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Strategy Development

ωAnalysis of the environment: Opportunities and threats

ωAnalysis of strategic capabilities: Strengths and weaknesses

ωAnalysis of relevant stakeholder groups and their expecations

Phase 1:
Strategic Analysis

ωDefinition of the framework for strategic choice (scope of 
activities, markets, geographical scope, ownership structure, 
finances, etc.)

ωDevelopment of strategic options

ωEvaluation and selection of strategic options

Phase 2:
Strategic Choice

ωOrganizational structure

ωResource allocation

ωResource control

ωManagement of strategic change

Phase 3:
Strategy 

Implementation
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Strategy Evaluation

ωDoes the strategy fit with organization and 
environment? 

ωScreening and ranking of the available strategic options

ωScenario planning

Suitability

ωProfitability analysis

ωCost-benefit analysis

ωRisk  analysis: Sensitivity analysis / simulation modelling

ωStakeholder reactions (political dimension)

Acceptability

ωFunds flow analysis / liquidity planning

ωBreak-even analysis

ωResource deployment analysis
Feasibility
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Acceptability: Profitability
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Carve Out Object 1 - Income Statements - Modul 8

2007 2008 2009 2010 2011 2012 2013

01-12 01-12 01-12 01-12 01-12 01-12 01-12

Tú Ist Ist Budget Planung Planung Planung Planung

Nettoumsatz 12,150,665 14,278,000 16,183,752 16,624,456 17,300,355 17,973,886 18,649,304

Wareneinsatz -9,889,251 -11,950,316 -13,539,521 -13,978,107 -14,554,434 -15,160,772 -15,752,529

Warengruppenspanne 2,261,413 2,327,684 2,644,231 2,646,350 2,745,921 2,813,114 2,896,774

Nicht kalkulierte Vergütungen 219,045 151,530 150,331 170,741 176,542 182,258 187,715

Logistikkosten -278,957 -100,380 -180,592 -116,000 -137,227 -129,218 -133,816

Inventurdifferenzen -42,115 -55,161 -55,548 -57,962 -59,721 -61,539 -63,336

-102,026 -4,011 -85,810 -3,221 -20,407 -8,499 -9,438

Rohertrag 2,159,387 2,323,673 2,558,421 2,643,129 2,725,514 2,804,615 2,887,337

Personalkosten -1,051,694 -1,205,040 -1,301,078 -1,330,691 -1,358,563 -1,392,016 -1,427,982

Deckungsbeitrag 1 1,107,693 1,118,633 1,257,343 1,312,438 1,366,952 1,412,599 1,459,355

Abschreibungen -98,219 -102,194 -117,797 -126,572 -128,779 -131,008 -133,242

Mietkosten -426,140 -461,986 -525,172 -532,194 -549,517 -564,470 -582,105

Werbung -52,403 20,891 -7,697 -4,860 -3,425 -1,945 -452

Instandhaltung -63,250 -76,341 -118,249 -84,937 -90,980 -93,232 -95,882

Materialverbrauch -28,603 -38,170 -36,867 -35,258 -36,109 -36,976 -37,860

Fuhrpark -165,139 -199,014 -225,613 -232,735 -236,818 -245,003 -255,888

Sonstige Sachkosten/Erträge -66,385 -88,602 -252,993 -77,902 -78,045 -78,196 -78,350

Sonstige operative Posten 64,048 16,748 175,802 339 339 339 339

Operative Kosten -836,091 -928,669 -1,108,586 -1,094,118 -1,123,332 -1,150,490 -1,183,439

Deckungsbeitrag 2 271,602 189,964 148,758 218,320 243,619 262,109 275,916

Direktkosten 0 - - -0 -0 -0 0

Deckungsbeitrag 3 271,602 189,964 148,758 218,320 243,619 262,109 275,916

Indirekte Kosten -11,305 - - - - - -

DB 4 - EBITA 260,296 189,964 148,758 218,320 243,619 262,109 275,916

Bereinigungen/Anpassungen -36,297 -4,400 - - - - -

Bereinigtes/angepaßtes EBITA 224,000 185,564 148,758 218,320 243,619 262,109 275,916

