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1 What the Sales Plan Template Does 

Your Sales Plan model produces a detailed sales plan for your business’s products and services broken out by product, 
location, channel, and industry (or other customer grouping). The Model produces this forecast by combining 
managers’ judgments and historical data into a coherent and internally consistent plan that faithfully reflects 
managers’ perspectives and knowledge about relative size and growth of smaller segments that is contained in the 
historical data. 

1.1 How the Sales Plan Model Works: Overview 

1.1.1 Segmentation: Prior Preparation 

The Model assumes that you have already segmented your market and have accumulated historical data in those 
segment “buckets”. You in fact supplied segment information on your customization form when you purchased the 
Sales Plan Template. Typically businesses segment their market (sales) along the following dimensions:  

·  Products and/or services sold 

·  Sales channel—how the offerings are sold and distributed—direct sales, resellers, retailers and so on 

·  Geographic location—where the offerings are sold 

·  Industry or other suitable customer grouping—how the offering is used or who buys it 

�  Note: In the Sales Plan Template, the word “Industry ” (as in the phrase, “Industry Report worksheet”) is 
used as shorthand for any customer grouping or segment you might be interested in—a classical vertical 
market like the auto industry, or a consumer grouping like “generation Xers”, or customers using a particular 
manufacturing process. 

These segment dimensions are multiplicative, so the number of segment “buckets” grows geometrically: 

 10 products x 2 sales channels x 4 geographic locations x 3 industries = 240 segment “buckets”.  

1.1.2 Enter Historical and Plan Data 

You enter historical data—revenue, unit sales, and list prices for all the segment “buckets” into the Sales Plan Model 
by using the History Input worksheet. This worksheet has “prepared cells” to receive your historical data and is 
designed to facilitate rapid manual or semi-automated “cut and paste” data entry. See Section 4.1How to Enter Data in 
the “Inputs Worksheets”: Data Entry Tips for specific guidance.  

You enter planned list prices and planned price discount percentages for all segment “buckets” in the Plan Input 
worksheet. If you are using the Advanced Version of the Sales Plan Template, you also enter planned Euro/USD 
exchange rates if you want Euro zone revenues to be reported in Euros. You also have the option of accepting the 
Sales Plan Model’s default plan data values instead of entering new data. These default values are simply the most 
recent values in the history input data. 

1.1.3 The Sales Plan Model’s Regression Forecast 

Once you have entered your historical and plan data, the Sales Plan Model uses linear regression to forecast unit sales 
of all products for each segment “bucket” by estimating a least squares “best fit.” to your historical unit sales data. 
This process is conceptually illustrated in Figure 1, in which a “best fit “straight line is drawn through the unit sales 
data, and a dashed-line extension indicates the forecast sales trend. Of course, the “real” regression performed by the 
Sales Plan Model is a “best fit” hyper plane with hundreds of dimensions corresponding to the hundreds of segment 
“buckets”. As such it cannot be visualized, but it is computationally and conceptually the same as a “best fit” straight 
line. See section 1.3.3, “ Regression Report”, for more information on the regression model and its outputs. 
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Figure 1: Using Linear Regression to Forecast a Sal es Trend 

 

In making the regression forecast, the Sales Plan Model automatically removes seasonal effects in the historical data 
and then “adds them back” into the units forecast. Given the regression’s units forecast and the planned values for 
product list prices and discount rates (either input or default), the Model then computes forecast product revenues and 
average selling prices for all segments. 

1.1.4 Managers’ Revenue Targets 

However sophisticated the regression forecast may be, it is only the first step. It is, at bottom, a momentum or trend 
forecast only: sales, after all, are being regressed against time. Managers, however, are paid to arrest downward trends 
and to accelerate upward trends, so it is crucial that managers’ revenue targets drive the Model’s forecast. The role of 
the regression forecast in the planning process is really twofold:  

·  It supplies a useful baseline and surrounding context for managers’ goals, and 

·  It is useful tool for “filling in the blanks”. In general, managers’ targets are broad-brush and cover the most 
important segments only. They are not specified in minute detail for all possible dimensional combinations. 

You incorporate managers’ goals by entering managers’ segment revenue targets in the Targets worksheet as shown in 
Figure 2B for geographic location target revenue. To the right of managers’ revenue targets in the blue-shaded area (in 
general, the cells in which you can enter or edit data are shaded blue), the worksheet displays the current plan forecast.  

You ensure that managers’ revenue targets drive the plan forecast by manipulating the Model’s adjustment factors as 
shown in Figure 2A for geographic location adjustment factors. The Model itself suggests (“Suggested Location 
Factor”) what the adjustment should be in order to move the location plan revenue closer to the managers’ location 
revenue targets. 
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Figure 2A: Targets Worksheet: Location Adjustment F actors 

 
Figure 2B: Targets Worksheet: Location Target Reven ue and Location Plan Revenue  

 

As you change the adjustment factors, model alters the regression forecast for unit sales in all of the micro segment 
buckets that comprise the target revenue for a given segment. To hit the Asia revenue target (shown in figure 2B), for 
example, the model adjusts the unit sales—and hence the revenue forecasts—of all the components of that segment: 
products 1 . . . n sold through channels 1. . . n to industries 1 . . . n in Asia. As you input new adjustment factors, the 

values displayed in the Revenue Plan area will move closer to the target values. Of course, you may also have to make 
adjustments using the adjustment factors for channels, products, and segments revenue, and the various adjustments 
you make may perturb and conflict with each other, so bringing the plan into alignment with the managers’ targets—

as conceptually illustrated in Figure 3—is an iterative process. See section 0, “ 
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How to Use the Targets Worksheet: the Technology and Politics of Planning” for a fuller discussion.  

