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Common questions for the Chief Executive

Is operating profit 
going to come in on 
plan this quarter?

Why is the profit 
projection for this 
quarter different 
than what we had 
originally planed?

Are this quarter’s profits 

How do you expect to 
get back on plan by 
the end of the year?
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plan this quarter?

What will operating profit 
be for the year given that 
last quarter came in well 
ahead of the last projection?

Why is this year’s plan 
out of line with the
long-term target 
business model?

Are this quarter’s profits 
still tracking to last 
meeting’s projection?



Common answers to common CEO questions

I will get back to you 
on that…

I am not as sure as I would like to be

If we keep at it, things are 
sure to fall our way

All we need is one or two big 
breaks or more rainmakers…

It’s too early to tell…
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We are still trying to figure 
out what happened last 

quarter and why

sure to fall our way



To be successful and in control of operations, 

it is important to know how things are going

BEFORE
(BEST)

NOW

(BETTER)
AFTER
(BUST)

When do you want to know how things are going at a given point in time?
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(BEST)

With time to do things to get 
where you WANT to be

(BETTER)

Too late to do 
anything about it

(BUST)

Other matters have 
overtaken the agenda

Point 

In Time



To be in control of operations you need to always know:

• Where you want to go

• Where you have been, and

• Where you are headed next, all in the context of 

• Where you expected to be, at a given point in time.
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• Where you expected to be, at a given point in time.



To be in control of operations requires a 

systematic and programmatic approach to always knowing where things sit

Definition Key Comparison

Target How things are supposed to be 
in the long run

How do we compare to industry 
norms? 

Plan Where you expect to be, when, 
along the way towards 
achieving Target

How close do we expect to get to 
Target and when?
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achieving Target

Projection Where things will be next, in 
light of how they have played 
out

Why is Projection different than 
Plan?

Actual How things actually turned out Why is Actual different than 
Projection?



Conventional reports help but do not show the flow from past to the 

present and into the future that helps construct and tell the full story 

Data About the Past Data About the Future

Q1 Q2 Q3 Q4

Act Act Proj Proj

167 243 379 431

35 62 99 114

131 182 280 317
79% 75% 74% 73%

94 142 213 236

37 40 67 81

22% 16% 18% 19%

2004
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Data About the Past
(e.g., from accounting system)

Data About the Future
(e.g., from budget system)

Standard reports and manager 
worksheets provide views into 
the past, present or future but

in isolation and so fail 
to tell a whole story

Data about what 
will happen next

(e.g., from sales lead-list)



Intelligent Dashboard Definition 

• Provides a path to detailed performance data, by type and reporting unit, that 
aggregates to the dashboard summary.

A high-level presentation of actual, projected, and planned key business 

performance measures as compared to target, plan, and projected 

performance over a rolling, fixed period of time.
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aggregates to the dashboard summary.

• Explains why results are different than projected and why projected are different 
than plan

• Used to develop and tell a story about operations that makes sense and that top 
executives believe is correct and that they can compel others to believe in



Four steps 

put management in control of operations using Intelligent Dashboards 

Step-I: Develop target financial, cash, resources, and labor business models      
consistent with mission, vision, strategy, and industry benchmarks:

• Identify key performance measures

• Set target values for each measure

• Develop a plan to achieve them over time

Step-II: Design, implement and drive regular, cyclic business processes to 
• Set goals, project performance, perform, collect and compare actual results with 
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• Set goals, project performance, perform, collect and compare actual results with 
projection

• Explain variances, learn from the experience, and re-project until goal achieved

Step-III: Build a dashboard to track progress using:
• Actual data about past performance

• Management projections for present performance

• Planned future performance

Step-IV: Identify selling and delivery process improvements to achieve the target 
model, upgrade processes and drive to scale.