Zinsergebnis -13,173 -29,021 -21,655 -23,821 -23,907 -23,996 -24,090

Beteiligungsergebnis - - - - - - -

Abschreibungen a.d. FAV - -2,000 - - - - -

Finanzergebnis -13,173 -31,021 -21,655 -23,821 -23,907 -23,996 -24,090

Andere außerordentliche Ergebnisse - 984 - - - - -

Ergebnis vor Ertragsteuern 247,123 159,927 127,103 194,498 219,713 238,113 251,826

Steuern - - -17 - - - -

Ergebnis nach Ertragsteuern 247,123 159,927 127,086 194,498 219,713 238,113 251,826

Kennzahlen (in % des Nettoumsatzes)

Warengruppenspanne 18.6% 16.3% 16.3% 15.9% 15.9% 15.7% 15.5%

Rohertrag 17.8% 16.3% 15.8% 15.9% 15.8% 15.6% 15.5%

Personalkosten 8.7% 8.4% 8.0% 8.0% 7.9% 7.7% 7.7%

Operative Kosten 6.9% 6.5% 6.8% 6.6% 6.5% 6.4% 6.3%

EBITA 2.1% 1.3% 0.9% 1.3% 1.4% 1.5% 1.5%

Wachstumsraten (p.a.)

Nettoumsatz k.A. 17.5% 13.3% 2.7% 4.1% 3.9% 3.8%

Warengruppenspanne k.A. 2.9% 13.6% 0.1% 3.8% 2.4% 3.0%

Rohertrag k.A. 7.6% 10.1% 3.3% 3.1% 2.9% 2.9%

Personalkosten k.A. 14.6% 8.0% 2.3% 2.1% 2.5% 2.6%

Operative Kosten k.A. 11.1% 19.4% -1.3% 2.7% 2.4% 2.9%

EBITA k.A. -27.0% -21.7% 46.8% 11.6% 7.6% 5.3%

ÅFor each strategic option, detailed financial 
ǇƭŀƴƴƛƴƎ ǊŜǉǳƛǊŜŘ όαōǳǎƛƴŜǎǎ Ǉƭŀƴάύ

ÅBased on detailed business plans, pro-forma 
financial statements for several periods will 
be prepared

ÅPreferred: Preparation of set of integrated 
set of financial statements with balance 
sheets, income statements, indirect cash flow 
statements

Strategy and Performance Management
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Feasibility: Intgrated Financial Statements 
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Nakit 10 Satēcēlar 30

M.Kēymetler 0 Avanslar 40

Alēcēlar 30 B. Kredileri 0

Stoklar 30 Sermaye 30

S. Kēym. 30

Toplam 100 Toplam 100

XYZ Proforma Bilan­o - 01.01.05

Aktif Pasif

Nakit 0.5 Satēcēlar 40

M.Kēymetler 0 Avanslar 50

Alēcēlar 50 B. Kredileri 15

Stoklar 40 Sermaye 30

S. Kēym. 60 Donem K©rē15.5

Toplam 150.5 Toplam 150.5

XYZ Proforma Bilan­o - 31.12.05

Aktif Pasif

Hasēlat 100

SMM 50

Brut Kar 50

Satēĸ & Daĵētēm Gid.10

G. Yºn. Gid. 10

Amortisman 10

Faaliyet K©rē 20

Finansman 4.5

Kar 15.5

XYZ Proforma Gelir Tablosu - 2005

Br¿t Kar 50

Alēcēlardaki Deĵiĸim-20

Stoklardaki Deĵiĸim-10

Satēcēlardaki Deĵiĸim10

Avanslardaki Deĵiĸim10

Br¿t Faaliyet Nakit Akēm40

Satēĸ & Daĵētēm Gid.-10

Diĵer F. Giderleri ve Gel.-10

Amortisman -10

G. Vergisi 0

Faaliyet Nakit Akēm10

S. Kēymet Yatērēmlarē-30

Yatērēm Nakit Akēm-30

Daĵētēlan Kar 0

Sermaye Artērēmē 0

Kredi Artēĸ/Azalēĸē15

Faiz Gelir/Giderleri -4.5

Finansman Nakit Akēm10.5

Toplam Nakit Akēm-9.5

Nakit Deĵiĸimi -9.5

1.1.2005 Ķtibariyle Nakit10

31.12.2005 Ķtibariyle Nakit0.5

XYZ - Proforma Nakit Akēm Tablosu - 2005

ÅIntegrated pro-forma financial statements for each strategic option

ÅLiquidity planning is integrated (indirect cash flow statements)