Figure 3: Aligning the Plan Forecast with Managers’  Targets 

 

 

1.1.5 How the Sales Plan Model Handles New Products and Recently-Introduced Products  

Sales planning methods must be modified for new products and recently-introduced products. 

1.1.5.1 New Products  

New Products – those that begin selling during the sales plan time range – have no sales history. 

Problem: The sales plan obtained by regression is zero in all plan time periods. The adjustment factors cannot 
introduce nonzero sales because they merely multiply the values in the raw regression plan. 

Solution: Ignore sales history in the sales plan, and combine two inputs.  

·  You specify the sales units plan in terms of three input parameters: (i) the first time period (in the plan time range) 
in which the product has nonzero sales; (ii) the sales units in the first time period that has sales; and (iii) a rate of 
sales growth during the plan time range expressed as additional sales units per time period. 

·  You specify a product adjustment factor for this product, as you do for every product, to bring the sales plan into 
line with managers' targets. The product and other adjustment factors are applied to the draft sales plan obtained 
in the previous step. 

If your version includes special treatment of new products, and if you selected this option for your template, the Excel 
template has a section on worksheet ‘Inputs’ named “New Products” where you can enter the names, start time period, 
starting sales units, and sales units growth rate. 

1.1.5.2 Recently-Introduced Products 

Recently-introduced products – those that begin selling during the history time range – have only a short sales history.  

Problem: The early time periods of sales history contain zero sales. If we regress sales history against time, the zero 
sales in the early time periods cause the raw regression plan to over-estimate the growth rate of the product.  

Solution: Omit the early time periods that have zero sales from the regression and proceed as usual. The model 
automatically skips up to four early time periods with zero sales without your intervention.  

1.2 Major Sales Plan Model Outputs 

The major outputs of the Sales Plan Model are the following reports, with each report having its own worksheet: Price 
Plan Report, Sales Plan Report, Products Report, Locations Report, Channels Report, Industry Report (or any other 
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Customer Grouping), Revenue Summary Report, Units Summary Report, Price Summary Report, Contribution Margin 
Report and Graphs.  

�  Note: The Basic Version of the Sales Plan Template may not have all these reports. 

You access the worksheet for each report by clicking on the appropriately labeled tab at the bottom of the workbook, 
as shown in Figure 1. Clicking on the “Price Plan” Tab, for example, opens up the “Price Plan Report”. 

Figure 4: Sales Plan Model Outputs Worksheet Tabs 

 

The reports are described briefly in sections 1.2.1 through 1.2.9 below. 

1.2.1 Price Plan Report 

The Price Plan Report worksheet shows the list prices, discount percentages, and calculated average selling prices for 
each product for the plan (forecast) year only, segmented by sales channel, geographic location, and industry. The 
Advanced Version of the Sales Plan Template also allows you to enter your estimates of the U.S. Dollar/Euro 
exchange rate for the Euro zone region, and displays list prices and average selling prices in Euros.  

Figure 5 shows the top portion of the Price Plan Report. Note that the list price portion of the worksheet does not 
display list prices by industry because (at least in the U.S.) a different list price for each industry would be a form of 
price discrimination. 

Figure 5: Top Portion of Price Plan Report 

 

1.2.2 Sales Plan Report 

The Sales Plan Report worksheet shows product revenue and product unit sales for each product for the plan 
(forecast) year only, segmented by sales channel, geographic location, and industry. Figure 6 shows the top portion of 
the sales plan report. The Sales Plan in the Advanced Version of the Sales Plan Template also shows product revenue 
in Euros for the Euro zone region segmented by sales channel and industry. 
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Figure 6: Top portion of Sales Plan Report 

 

1.2.3 Products Report 

The Products Report worksheet presents historical sales results along with the Sales Plan forecast from the perspective 
of product (marketing) management. It focuses on product information only, ignoring the dimensions of location, sales 
channel, and industry. The Products Report shows the following information for each product family and for each 
individual product: 

·  Revenue by time period over the entire model time horizon 

·  Annual revenue growth rates for each time period 

·  Annual trailing revenue for each time period. In a quarterly model, annual trailing revenue would be the 
current quarter’s revenue plus the revenue for the previous three quarters.  

�  Note: Annual trailing revenue (and trailing units) is displayed because it smoothes out the effects of 
seasonality and the impact of random “big events”—one shot large orders, delayed renewals of large 
contracts, and the like—so that you can more readily discern underlying trends. 

·  Units sales volume by time period over the entire model time horizon 

·  Annual units growth rates for each time period 

·  Annual trailing units volume for each time period (computed similarly to trailing revenue). 

·  Average selling price 

·  Average list price 

·  Average price discount percentage. 
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1.2.4 Locations Report and Channels Report 

The Locations Report worksheet presents historical and forecast sales results along from the perspective of geographic 
location managers (field sales management). It focuses on geographic sales information, ignoring the dimensions of 
product, sales channel, and industry. The Locations Report shows the following information for each geographic area: 

·  Revenue by time period over the entire model time horizon 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports revenue in Euros as 
well as USD 

·  Annual revenue growth rates for each time period 

·  Annual trailing revenue for each time period. In a quarterly model, annual trailing revenue is calculated as the 
current quarter’s revenue plus the revenue for the previous three quarters. 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports trailing revenue in 
Euros as well as USD 

�  Note: Annual trailing revenue (and trailing units) is displayed because it smoothes out the effects of 
seasonality and the impact of random “big events”—one shot large orders, delayed renewals of large 
contracts, and the like—so that you can more readily discern underlying trends. 

·  Units sales volume by time period over the entire model time horizon 

·  Annual units growth rates for each time period 

·  Annual trailing units volume for each time period (computed similarly to trailing revenue). 

·  Average selling price 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports average selling price 
in Euros as well as USD 

·  Average list price 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports average list price in 
Euros as well as USD 

·  Average price discount percentage. 

