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Financial DataMarket Data Transactions Data

•Regional & channel trends and gaps
•Product gaps on regional level
•Pricing differences 
•Performance gaps

Regional & Channel

•KPI development, commercial drivers 
•Trends tracking 
•Resource allocation & prioritisation
•Notification reporting
•Learning’s feedback to management 

KPI/Dashboard

•Market 
•Channel
•Customer 
•Product 
•Competitor

Market Intelligence 

•Customer & product profitability (fully 
allocated)
•Trends and Gap analysis in mix 
•Price, value, volume, margin trend tracking 
•Product range & portfolio issues 

Customer & Product

•Sales & Profit Centre monitoring
•Order prioritising
•Cost management
•Stock / warehousing
•Best practise / process performance

Internal Processes

•Pick up rates of product 
•Early “failure” warnings 
•KPI development 
•Innovation pipeline
•Product lifecycle

NPD & Innovation

•Minimum order size 
•Customer impact 
•Portfolio impact 
•Price maximisation

Tail Rationalisation 

•Service – delivery 
•Linkage between complaints and service 
issues 
•Value of loyalty vs cost of recruitment

Customer Needs 

•Customer
•Channel 
•Product 
•Region 

Resource Prioritisation

•Relevant customer & product segmentation
•Reps. focus 
•Lapsing customers 
•Customers with different needs…. 

Segmentation

•Portfolio 
•Which products are “needed”
•Unprofitable products/groups 
•Product lifecycle 

Product Range 

•Which products are price elastic? 
•Relationships between key variables
•Strategic & tactical pricing 

Pricing Issues 

PMSI has worked on a wide range of data dimensions to deliver a 
comprehensive business solution to management …
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Le ge nd : M e asure

Invoice Value
Loss due to inactivity
Loss due to declin ing sa les
Loss due to High Discounts
Loss due to lack of new product sales
Loss due to missing categories

Actual Sales
£15.8M

Loss due to declining sales
£1.8M

Loss due to High Discounts
£1.6M

Loss due to inactivity

Loss due to lack of new product sales

£20.8M

Actual Sales
£8.3M

Loss due to inactivity
£4.4M

Loss due to declining sales
£2.8M

Loss due to lack of new product sales
£1.2M
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Loss due to missing categories

£18.1M
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Product Category

2004 Total Value: £67.5MMeasure

Customers 
who have 
received 
above 
average 
discounts

Regular customers 
who have not 
ordered in recent 
months 

Actual sales are 
less than half of 
potential sales for 
this category

Potential Sales

The loss due to 
declining toaster 
sales is £2.8m 

Some customers 
haven’t bought 
products from the 
new range. If they 
had done so, 
revenues could 
have been £1.2m 
higher.

Where are the performance gaps we need to focus on?
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Longer than “normal”
since last orderAverage no. of 

days between 
orders

Number of days since last order
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Invoice value

1 million

Customer A

Top 40 customers based on Invoice Value (Bought at least 10 times over past 3 years)

“Customer A”, one 
of our biggest 
customers, used to 
order almost once a 
week but has not 
ordered anything in 
the last 80 days!

Which customers are we in danger of losing?
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Actual and Missed Value by Region

Le ge nd : M e asure

Loss due to inactivity
Invoice Value
Loss due to declin ing sa les
Loss due to missing categories
Loss due to High Discounts

Invoice Value
468K

Loss due to declining sales
2,673K

Loss due to inactivity
1,226K

4,384K

Invoice Value
1,500K

Loss due to High
Discounts

429K
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313K
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Invoice Value
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2004 Total Value: 12,357K

Why have our 
customers in 
Wales not 
placed any 
orders?

Actual sales are tiny 
compared to our potential 
in East Anglia

Potential Sales

The loss due to 
high discounts in 
the South West is 
£429,000.

Many of our 
customers in 
London are not 
buying our whole 
range.

We have lost more 
than £2.5m due to 
declining sales in 
East Anglia

In which region are we missing a sales?
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Monthly Invoice Value
Margin
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Our typical product lifecycle

We would expect 
sales to follow this 
lifecycle curve.

Our 7-9 month old products are 
performing below expectations.

Good uptake of our 
latest products at 
healthy margins.

We are still selling a 
lot of older products, 
but margins are 
good.

