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Neli “Karuturgu” (allikas: http://dshort.com/charts/bear-markets.html?four-bears)

http://dshort.com/charts/bear-markets.html?four-bears)
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JUHTIDE ARVAMUS
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Setting the scene

The unprecedented turmoil in the economy over the last 18 months has 
illustrated that even global players can be highly vulnerable in tough 
times. However, while the collapses and bailouts have been historic in 
magnitude, downturns occur regularly and offer companies many 
opportunities to revisit their objectives, strategy and operations to 
invigorate their company for the future. Depending on the state of the 
individual firm their focus for action will differ:
► Securing your present is for companies striving to remain solvent. 
► Protecting your assets concentrates on minimizing risk in 

turbulent times.
► Improving your performance focuses on the balance between cost 

reduction and process efficiency. 
► Reshaping your business is the focus for companies who need 

short-term assistance to react to the rapidly changing economy. 
► Sustaining your future focuses on a company’s growth agenda.
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Changes to aspects of running a business, 
January-June 2009

Q: In the past six months, what change has there been to the following aspects of operating your business?
Shown: percentage of respondents.
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Business initiatives that have been 
accelerated over the past year

Q: Which of the following initiatives has your organization accelerated over the past year? 
Shown: percentage of respondents.
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Cost reduction

Business re-structuring

Review of capital investment programs

Significant employee reduction program

Finance function review

Corporate governance review

Tax planning and review

Relocation of production and shared service centers

Supply chain re-structuring

IT outsourcing or enterprise IT related program

Construction or real estate related program
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Perceived opportunities for cost reduction

Q: How would you rate the additional opportunities for cost reduction over the next 12 months across the 
following functions in your business? Please rate on a scale of 1 to 5, where 1=Significant opportunity and 
5=No opportunity at all. (Shown: percentage of respondents giving a 1 or 2 rating)
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Focus on increasing your performance
Where to look within the value chain

Process transformation
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Purchasing Production, 
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sales and 
marketing

Working capital and
revenue optimization

Supply chain

Supplier

Controls framework Adjusting the 
cost base

Tax cost
management

Customer

Program 
management IT effectiveness
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Focus on increasing your performance 
Where to look within the value chain

Process transformation
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Tax cost
management

Customer

Program 
management IT effectiveness

Economic downturns create
opportunities for change
► Identify core end to end processes

► Improve/streamline core end to end processes

► Align and execute operating model

► Drive holistic and integrated approach
from strategy to implementation

Have you undergone fast growth in recent years?
Do you have a history of acquisitions? 

How are your business units or functions
integrated into your operating model?

Are all core processes defined in
a customer/market-centric manner? 
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Where to look within the business model
Management processes

Process transformation

Supporting
processes

Management processes

Purchasing Production, 
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development

Distribution,
sales & 

marketing

Working capital &
revenue optimization

Supply chain

Supplier

Controls framework Adjusting the 
cost base

Tax cost
management

Customer

Program 
management IT effectiveness

Under-controlled company
► Align controls and regulations (expand)

► Eliminate inconsistency

► Link internal controls and risk management 

► Improve controls framework regularly  

Do you have an adequate controls and risk framework?

Over-controlled 
► Align controls and regulations (reduce)

► Eliminate control overlaps

► Eliminate overlap of responsibilities 

► …
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Where to look within the business model
Management processes
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Reduce cost base
► Strong growth in previous years

► Costs increasing more than revenues

► Over capacity    

Is your cost base adequate in the current market conditions?

Accelerate for future growth 
► Reshape operations based on 

adjusted strategy
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Where to look within the business model
Management processes
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Managing tax costs
► Convert tax attributes to cash

► Reduce cash taxes

► Avoid limitation or loss of tax attributes    

► Reduce tax leakages 

When did you last assess your tax costs?

Managing operational tax costs 
► Reduce operation budget

► Reduce headcount

► Postpone/cancel major capital programs

► Consider outsourcing/co-sourcing
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Where to look within the business model
Management processes
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Almost two out of three executives expect to find 
cost saving opportunities in the supply chain.
► Reduce costs 
► Manage purchase function
► Optimize inventory management
► Improve production process
Have your supply chain costs, especially those 
related to procurement?
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Where to look within the business model
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In the current economic situation cost reduction 
is “in vogue” but only a few companies optimize 
their revenue streams:
► Structure/optimize order to cash process 
► Manage accurate, timely and complete invoicing
Is your DSO (Days sales outstanding) below, 
above or on industry average?
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Focus on increasing your performance 
Where to look within the value chain
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Managing high scale projects successfully
► Establish program management office; name responsibilities
► Align business case, program progress and day to day operational requirements
► Focus on key value drivers and milestones to provide confidence in the delivery of 

benefits identified
► Perform structured, impartial health checks at key stages and/or periodic reports
► Timely warning of threats and undesired developments; Manage improvements 
Do you have a culture of change? 
How experienced is your organization in managing high scale projects?
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Focus on increasing your performance 
Where to look within the value chain
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Tax cost
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management IT effectiveness

