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INTRODUCTION 

Since 2000, over one hundred forty-six Fortune 

500 CEOs have lost their jobs because they 

failed to deliver on their promises. In many 

cases, they had hired the best of the best to 

develop strategy but they failed due to a lack of 

performance and execution! Most CEOs we 

meet would say that they work hard to achieve 

a high level of operational effectiveness, but 

few would say that they are entirely satisfied 

with their organization's performance. Most 

would probably also agree that their company's 

performance (i.e., its ability to execute and get 

things done) cannot consistently rise above the 

quality of its management system.  

 

For virtually all middle market and larger 

companies, winning the race requires timely 

access to accurate market intelligence, a well-

thought out strategic plan, adequate financial 

resources, and a flawless execution model. 

That's where Blueprint for a Performance 

Culture (BPC) can make all the difference. 

 

BPC is a complete, best-practices 

management system for getting things done. 

In the real world of today's competitive 

environment, it can dramatically improve 

your company's top, middle, and bottom 

lines. Where other approaches have tried and 

failed, the key to our success is a time-tested 

management system that can… 

 Be easily learned 

 Rapidly deployed 

 Harness the strengths of your management 

team 

 Raise the bar for overall performance with 

respect to sales, operations, and 

profitability 

 Provide a working framework for 

complying with ISO 9001, AS9100, and 

ISO/TS 16949 quality standards. 

 Improve both the speed and accuracy of 

communication from the highest to lowest 

organizational levels, and, most 

importantly, 

 Overcome the organizational weaknesses, 

cultural hurdles, and internal roadblocks 

that compromise operational effectiveness.
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Blueprint for a Performance Culture consists of three major components that can be deployed singly 

or together to form a seamless management system: Strategic Market Management (SMM), Getting 

Things Done (GTD), and Work Smart–Work Together (WSWT). The following chart provides a brief 

explanation and illustrates the relationship between the components. 

 
 

This document provides a detailed description of our Strategic Market Management system, 
an overview of our implementation methodology, and is an excellent tool for benchmarking 
your current process. 
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WHAT IS STRATEGIC MARKET MANAGEMENT? 

Strategic Market Management (SMM) is a 

best practices process for developing and 

implementing strategies. Inclusion of the term 

market in the phrase "strategic management" 

emphasizes that strategy needs to be driven by 

the market and its environment rather than by 

internal orientation. SMM is similar in many 

respects to the strategic planning process from 

which it has evolved except for one critical 

distinction. To best understand that distinction, 

it is helpful to place SMM's evolution in 

historical context.  

 

Strategic planning is concerned with changing 

a company's strategic thrusts and capabilities. 

The basic assumption is that past extrapolations 

are inadequate and that discontinuities from 

past projections and new trends will require 

strategic adjustments. Thus, the emphasis is not 

only on projections, but also on an in-depth 

understanding of the market environment, 

particularly the competitors and customers.  

 

One characteristic that strategic planning 

shares with budgeting and long-range planning 

systems is that it is largely based on a periodic 

planning system, usually an annual system. The 

difficulty with the periodic planning process is 

that the need for strategic analysis and decision-

making does not always occur on an annual 

basis. The environment and technology may 

change so rapidly and environmental shocks 

may occur so unexpectedly that being tied to a 

planning cycle can be disadvantageous or even 

disastrous. 

 

Strategic market management is motivated by 

the assumption that the annual planning cycle 

is inadequate to deal with the rapid rate of 

change that can occur in a company's external 

environment. SMM endeavors to change the 

annual planning event into a more continuous, 

on-line system of information gathering, 

analysis, and strategic decision-making.  

 

In summary, SMM includes the development of 

strategies that are externally oriented, 

proactive, timely, entrepreneurial, global, 

implementable, and appropriate for a near and 

long term horizon. In addition, SMM provides 

an approach to raising and addressing strategic 

issues and managing complex organizations in 

a context of changing external pressures and 

threats.  
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THE PLANNING ADVANTAGE 

Companies with documented strategic plans 

enjoy 100% higher profits on average than 

those that don't have a written plan!  Those 

are among the findings from a survey published 

by Arthur Andersen in 1996.1  According to the 

survey, only 28% of surveyed companies had 

written plans.  

 

The planning process provides several tangible 

benefits: 

 Provides an "early warning system" to 

identify external opportunities and 

threats. The planning process helps to 

identify and quantify current and emerging 

business opportunities. Taking a closer 

look at your market environment often 

reveals new profitable niches to be pursued 

as well as less profitable "opportunities" to 

be avoided. 

 

 Provides a structured and ongoing way 

to communicate problems and propose 

strategies within an organization. 