Step–I  Identify Key Metrics and Set Targets

Revenue

Direct Costs
Gross Margin

Key Metric

EXAMPLE: Target %

of Revenue

100

32
68

Based on industry
benchmarks
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General Management

Marketing
Human Resources

IT & Facilities & Admin

Operating Profit

15

15
10
8

20



Revenue

Direct Costs
Gross Margin

Key Metric

100

32
68

Target %

of Revenue

Step--I Prepare a plan to achieve target model

100
32
68

Q4

100
33
66

Q3

100
35
65

Q2

100
36
64

Q1

PLAN
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General Management

Marketing
Human Resources

IT & Facilities & Admin

Operating Profit

15

15
10
8

20

15

15
10
8

20

15

15
10
8

18

15

15
14
8

13

15

20
10
8

11



TIME
Ta

rg
et

s/
M

o
d

el

K
ey

 P
er

fo
rm

an
ce

 M
ea

su
re

s

Step--I Design Intelligent Dashboards to juxtapose actual and projected with 

planned and target over, and through, time 
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FUTURE 

(PLAN) 

PAST 

(ACTUAL) 

Ta
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et
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PRESENT

(MANAGEMENT

PROJECTIONS)

FUTURE 

(PLAN)



Act Act Act Act Plan Proj Plan Proj Plan Proj Proj Proj Proj
100% C NSR (A-B) 167 243 98 105 125 113 358 315 427 470 1,195 468 534

Direct Unloaded Labor 31 60 25 36 42 39 92 99 97 128 318 124 124

D   Direct Loaded Labor 42 74 30 44 49 45 111 119 117 148 382 147 147

  Super Loaded Labor (7) (12) 0 (5) (3) (3) (6) (8) (2) (5) (32) (3) (4)

(28%) E Total Direct Loaded Labor Costs 35 61 30 39 46 43 105 111 114 143 350 144 144

F Services Contribution (C-E) 131 182 68 66 79 70 253 205 313 327 845 324 390

72% G SC Margin (F/C) 79% 75% 70% 63% 63% 62% 71% 65% 73% 70% 71% 69% 73%

Indirect Loaded Labor

H     Bench and ramp-up 7 19 9 6 4 1 29 15 40 37 79 22 22

    Other 8 12 6 6 5 5 18 16 22 24 60 21 21

I   Total Indirect 15 31 15 12 9 5 47 32 61 61 139 43 43

Non-Labor Indirect Expenses

    Facilities 21 25 9 16 10 10 41 35 47 32 113 32 83

    Operations 6 9 2 6 3 3 9 11 10 10 35 10 11

    Professional Fees 7 14 12 15 12 13 51 41 53 46 107 64 64

    Sales 1 6 0 0 1 1 6 1 6 6 14 6 6

    Recruiting 2 10 0 0 4 5 3 5 3 3 20 3 3

    New Employee Costs 1 7 6 2 3 3 16 10 9 9 29 0 0

    Other Expenses 7 1 5 5 0 1 8 11 1 6 24 31 31

J   Total 46 72 34 44 34 36 134 114 129 111 343 146 197

(45%) K Total Indirect Expenses (I+J) 61 103 48 56 43 42 181 145 190 172 481 188 240

P EBITDAIC (F-K) 65 71 20 11 36 28 72 59 122 155 350 136 150

27% Q EBITDAIC Margin (P/C) 39% 29% 21% 10% 29% 25% 20% 19% 29% 33% 29% 29% 28%

R Bonus pool IC 28 31 4 0 13 9 16 13 44 63 136 49 53

9% S As % of NSR (R/C) 17% 13% 4% 0% 11% 8% 4% 4% 10% 13% 11% 10% 10%

T EBITDA (P-R) 37 40 16 11 23 20 56 47 79 92 215 87 98

18% U EBITDA Margin (T/C) 22% 16% 16% 10% 19% 18% 16% 15% 18% 19% 18% 18% 18%

4.2         W Realization 5.3 4.0 4.0 2.9 3.0 2.9 3.9 3.2 4.4 3.7 3.8 3.8 4.3
3.0         Actual Realization (with IC) 2.8 2.6 3.4 2.9 2.3 2.4 3.3 2.8 3.0 2.5 2.6 2.7 3.0