The Channels Report worksheet shows historical and forecast sales results along from the perspective of 
sales/distribution channel managers. It focuses on distribution channel sales information, ignoring the dimensions of 
product, location, and industry. The Channels Report shows the following information for each sales channel: 

·  Revenue by time period over the entire model time horizon 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports revenue in Euros as 
well as USD 

·  Annual revenue growth rates for each time period 

·  Annual trailing revenue for each time period. In a quarterly model, annual trailing revenue is calculated as the 
current quarter’s revenue plus the revenue for the previous three quarters. 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports trailing revenue in 
Euros as well as USD 

�  Note: Annual trailing revenue (and trailing units) is displayed because it smoothes out the effects of 
seasonality and the impact of random “big events”—one shot large orders, delayed renewals of large 
contracts, and the like—so that you can more readily discern underlying trends. 

·  Units sales volume by time period over the entire model time horizon 

·  Annual units growth rates for each time period 

·  Annual trailing units volume for each time period (computed similarly to trailing revenue). 
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·  Average selling price 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports average selling price 
in Euros as well as USD 

·  Average list price 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports average list price in 
Euros as well as USD 

·  Average price discount percentage. 

1.2.5 Industries Report 

The Industries Report worksheet shows historical and forecast sales results along from the perspective of customer 
segment (vertical market) managers. It focuses on customer segment sales information, ignoring the dimensions of 
product, location, and channel. The Industries Report shows the following information for each customer segment: 

·  Revenue by time period over the entire model time horizon 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports revenue in Euros as 
well as USD 

·  Annual revenue growth rates for each time period 

·  Annual trailing revenue for each time period. In a quarterly model, annual trailing revenue is calculated as the 
current quarter’s revenue plus the revenue for the previous three quarters. 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports trailing revenue in 
Euros as well as USD 

�  Note: Annual trailing revenue (and trailing units) is displayed because it smoothes out the effects of 
seasonality and the impact of random “big events”—one shot large orders, delayed renewals of large 
contracts, and the like—so that you can more readily discern underlying trends. 

·  Units sales volume by time period over the entire model time horizon 

·  Annual units growth rates for each time period 

·  Annual trailing units volume for each time period (computed similarly to trailing revenue). 

·  Average selling price 

o For the Euro zone, the Advanced Version of the Sales Plan Template also shows average selling price 
in Euros as well as USD 

·  Average list price 

o For the Euro zone, the Advanced Version of the Sales Plan Template also shows\average list price in 
Euros as well as USD 

·  Average price discount percentage. 

1.2.6 Revenue Summary Report and Sales Units Summary Report 

The Revenue Summary and Sales Units Summary worksheets shows historical and forecast revenue and unit sales 
results, segmented by product, location, sales channel, and industry. More specifically, the Sales Summary shows the 
following information over the entire model time horizon: 

·  Revenue for each time period 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports revenue in Euros as 
well as USD 

·  Annual revenue growth rates for each time period 

·  Annual trailing revenue for each time period. In a quarterly model, annual trailing revenue is calculated as the 
current quarter’s revenue plus the revenue for the previous three quarters. 
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�  Note: Annual trailing revenue (and trailing units) is displayed because it smoothes out the effects of 
seasonality and the impact of random “big events”—one shot large orders, delayed renewals of large 
contracts, and the like—so that you can more readily discern underlying trends. 

·  Units sales volume by time period over the entire model time horizon 

·  Annual units growth rates for each time period 

·  Annual trailing units volume for each time period (computed similarly to trailing revenue). 

1.2.7 Price Summary Report 

The Price Summary Report worksheet shows the following historical and plan forecast price information, segmented 
by product, sales channel, location, and industry. 

·  List prices for each period, omitting segmentation by industry (which at least in the U.S. would be form of 
price discrimination) 

·  Average Selling Prices for each period 

·  Price discount percentages for each period 

·  For the Euro zone, the Advanced Version of the Sales Plan Template also reports Euro/USD exchange rates, 
Euro list prices, and Euro average selling prices. 

1.2.8 Contribution Margin Report (Advanced Version of the Sales Plan Template Only) 

The Contribution Margin Report worksheet shows historical and forecast revenue and contribution margin results, 
segmented by product, location, sales channel, and industry. More specifically, the Contribution Margin Report shows 
the following information over the entire model time horizon: 

·  Product Summary Report for each time period showing revenue, contribution margin dollars, and contribution 
margin percentages segmented by product, sales channel, and industry 

·  Industry Summary Report for each time period showing revenue, contribution margin dollars, and contribution 
margin percentages segmented by sales channel and industry 

·  Detailed Contribution Margin Report for each time period showing contribution margin dollars, and 
contribution margin percentages segmented by product, location, sales channel, and industry 

·  Variable Costs Reports for each time period covering the entire model time horizon showing 

o Unit Variable Costs segmented by product and location 

o Variable Cost Dollars segmented by product, location, channel, and industry 

1.2.9 Graphs Report  

The graphs Report Worksheet shows graphs of historical and forecast revenue, trailing revenue, and sales units broken 
out by products and product families. 

1.3 Other Sales Plan Model Outputs 

The Sales Plan Model also generates reports that allow you informally to verify the “reasonableness” of information 
you enter into the History Input worksheet: the Price History Report, the Sales History Report and the Regression 
Report. These are discussed below. 