Strategy and Performance Management
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Business Planning and Financial Modelling

Business Planning

ÅBusiness Planning is the detailed planning of a separate business for a period of 

normally 3 to 5 years

ÅBusiness planning is market-oriented. It normally starts with a detailed market 

analysis and the detailed planning for its individual products or services

ÅIf no external party is involved, the formalization of this planning is only needed 

for internal purposes. Formal Business Plansare required for obtaining startup 

finance, venture capital, or for M&A activities

Financial Modelling

ÅIn a financial model, the results of the business plan are converted into 

quantitative figures 

ÅAt its highest level, a comprehensive financial model consists of an integrated set 

of balance sheets, income statements and cash flow statements for several 

periods. Additional tables are used for defining assumptions, and for calculating 

the necessary input to the financial tables

ÅThe dominating tool for financial modelling is Excel

5/6/2010 9Strategy and Performance Management
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Business Plan Example
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Business Plan Example (2)
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Financial Modelling ςRelevant Steps (Example: Retail Business)

ÅAssumptions

ÅIn comprehensive plans, grouping (e.g. economic data, revenue assumptions, 

expansion assumptions, cost assumptions etc.) is meaningful

ÅRevenue Planning

ÅDetailed planning of revenue elements (e.g. quantity, price, margin, expansion 

effects) necessary, most crucial planning element

ÅCost and Investment Planning

ÅDetailed underlying operational planning (e.g. headcount, salaries, prices of 

individual services and investments etc.) necessary

ÅIn most cases, most work-intensive but most precise part of financial modeling

ÅPlanning of working capital

ÅDetailed planning for inventory and inventory turnover, payment terms for 

debtors and creditors etc. necessary

ÅPlanning of other income statement and balance sheet positions, aggregation to 

income statement and balance sheet planning

ÅDerivation of indirect cash flow statements

ÅFinancial planning (equity, longterm debt)
5/6/2010 13Strategy and Performance Management
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Strategic Planning
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Strategic Plans

ÅThe Strategic Planning Processis the continuation of the initial business planning 

and financial modelling for an ongoing business. It normally covers a time horizon 

of at least 3, better 5 years, and it is done once a year.

ÅThe core idea of a regular strategic planning process is to define or update the 

strategy for the upcoming years, to define the necessary measures to implement 

the strategy, and to convert this planning into a five-year Business Plan which is 

reflected in a Financial Model again.

ÅIn most cases, in an ongoing business only incremental changes of the initial 

strategy are made. Therefore, the planning process is simplified, it is often based 

only on differences compared to the previous year (where everything else remains 

unchanged, instead of a zero-base approach with full planning), and it uses 

standard software tools linked to the overall accounting and controlling system.

ÅAs an outcome of the strategic planning process, the term Strategic Plan is, in 

most cases, used only for the financial model developed for the upcoming 3 or 5 

years. Other elements of the strategic planning and control, like following up 

strategic tasks, are often not formalized.
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Budgets

ÅIn the yearly Budgeting Process,the operations of the upcoming business year are 

planned in detail, normally on a monthly basis, resulting in the yearly Budget.

ÅThe main focus of the budget is the planning of the revenues and expenses, with 

further details for each revenue class (e.g. Sales Planning) and cost (e.g. Personnel 

Cost Planning or Non-Personnel Cost Planning). 

ÅIn advanced budgeting systems, not only income statement positions but balance 

sheet positions are planned as well. This requires further detailed plans (e.g. 

Working Capital Planning, Investment Planning, Finance Planning, etc.).

ÅTogether with previous year figures, the Budget serves as a reference point 

όα.ŜƴŎƘƳŀǊƪάύ ƛƴ ǘƘŜ Monthly management Reporting. In the monthly 

management meeting, deviations between Actuals vs. Budget and Actuals vs. 

