
 
 

Replicate Business Unit Success Across the Enterprise 
 

All of a company’s business units may sell identical products, execute the same business plan, and 

manage parallel org charts.  Franchisees may display identical branding, run the same ad 

campaign, perform the same processes, and target the same customer and employee profiles.  Yet, 

as any owner of these companies can confirm, the financial performance of individual units can vary 

significantly.  For almost any company, replicating the performance of its most successful unit 

across all units would more than exceed its business goals.  A new business analysis tool, 

SymphonyXP, developed by Shape Your Business, reveals the inefficiencies preventing all of your 

business units from reaching their potentials.    

 

Cutting Costs is Not Always the Solution 
 

In this economy, business owners are hesitant to spend – for good reason.  Revenue growth is 

stagnant.  Their instinctive reaction is to reduce costs, and again, it’s not a bad decision – unless 

those cuts begin to compromise performance standards.  If a successful business unit has a lower 

cost basis than other units, one might assume that is the source of its great financial performance 

and inflict Draconian austerity on the underperforming business units.  If only it were that easy. 

 

In 1980, Harvard Business School professor Michael Porter published his seminal work on business 

success, Competitive Strategy, in which he defined the means of achieving and maintaining 

competitive advantage as “cost leadership.” He’s probably not thrilled that a generation of managers 

since then, it seems, have boiled down his thesis to simply mean “reducing costs below that of my 

competitors.”  Once downsized, many businesses find it difficult to sustain revenue levels, much 

less grow the company or maintain performance standards.  The constant pressure to extract more 

and more costs can damage brand value and customer loyalty, lower employee morale, and 

ultimately, ruin any prospect for growth.   

 

Of course, the key is efficient productivity.  Do more with less, and you reap great competitive 

advantage.  Do the same with less, and be wary that your competitive advantage may be short-

lived.  Doing less at any cost is not a likely growth strategy for many companies.   

  

In our opinion, popular assessment tools for business performance do not provide the clarity 

needed for managers to confidently identify the key performance indicators that truly distinguish 

successful business units.  To provide a solution, we have adapted the work of Mr. Porter and 

others to create SymphonyXP™, an analysis tool for comparing business unit performance.    

 

Financial Statements Don’t Add Up to Performance 
 

Most methods of monitoring business performance obscure opportunities for improvement.  The 

typical owner of a mid-sized company, for example, relies too much on financial statements when 

accessing business unit performance.  Customary financial reports are a great resource to measure 



 
 

the historical performance of a business; however, they are not designed to drive process 

improvement. 

 

Financial Statements are a mash-up of unrelated events occurring within the business.  

Transactions from the past, such as sales and expense reporting, might appear alongside 

investments for the future, like staff training and marketing campaigns, and with current expenses, 

such as repairs and maintenance expenses.  Yes, the data is valid, but what can it tell you about 

improving performance?  All one can deduce are singular measurements, such as return on 

investment, solvency, and productivity ratios, which compare one aspect of the business to another 

and report averages.  As could be predicted, singular measurements often lead to isolated 

decisions that may address one business issue but are just as likely to create others.  At best, 

actions taken from the impetus of financial statements are reactive and applied to symptoms of the 

problem, rather than to the problem itself.  At worst, management has acted on manipulated or 

distorted data, probably doing more harm than good. 

  

Take a couple of real world examples.  One branch purchases equipment as a capital asset, while a 

second branch leases the equipment as a monthly operating expense.  Although the second branch 

has a higher annual cost for the equipment, that doesn’t show as an asset on its balance sheet, with 

the effect that the branch appears to generate a higher return on investment (ROI) than the branch 

that purchased equipment. 

 

Similarly, a business unit that uses people can seem to perform better according to financial 

statements than a unit that invests in technology to perform the same functions.  Although HR 

magazines love to refer to people as “human assets,” labour is, again, not capitalised on the 

balance sheet or accounted for in ROI calculations.   

 

The balance sheet depicts the business’ financing, not its operational performance.  Yet, many 

operations managers would overreact to that disparity in financial ROI.  In our examples, a manager 

might mistakenly slash the capital budgets at one branch or hire more people at the other.  

Obviously, our examples are overly simplistic and the reality is more complex, which is just more 

reason to distrust any singular measurement to accurately compare two dynamic business units. 

 

Combine a manager’s over reliance on financial statement distortion with a possible predilection 

towards cost cutting, and it’s logical that across-the-board budget cuts or the reduction of strategic 

investments at specific business units would be his or her decision.  Of course, there are 

consequences to those actions.  Reducing wages or headcount impacts the business unit’s ability to 

service customers.  Minimizing stock on hand could potentially lose sales.  Postponing employee 

training or maintenance might slow production. Cutting the marketing budget will result in fewer 

future opportunities.   And more. 

 

Rather than rush to cut costs, take a closer look at your successful business units.  Compare 

business units across many variables to identify areas that can become more efficient.  A business 

can only be as profitable as its efficiency allows.    

 

The challenge to increasing profitability lies in identifying which business units are 

inefficient, how inefficient they are and where those areas of inefficiency exist.  SymphonyXP 

lets you do that. 