Removing horizontal and vertical 

communication barriers is one of the most 

important keys to achieving your 

company's objectives. 

 

                                                      
1 The survey consisted of 966 companies with 
fewer than 500 employees. 

 Aids in strategic analysis and 

decision-making. Concepts, models, and 

methodologies are available to help a 

business collect and analyze information 

and addess difficult strategic decisions. 

 

 Helps to ensure the most intelligent and 

effective allocation of resources, achieve 

optimal capital structure, and manage 

value. 

 

 Helps the company to develop 

sustainable competitive advantages. The 

process focuses on developing the assets 

and competencies needed to compete 

effectively. 

 

 Identifies areas of inefficiency and waste 

within your organization and provides a 

forum for developing cohesive strategies 

and action plans to streamline your 

processes.  
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 Produces an internal reporting system 

for monitoring the progress and results 

of the company's business plan. SMM 

helps to identify the critical financial and 

non-financial leading and lagging 

indicators needed to proactively manage 

your business, adjust to changing 

conditions, and make midcourse 

corrections. 

 

 Results in tightened corporate 

alignment (e.g., in setting and measuring 

performance objectives and budgets, etc.) 

 

 
PLANNING PITFALLS 

With the potential for 100% higher profits 

on average and all the other proven benefits 

of planning, and with so much to lose (lack of 

effective planning is universally recognized as 

one of the major contributing factors for 

business failures), why haven't more 

companies implemented a formal planning 

process?  

 There is no one on staff with formal 

planning expertise and management 

doesn't know where to begin. 

 The company doesn't know where to 

find someone who can help. 

 Management just doesn't know how 

much there is to gain… or lose. 

 "We tried it before but didn't get the 

results we hoped for." 

 Management is too focused on running 

the day-to-day operation. 

 "We don't need a plan. We already know 

what to do." 

 "It's too expensive to hire a planning 

expert." 

 "We're too busy today; we'll do it 

tomorrow." (Tomorrow never comes.)  

What are the reasons that some planning 

efforts fail? 

 The planning process is dominated by 

spreadsheet logic and doesn't focus 

enough on the threats and opportunities 

of the external market environment.  

Strong analytics are crucial for analyzing 

the impact of strategy but they shouldn't 

drive the process. 

 The plan is too limited in scope. It 

focuses only on short-term financial 

objectives without sufficient regard for 

the longer-term strategic implications. 

 The plan doesn't account for roadblocks. 



 NBFC Strategic Market Management Overview 

Page 4 

 The plan action items lack priority and 

there is no management process in place 

to support implementation. 

 The plan is too rigid and detailed.  

 The plan is analytically sound but lacks 

soul and fails to build enthusiasm. 

 Lack of commitment to the final plan.  

More often a symptom rather than a cause, 

this problem occurs where plans are too 

vague, lack specific objectives and 

milestones, lack relevance, or where the 

process failed to engage enough 

participation by top management. 

 Planning is restricted to the annual 

cycle. A study of managers making 

strategy decisions in a simulated business 

focused on the impact of planning. The 

study found that when the environment was 

made more turbulent (by reducing product 

life cycles and increasing product change), 

those businesses that were asked to plan 

                                                      
2 Rashi Glazer and Alan Weiss, "Planning in a 
Turbulent Environment." Journal of Marketing 
Research. November 1993. pp. 509–521. 

formally had performances inferior to those 

that did not plan.2 

 Poor execution. The planning process 

itself is flawed.  In a recent survey of 273 

companies, participants were asked "What 

most needs to be addressed to improve 

planning capabilities?" Seventy-four 

percent of the respondents said "Our use 

of planning best practices" and/or "Our 

organization's planning 'culture.'"3 

3 Corporate Performance Management–How Does 
Your Organization Stack Up? OutlookSoft. 
February 27, 2002. Statistics refer to companies 
with annual revenues under $100 million. 
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THE NBFC ADVANTAGE 

The NBFC advantage begins with our 

philosophy. We believe the role of planning 

consultants is not to create strategies (i.e., to 

make the strategic decisions) but to serve as 

strategy finders, analysts, catalysts, and 

strategic programmers.  

Working closely with and under the direct 

supervision of the CEO, we accomplish this 

by… 

1. Providing a comprehensive and efficient 

process for developing, reviewing, 

implementing, and evaluating strategies 

and an effective forum for uncovering and 

dealing with issues. 

2. Assisting in the detailed information 

gathering that will support the external and 

internal analysis. 

3. Exposing management to strategic 

concepts, models, and methodologies 

available to help a business analyze 

information and address difficult strategic 

decisions and resource allocation issues. 