Are our products performing well throughout their lifecycle?
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£87,714

£17 ,466

£10,050
£13 ,282

£10,185
£5,597

£3,856

£3,075

£253
£1 57

£157,370

£8,109

£13,301 £13 ,872
£9,924 £5,110

£5,288

£5,669

£270
£2 44
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Direct Sales K Jones A Thomson J Clark A D Davis P  Wilson M Stewart B Brown D Smith H Anderson

New Products (up to 6 Months) 7 to 12 Months Old Products Older products

% of Monthly 
Invoice Value Share of New Product Sales

 Monthly Invoice Value

Which sales reps are the best at selling our new products?
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Last Month This Month Last Month This Month Last Month This Month
National 640 560 22 14 3.4% 2.5%
Independent 320 360 28 17 8.8% 4.7%
Online 140 170 8 26 5.7% 15.3%
Export 160 140 13 2 8.1% 1.4%
Specialists 210 140 27 34 12.9% 24.3%
National - Electrics 100 100 9 5 9.0% 5.0%
Distributors 40 60 0 5 0% 8.3%

Total 161 153 107 103 6.6% 6.7%

Last Month This Month Last Month This Month Last Month This Month Last Month This Month

National 16 7 0 5 4 0 2 2
Independent 2 1 7 1 16 12 3 2
Online 0 21 3 0 0 0 4 5
Export 1 0 4 1 8 1 0 0
Specialists 8 7 9 23 1 0 9 4
National - Electrics 1 1 3 2 5 0 0 2
Distributors 0 0 0 0 0 4 0 1

Total 28 37 26 32 34 17 18 16

Top 4 Complaint Reasons
Discount IssuesShortagesReturns Damaged Goods

% of orders with ComplaintsOrders Complaints

Complaints Overview
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200503 Total Invoice Value Detail: 411KProduct Group

Half of our portfolio 
is growing

Legend: Growth

Growing
Declining
Static
Unknown

Portfolio Overview by Customer Type
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Brand elasticity: Relating price & volume to determine risks

-10% -8% -5% -3% 0% 3% 5% 8% 10%

Brand Volume Growth

-12%

-9%

-6%

-3%

0%
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9%
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Brand Price Growth

0%

0%

Volume

30M

Brand 6

Brand 9

Brand 14

Brand 10

Brand 2

Brand 4

Brand 1

Brand 3

Brand 11

Brand 5

Brand 12

Brand 7

Brand 13

Brand 8

Dying

Exploding

Normal behaviour (Price elastic)

This SKU grew in 
volume despite a 
10% price increase!

This SKU is 
declining 
despite 
discounted 
prices.

This SKU grew 
strongly, probably 
due to a 6% price 
decrease.
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Brand 3 grew much 
stronger in 
Hypermarkets than in 
Supermarkets. 
However, this was 
mainly due to the 
growth of the 
channel… Brand 3 
actually lost market 
share in 
Hypermarkets while it 
gained share in 
Supermarkets!

Legend: Supplier

Supplier 1
Supplier 2
Supplier 3
Supplier 4
Supplier 5
Supplier 6
Supplier 7
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Total Volume Change
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“Change DNA” for Supermarkets: 
Segmenting changes in Volume to reveal key drivers

“Change DNA” charts 
allow differences in 
volume to be 
segmented in order 
to allow insight into 
key drivers over time.
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DNA Analysis: 
Supermarket volumes split by different segmentations

“DNA charts” allow 
total volumes to be 
easily segmented and 
understood. 
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Analysing New SKUs:
Contribution to total volume from new SKUs

•How have new SKUs 
influenced volumes? 
Are packaging and 
size innovation 
becoming more 
important in the 
marketplace?

•This type of chart can 
show new SKUs for 
overall categories or 
single brands

Volume by SKU                                               
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Innovation:
How important are innovations within our portfolio?