 
 

Introducing SymphonyXP™ 

 

Shape Your Business has created a completely different kind of business analysis solution and is 

seeking multi-unit (branches, franchises, locations, etc.) companies to participate in initial case 

studies.  SymphonyXP represents the latest advances in business theory applied through 

mathematical measurement that compares disparate business units across a self-defined list of 

business variables.  SymphonyXP is a tool wielded by the business consultants of Shape Your 

Business to support their client engagements.    

 

With the transparency into business unit performance provided by SymphonyXP, you can 

achieve operational performance improvements beyond those of any other methodology.  

 

The analysis provided by SymphonyXP is the ideal accompaniment to existing management reports 

and allows you to simultaneously review business performance by unit, identify specific 

inefficiencies, and project efficiency gains.   SymphonyXP’s advanced analysis allows you to: 

 

 Accurately identify efficient/inefficient business units. 

 Identify specific areas within the business that are underperforming. 

 Make valid comparisons between business units across a comprehensive set of variables. 

 Provide a measurement to assess product quality. 

 Develop an action plan to attain performance improvements. 

 

It’s Your Business; Act Fast 

 

SymphonyXP offers a truly holistic approach to reducing costs without impacting performance 

standards.  Whether your organization has 10 or 2,000 branches, locations, franchises, affiliates, or 

other business-unit descriptor, SymphonyXP singles out the truly better performers.   

 

Unlike other methodologies and tools that compare business performance according to a limited 

and pre-defined set of drivers, into which you force-fit the unique reality of your organization to 

create a single financial denominator, our solution allows the user to define those drivers, so that 

the scope and significance of the data is not diluted.  Define business drivers in your own terms per 

business unit – retail space, fixed costs, staffing levels, inventory, even car park spaces – whatever 

you know has an impact on your business.  Working with the Shape Your Business consultant, all 

drivers are identified and quantified, and the system does the rest.   

 

SymphonyXP analyzes all variables to answer questions that, until now, were always assumptions:  

“what is the impact of each driver on the performance of any business unit?” and “what is the most 

effective configuration of drivers for any business unit?”  You understand how the most efficient 

business units achieve superior performance, and impediments to efficiency and productivity are 

spotlighted.    

 

A specific pathway to improvement for each underperforming branch is determined as the fastest 

and most cost-effective to accomplish.  Key Performance Indicators are assigned and are 

completely within the control of managers to execute successfully.  Symphony detects whether 



 
 

business units enjoy economies of scale and adjusts its calculations on a sliding scale accordingly;   

Variations in expected quality between business units can be accommodated, and the system even 

identifies and allows for sliding economies of scale (increasing, reducing, or constant).  Following 

SymphonyXP’s guidance, all business units can more consistently contribute to the organization’s 

success. 

 

The SymphonyXP Process 

 

Shape Your Business has taken the proven theories from traditional business science and 

developed advanced algorithms modelled on Data Envelopment Analysis, a proven business 

improvement process.  While much of the work in this field has studied the banking industry, with 

tremendous results for the branch operations, we have adapted the input parameters for general 

use to allow customized business configurations. 

 

The result of our analysis is a “SymphonyXP factor” assigned to each business unit that precisely 

measures efficiency by comparing resource utilization and productivity.   Using SymphonyXP, we 

are consistently able to identify opportunities to improve performance that conventional business 

analysis methodologies overlook. 

 

Unlike other analysis tools, SymphonyXP does not construct a hypothetical business unit that exists 

only in mathematical theory and to which real business units are compared.  Rather, our system is 

sophisticated enough to look at each business unit dispassionately to identify comparable units and 

the better performers within those comparable groups.  From the opposite perspective, it also 

identifies those areas that are causing underperformance.    

 

In use, SymphonyXP first scans the various business drivers you’ve identified to ensure each has a 

substantial effect on core areas of the business and merits inclusion in the analysis.  This is a 

significant improvement over existing analysis tools that presume managers are able to correctly 

and precisely identify all business drivers.  Individual business units are examined for any evidence 

of sliding economies of scale that can distort the accuracy of business improvement 

recommendations. 

 

Those findings are reviewed by Shape Your Business consultants and confirmed with the client 

before being applied by the system to categorize business units into comparable groups.  The 

findings are tested against better-performing branches to verify that changes can be made without 

adversely impacting quality standards before the system issues a specific improvement plan to 

guide management in lifting each underperforming business unit. 

 

This is a significant improvement on traditional management practice which lacks the sophistication 

needed to determine the true efficiency of a branch and as to where and how much the investment 

in the branch can be reduced.  This information is vital to maximise the savings that a reduction in 

investment can be achieved. 

  

 

  



 
 

A Subsidized Business Review, Compliments of Shape Your Business 

 

To gain market data from the application of SymphonyXP to various industry verticals, Shape Your 

Business is offering a subsidized business review encompassing up to 20 business units to select 

organizations.  If your company is struggling to attain consistent performance across the enterprise, 

the Shape Your Business assessment will compare business units across a comprehensive set of 

variables to identify inefficiency and develop an action plan to attain performance improvements. 

 

To learn more about SymphonyXP or to apply for funding under the Shape Your Business 

assessment program, please contact Mike Reddy in confidence at 1800 672 293 (Australia) or 0800 

441 576 (New Zealand). 