1.3.1 Price History Report 

The Price History Report worksheet takes the revenue-related data you enter into the History Input worksheet—
revenue, unit sales, historical Euro/USD exchange rates, and list price history—and generates a comprehensive 
historical price information report broken out by various market segments.. The Price History Report allows you to 
check that the various list prices and price discount rates entered into the History Input worksheet do indeed result in 
the correct average selling prices. The Price History Report presents the following price information, segmented by 
product, sales channel, location, and industry. 
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·  List prices for each period, omitting segmentation by industry (which at least in the U.S. would be form of 
price discrimination) 

·  Average Selling Prices for each period 

·  Price discount percentages for each period 

·  For the Euro zone, the Advanced Version of the Sales Plan Template also reports Euro/USD exchange rates, 
Euro list prices, and Euro average selling prices. 

1.3.2 Sales History Report 

The Sales History Report worksheet takes the revenue-related data you enter into the History Input worksheet—
revenue, unit sales, historical Euro/USD exchange rates, and list price history—and generates a comprehensive 
historical Sales History report that includes annual revenue and sales units amounts, and subtotals broken out by 
product, sales channel, location, and industry. 

·  Revenue for each time period 

o For the Euro zone, the Advanced Version of the Sales Plan Template also reports revenue in Euros as 
well as USD 

·  Units sales volume by time period  

1.3.3  Regression Report 

As noted in section 1.1.3, “The Sales Plan Model’s Regression Forecast” the model uses linear regression on the 
History Input data to forecast unit sales for the plan year. The Regression Report presents various statistics about the 
regression that help you to assess its validity and the reasonableness of its forecast. In discussing these statistics it is 
useful to refer to Figure 7, which illustrates the basic concepts of Regression. 

In Figure 7, the hollow circles represent historical sales data plotted against time—quarterly units sold, for instance. 
The black dashed line represents the “best fit” least squares regression trend line. The equation for the trend line is 
given in the familiar “y = mx + b” format, with B1 replacing m and B0 replacing b. The blue dashes simply indicate 
that the estimated regression line can be extended outward to predict future sales. The phrase “least squares” refers to 
the fact that “best fit” is obtained by drawing a line that minimizes the square of the vertical distance between the 
regression line and the historical data points. The square of the distance of each point from the line is used simply 
because the vertical distances can be positive or negative, depending on whether the data points lie above or below the 
line. In minimizing the distance amount, it is essential that positive quantities be used. Using the square of the 
distances avoids the pitfall of positive and negative distances cancelling each other out. 
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Figure7: Basic Regression concepts 

 

We can now discuss regression statistics and other information provided by the Regression Report: 

·   Goodness of Fit: This category of statistics assesses how well the regression works by using the following 
statistics: 

o R2: Measures how much of the variance of unit sales in each micro segment is explained by the 
regression trend line. It measures the explanatory power of the regression equation. Of course, the real 
issue is “Explanatory power relative to what.” In the case of regression, the base line alternative is the 
mean, or average of the data: a horizontal line drawn through the cloud of data points. 

o Standard Error: Measures the accuracy of the regression estimates of unit sales in each micro 
segment. It is basically the average of the squared differences between the estimated and the actual 
historical values. “Least Squares” in effect minimizes the standard error of the estimate in computing 
where the regression line should be drawn. 

·  Regression Coefficients: The Regression Report displays the values of B0—the units history intercept—and 
B1—the slope of the units history trend line for all products—segmented by geographical area, sales channel, 
and customer segment. It also reports the standard errors of these coefficients, segmented in the same fashion.  

·  Regression Bumpers: The regression bumpers, displayed in Figure 8, are designed to constrain the 
regression’s estimates and coefficients within reasonable limits, so that data outliers or accelerated initial 
growth paths in start-up segments do not cause the Model to become unstable or undermine the integrity of 
the forecast as a whole. 
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Figure 8: Regression Bumpers 

 

Maximum Annual Unit Growth Rate: Annual doublings or triplings of unit sales are commonplace in start-up 
situations (e.g., addressing a new market, introducing a new product), but they hardly fall under the rubric of “normal 
business”, and they can cause substantial distortions in the regression estimates. Constraining the maximum growth 
rate that the model can (implicitly) forecast is therefore a sensible step. You can override this constraints if you want 
to, either by entering a new value in the cell shaded blue, or by manipulating the adjustment factors in the “Two-
Factor Adjustments” section of the Targets Worksheet. See Section 0, “ 

o How to Use the Targets Worksheet: the Technology and Politics of Planning” for more detail. 

o Max (Min) B1/B0 Ratio: This ratio is designed to minimize the impact of anomalous data outliers 
which have the potential to significantly distort the trend line estimate by generating spurious 
increases in the slope of the regression line. 

o Convergence Speed Factors: These Determines how rapidly the suggested adjustment factors cause 
the forecast to converge to the managers’ targets for product, location, and customer segments in the 
Targets Worksheet. As noted in section 1.1.4, “Managers’ Revenue Targets,” using the adjustment 
factors often causes ripple-through effects that need to be monitored and evaluated. In some instances, 
it might be desirable to slow down the convergence speed in order to make secondary adjustments 
elsewhere—in the Two-Factor adjustments section, for example. 

o Seasonality Parameters: The Regression Worksheet displays quarterly seasonality parameters for the 
units forecast of each product segmented by geographic location, sales channel, and customer 
segment. Roughly speaking, these seasonality parameters indicate how the “straight” trend line 
forecast should be adjusted upward or downward to incorporate seasonality effects. Figure 9 below 
uses a few of the seasonality parameters to illustrate conceptually how the regression estimated units 
trend line over eight quarters can be “overlaid” with seasonality adjustments in order to reflect the 
upward and downward movements of seasonality cycles. 

·  Regression Residuals: These are the vertical distances that separate the historical data points (the units sales 
history) from the estimated regression trend line, segmented by product, geographic location, sales channel, 
customer segment, and time period. They are what are squared in the “Least Squares” regression estimate, and 
they also constitute the “Standard Error” of the estimate. One of the assumptions underpinning the regression 
procedure is that the residual errors are (normally—as in “normal distribution”) randomly distributed. 
Correlations between the residuals usually indicates that something is amiss with the regression—perhaps that 
the data are really nonlinear (e.g., an exponential curve) but that a straight trend line is being fitted to them. 