4. Structuring and performing scenario 

analyses and providing the analytical 

feedback needed to assess the viability of 

various strategic options. 

5. Assisting in the creation and development 

of a highly effective and sustainable 

execution model for translating strategy 

into action.  
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WHAT DIFFERENTIATES US IS…

 Our best practices. Our planning process 

was developed from the work of two of the 

foremost planning specialists in the 

country: David A. Aaker, the E.T. Grether 

Professor of Marketing Strategy at the Haas 

School of Business Administration at the U 

of C and author of Developing Business 

Strategies; and Philip Walcoff, President of 

PWI Business Solutions and author of the 

Fast Forward MBA in Business Planning 

for Growth. 

 SMM is Customer and Process 

Oriented. Provides a means for complying 

with the new ISO/TS 16949 quality 

standard and institutionalizing the changes 

to your management system. 

 Our experience. Joshua Nelson has 

assisted in the development of over 125 

business plans for a wide variety of 

businesses including manufacturers, 

distributors, retailers, service businesses, 

and technology companies. 

 

 Our planning tools. The NBFC Financial 

Management System for Professionals is a 

best-in-class, powerful, and full-featured 

practice management tool for analyzing 

financial performance, creating 

prospective financial statements, and 

performing strategic planning 

engagements. The System has been in 

continuous development since 1990, is the 

fruit of over 8,200 hours of programming, 

and has been field tested in over 150 

projects. 

 Our value. We provide specific 

deliverables within set time frames. Our 

fees are affordable and quoted upfront. Our 

model is to empower organizations, not 

create dependencies. 
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OVERVIEW OF THE NBFC PLANNING PROCESS 

The activities described in this section are normally performed over an eight to twelve week period. 
Spreading the activities over this time frame allows everyone to participate more fully in the planning 
process without disrupting their other duties. A suggested schedule is presented in the next section. 
 

Work Step Comment 

1. External Analysis.  
Process includes: 

 

The goal of external analysis is to influence strategy by 
identifying opportunities, threats, trends, and strategic 
uncertainties. 

a. Customer analysis. Involves an examination of customer segmentation, 
motivations, and unmet needs. 

b. Competitor analysis.  

 

Understanding existing and emerging competitors and 
competitive forms is strategically crucial for detecting 
and responding to fundamental changes in customer 
priorities and business paradigms. 

c. Market analysis.  

 

Purpose is to determine the attractiveness of a market 
to current and potential participants and to help 
understand that market's structure and dynamics. 
Analysis is conducted along the following seven di-
mensions: Actual and potential market size, Market 
growth, Market profitability, Cost structure, 
Distribution systems, Market trends, and Key success 
factors. 

d. Environmental analysis.  

 

Purpose is to detect, monitor, and analyze those 
current and potential trends and events that will create 
opportunities or threats to your company. Analysis is 
conducted along the following five dimensions: 
technological, governmental, economic, cultural, and 
demographic. 

e. Identification of major 
strategic uncertainties and 
information-need areas.  

 

It is usually worthwhile to consider the cross-impact of 
one environmental development on others. The 
challenge is to convert uncertainty into strategy. 
Impact analysis can help identify and evaluate 
strategic uncertainties. The approach is to assess 
systematically the impact and immediacy of the trends 
and events that underlie each strategic uncertainty. 

 



 NBFC Strategic Market Management Overview 

Page 8 

  



 NBFC Strategic Market Management Overview 

Page 9 

Work Step Comment 

2. Internal analysis including:  

a. Historical financial trend 
analysis.  

Detailed line item analysis to spotlight key internal 
financial and operational trends. Also includes 
industry benchmark analysis. 

b. Shareholder Value Analysis 
(SVA).  

 

Uses discounted present value to understand cash 
flows associated with a strategy. It is theoretically 
sound and appropriately forward looking (as opposed 
to current financials that measure the results of past 
strategies). 

c. Sales and Profitability 
Analysis.  

Provides an evaluation of past strategies and an 
indication of the current market viability of a product 
line. 

d. Other key performance 
measures.  

 

Evaluates performance in areas such as Customer 
Satisfaction and Brand Loyalty, Product/Service 
Quality, Brand/Firm Associations, Relative Cost, New 
Product/Service Activity, Manager/Employee 
Capability and Performance, etc. 

e. Analysis of the company's 
business model.   

 

In today's competitive environment, a company's 
paradigm is often as important as its product/service 
quality for ensuring success. Strategic flexibility (the 
ability to adjust or develop strategies to respond to 
external or internal changes) is crucial and an 
essential component of effective strategy. This process 
examines options to achieve this by diversifying, 
maintaining underused assets, and avoiding 
commitment. 

f. Analysis of organizational 
capabilities, constraints, 
and culture.  