Managing IT performance
► Eliminate capability overlaps, structure IT-organization, establish governance model
► Consolidate IT-technology, establish an IT-infrastructure platform
► Manage IT-portfolio, monitor the progress of IT-projects
Can you identify each IT-related cost component?
Are you able to map those cost components to
the already initiated or planned investments?
How do you sustain any improvements under a new operating model?
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HINNANGUD BSC-LE
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Probleem: lõhe strateegia ja igapäevatöö 
vahel

Missioon
Miks me eksisteerime?

Väärtused
Mis on meile tähtis?

Visioon
Kuhu me jõuda tahame?

Strateegia
Meie mängujoonis ja plaanid

Juhtimine
Mida me peame paremini tegema?
Isiklikud tegevused ja eesmärgid

Mida mina pean tegema praegu ja homme?

?
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Miks Eesti firmad rakendavad tulemuskaarti?

Miks rakendati tulemuskaart?

29%

21%17%

10%

7%
7%

3% 3% 3%

Tegevuse
eesmärgistamine
Motivatsioonisüsteemi
arendamine
Kontserni nõue

Terviklikum mõõtmine

Strateegiline planeerimine

Saneerimise käigus

Kvaliteedijuhtimise
tõhustamine
Operatiivjuhtimise ja
planeerimise eristamine
Delegeerimise
hõlbustamine



Opportunities in adversity: Improving your performancePage 21

Tulemus – mis on parem?

Mis on paremaks läinud?
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Tegevus eesmärgistatud ja prioriteedid paigas

Parem arusaam ettevõttest ja keskkonnast

Selgem / eesmärgipärasem motivatsioonisüsteem

Terviklik vaade tegevusele

Inimesed teavad, mida neilt oodatakse

Pikaajalisem mõtlemine

Strateegia ellu viimise jälgimine

Strateegia kommunikeerimine

Finantstulemused paremad

Inimeste panus näha

Parem infovahetus

Parem planeerimine

Parem ülevaade teistest äriüksustest

Rõhk tegevuse efektiivistamisel

Tegelikkuse võrdlemine eesmärgiga
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Tulemus – mis on halvem?

Mis on läinud
halvemaks?
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Täiendav ajakulu

Oht, et motivatsioonisüsteem vale 

BSC tegemine asja enda pärast

Sisemine konkurents

Püütakse optimeerida iga valdkonda

Muutused läbiviimine oli kulukas

Läbipaistvus

Oht, et hindame inimesi valesti

Suurenev bürokraatia

Raamidesse sulgumine
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Tulemus – üldine hinnang

Hinnang tulemuskaardi mõjule
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-3 -2 -1 0 1 2 3

-3 – olukord on palju halvem
0 – olukord ei ole muutunud
3 – olukord on palju parem
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KOKKUVÕTE
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BSC tähelepanekud (1)

Algus
1. BSC on strateegia mõõtmisvahend
► Tasakaalustatus on võtmesõna

2. Kui strateegia on ebaselge … 
► BSC on ainult juhtimisvahend

2. BSC kutsub esile organisatsioonilisi muudatusi
► Läbipaistvus
► Uued teemad ja võimalused

3. Kui BSC eesmärk on ebaselge …
► Miks me seda teeme?
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BSC tähelepanekud (2)

Disain
4. Jäädakse poole peale pidama … 
► BSC on loomine võib olla tüütu

5. Mõõdikud, mõõdikud, mõõdikud
► 30% on teadmata

6. Kas hea või väga hea, kui kvaliteetne on 
kvaliteetne?
► Esmased kogemused vs parim tulemus
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BSC tähelepanekud (3)

Juurutamine
1. BSC sidumine tasusüsteemiga?

• Kas ja millal?
2. Koolitamine on oluline
► Samaväärsed teadmised lihtsustavad

3. (Projekti)juht annab võimaluse õnnestumiseks
► Banaalsed tõed – juhtkonna toetus
► Projektijuht vs programmijuht

4. IT aitab
► Süsteem tõstab efektiivsust
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Kontakt

Tarmo Toiger
Senior manager
Ärikonsultatsioonide osakond

Ernst & Young Baltic AS 
Rävala 4, Tallinn 10143, 
Estonia

Telefon: +372 611 4566 
Mobili: +372 50 32260 
tarmo.toiger@ee.ey.com
Faks: +372 611 4611  
www.ey.com
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