·  Units Regression Plan: This report is the sales units plan, segmented by product and location, for the plan 
period, before adjustment factors have changed the plan to better fit managers' targets. This is the raw 
(seasonally adjusted) regression unit sales forecast. This report is useful because it represents the “baseline 
scenario” reference point against which subsequent adjusted iterations of the plan can be compared. 
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Figure 9: Seasonality Adjustment 

 

 

2 How to Use the Targets Worksheet: the Technology and Politics of Planning 

The Targets worksheet is the control center of the Sales Plan Model. It is the means whereby manager’s targets are 
introduced into and drive the sales plan planning process. However, the introduction of managers’ goals or targets 
does not by itself accomplish anything. The essential problem that needs to be addressed with this—or indeed any 
goal-driven planning process—is that the goals have to be mutually coherent (i.e., support each other) and consistent 
(i.e., not contradict each other). Achieving this alignment looks easy, but it is in fact extremely hard to achieve in 
practice.  

Why? Two reasons: 

·  It is impossible to foresee all the logical implications or consequences of anything. People are not omniscient. 

·  Because of their differing backgrounds, experiences, and incentives, it is at best unlikely, and at worst 
impossible for any group of people to formulate a set of goals that are coherent and consistent. To repeat, no 
one is omniscient. 

Then there is the issue of implementation. Successful implementation of a plan requires plan buy-in, but managers 
can’t really buy in if the goals contradict each other. Even if managers do ostensibly commit to the plan (because they 
are urged to be “team players” for example), the process of implementation will in itself surface the plan’s 
incoherencies and inconsistencies, making the achievement of the goals extremely difficult if not impossible. So the 
problem can’t be swept under the rug. 

We call this problem the planning conundrum. 

This section addresses the planning conundrum from a dual perspective:  

·  Technological: We show how you can use the Targets Worksheet to surface inconsistencies and incoherencies 
in Managers’ goals, and how you can use the adjustment factors to address them. 

·  Organizational: We also suggest how you can use the Target worksheet to support managers’ collaborative 
efforts to resolve the inconsistencies and incoherencies of the sales plan. 

2.1 How to Use the Targets Worksheet: Nuts and Bolts 

The Targets worksheet is partitioned into six “adjustments” areas in which you enter managers’ revenue goals or 
targets and manipulate “adjustment” parameters to gradually bring the plan into alignment with the managers’ goals 
and the managers’ goals into alignment with each other. 

To access the Targets worksheet, click on the “Targets” tab at the bottom of the workbook.  
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Result: The Targets worksheet opens up in a “collapsed view” as shown in Figure 10. 

Figure 10: Targets Worksheet Collapsed View 

 

The “collapsed view” of the Targets worksheet shows a list of the adjustment areas in which you enter the revenue 
goals or targets for that particular revenue area, and manipulate the adjustment parameters to bring the plan into 
alignment with those goals. These adjustment areas are your levers of control for the planning process.  

2.1.1 Total Revenue Adjustment 

This area is the province of senior management and the board of directors who typically set overall revenue and 
profitability goals for the company. This is normally the last area in which you make adjustments. 

2.1.2 Location Adjustments 

 This is the area in which you enter the revenue goals for each major geographic area. This area is normally the 
domain of field sales management, but the reverse case—sales channel management reporting up to geographic area 
managers—is not uncommon. 

2.1.3 Channel Adjustments 

This area is where you enter revenue goals for each sales channel: direct sales, resellers and so on. Normally, most 
companies organize their sales function by channel. In some cases, channel overlaps with sales location; many 
companies’ foreign sales are handled through third party distributors. 

2.1.4 Product Adjustments 

 This is where you enter the revenue goals for each product. Normally under the jurisdiction of product management 
(a staff function) but not always: for product centric companies, product management may be the equivalent of 
executive management. 
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2.1.5 (Customer) Segment Adjustments 

 This area is where you enter revenue goals for each customer segment: vertical markets, industries, or horizontal 
markets—process control, CAD/CAM, and so on. Management of customer segments is normally a staff function, but 
some companies do organize their field sales operations around them. 

2.1.6 Two Factor adjustments 

 This area includes pairwise combinations of the other segment areas: product-location, product-channel, product-
customer segment, location-channel, location-customer segment, and channel-customer segment. These “segment 
intersections” allow you to zero in with more “focused” target corrections. For example, you may be aware that a 
specific customer segment in a specific geographic area is contracting (or expanding rapidly), so that the regression 
“momentum” forecast is way off. 

2.2 How to Use the Adjustments Areas to Align Forecasted Revenue with Managers’ Goals 

To open an adjustments area, click on the “+” sign to the left of the name of the area. 

Result: The detailed worksheet section for that adjustment area opens up, as shown for the “Channel Adjustments 
Area” in Figure 11A.  

Note that the “+” sign you clicked on is now a “-“ sign. To close the adjustments area, simply click on the “-“ sign. 

The blue shaded area next to the label “Channel Adjust Factor” is where you enter the adjustment factors needed to 
bring the plan’s forecast revenue into alignment with the managers’ revenue goals. The Sales Plan Model itself 
suggests the factors you need to input. These adjustment factors are displayed in the area immediately to the right of 
the label “Suggested Channel Factor”.  

Figure 11A: Targets Worksheet: Channel Adjustments 

 

You enter the managers’ channel revenue targets in the blue shaded area to the right of the suggested adjustment 
factors, as shown in Figure 11B. The figure also displays regression plan forecast of channel revenue to the right of 
the targets input area.  