A company’s 
share of 
innovations 
within a category 
can demonstrate 
a dependency on 
new SKUs 
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Value vs. Volume Growth:
Brand trading performance illustrated

This graph illustrates the 
trading of single brands 
over time. The winners 
have been able to 
increase their overall 
sales value above mere 
volume growth and are 
therefore trading up.
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Trading Down
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Value of sales change: What is driving it?
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Total
+€2.8m

Growth in 
overall Tesco 
beer volume

our share 
gain in Tesco

Decrease in the 
avg. value of the 

product mix

(sales of 
cheaper brands)

Avg Price 
increase over 

the last 
period

•Waterfall charts allow 
the drivers of changes in 
sales value to be 
analysed, including 
product mix, pricing and 
volume changes

•Combining these 
measures provides 
quantifiable insight into 
the sources and 
consequences of change

Tesco is growing 
beer sales…

…and  our share of 
beer sales is 

becoming more 
important…

…the increase in 
average prices 

would have also 
increased 
profits…

…but sales 
have moved 

from premium 
brands towards 
value brands.
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Volume growth and market share for  brands

•Manhattan charts are an effective way to show both share and growth on one chart
•Colours can be used to indicate categories or singl e SKU’s

Average weighted portfolio 
growth 

Volume Share
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Brand 4

Brand 5

Brand 6
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Invest to Ensure Growth

Protect Strong Position
94M

Minimise Invest to Maximise Profit
32M

Stop or Reduce Investment
26M

160M

Invest to Ensure
Growth

14M

Protect Strong
Position

25M

Minimise Invest to
Maximise Profit

31M

Stop or Reduce
Investment

18M

88M

Invest to Ensure Growth
2M

Protect Strong
Position

56M

Minimise Invest to
Maximise Profit

12M

Stop or Reduce Investment

72M

Pro. Str.
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100%

80%

60%

40%

20%

0%

Country

Total Sales: 600MAgreed Investment Level

Legend: Agreed Investment Level
Protect Strong Position
Minimise Invest to Maximise Profit
Stop or Reduce Investment
Invest to Ensure Growth
Unknown

•Each product / service 
within a market can be 
categorised in order to 
segment a portfolio 
according to different 
investment strategies

Using a set of rules for performance & opportunity assessment, a
business portfolio can be classified in terms of investment strategies
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Short term vs. long term brand volume, growth & market share

•This analysis can be made available at all differen t levels and for all segmentations present in the m arket
•Further indicators can show potential long term gro wth trends based on short and medium term actual gr owth

Legend: 

Growing at >10% vs PY
Static
Declining at <10% PY

Comparing short/medium vs long 
term growth provides trend insight 

Colouring trigger 
levels can be 

adjusted to the 
needs of each 

measure / chart

Indicator on where 
long term growth is 
trending, according 
to mid term growth

Value Share Growth vs PY Value Share Growth vs PY Value Shar e Growth vs PY Value Share Growth vs PY

Supplier Total 4,930,828 100% 32% 13,683,466 100% 40% 18,102,801 100% 43% 51,706,584 100% 48%

Brand 1 3,475,494 70% 29% 9,797,800 72% 40% 12,985,716 72% 44% 37,300,764 72% ���� 53%

Brand 2 590,238 12% 31% 1,598,885 12% 29% 2,090,320 12% 24% 6,149,827 12% ���� 33%

Brand 3 406,088 8% 51% 1,111,182 8% 54% 1,507,484 8% 63% 4,014,594 8% ���� 56%

Brand 4 149,097 3% 3% 404,220 3% -4% 533,361 3% -5% 1,639,402 3% ���� -18%

Brand 5 88,386 2% 83% 232,196 2% 70% 307,221 2% 65% 762,474 1% ���� 30%

Brand 6 103,923 2% 162% 237,284 2% 163% 295,080 2% 183% 746,313 1% ���� 246%

Brand 7 49,517 1% 23% 120,295 1% 177% 148,786 1% 243% 450,480 1% ���� 939%

Brand 8 32,947 1% 311% 87,831 1% 342% 108,940 1% 327% 234,502 0% ���� 544%

Brand 9 13,633 0% 10% 32,764 0% -4% 42,081 0% -4% 137,709 0% ���� -13%

Brand 10 11,260 0% 9% 32,812 0% 23% 43,603 0% 26% 127,853 0% ���� 14%

Brand 11 5,498 0% -49% 16,553 0% -47% 22,920 0% -45% 89,826 0% ���� -43%

Brand 12 4,747 0% 33% 11,644 0% 8% 17,290 0% 24% 52,842 100% ���� 12%

Latest Month Latest Quarter Latest Year to Date Latest MAT
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Objective resource allocation on the basis of matching company 
strengths and market attractiveness…