80% X Direct utilization (D/(D+H)) 86% 80% 77% 89% 92% 98% 79% 89% 74% 80% 83% 87% 87%
60% Y Overall Utilization ((E/(1+AJ))/AD) 70% 67% 70% 77% 84% 89% 69% 79% 65% 70% 72% 77% 77%

AA Direct Client Hours 1,632 2,816 1,062 1,203 1,400 1,331 3,816 3,595 3,824 3,964 12,008 4,320 4,320
AB Effective Bill Rate (C/AA) 102 86 92 87 89 85 94 88 112 119 100 108 124

AC Direct staff salaries (unloaded) 36 69 31 39 43 37 111 107 134 165 377 146 146
AD Total staff salaries (unloaded) 38 75 35 41 47 41 125 117 146 176 406 158 158

AE Direct staff 4 6 8 8 9 8 9 8 11 10 7 11 11
AF Indirect staff 1 1 2 1 1 1 2 1 2 1 1 2 2

Target

Q1 Q2 AugJuly Sep Q3 Q4 Q22004 Q1

Q1 Q2 Jul Aug Sep Sep Q3 Q4 2004 Q1 Q2
Booked Act Act Act Act Plan 9/1 Proj Proj Proj Proj Proj Proj

DaTran 106 79 47 49 46 43 138 215 538 222 222

DaTran et al 106 79 47 49 46 43 138 215 538 222 222

BBB: WGA 8 1 1 9

BBB: DR 2 12 14 25 25 50 81 134

BBB et al 8 2 12 14 25 25 51 81 142

Cambridge 23 23

Cambridge Maint 11 12 3 5 2 2 10 6 39 6 12

Cambridge IMDB 6 33 31 32 32 34 96 96 231 90

Cambridge et al 40 45 34 37 34 36 106 102 293 96 12

LDS 2 0.5 1 3

Carlyle 20 9 9 9

Parature 1 1

IIR Wave PET 9 104 5 5 11 124

Huthwaite 13 13

Other 12 117 6 5 20 9 20 149

Total Booked 167 243 98 105 125 113 315 398 1,123 318 234

Targeted?

Carlyle: EMS 72 72

Projection Targeted 150 300

72 72 150 300

Total Booked and Targeted 167 243 98 105 125 113 315 470 1,195 468 534

Q1 Q2 Jul Aug Sep Sep Q3 Q4 2004 Q1 Q2
Booked Act Act Act Act Plan 9/1 Proj Proj Proj Proj Proj Proj

DaTran 106 79 47 49 46 43 138 215 538 222 222

DaTran et al 106 79 47 49 46 43 138 215 538 222 222

BBB: WGA 8 1 1 9

BBB: DR 2 12 14 25 25 50 81 134

BBB et al 8 2 12 14 25 25 51 81 142

Cambridge 23 23

Cambridge Maint 11 12 3 5 2 2 10 6 39 6 12

Cambridge IMDB 6 33 31 32 32 34 96 96 231 90

Cambridge et al 40 45 34 37 34 36 106 102 293 96 12

LDS 2 0.5 1 3

Carlyle 20 9 9 9

Parature 1 1

IIR Wave PET 9 104 5 5 11 124

Huthwaite 13 13

Other 12 117 6 5 20 9 20 149

Total Booked 167 243 98 105 125 113 315 398 1,123 318 234

Targeted?