You will note that the “suggested adjustment factors” are simply the quotient of the managers’ targets and the 
forecasted revenues.  
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Figure 11B: Targets Worksheet: Channel Target Reven ue and Channel Plan Revenue 

 

To make the forecasted channel revenue converge to the managers’ targets, you enter the “suggested adjustment 
factors” into the blue shaded “Channel Adjust Factor” area, as shown in Figure 12A. 

�  Note: You have to enter the suggested factors (or any factors you want) manually for each quarter (column). 
Do not copy the “suggested factors” into the blue shaded “Channel Adjust Factor” area. 

 

Figure 12A: Targets Worksheet: Making the Channel A djustments 

 

Result: The sales plan model adjusts the plan’s forecasted number of sales units in each channel revenue segment to 
make to make the forecasted revenue converge to the target revenue, as shown in Figure 12 B. 

Figure 12B: Targets Worksheet: Plan Channel Revenue  Converges to Target Revenue 

 

Because the model actually adjusts the units forecast to make the forecasted revenue converge with the managers’ 
targets for any given segment, ripple-through effects occur throughout the forecast. Bringing the channel forecast into 
alignment with the managers’ targets will change the forecasted revenues in the products area, the customer segment 
area, and the geographic locations area. Because of these ripple-through effects, adjusting the forecasts to meet 
managers’ targets is an iterative process, in which the targets have to be prioritized, with the “total revenue” 
adjustments” (where the targets are ultimately signed off at the Board level) normally coming last. 

�  Note: The original regression unit sales forecast can always be recovered by opening up the “Units 
Regression Plan” portion of the Regression Worksheet. 
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Prioritizing the goals—bringing the managers’ goals into alignment with each other—is an organizational issue that 
inescapably involves politics. Hence one has to consider the politics of planning. 

2.3 How to Align Goals: the Politics of Planning 

Organizational power relationships are a function of organizational structure, and organizational structure is normally 
a reflection of the organization’s business model for achieving a set of business goals. As far as the Sales Plan is 
concerned, the business goals revolve around meeting revenue targets (often subject to a gross margin constraint). The 
business model for achieving these targets in turn determines how the sales function is organized.  

There is no one right business model; consequently there is no one right way for the sales function to be organized. It 
can be geography focused, product focused, channel focused, or customer segment focused. Many companies cycle 
back and forth between two (or more) foci. You, however, need to be aware of the organization of your company’s 
sales function, and, in particular, be aware of what groups are actually tasked with achieving the revenue goals. We 
suggest you follow the following steps. 

·  Enter the various revenue targets in the Targets worksheet, and look at how they compare to each other and to 
the regression forecast. Ideally, the targets should roughly match each other in aggregate: total product/service 
revenue should match total location revenue, total channel revenue, and total customer segment revenue 
(assuming segments are chosen to be both mutually exclusive and exhaustive). If they do not, you need to 
inform the various segment managers . Normally they will try to “hit” the total revenue target. It is also a good 
idea to let the segment managers know the results of the “baseline” regression forecast. This forecast reflects 
both history and trend momentum. They will probably want to take it into account in developing or 
negotiating their own targets. 

·  Decide which set of revenue targets has the lowest priority for matching the sales plan. Edit the corresponding 
adjustment factors to make the plan agree better with those revenue targets. Repeat for the next lowest priority 
and so on up the line until you get to the set of revenue targets with the highest priority for matching the plan 
(usually the total revenue target). Edit these adjustment factors to make the sales plan match these targets 
better. 

·  Now step back and assess the discrepancies between the sales plan and the various revenue targets. 

·  Pick some particularly important discrepancies, and tell the affected managers that these targets are especially 
inconsistent with the whole pattern of managers' targets. Ask them to discuss the differences among 
themselves and with the other managers. Do not force the managers to agree; just get them to recognize that 
their targets disagree substantially, and to discuss their underlying assumptions. 

·  Bear in mind that you may have some discretion in helping managers resolve these issues. Many of the 
segment area managers typically do not care about unit sales of specific products; they are charged with 
meeting a revenue target and really do not care what the product mix is. This means that you can try out 
different product mix/discount rate scenarios. 

·  Ultimately, you have to decide how you want to divide the discrepancy between plan and targets among the 
various segment targets. You should not automatically go with the group that is tasked the most for attaining 
the revenue goals without determining first whether special circumstances apply. In product line transitions, 
for example, ensuring the success of new product introductions and making the revenue changeover as smooth 
as possible are often hugely important. In these circumstances, the product managers may become the most 
important people in the organization. Analogous scenarios could materialize for any of the segment areas. The 
moral of this story is that “”X’ is always true, until it isn’t.” 

·  You should probably confer with senior executives to explain the discrepancies and the surrounding issues, 
and to find out which targets they want the plan to match best. 

·  At this point. You have probably developed the best possible plan with the most transparent analysis of 
differences of opinion that can be made. Congratulations! 
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3 How to Get the Most Value out of Your Sales Plan Template 

This section shows you how to navigate the template and how to use two worksheets in particular to understand how 
the Sales Plan Model works: the Formulas worksheet and the Labels worksheet. 

3.1 How to Use the Worksheets 

The Sales Plan Template is organized as a series of worksheets, with each worksheet containing a set of reports 
generated by the Sales Plan Model. You access any of these worksheets by clicking on the appropriately labeled tab at 
the bottom of the workbook as illustrated in Figure 13. 

Figure 13: Sales Plan Template Worksheet Tabs 

 

Clicking on the "Price Plan" tab, for example, opens up the "Price Plan" worksheet, as shown in Figure 14. 

 You will note that the worksheet displays a list of report“ titles” indicating what it contains. This is the worksheet’s 
"collapsed view". Clicking on any of the "+" signs to the left of each title causes a more detailed report to appear, with 
contents corresponding to the title. For example, clicking the "+" sign next to the “Price Plan ($)” title causes the Price 
Plan se report to appear, the top portion of which is shown in Figure 15. 