The internal organization of a company–its structure, 
systems, people, and culture–can be an important 
source of both strengths and weaknesses. Internal 
organization can affect the cost and even the feasibility 
of some strategies. 

 

3. Identification and resolution of 
issues (roadblocks) hindering 
the company's success.   

 

Conducted along the following nine dimensions: 
Marketing and sales, Personnel and compensation, 
Communications, Management and operations, 
Culture, Systems and processes, Planning, Resources, 
and Finance and administration. 

4. Business portfolio analysis.  

 

Provides a structured way to evaluate business units 
on two key dimensions: the attractiveness of the 
market involved and the strength of the firm's position 
in that market. Helps answer difficult resource 
allocation issues and decide which businesses or 
product/service markets merit investment and which 
should be spun off or abandoned. 



 NBFC Strategic Market Management Overview 

Page 10 

Work Step Comment 

5. Review of the company's 
mission and vision statements.  

 

A company's vision provides the goal and its mission 
provides the focus for successfully responding to the 
needs and opportunities of the marketplace. A mission 
or vision that misses the mark can result in significant 
lost opportunity. Changing a mission and/or vision at 
the optimal time requires an insightful strategic 
analysis and the will as well as the ability to change 
the organization. Strategic intent, strategic flexibility, 
and strategy as revolution are helpful perspectives in 
this context. 

6. Development of winning 
strategies including: 

 

a. Identification and 
development of assets and 
competencies providing 
sustainable competitive 
advantages (SCAs).  

 

A strategy needs three characteristics to have a 
sustainable competitive advantage. 1) It must be 
supported by assets and competencies. 2) It should be 
employed in a competitive arena that contains 
segments that will value the strategy. 3) It should face 
competitors who cannot easily match or neutralize the 
SCA. Process examines a wide variety of SCAs 
available to a business. 

b. Selection of appropriate 
strategy thrusts.  

 

To be truly sustainable, potential SCAs must be based 
on the unique characteristics of your organization. 
This process examines whether potential synergy 
actually exists and that any implementation problems 
can be overcome. 

c. Development of key 
strategy initiatives.  

Includes setting of specific, quantifiable, long-range 
performance goals (typically on a five-year horizon) 
and 12-month objectives.   

d. Drafting of action plans 
(tactics) to achieve the 
company's goals and 
objectives.  

Strategy can only be effective to the extent that it is 
translated into action. This process creates a clear set 
of blueprints including actions steps, milestones, and 
measures for acquiring business, growing the 
company, and/or turning the situation around. 

7. Development of a custom 
financial model and 
preparation of five-year 
projection.  

Uncertainty is a fact of life in today's business world 
and a realistic plan should include strategies to 
respond to various situations. We help to develop 
financial projections for multiple scenarios to test the 
validity of the company's business strategies under a 
variety of conditions. The custom models are specially 
designed to evaluate operating efficiencies; accurately 
determine long and short-term capital requirements, 
ROI, risk, and valuation; and develop financial 
strategies. 
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Work Step Comment 

8. Preparation of an internal-use 
business plan document. 

Unlike the classic business plan document which is 
designed for presentation to lenders and investors, the 
internal business plan is a concise, working document 
designed exclusively for internal use by management. 

9. Identification of leading and 
lagging indicators and 
development of tracking 
models to monitor the 
implementation of strategic 
and turnaround initiatives.  

Modeled after the balanced scorecard approach, 
includes financial and non-financial measures.   

10. Creation of an internal 
reporting package for 
monitoring the progress and 
results of your company's 
strategic initiatives and action 
plans. 

This is a custom internal reporting package to be 
maintained by your staff. Again, designed exclusively 
for management, it is formatted to convey key 
performance indicators in a concise, visual format. 

11. Set up the organizational 
framework for implementing 
and institutionalizing the 
continuous planning process. 

 

To be effective and relevant in today's fast-paced 
environment, business planning should be a 
continuous process, not just an annual event. The key 
is to develop a lean process that 1) allows 
management to effectively monitor internal progress 
and external events, 2) positions the company to 
respond in a timely fashion to significant new 
opportunities and threats as they occur, and 3) 
provides a forum for introducing new strategy and 
dealing with issues. 
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PLANNING ACTIVITIES SCHEDULE 

Pre-engagement Meet with the CEO to plan the engagement. 

Week 1 Hold Kickoff meeting with the management team who will be participating in the 
planning sessions (4 hours) 

Week 1- Week 5 Collect and prepare information for the external/internal analysis workshop. 