Primary Objectives
– Re-Allocate resources to projects 

that
� Deliver best ROI today
� Deliver strongest growth

o Sales 
o Market share

� Have the potential to achieve 
a leading market position

� Meet corporate objectives and 
strategic priorities

– Limit risk of investments
– Compare effectiveness of countries
– Decide on type of presence in 

market

Secondary Objectives
– Help markets to

� Focus development plans
� Prioritise routes to market

– Impact of acquisition and JV/merger 
opportunities

– Alignment of sales force vs. targets -3.0 -1.9 -0.8 0.3 1.4 2.5

Market Attractiveness

-3.5

-2.2

-0.9

0.4

1.7

3.0

Company Strength
0

0

NETHER LANDS

SWITZER LAND

SWEDEN  (Tax change in 2004)

RUSSIAN  FEDERATION

PORTUGAL

BELGIUM /LUXEMBOU RG

TURKEY

CZECH R EPUBLIC SWEDEN  (Tax change in 2004)  v1

SWEDEN  (no Tax change)

SERBIA

HUNGAR Y

BULGARIA

CROATIA

DENMAR K

POLAND

ROMANIA

NOR WAY

AUSTRIA

SLOVAK REPUBLIC

FINLAND

BOSNIA

LATVIA

ICELAND

ALBANIA

MACEDONIA

MONTEN EGRO

UKRAINE

ESTONIA

KOSOVO

LITHUANIA

BELORU S

TURKMENISTAN

TADJIKSTAN

MOLDOVA

KAZAKHISTAN

GEORGIA

ARMENIA

Unattractive markets in 
which Co. has a relatively 

strong position.
-Can we “milk” these markets 

by stopping investment?

Attractive markets in which Co. 
already has a strong position.

-Is there any more room for growth?
-Can we invest less here without

losing market share?

Attractive markets in which Co. 
has questionable position.

-Can we grow our share in these 
markets or are competitors too 

strong?
-These are priority investment 

markets if there is room for growth

Weak Co. positions
Is there any compelling reason to continue investing here?
-If not, redirect investments to more attractive opportunities
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Distribution Strength proxy

0 0.4 0.8 1.2 1.6 2.0
0

0.4

0.8

1.2

1.6

2.0

Leadership proxy
1

1

Scale:

£10 Billion
GP

Competitor D
Competitor P

Competitor S

Competitor A

Comp. R

Comp. T

Competitor B

Competitor O

Competitor S

Competitor ICompetitor J

Competitor K

Competitor F

Competitor X

Competitor H

Competitor E

Competitor G

Competitor C

Competitor Z

Own Label

Competitor U

Competitor V

Competitor Y

Competitor L

Competitor N

Competitor M

Competitor Q

Competitor W Link to 
Shareholder 

Value

Leadership
Strength of a 
proposition relative 
to competitors in the 
same segment 

Overall brand 
leadership is the 
average of the 
segment positions 
weighted by 
estimated profit 
contribution versus 
total

Portfolio Breadth
Based on business definition, breadth 
of cross segment presence relative to 
competition – one-stop-shop capability

Portfolio Depth  
Cumulative depth of proposition across 
portfolio within country  relative to 
competitors

Relative Scale (profit)
Size relative to competitor distribution 
infrastructure in the national market 

A link exists between strategic position & shareholder value - a 
prioritisation linked to shareholder value has significant implications …
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We seem to be able to 
achieve strong growth 
where we have a high 
market share. Can we 
get the same results 
with BMCs 6-11? 

Determining future growth opportunities based on growth/share 
relationships…
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PMSI Example of Senior Management Dashboard Reporting via 
personalised web access…
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In many cases, 
managers get to see 
the results of 
changing 
performance, but 
cannot easily see the 
components.
These charts give a 
clear overview of what 
actually happened 
over any period.