Previous Year Figures are discussed in detail.

ÅDepending on the formalization of the organization, the operative management is 

normally free to act within the borders of the budget. If budget values are 

exceeded (cost, investments) or not reached (revenues), a formal decision by the 

ōƻŀǊŘ όȅǀƴŜǘƛƳ ƪǳǊǳƭǳύ Ƴŀȅ ōŜ ǊŜǉǳƛǊŜŘ ŦƻǊ ŜŀŎƘ ŘŜŎƛǎƛƻƴΦ



ÅIf a Strategic Plan exists, the Budget can be derived out of it by detailing its first 

year (Top-Down Approach), or the aggregation of the budget forms the first year 

of the Strategic Plan (Bottom-Up Approach)

S
T

R
A

T
E

G
ICP

L
A

N
N

IN
G&

 B
U

D
G

E
T

IN
G

Strategic Planning vs. Budgeting
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Strategic Plan ïFirst Yr

01 ..... 12

Strategic

Plan

Budget

Strategic Plan ïFirst Yr

01 ..... 12



ÅDetailed Planning Processes exist both for the strategic planning process and for 

the operative planning (budget planning)

ÅThe Strategic Planning Process may  be organized as follows:

Board

Strategic

Controlling

Business

Segments
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Planning Process ςStrategic Planning
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ÅThe Budget Planning follows a predefined process along a Planning Calendaras 

well:
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Planning Process ςStrategic Planning
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ÅThe Operative Planning consists of the planning of numerous detailed plans:
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Planning Process ςBudget Planning
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Integrierte Finanzplanung im SEM

Cash Flow R.

CF lfd. G.

CF Invest.

CF Finanz.

Tilgungs-
planung

Kredit-
planung

Ergebnis R.

Aufw.       Ertrªge

Sachkosten
planung

Personalkosten
planung

Umlagen-
planung

Kapitalerhºhung-
planung

Bilanz 

UV             EK

AV             FK

Investitions
planung

Verbindl.-Plan

Umsatz-und 
Rohertrags-

planung

Zins-
planung

Afa-planung

Forderungs-
planung

Vorrats-Plan

Divid. 
planung

Anlagespiegel

Kunden
planung

Erfassung Errechnung ¦bermittlung aus R/3
Beeinflussung
Einbeziehung

Rahmenbedingungen

Beteiligungs-
ergebnisplanung

Sonstige Herkunft
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Management & Controlling
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ÅThe continous controlling process is done by Managerand Controllers

ÅManagersrun the operations, or part of the operations. They are responsible for 

the results in their responsibility area, and their performance should be 

measured according to it.

ÅControllersmake the results of managerial action measurable. They are 

responsible for making the results of a certain responsibility area transparent 

and comparable ςbut they are not responsible for the results itself.

ÅThe Controlleris involved in every stage of the controlling process:
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ÅKey Performance Indicators are used for an aggregated and quick analysis of the 

business, or certain parts of it 

ÅAdvantage:  Comprehensive and aggregated information, easy to read and to 

digest

ÅDisadvantages:

ÅSuperficial ςwithout drilling deeper into details of the KPI calculation, the 

discussion of countermeasures may lead into the wrong direction

ÅUnstructured ςƛŦ YtLΨǎ ŀǊŜ ƴƻǘ ǊŜƭŀǘŜŘ ǘƻ ǘƘŜ ƻǾŜǊŀƭƭ ōǳǎƛƴŜǎǎ ǘŀǊƎŜǘǎΣ ŀƴŘ ǘƻ 

each other, in a clearly structured hierarchical order, management attention 

may be driven to less relevant figures, and countermeasures decided for may 

contradict each other

ÅThree simple guidelines for KPI definition:

Å5ŜǾŜƭƻǇ YtLΨǎ ƛƴ ǘƘŜ ŦǊŀƳŜǿƻǊƪ ƻŦ ŀ ƳŀǘƘŜƳŀǘƛŎŀƭ ŀƴŘ ƘƛŜǊŀǊŎƘƛŎŀƭ ǎǘǊǳŎǘǳǊŜ 

clearly related to overall business targets

Å5ŜŦƛƴŜ ǊŜƭŜǾŀƴǘ ŘŜŎƛǎƛƻƴǎ ŦƛǊǎǘΣ ŀŦǘŜǊǿŀǊŘǎ ǘƘŜ YtLΨǎ ǎǳǇǇƻǊǘƛƴƎ ǘƘŜǎŜ ŘŜŎƛǎƛƻƴǎ

