OUR MISSION:

ACHIEVING THE BEST POSSIBLE PROFIT FOR THE COMPANY




About Us

Our mission is to help business owners plan and achieve the best possible profit

for their business. We are a network of professionals with more than 25 years’ Arm

. . . . . FM Studio Consulenza
experience in companies structured at international level, and we help small and Chiari (BS), Italy
medium-sized enterprises grow. _—

] _ _ +39 030 7993671
e Controlling: Budget, Rolling Forecast and break-even point month by month: i

you know in advance where profit and cash flows are heading. info@fmstudioconsulenza.it

Opening hours

¢ Quotations: Quotation models built on real costs, to sell at the right price.
Q Q ! gntp Monday — Friday, 9:00 — 18:00 - closed Saturday and Sunday

e Temporary Management: An experienced manager in the company: for a
project or, better, one or two days a week, on a permanent basis.

e Business Development: More sales, in Italy and abroad, with a sales method
measured step by step.

Analysing a company’s figures is one thing. Having to answer for them is
another. We have done both.

© @ Openstreethlap contributors

www.fmstudioconsulenza.it 2




Controlling ...

' * Managing company margins
Result e Building the best possible profit
* Anticipating the course of events

* Setting objectives: Budget
Tools * Delegating objectives: from family-run to managerial company
— * Measuring the ability to achieve objectives: Rolling Forecast

) better » Steering the company’s course: monthly breakdown of data
Our Simulator for : _ :
* Focusing on costs before revenues: Break Even Analysis
Predictive Analysis —
lets you adopt: _ _
Methodologies * Cutting reducible costs
— * Growing sales
better

* Choosing the investments with the highest added value
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Fractional Management: Case Study

An experienced CFO for the big leap

A company growing fast and in a disorderly way: behind positive figures there were no tools to plan, measure and govern.

Business: Design and delivery of loyalty promotional campaigns for retail and pharmaceuticals - Turnover: about €100 million - Duration: 24 months

The problem

There was no structured process of strategic and operational
planning and controlling. Margins were measured only in aggregate
and not by job, so they were no use for deciding anything. Logistics,
outsourced, was expensive and gave little visibility over storage,
deliveries and returns. In short, turnover was growing but the
compass was missing.

The intervention

Twenty-four months at the head of administration, finance and
control, to give the company the tools it lacked to plan, measure and
decide on the figures. The work was carried out in four phases.

1. Vision, mission and indicators

Where the business wants to go and why it exists, translated into
measurable indicators shared between owners and management.
The internal language moved from hunches and emergencies to
decisions based on data and objectives.

2. Strategic analysis

Strengths and weaknesses, Porter’s five forces (barriers to entry, the
power of customers and suppliers, substitute products, competition)
and an operational SWOT from which the competitive levers of the
plan emerged. For the first time owners and management were
looking at the same data on the market and the competitors.

3. From strategy to action

A plan on two levels. The first is continuous improvement with the
OKR method: a few clear, measurable objectives, achievable without
new investment. The second is medium-term strategic initiatives,
built on four levers:

e growth: new customers, products, channels and markets;

o efficiency: fewer activities that create no value, targeted
outsourcing, rationalised costs;

e organisation: roles, procedures and responsibilities reviewed;

¢ people: more involvement, more training and accountability for
results.
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Fractional Management: Case Study

An experienced CFO for the big leap (continued)

4. Advanced controlling

We introduced management accounting, with the move from
Zucchetti to SAP Business One, to read profitability by customer,
brand, key account and individual campaign. We wrote the five-year
industrial plan and put the annual budget, monthly reporting and
the rolling forecast into operation, to analyse variances and correct
course. The supply chain was revised, with rotating inventories,
digital information flows and lower logistics rates, and the analysis
of treasury and operating cash flow kept growth and financial
sustainability together.

The result
After 24 months the company had changed the way it worked:

¢ vision and mission shared and applied in everyday work;
¢ integrated strategic planning and controlling;

e margins read by customer, product and project;

e an optimised, digitalised supply chain;

e astronger, more transparent financial structure.

And afterwards

Here too the twenty-four months are over, the relationship is not.
We stayed on as fractional managers, leading controlling across all
the group’s companies. On this basis the company signed a basket
bond with Banca Intesa, a structured finance instrument supporting
the industrial plan, and started the listing process on Borsa Italiana’s
AIM segment (now Euronext Growth Milan). Turnover, meanwhile,
has grown from €40 million to over €100 million, and the group has
expanded abroad, in both EMEA and APAC.

www.fmstudioconsulenza.it 6



STuDY
Ny

’/

Business Development: Case Study

A quotation is not just sent: it is sold

A company that works to order, with loyal customers and a sound technical reputation, and a sales effort that stopped at answering requests.

Business: Stainless steel processing to order -

The problem

Selling was passive: requests were answered, the quotation was sent and
the file was closed. Nobody measured how many offers became orders or
why the others were lost.

Customers were visited only when an offer was under way, and the multi-
firm agents were a sales channel and nothing more.

Numbers first

* Industrial analysis of the profit and loss account: costs by cost centre
and by processing stage, to know what each operation earns.

e Quotation model: built on real costs and in use today. It is the one
described on the Quotations page.

e Control with the Simulator: every month the Rolling Forecast shows in
advance where profit and cash flows are heading.

Turnover: about 40 million euros -

Formula: Fractional management

The sales method

The sales method rests on those numbers,
management, with clear rules:

led under fractional

e every request is recorded in the management system and linked to the
order, so you know how many offers succeed;

¢ the quotation is presented and discussed, not just sent;

e the status of every negotiation is always up to date, with the reasons
for lost offers;

e customers are visited to a plan, band by band;

¢ the agent network is coordinated with regular meetings and targets by
area.

The result

The offer closing rate has gone from 30 to about 40%, and with the visit
plan dozens of customers who had moved away are ordering again.
Thanks to a precise knowledge of the costs that make up the selling price,
negotiations with customers are conducted with full awareness: the
contribution margin has in fact risen by three percentage points, with 1.2
million euros more profit. A fractional management engagement costs a
small fraction of that sum.
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