Carlyle: EMS 72 72

Projection Targeted 150 300

72 72 150 300

Total Booked and Targeted 167 243 98 105 125 113 315 470 1,195 468 534

Step--I Develop Intelligent Dashboards to monitor actual and projected 

performance compared to targets and plan over time for each key area
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Month Jan-04 Feb-04 Mar-04 Q1 Apr-04
# On Board at Start 92 97 93 92 98

Adds 6 1 7 14 8
Kelly Smith Tim Hurlebaus Michelle Lally Michael Possner
Emily Latimer Elisa Palmer Julissa Espinoza
Chris Dabek Jen Gibert Alison Barlow
Emily Crespin Lauren Nelson JohnPaul Jones
Kelli Kolling Rachel Eynisfeld Meredith Bozell
Kelly Olson Alpna Aurora Michael Obalde

Laura Lanigan
Jason Khan

Voluntary Attrition 0 (2) (1) (3) 0
Kirsten Smith Kim Jason
James Bartlett

Involuntary Attrition (1) (3) (1) (5) 0
Tom Manning John Kay Worlock

Kim Smith
Gus Linberg

Total Attrition (1) (5) (2) (8) 0
Total Net Change 5 (4) 5 6 8

# On Board at End 97 93 98 98 106

VOLUNTARY ATTRITION STATISTICS
Atrition % this period (month, quarter) 0% 2% 1% 3% 0%

This Period Annualized % 0% 25% 13% 13% 0%
Avg for Period (Month, Quarter) YTD % 0% 1% 1% 3% 1%

YTD Annualized 0% 13% 13% 13% 9%

Intwine Corporation:   8-Week Cash Forecast 8-29-04 thru 10-23-04

9/12 - 9/18 9/19 - 9/25 9/26 - 10/2 10/3 - 10/9 10/10 - 10/16 10/17 - 10/23 10/24 - 10/30 10/31 - 11/6
Projected Projected Projected Projected Projected Projected Projected Projected

Beginning cash 20,478 35,131 9,459 20,597 25,545 59,589 45,505 56,135

Cash Disbursements:
Payroll 17,208 23,542 24,708 24,708
Bonus/Commission 0 1,398 0 487
Payroll Taxes - Employer (7.65%) 1,316 1,908 1,890 1,927

Other:
Rent 7,000 7,000
Health/Life Insurance 3,146 3,146
Liability Insurance
Equipment Leases 442 304 247 442 304 247
Furniture Rental 800 800
Internet 835 835
Telephone 800
Accounting/Legal/Prof Fees 4,000 4,400 2,500 6,000
Recruiting/HR 2,000 1,500 2,000
American Express 3,000 4,000 4,000
Capital Purchases 4,587
Empl Exp Reimbursement
Other vendors: 2,000 2,000

Cash disbursements 18,967 25,672 37,495 800 31,041 14,085 39,369 0
before other payables

Cash available 1,511 9,459 -28,035 19,797 -5,496 45,505 6,135 56,135

Cash Receipts:
DaTran 48,633 50,000
BBB 738 28,275
Cambridge 33,620 36,810
IIR 5,010
Total A/R Collections 33,620 0 48,633 5,748 65,085 0 50,000 0
Other Income

Total Cash Receipts 33,620 0 48,633 5,748 65,085 0 50,000 0

Ending cash balance 35,131 9,459 20,597 25,545 59,589 45,505 56,135 56,135

AF Indirect staff 1 1 2 1 1 1 2 1 2 1 1 2 2

Total Loaded Labor 50 92 44 50 55 48 152 142 176 204 489 187 187

AG Total headcount (AE+AF) 5 8 10 9 10 9 11 9 12 12 8 12 12

AH Implied avg annual salary (unloaded) ($K) (AD/AG)100 116 44 55 57 54 143 152 142 181 49 158 158
AI Implied avg annual comp (unloaded) ($K) 66 67 58 58 83 75 62 64 70 92 75 79 80

AJ Labor loading (taxes, benefits, PTO) 34% 22% 20% 22% 17% 18% 21% 20% 20% 16% 20% 18% 18%
AK Fringe 0% 0% 0% 0% 0% 0% 0% 0% 0% 0% 0% 0% 0%

Health Insurance 5 8 3 4 4 3 12 10 14 13 36 13 13
Payroll cost before IC 7 8 4 5 4 4 14 13 15 15 43 15 15
401(k) Fees 1 0 1 0 0 0 0 1 1 1 2 1 1

Total Booked and Targeted 167 243 98 105 125 113 315 470 1,195 468 534Total Booked and Targeted 167 243 98 105 125 113 315 470 1,195 468 534



N
o Correct it

Goal Achieved?

