The BGEM Compass

Corporate GM example | 180 staff across Auckland, Hamilton and Tauranga. Baseline: $30m revenue, 10% operating margin.

Member Drew Mason, Regional GM

Mission
Our purpose

Give customers
consistent service across
our cities while building

capable local teams.

Who we serve.
The difference we make.

The 4/16

Business National Service Group, Northern

Year 3

Our vision

A high-performing
region with consistent

Period Jan 2027 to Dec 2029

Year 2

Dominant Goal

Scale proven city
operating models and

service and a strong
succession pipeline.

By 31 Dec 2029
Measure $42m /15%

Four critical outcomes required to achieve the Year 1 Dominant Goal.

Set four measurable milestones for each outcome. Give each milestone a due date.

Critical outcome 1
Deliver $34m regional revenue

Target/owner Regional Sales Director

1.1 Agree city and account growth plans
Measure Akl $20m; Ham $8m; Tga $6m pDue 3] Mar
1.2 Deliver first-half regional sales

Due 30 Jun

Measure $16m revenue YTD

1.3 Retain priority regional customers

Measure 95% key-account retention Due 30 Sep

1.4 Achieve city revenue commitments

Measure $34m total recognised Due 31 Dec

Guiding principles

Critical outcome 2
Achieve 12% operating margin

Target/owner Regional Finance Lead

2.1 Agree city budgets and authority
Measure 3 budgets approved by HQ Due 3] Mar
2.2 Reduce controllable cost variance
Measure Within 2% of budget Due 30 Jun
2.3 Improve delivery productivity

Measure Revenue per FTE up 8% Due 30 Sep

2.4 Deliver regional operating profit

Measure $4.08m after allocations Due 31 Dec

The behaviours that guide how we deliver.

strengthen the regional
leadership bench.

By 31 Dec 2028
Measure $38m /14%

Critical outcome 3
Deliver consistent service across cities

Target/owner Regional Operations Lead
3.1 Adopt a common service scorecard
Measure All 3 cities reporting Due 31 Mar
3.2 Improve response reliability
Measure 95% within agreed SLA  Due 30 Jun
3.3 Close city performance gaps

Measure Every city at least 95% SLA  Due 30 Sep

3.4 Sustain customer confidence

Measure 90% satisfaction each city Due 31 Dec

Review Every 6 weeks

Year 1l
Dominant Goal

Lift regional
performance through

accountable city leaders
and common standards.

By 31 Dec 2027
Measure $34m /12%

Critical outcome 4
Build accountable city leadership

Target/owner Regional GM

4.1 Confirm city decision rights

Measure 3 city leader mandates Due 31 Mar
4.2 |dentify successors for key roles
Measure 6 critical roles covered Due 30 Jun
4.3 Develop measurable leader capability

Measure 6 development plansreviewed pue 30 Sep

4.4 Reduce routine escalation to GM

Measure 80% resolved within mandate pue 3] Dec

Principle 1
One region with local ownership
By this we mean

Set common standards and let city leaders
decide within agreed authority.

Principle 2
Performance is visible
By this we mean

Use the same measures, discuss gaps openly
and follow through.

Principle 3

People before dependency

By this we mean

Coach leaders, build successors and avoid
making the GM the bottleneck.

Principle 4
Customers experience one business
By this we mean

Coordinate across cities so service remains
consistent wherever work happens.

Fictional example. NZD excluding GST. Circle measures: regional revenue / operating margin after corporate allocations. Targets subject to HQ approval.
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