ÅLess is more
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Å¢ƘŜ ƴƻǊƳŀƭƭȅ Ƴƻǎǘ ŘƛǊŜŎǘ όŀƴŘ Ƴƻǎǘ ǊŜƭŜǾŀƴǘύ YtLΨǎ ŀǊŜ ŘƛǊŜŎǘƭȅ ŘŜŦƛƴŜŘ ǿƛǘƘƛƴ ǘƘŜ 

income statement structure as Contribution Margins

Å¢ƘŜ ǘŜǊƳ αŎƻƴǘǊƛōǳǘƛƻƴ ƳŀǊƎƛƴά ŜƳǇƘŀǎƛȊŜǎ ǘƘŀǘ ǘƘŜ ǊŜƭŜǾŀƴǘ ƛƴŎƻƳŜ ǎǘŀǘŜƳŜƴǘ 

ŦƛƎǳǊŜ ƛǎ ƴƻǘ ŀ αǇǊƻŦƛǘά ōǳǘ ǊŀǘƘŜǊ ŀ ŎƻƴǘǊƛōǳǘƛƻƴ ǘƻ ŀ ǇǊƻŦƛǘ ǘƘŀǘ Ƙŀǎ ǘƻ ōŜ 

combined with other elements

ÅContribution margins are related to managerial responsibilities (example retail):

ÅCM on store level Store manager

ÅAggregated CM stores per regionRegional manager

Å(Negative) CM logistics Logistics manager

ÅCM financial operations Finance manager / Treasurer

ÅOverall aggregated CM = P/L General manager
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ÅAdditional, often sector-ǎǇŜŎƛŦƛŎ YtLΨǎ Ƴŀȅ ōŜ ŘŜŦƛƴŜŘ ŦƻǊ ŎŜǊǘŀƛƴ ŀǊŜŀǎ ƻŦ ǘƘŜ 

business to provide an aggregated information of the business

Å{ƛƴŎŜ ǘƘŜ ōƻǘǘƭŜƴŜŎƪ ŦƻǊ ŀ ōǳǎƛƴŜǎǎ ƛǎ ƴƻǊƳŀƭƭȅ ǎŀƭŜǎΣ Ƴƻǎǘ YtLΨǎ ŀǊŜ ǎŀƭŜǎ-related

ÅSales-ǊŜƭŀǘŜŘ ŀƴŘ ƻǘƘŜǊ YtLΨǎ Ŏŀƴ ōŜ ǳǎŜŘ ŦƻǊ ŎƻƳǇŀǊƛǎƻƴǎΣ ōŜƴŎƘƳŀǊƪƛƴƎ ŀƴŘ 

performance management

ÅBudget comparisons -ŎƻƳǇŀǊƛǎƻƴ ŀŎǘǳŀƭ ǾǎΦ ōǳŘƎŜǘŜŘ YtLΨǎ

ÅTime comparisonsςǘƛƳŜ ƭƛƴŜǎ ŀŎǘǳŀƭ ǾǎΦ Ǉŀǎǘ YtLΨǎ

ÅIntra-company comparisons ς/ƻƳǇŀǊƛǎƻƴ ƻŦ ǘƘŜ YtLΨǎ ƻŦ ŎƻƳǇŀǊŀōƭŜ ƻǿƴ 

business units, e.g. stores, regions, strategic business units, etc.