Growth has been 
mainly due to stock 
efficiencies

What are the components of growth?
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Illustration of management report and variance insights…

Profit

2003 2004

Total profit 
improvement

+£8.0m1) Negative profit 
impact from 
overall market 
decline

2) However,  
business 
benefited from 
market share 
improvements

3) Negligible 
profit impact 
from brand 
mix changes

4) Price changes 
contributed positively, 
suggesting the 
business was able to 
increase prices on 
balance

5) Although other price 
support mechanisms 
deteriorated,  suggesting 
significant overall price 
erosion

6) The 
business 
benefited 
from a 
decline in its 
cost of 
goods

7) Significant profit 
earned off cuts in 
promotional spend. 
Consequences in 
the future?

8) Pack & 
SKU mix 
improvement 
led to profit 
gains

9) Power of retailers 
increased, requiring 
further investment
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Key Performance Reports  for each customer…
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To break even after a 
5% price decrease, 
volumes need to 
increase by 12.1%

By how much do we need to increase volumes to break even after a 5% 
price decrease?
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A pricing report shows sales volumes in relation to product & category 
prices…
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PMSI can develop specific analytical tools for internal use by its clients

Update table with new 
filters/weights

Create ranking based on user 
defined weights of the criteria

Type of customers who 
purchase the product

Add own comments
Key criteria for assessing 
product value and impact of 
cutting the SKU

Change weights for ranking Sort by clicking on any of the titlesClick to change comments Create new Excel 
sheet from data

Double-click on the product to 
see the product’s customers

Tail Management Tool & Report - Objective: Initiate ongoing and accelerated SKU rationalisation
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Long term vs. short term in channel: 
Which categories are gaining in supers and hypers? 

•Channels can be analysed by comparing current volum es with short, medium and long term growth trends
•Analysing format sizes can provide insight into con sumer choice within each channel

Comparing short/medium vs. long term growth 
provides insights into underlying trends

Volume Share Growth vs PY Volume Share Growth vs PY Volume S hare Growth vs PY Volume Share Growth vs PY

Hypermarkets 4,320,051 100% 62% 11,776,254 100% 67% 7,054,830 100% 66% 40,139,252 100% 54%

Supermarkets 6,517,387 100% 36% 17,968,883 100% 41% 12,717,116 100% 43% 67,385,329 100% 41%

Hypermarkets
Category 1 25,698 1% -38% 73,359 1% -28% 101,395 1% -27% 345,805 1% -24%
Category 2 72,943 2% -16% 194,735 2% -23% 251,461 2% -24% 848,854 2% -29%
Category 3 2,384,968 55% 67% 6,719,115 57% 80% 3,736,170 24% 79% 22,136,492 55% 63%
Category 4 25,855 1% 60% 68,357 1% 21% 56,395 0% 22% 231,116 1% 19%
Category 5 1,118,613 26% 57% 2,965,933 25% 63% 1,821,883 12% 61% 10,370,891 26% 52%
Category 6 82,868 2% 25% 227,217 2% 20% 189,715 1% 15% 854,675 2% -5%
Category 7 440,765 10% 93% 1,090,559 9% 67% 652,928 4% 71% 3,875,423 10% 94%
Category 8 118,305 3% 60% 308,537 3% 63% 188,993 1% 64% 1,053,620 3% 67%
Category 9 49,888 1% 134% 128,050 1% 129% 55,889 0% 112% 417,915 1% 126%

Supermarkets
98,243 2% 67% 258,745 1% 63% 158,772 1% 65% 953,383 1% 54%

146,617 2% 4% 439,603 2% 7% 409,912 2% 4% 1,728,847 3% -10%
3,827,320 59% 25% 10,834,751 60% 36% 7,971,314 34% 40% 41,848,338 65% 42%

33,875 1% 175% 88,811 0% 142% 36,727 0% 158% 261,451 1% 106%
1,503,864 23% 64% 3,995,457 22% 62% 2,465,503 10% 58% 13,968,004 62% 51%

179,551 3% 36% 461,977 3% 19% 386,618 2% 18% 1,726,799 20% -1%
490,987 8% 27% 1,318,931 7% 29% 1,025,902 4% 27% 4,936,363 72% 27%
199,766 3% 152% 469,816 3% 119% 214,729 1% 118% 1,621,936 83% 189%

37,164 1% 108% 100,792 1% 112% 47,639 0% 118% 340,209 100% 136%

Latest Month Latest Quarter Latest Year to Date Latest MAT

Category 1
Category 2
Category 3
Category 4
Category 5
Category 6
Category 7
Category 8
Category 9