Observe and measure results 
compared to expectation

Compare observed 
result to projected result

Are
things as

expected?

Monthly 
Cycle

Annual 
Cycle

Set what to track
along  the way to

achieving 
overall success

Define success

(e.g., $50M at 23% EBITDA growing

at 27%/year)

Plan-Do-Review
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N
o Correct it

Are 
observations 

correct?
Exception
Process

Y
es

Revise when 

necessary

I.e. specific result, or 
series, in a timeframe 

based on industry 
standards for similar 

organizations performing 
similar functions on a 

similar scale adjusted for 
stage of maturity

May be too high or too low 
depending on 
performance over time

Set goal for 
chosen 

measures

Quarterly 
Cycle

Verify goal
is still right

Perform so as to 
achieve/exceed 

projection

Cycle

Project Next Differently going forward? Determine significance and impact

Determine why it is 
different from 
projection.

Generally: 
• Bad projection
• Something went   
wrong in execution
• Mistaken calculation

?

NOW

WHAT?
WHY?SO WHAT?



 

 
Monday Tuesday Wednesday Thursday Friday 

1 
 
Cash flow report out 
 
PA Revenue Check-in Meetings 

2 3 
 
%Target Utilization Capacity 
Achieved Report For last ½ of last 
month out 

4 
 
 

5 
 
PAs process Time Direct data and send 
to Sandra Lee 
 
Updated Revenue projections in 

8 
 

Sandra Lee drafts invoices and 
sends to PAs 
 
PA Revenue Check-in Meetings 

9 10 
 
Final invoices approved and sent out 
to clients 
 
 

11 
 
A/R report out 

12 
 
Updated Revenue projections in 
 

15 
 

16 17 
 

18 
 

19 
 

Touchstone Consulting 
Generic Monthly Financial Cycle Calendar 

Step--II Monthly steps leading to the dashboard—Example 1
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Projected Total Labor  
 
Projected Non-labor indirect costs 
 
PA Revenue Check-in Meetings 
 
Close prior month 
 
Financial dash, with prior month 
actuals, current month and quarter 
projections, out 

 
%Target Utilization Capacity 
Achieved Report for first ½ of current 
month, out 
 
Cash flow report out 

 
 

 
Updated Revenue projections in 

22 
 
PA Revenue Check-in Meetings 

23 24 25 
 
A/R report out 
 
Projected Billings for this month 

26 
 
Updated Revenue projections in  
 
 
 

29 
 
PA Revenue Check-in Meetings 
 
 

30 
 
Projected Total Labor  
 
Projected Non-labor indirect costs 
 
Financial dash, with prior month actuals, 
updated current month and quarter projections 
 

31   

 

Notes:  Due dates are COB that day except on Fridays, where due date is noon. 
Dates are keyed to first Monday of the month 



General Assumptions

1 An annual budget will be prepared (detailed at the project level)

2 Labor accounting will be performed - i.e. all labor costs will be associated with a direct or indirect project

3 Monthly projections will be prepared for every direct and indirect project

The Monthly Process

1 Close the general ledger

Post all timesheets

Post all special journal entries including allocations

Record all non-labor expenses (i.e. travel, telephone, supplies, etc)

Record revenue for each client project

Monthly Financial Process

Step—II Monthly steps leading to the dashboard—Example 2
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Record revenue for each client project

For T&M contract compute based on monthly expenses

For Fixed Price contract compute on percent complete basis

2 Prepare invoices for each project and send to client

Invoices can be prepared more frequently than once monthly to improve cash flow

3 Compare current month actual results to last month's projection - understand variances

4 Update projections for current month and for future months if necessary
Update projections for existing direct projects - performed by each client project manager

Update projections for projects in the pipeline - performed by business development managers

Update projections for indirect projects - performed by financial manager

5 Prepare dashboard showing actual performance to date plus future projections compared to plan

Management team reviews dashboard

Analyze unusual trends

Judgment applied to make necessary adjustments to future projections

6 Other Considerations

Review AR Aging - contact clients as necessary

Maintain files for each client -containing contract, invoices, correspondence, etc.