Week 6 Conduct External/Internal Analysis workshop4 

Week 6- Week 7 Collect and prepare information for the strategy development workshop. 

Week 7 Conduct Strategy Development Workshop4 

Week 7–Week 8 Make Strategic Decisions. 

Prepare prospective financial statements and analytics for the scenarios discussed 
in the Strategy Development Workshop, giving effect to the proposed strategies. 

Week 9 Conduct Strategy Presentation and Objectives Workshop4 

Week 9–Week 12 Prepare final draft of prospective financial statements, analytics, and valuation 
giving effect to objectives and strategic decisions. 

Prepare final draft of internal Business Plan Document. 

Prepare presentation materials for Plan Presentation meeting. 

Week 12 Conduct Plan Presentation meeting (2 hours). This can optionally be a 
top-management, departmental, or company-wide event. 

Week 13–Week 14 Set up the organizational framework for implementing the continuous strategic 
planning process. 

Develop tracking model to monitor implementation of strategic and turnaround 
initiatives. Identify leading and lagging indicators and create reporting package to 
monitor results and progress of strategic business and action plans. 

Conduct departmental planning meetings to set tactical and operational goals, time 
frames, and assign responsibilities. 

Post-Planning Event Prepare 12-month Objectives Review reporting package. 

Prepare Classic Business/Financing Plan Document. 

Set up files and train CFO on use of NBFC financial modeling tools. 

                                                      
4Because most of the work in a continuous planning system is done outside of the joint planning sessions, 
workshops can be conducted in much less time than is customary for traditional approaches. Depending on the 
needs of the organization, each workshop conducted during a maxi review typically takes one to two days and 
can be hosted on or offsite. Workshops conducted as part of a mini-review typically require only one-half to a 
full day to complete. 
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SUMMARY OF DELIVERABLES 

Our process adds considerable value to all companies, regardless of whether yours is in a 

distressed state or doing exceptionally well right now. Healthy companies can especially 

benefit because our process helps you to leverage your industry knowledge and strengths. 

We add value to distressed companies by helping you quickly get to the point of pain, devise 

appropriate strategies, and set the company on a clear path to recovery. The following is a 

summary of the major deliverables we provide as part of our Strategic Market Management 

Service. 

 

 

 Assist management in identifying, gathering, and analyzing the customer, competitor, 

industry, market, and environmental data needed to properly assess external threats and 

opportunities and develop appropriate strategies. 

 Assist in identifying and analyzing internal issues and roadblocks to success. 

 Perform a detailed line item analysis of the company's historical financial statements to 

benchmark past performance, perform industry comparisons, and provide a baseline for 

projecting future activity. 

 Identify various strategic options and approaches to assist management in formulating 

strategy and acquiring the assets and competencies needed to develop or maintain a 

sustainable competitive advantage.   

 Conduct all planning meetings and provide complete project management services (this 

is a collaborative effort to be performed with and under the direct supervision of the 

CEO). 

 Assist in the preparation of prospective financial statements reflecting best case, worst 

case, and most probable case scenarios. Includes full analytics and valuation analysis for 

evaluating the outcomes of proposed strategic options. 

 Preparation of an initial internal business plan document. Consistent with our planning 

philosophy, this is a dynamic report designed to be maintained and updated on an as 

needed basis by your internal staff. 
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We welcome the opportunity to discuss your business needs and invite you to contact us today for a 
confidential interview...  

Joshua Nelson, Managing Member 
Nelson Business Financial Consultants 
103 N. Sumac Ave., Waukegan, IL 60085-4664 
www.nelsonbusiness.com 
Phone/Fax: 847-662-6991 
jnelson@nelsonbusiness.com 

 

 Assist in the creation of an internal reporting package for monitoring the progress and 

results of the company's strategic initiatives. This, again, is a dynamic report that is 

designed to be maintained and regularly updated by your staff. 

 Custom design, implementation, and internal deployment of our best-practices 

planning process. Empowers your organization to effectively continue the planning 

process and conduct future planning reviews. Includes creation of a customized forms 

and procedures manual and informal executive training throughout the term of the 

engagement. 

 A working framework for compliance with ISO 9001, AS9100, and ISO/TS 16949 quality 

standards. 

 Optional: Installation and training (3 hours) of the NBFC Financial Management System 

for Professionals. (Your CFO will love it.) 

 Reference materials. Includes one copy of the NBFC Strategic Market Management 

Discussion Agenda handbook for each executive planning committee participant; 

Developing Business Strategies (David A. Aaker) and The Fast Forward MBA in 

Business Planning for Growth (Philip Walcoff) for each participant. Also includes one 

copy of The Phoenix Effect: 


