profit 
depend on the timeliness 

and success rate of product 
delvelopment

Super System

Leading Indicators:
Super System Indicators

Tracking of trends in the 
Market, Competition, 

Resource Suppliers, and 
Business Environment that 
could impact the business
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Product Launched

New Products 
Developed & 

Launched

Products
Managed

Products Sold

Demand 
Generated

Customer 
Committed

Product

Order/COS

Value Chain 
Supported

Ratio x Average Proposal $’s

30 days

delvelopment

Customer
Relationship 

Managed
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