ÅInter-company comparisons ς/ƻƳǇŀǊƛǎƻƴǎ ƻŦ ǘƘŜ ƻǿƴ YtLΨǎ ǿƛǘƘ ǘƘŀǘ ƻŦ ƻǘƘŜǊ κ 

competing businesses
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Strategy and Business Plan Development

Business Planning

Financial Modelling

Strategic Planning and Budgeting

¢ƘŜ wƻƭŜ ƻŦ YtLΨǎ  όYŜȅ tŜǊŦƻǊƳŀƴŎŜ LƴŘƛŎŀǘƻǊǎύ

CƛƴŀƴŎƛŀƭ YtLΨǎ ƛƴ ±ŀƭǳŜ 5ǊƛǾŜǊ ¢ǊŜŜǎ

The Balanced Scorecard Approach
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YtLΨǎ ŀƴŘ tŜǊŦƻǊƳŀƴŎŜ 9Ǿŀƭǳŀǘƛƻƴ
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Maximierung Abverkauf

Reduktion Stromverbrauch

Minimierung Fehlstunden

Sortimentsarbeit 

Verbesserung Bestellverhalten
EBITA

Rohertrag

Umsatz

Wareneinsatz

Inventuren
-

Kosten Personalkosten

Sachkosten

Werttreiber bzw. Stellhebel

VerªuÇerung

Zahlungsbedingungen

Reduzierung

Abbau von Lagerbestªnden

Anlagevermºgen

Working Capital

betriebliches AV

nicht betriebsnot-
wendiges AV

Vorrªte

Forderungen

+

unverzinsl. Verbindl. Cash Managment
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R

RoNA

Net Assets

Verhªltnis EK/FK

Zinssenkung

éKapitalkosten 
(WACC)

¦ber-
rendite

Gross 
Sales 
Increase 

Value
Creation

Capital
Reduction

Classic Value Driver Tree 
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I
D

E
N

T
IF

IZ
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R
U

N
G

W
E

R
T

T
R

E
IB

E

RValue Drivers

Gross

Sales 

Increase

Value

Creation

Capital

Reduction

ÁErhºhung Kostenbewusstsein

ÁErhºhung Produktionseffizienz

ÁOptimierung Schnittstellen und Prozessschritte

ÁReduktion unnºtiger Arbeit

ÁReduktion Variantenvielfalt (Lieferanten, Produkte, etc.)

ÁOptimierung Leistungsprofil

ÁOptimierung Vertriebsprozesse

ÁAbbau Ladenh¿ter

ÁErhºhung Kundenfrequenz

Áé

ÁReduktion Lagerbestand

ÁVerlªngerung Zahlungsziel

ÁReduktion ausstehende Forderungen

ÁVerbesserung Finanzierungsstruktur

ÁReduktion nicht betriebsnotwendigen Vermºgens

ÁOptimaler Einsatz der Investitionsmittel

Strategy and Performance Management



ÁValue drivers are linked to the valuation methods used in stock valuation 
and M&A activities

Terminal Value

Year n

é

(+) EBIT

(-) Tax on EBIT

(+) Depreciation

(+) Increases of 

Provisions

Cost of Equity

Cost of Debt

(Gross Cash Flow

Operations

(-) Investments 

(-) Increases

(+) Reductions 

Working Capital

Weighted Average

Cost of Capital

(WACC)

Free Cash-flow

Year1

Dis-

coun-

ting

(Value of 

Investment
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S
Enterprise Value-Based Value Driver Trees
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Free Cash Flow Calculation

Á(Profit after Taxes)

Á(Cash Flow Operations)

Á(Cash Flow Investments)

Á(Cash Flow Financing)

Á(Sum of Cash Flows)

Á(Based on an indirect 
calculation of cash flow)
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Jahresüberschuss

+/- Abschreibungen/Zuschreibungen

+/- Veränderung von Rückstellungen

+/-

+/-

= Cash Flow aus laufender Geschäftstätigkeit

+ Einzahlungen aus Abgängen von Gegenständen des Anlagevermögens

+ Einzahlungen aus dem Verkauf konsolidierter Unternehmen

 - Auszahlungen für Investitionen in das Anlagevermögen

 - Auszahlungen aus dem Erwerb von konsolidierten Unternehmen

= Cash Flow aus Investitionstätigkeit

 - Ausschüttungen an fremde Gesellschafter

 - Veränderung der Fremdanteile am Kapital

 - Ausschüttungen an Anteilseigner

+/- Veränderung des Eigenanteils am Kapital

+/- Veränderung der Finanzverbindlichkeiten

= Cash Flow aus Finanzierungstätigkeit

=Summe der Cash Flows

Veränderungen der Bilanzpositionen:

MINDERUNGEN der AKTIVA-Positionen verursachen Zahlungs-ZUFLUSS

ERHÖHUNG der AKTIVA-Positionen verursachen Zahlungs-ABFLUSS

MINDERUNGEN der PASSIVA-Positionen verursachen Zahlungs-ABFLUSS

ERHÖHUNG der PASSIVA-Positionen verursachen Zahlungs-ZUFLUSS

Abnahme/Zunahme der Vorräte, der Forderungen aus L+L 

Abnahme/Zunahme der Verbindlichkeiten aus L+L

Strategy and Performance Management
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Use of EBITDA as main ratio

ÁFocus on EBITDA (Earnings before taxes, depreciation and amortization) 
as most FCF-relevant ratio for managing operations 
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-

Gross Margin

CM 1

CM 2

CM 3

EBITDA

CM 4

EBIT

Strategy and Performance Management
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Responsibilty-Based Contribution Margin System
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Gross Margin and Net Margin (CM1,

CM 2) for every department within a

store

EBITDA (CM 3) for every store, every

backoffice department, and aggregated,

most relevant for operational Cash Flow

EBIT (CM 4) contains other operations

results (mainly non-cash) and

depreciation

Net P/L before / after taxes fully aligned

with external accounting requirements

Strategy and Performance Management
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Business Planning

Financial Modelling

Strategic Planning and Budgeting
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CƛƴŀƴŎƛŀƭ YtLΨǎ ƛƴ ±ŀƭǳŜ 5ǊƛǾŜǊ ¢ǊŜŜǎ

The Balanced Scorecard Approach
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YtLΨǎ ŀƴŘ tŜǊŦƻǊƳŀƴŎŜ 9Ǿŀƭǳŀǘƛƻƴ



B
A

L
A

N
C

E
DS

C
O

R
E

C
A

R
DA

P
P

R
O

A
C

H
Core Idea
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ÅBalanced Scorecards are a tool to follow up the realization of strategies defined for 

ǘƘŜ ōǳǎƛƴŜǎǎΦ ¢ƘŜ ŎƻƴŎŜǇǘ ǿŀǎ ƛƴǘǊƻŘǳŎŜŘ ōȅ YŀǇƭŀƴ ŀƴŘ bƻǊǘƻƴ όα¢ǊŀƴǎƭŀǘƛƴƎ 

{ǘǊŀǘŜƎȅ ƛƴǘƻ !Ŏǘƛƻƴάύ ŀǘ ǘƘŜ ōŜƎƛƴƴƛƴƎ ƻŦ ǘƘŜ флΨǎ όYŀǇƭŀƴ κ bƻǊǘƻƴΣ ¢ƘŜ .ŀƭŀƴŎŜŘ 

Scorecard ςMeasures That Drive Performance, Harvard Business Review Jan/Feb 

1992) 

ÅTraditional balanced scorecards look at a business from four perspectives:

ÅFinancial perspective

ÅCustomer perspective

ÅInternal-Business-Process Perspective

ÅLearning and Growth Perspective

ÅFor each of the four perspectives, 

ÅObjectives, measures, detailed targets and initiatives are defined,

ÅLƴŘƛǾƛŘǳŀƭ YtLΨǎ ŀǊŜ ŘŜŦƛƴŜŘ ŦƻǊ ƳŜŀǎǳǊƛƴƎ ǘƘŜ ǊŜŀƭƛȊŀǘƛƻƴ ƻŦ ǘƘŜ ǎǘǊŀǘŜƎƛŎ ǘŀǊƎŜǘǎΣ

Å!ƭƭ YtLΨǎ ŀǊŜ ŎƻƴǾŜǊǘŜŘ ƛƴǘƻ ǎŎƻǊŜǎ όǎƛƳƛƭŀǊ ǘƻ ǎŎƘƻƻƭ ƎǊŀŘŜǎύ ƛƴ ƻǊŘŜǊ ǘƻ ƳŀƪŜ 

them comparable and aggregable 
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Example: Strategic Target Definitions - Retail
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