Step-III There are two basic ways to build Intelligent Dashboards

Approach Manual Automated

Description Support staff extracts, organizes, manipulates and enters 
data from operating systems and manager worksheets and 
loads into excel spreadsheets and distribute reports or 
makes them available for viewing

An on-line system automatically extracts data from operational support 
systems and manager worksheets into an on-line analytical processor

Design dashboards to juxtapose historical, present, and plan data for 
reporting and viewing

Key Costs Support staff labor to gather, organize, manipulate, enter 
and fix data every month

Errors may lead to mistakes

Backup and recovery is nearly impossible

Software license for analytical engine
•MicroStrategy 

•Cognos, 

•Hyperion,

•Business Objects
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Backup and recovery is nearly impossible

Dependant on few key people 

•Business Objects

•MicroSoft – Comes with SQL Server which most firms already own

Strengths Minimal set up costs Minimal on-going support staff costs

Easy to operate, deep-dive, ad hoc inquiry allowing infinite variety of 
analysis and viewing depending on needs that cycle at virtually no cost

Support staff spends time analyzing instead of extracting, organizing, 
manipulating and entering data and compiling and distributing reports

Management can do its own analysis on the spot

Weaknesses Support staff follows an exhausting, labor-intensive process 
every cycle and never gets to do the analysis and discovery 
work that leads to insights and corrective measures

Prone to errors, oversights, lack of control and redundancies

Lots of effort required to customize, deep dive, and ad hoc 
inquiry so minimal amount of this is done every cycle

Up front investment in software and services to design and implement 
software in the package or language of choice



• Actual data, planned data, and management projections are all stored in different 
systems so it is not easy to extract and juxtapose the data to view in a continuum of time 
from past, to present, and into the future

FutureFuturePresentPresentActualActual

Step—III Intelligent Dashboards are hard to implement manually

YTD YTD YTD JAN JAN FEB MAR Q1 Q1 Q1

Act Plan Var ACT PROJ PROJ PROJ PROJ PLAN Var

Gross Revenue 606 505 101 606 556 515 573 1,595 1,494 101

Direct Contribution 247 205 41 247 226 191 232 631 590 41

Total Indirect CostsT
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• Combining data from multiple sources to prepare reports that show actual past, present, 
and plan data is too hard to do on a regular basis because it must be done by hand

• Viewing combined data in different ways takes so much work that it rarely happens

Total Indirect Costs 142 119 24 142 130 124 127 371 347 24

Net Contribution 104 87 17 104 96 67 105 261 243 17

Contribution Margin 17% 17% 17% 17% 13% 18% 16% 16% 0%

Direct Margin 41% 41% 41% 41% 37% 41% 40% 39% 0%

Indirect Margin 23% 23% 23% 23% 24% 22% 23% 23% 0%

Utilization 74% 74% 74% 74% 74% 75% 74% 74% 0%

Staff Count 7 6 1 7 23 29 30 30 29 1

T

o

t

a

l



Step III: OLAP engines now makes it easy to automatically combine data 

from multiple sources to construct the Dashboard
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Microsoft SQL Server

MicroStrategy

Cognos

Hyperion

Business Objects



Step—III Once collected, past, present, and future data is juxtaposed 

to form a coherent and fluid intelligent picture of what is going on

G
ra
n
u
la
ri
ty
 (
C
li
e
n
t 
>
 

P
ro
je
c
t 
>
 T
a
s
k
)