 

Figure 14: Price Plan Worksheet--Collapsed View 

 

 

Figure 15: Top Portion of Price Plan Worksheet 

 

 

Note that the "+" sign next to the underlined Price Plan title is now a "-" sign. Clicking on the "-" sign will close the 
report and return the worksheet to its "collapsed" state. 

Most (though not all) of the worksheets in the Sales Plan Template are set up in this manner: collapsed view with 
detailed reports that can be opened up. We recommend you open no more than one or two detailed reports at any 
given time. Opening up too many detailed reports at once can give you the sense of drowning in a sea of information.  
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3.2 Understanding How the Sales Plan Model Works: Variables and Formulas Relating Variables 

The Model underlying the Sales Plan Template is powerful and flexible because it is built in terms of named variables 
and formulas that relate those variables. In this context, a “named variable” is simply the name of any particular 
business concept: “Revenue” for example. A “Formula” is simply a way of defining the business concept by relating it 
to other business concepts. “Product Revenue” can be defined through the formula “Sales Price of a Product” times 
the number of “Product Units” sold. “Sales Price of a Product” in turn is defined as “List Price of a Product” less 
“Sales Discount”. If these examples sound obvious, that is precisely the point. We usually think in terms of concepts 
and formulas that relate those concepts, and not in terms of cell locations (“H23”) and cell location-based 
computational formulas (“H23 = F23*E18”). You can save a lot of time and effort and get the greatest benefit from 
your template by understanding how the Business Plan Model is driven by variables and the formulas that define those 
variables through other variables, rather than by cell locations and formulas based on cell locations. 

This template has a number of features to help you understand how the Sales Plan Model works: "floating" Excel 
Comments, a “Formulas Worksheet”, and a “Labels Worksheet”. 

3.2.1 How to Use Excel Comments 

Each variable in the Model has an Excel Comment attached to the worksheet cell that displays the name of that 
variable. Each Comment explains what the variable is and often tells you how it is used in the Model. At the end, each 
Comment displays the “formula name” of that variable, if the formula name differs from the displayed name.1 The 
presence of an Excel Comment is indicated by a small red triangle in the upper right corner of the cell containing the 
variable display name. For example, the Facilities Expense Report shown in Figure 15 shows these red triangles in the 
cells in the columns showing the variable display names “List Price”, “Price Discount %”, and “Average Price $”. 

Moving the mouse cursor over the cell, or left-clicking on the cell, causes the Excel Comment to appear. An example 
of an Excel Comment is shown in Figure 16 for the variable display name "List Price". 

Figure 16: Excel Comment for the Variable Display N ame "List Price" 

 

In this example, the variable is explained in the Comment and you are told how it is computed—in this case, through 
direct data entry. The actual variable name, called the “Formula name” (“Price_List_Plan”), is given in parenthesis at 
the end of the Comment. 

�  Note: Each variable has a “Formula Name” (such as “ Price_List_Plan”) which the Model actually uses in its 
calculations and a “Display Name" (such as “List Price”) which is the more "user-friendly" name that appears 
throughout the workbook. See Section 3.2.2, “How to Use the Formulas Worksheet to Understand Variables 
in the Model” for more information about how the Model uses formula names of variables in its calculations 
rather than cell addresses. See Section 4.2 “How to Enter Historical Data Using Excel Databases  

                                                      
1  Display names are set to whatever is most helpful in the Excel workbook. The formula names must be unique, descriptive, and 

contain no spaces. Therefore each variable in the Model has a display name that appears in Excel, and a formula name that 
appears in the underlying ModelSheet formulas. 
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�  In Advanced versions only, you have the option of entering historical data in either of two ways for revenue, 
sales units, prices (and variable costs, if you selected the feature to forecast profit margins). 

·  You can enter historical data in pre-built variable tables on worksheet 'Historical Input'. 

You must enter the rows of data in the order built into the pre-built tables. You must enter any edits to the 
names of products, selling locations, channels and customer industries only on worksheet 'Labels'. This is 
usually the more convenient method for small data sets, and it is the only method supported in the Standard 
version of the template.  

·  You can enter historical data on separate database worksheets, one each for revenue, sales units, prices (and 
variable costs, if you selected the feature to forecast profit margins). 

These databases make it easier to enter large sets of data. For example, the records (rows defined by 'key 
fields' such as product names, channel names) can be in arbitrary order, and each table gets its own worksheet. 
You must enter any edits to the names of products, selling locations, channels and customer industries on 
worksheet 'Labels' and on the database worksheets. 

When you use the database feature, you can represent each dimension in the database with one column of data. If you 
your have hierarchical dimensions (example: dimension 'Location' can have two levels called "state" and "city"), then 
you have two choices as to how to represent that dimension in the database.  

·  If a dimension has leaf items with unique names, then you can represent that dimension in the database by one 
field (column) of leaf names of that dimension. 

·  If a dimension has non-identical leaves with identical names, then you can represent that dimension in the 
database by one field (column) of names that are composites of the names of the different levels in the 
dimensions. Example, for dimension 'Locations': If your Location dimension have levels 'State" and 'City' and 
it includes the locations 'MA, Arlington', 'TX Arlington' and 'VA Arlington', then you can use one column of 
names of the form "statename, cityname" (including the comma and space between state and city) to represent 
that dimension in the database. 

The Excel workbook generated from the model includes a switch for each dimension (Products, Locations, Channels, 
Industries) to indicate which of these two way you will use to represent that dimension in the databases. You can 
include the other levels of the dimension in separate fields (columns) of the database (and with different field name of 
course), but these additional fields will not be used in the model. 