Actual Projected Planned

Revenue
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G

Hours

Data is easily viewed at any desired level of aggregation and granularity



Step—III The resultant Automated Intelligent Dashboard 

provides a gateway to answer operating questions

Target Plan Act Plan Proj Plan Proj

Revenue 200 197 210 211 242 238

Direct Labor 56 58 60 59 72 75

80% Services Contribution 144 139 150 152 170 163

Sep-04 Oct-04 Nov-04

A one-page, high-level 
presentation of actual, 
projected, and planned 
key performance 
measures as compared 
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Indirect Labor 23 24 29 26 29 29

45% Other Indirect Costs

Sales 44 50 44 44 43 44

Marketing 12 9 12 15 12 15

Facilities 44 44 44 44 44 49

20% EBITDA 21 12 21 23 42 26

Direct Hours 1350 1342 1450 1620 1600 1650

3.2 Realization 3.6 3.4 3.5 3.6 3.4 3.2

measures as compared 
to target, plan, and 
projected performance 
over a rolling, fixed 
period of time.



Results

• Executives share a continuous and common always accurate view of their past, 
present, and expected operating results

• Reports that took hours to compile each week are built automatically and 
always available, on demand or on executive home pages

• Executives are free to manipulate and analyze business data through Web-
based tools, to glean important insights into what is working and what is not and 
in time to take effective action
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in time to take effective action

• Everything needed to develop and tell a story about operations that makes 
sense and that top executives believe is correct and that compels others to 
believe in is always literally at your fingertips

• Executives spend time making the business better rather than trying to 
determine where it is and why



$M

Q1Q1Q1Q1

ActActActAct

Q2Q2Q2Q2

ActActActAct

Q3Q3Q3Q3

ActActActAct

Q4Q4Q4Q4

FcstFcstFcstFcst

2004200420042004

FcstFcstFcstFcst

2004200420042004

PlanPlanPlanPlan

Fcst vs Fcst vs Fcst vs Fcst vs 

PlanPlanPlanPlan $M OctOctOctOct NovNovNovNov DecDecDecDec Q4 2004Q4 2004Q4 2004Q4 2004 Q1 2005Q1 2005Q1 2005Q1 2005 Q2 2005Q2 2005Q2 2005Q2 2005 Q3 2005Q3 2005Q3 2005Q3 2005

RevenueRevenueRevenueRevenue 20.0 25.0 30.0 35.0 110.0 100.0 10.0 Backlog 9.9 9.0 8.7 27.6 25.0 20.0 18.0

Gross ProfitGross ProfitGross ProfitGross Profit 10.0 13.0 16.0 20.0 59.0 50.0 9.0 Factored Pipeline 2.0 5.0 6.0 13.0 16.0 10.0 12.0

Gross MarginGross MarginGross MarginGross Margin 50% 52% 53% 57% 54% 50% 4% Total Backlog and Pipe 11.9 14.0 14.7 40.6 41.0 30.0 30.0

SG&ASG&ASG&ASG&A 4.0 4.5 5.0 5.5 19.0 19.0 0.0 Forecast 10.0 12.0 13.0 35.0 38.0 40.0 42.0

Operating ProfitOperating ProfitOperating ProfitOperating Profit 6.0 8.5 11.0 14.5 40.0 31.0 9.0 Backlog/Forecast 99% 75% 67% 79% 66% 50% 43%

Operating MarginOperating MarginOperating MarginOperating Margin 30% 34% 37% 41% 36% 31% 5%

Management DashboardManagement DashboardManagement DashboardManagement Dashboard

Summary P&LSummary P&LSummary P&LSummary P&L Backlog and PipelineBacklog and PipelineBacklog and PipelineBacklog and Pipeline

Sample Intelligent Dashboard display
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Days Sales OutstandingDays Sales OutstandingDays Sales OutstandingDays Sales Outstanding 70 72 73 71 72 75 (3)

$M 10/1510/1510/1510/15 10/3110/3110/3110/31 11/1511/1511/1511/15 11/3011/3011/3011/30 12/1512/1512/1512/15 12/3112/3112/3112/31 01/1501/1501/1501/15 $M

Q1Q1Q1Q1

ActActActAct

Q2Q2Q2Q2

ActActActAct

Q3Q3Q3Q3

ActActActAct

Q4Q4Q4Q4

FcstFcstFcstFcst

2004200420042004

FcstFcstFcstFcst

2004200420042004

PlanPlanPlanPlan

Fcst vs Fcst vs Fcst vs Fcst vs 

PlanPlanPlanPlan

Beginning Cash 20.0 15.0 14.0 17.0 21.0 26.0 28.0 Staff BaseStaff BaseStaff BaseStaff Base 500 525 560 605 605 575 30

Cash Disbursements 15.0 16.0 17.0 18.0 18.0 20.0 22.0 New HiresNew HiresNew HiresNew Hires 40 50 60 65 215 150 65

Cash Available 5.0 (1.0) (3.0) (1.0) 3.0 6.0 6.0 TerminationsTerminationsTerminationsTerminations 15 15 15 15 60 55 5

Cash Receipts 10.0 15.0 20.0 22.0 23.0 22.0 20.0 Attrition PercentAttrition PercentAttrition PercentAttrition Percent 3% 3% 3% 2% 10% 10% 0%

Ending Cash Balance 15.0 14.0 17.0 21.0 26.0 28.0 26.0 Labor CostLabor CostLabor CostLabor Cost 8.8 9.8 10.7 12.2 41.5 38.0 3.5

RealizationRealizationRealizationRealization 3.20 3.40 3.50 3.60 3.47 3.56 (0.09)

UtilizationUtilizationUtilizationUtilization 71% 75% 80% 80% 77% 74% 2%

Average Billing RateAverage Billing RateAverage Billing RateAverage Billing Rate $108 $122 $129 $139 $114 $113 $1

Cash FlowCash FlowCash FlowCash Flow Staff MetricsStaff MetricsStaff MetricsStaff Metrics



Objectives

• Achieve target financial model for each responsibility area and for the business 
as a whole

• Track and report on actual performance against target by responsibility area 
and as a whole

• Put management in control over financial performance of their responsibility 
area and as a whole
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area and as a whole



Principles guide Intelligent Dashboard development

• Reconciles the top-down and the bottom-up views of past, present, and future 
business performance

• Use the same format and structure for reporting, planning, and controlling 

• Address changing needs over time depending on driving issues at-hand

• Visually appealing and easy to use
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• Communicate in the way the audience understands best whether it be in 
numbers, spreadsheets, graphs, pictures, or prose

• Routinely pull in data from definitive sources without undue effort or difficulty

• Relatively painless to set up, implement, operate, and change

• Integrate into the main-line of executive operations

• You cannot control what you cannot measure!



Cautions

• It takes executive management force of will and drive to get out in front of the 
business 

• It may not be worth the trouble because things go well enough without it 

• It would then remove an excuse for not doing what needed doing to be 
successful
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Steps to implement the Plan-Do-Review cycle

• Design and implement dashboards to track actual, plan, and projected (booked, highly 
probable, and from specific pipeline) revenue and direct costs for each revenue area 
(e.g., License fees, maintenance, customizations, consulting and training services, 
hosting). 

• Design and implement dashboard to track actual, plan, and projected labor non-labor 
indirect expenses by category (e.g., G&A, Sales & Marketing, Incentive Comp and 
Bonuses).

• Design and implement architecture to roll-up dashboards into a consolidated summary 
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• Design and implement architecture to roll-up dashboards into a consolidated summary 
including target financial business model and key performance metrics

• Develop monthly calendar of events

• Submit/collect month’s updated projections for each area

• Record actual results

• Compare actual vs. projections

• Explain variance

• Work with management team to roll out and start using the dashboards to plan/project, 
track, and report on financial performance