�  How to Edit Display Names, Comments, and the Model Start Date in the “Labels Worksheet”  for instruction 
on how to change variable display names. 

3.2.2 How to Use the Formulas Worksheet to Understand Variables in the Model 

This worksheet displays the formula for each variable, arranged alphabetically by the Formula Names of the variables. 
The “Formulas” worksheet tab is located towards the extreme right side of the workbook tabs at the bottom of the 
workbook as shown in Figure 17. 

Figure 17: “Formulas” and “Labels” Worksheet Tabs 

 

 A small portion of the top of the “Formulas Worksheet” is depicted in Figure 18. 
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Figure 18: A Small Portion of the "Formulas Workshe et” 

 

For each variable: 

·  The first column shows the variable's Formula Name.  

·  The second column shows the variable’s Display Name. If the meaning of a variable is unclear, you can 
mouse over its display name and view the Excel Comment which defines it, as in the case of "Contribution 
Margin," shown in Figure 18. 

·  The third column shows the "Dimension Index" that defines in what parts of the domain of the variable the 
formula applies.  

�  Note: Dimensions in ModelSheet can best be understood as a way of segmenting and organizing variables. 
Revenue, for example, can be aggregated along the dimensions of product, geographic location, customer 
segment, sales channel, and time. See Section 3.2.3 “How to Use the Labels Worksheet to Understand 
Variables and Dimensions in the Model” for more information on the use of dimensions in the Model. 

·  The fourth column shows the formulas that compute the values of the variable in relation to other variables, 
rather than in terms of cell addresses. 

It is worthwhile to take a moment to ponder and decipher one of these formulas. In general, these verbal formulas are 
far easier to understand and grasp than formulas based on cell addresses. To take the formula for calculating 
Contribution Margin as an illustration, you can see that it is expressed as a function of Revenue and Variable  
Cost: Revenue-Variable_Cost. 

If you look at the formula for Variable Cost (Variable Name = Variable_Cost), you are given the following: 

·  Data: Var_Cost_per_U*Units, 

which indicates that it is computed from the data input item, Var_Cost_per_U (i.e., unit variable cost) times the 
number of units. 

If you look at the formula for Var_Cost_per_U, you are shown the following: 

·  Data: ifm(Time<=0.01, Var_Cost_per_U_History, Var_Cost_per_U_Plan), 

which roughly translates into the conditional sentence, “If (Plan) Time is less than 0.01, then historical input data for 
unit variable costs, otherwise plan input data for unit variable cost.” 2 

If you open up the History Input Worksheet and open up the “Variable Cost/Unit History Input” section (click on the 
“+” sign) you can see that you enter the historical unit cost data segmented by product and location, as shown in 
Figure 19A.  

                                                      
2  “Time” in the model is partitioned into historical time (which is less than or equal to 0, and plan time, which starts with 1. The 

function “ifm” in ModelSheet is a version of “if” that assumes its conditional never changes in Excel, so Excel shows only the 
result. For example, ifm(A, B, C) shows up in Excel as either B or C depending on whether A is true for false.  
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Figure 19A: Historical Unit Variable Cost Input Dat a 

 

Similarly, if you open up the Plan Input worksheet and the “Variable Cost per Unit – Plan” section of that worksheet, 
you can see that you enter the plan unit cost data segmented by product and location, as shown in Figure 19B.  

Figure 19B: Plan Unit Variable Cost Input Data 

 

�  Note: The areas of the Worksheet in which you can enter data are shaded blue. See Section 4, “How to Enter 
and Edit Data in the Sales Plan Template” for instructions on how to input data into the Model.) 

Expressing variable calculations in terms of other variables, and making the meaning of these variables transparent 
through the use of Excel Comments, help to make the workings of the Model more accessible and understandable, 
notwithstanding its size and complexity. 

3.2.3 How to Use the Labels Worksheet to Understand Variables and Dimensions in the Model 

The “Labels Worksheet” tab is located towards the extreme right of the workbook tabs next to the “Formulas” tab—
see Figure 17. The “Labels Worksheet” is divided into two parts: top and bottom. The top portion displays the Model's 
variables arranged alphabetically by the variables' Formula Names; the bottom portion displays the Model's 
dimensions arranged alphabetically by the dimensions' Formula Names. 

In the top portion of the worksheet, the first column lists the variables alphabetically by Formula Name; the second 
column shows the corresponding variable Display Name, and the third column shows the variables' definitions (the 
same definitions as in the Excel Comments). This tabular presentation of variables and their definitions provides the 
quickest way to get an overview of the Model's contents. Figure 20 shows part of the top portion of the "Labels 
Worksheet”. 
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Figure 20: Top (Variables) Portion of the “Labels W orksheet” 

 

The bottom Portion of the “Labels Worksheet” shows the dimensions used in the Sales Plan Model. Figure 21 shows a 
part of the “Dimensions” portion of the “Labels Worksheet”. Dimensions are a way of segmenting and organizing 
variables. For example, the variable Revenue can be broken out into various dimensions or categories of Revenue: 
Product Revenue, Channel Revenue, Location Revenue, and Customer Segment Revenue. The Dimensions portion of 
the Labels worksheet shows the structure of these various dimensions, how they are rolled up, and what they mean. 
Thus, the Channels dimension is itself split into Direct and Indirect segments; the Locations Dimension is divided into 
three segments (Americas, Asia, and Euro Zone); the Products and Customer Segment dimensions are similarly 
divided.  

Figure 21: Bottom (Dimensions) Portion of the “Labe ls Worksheet” 

 

If looking at the “Variables” portion of the “Labels Worksheet” is the best way to get an overview of the Model’s 
variables and what they mean, examining the “Dimensions” portion of the “Labels Worksheet” is the best way to get 
an overview of how those variables are conceptually organized.  

 

4 How to Enter and Edit Data in the Sales Plan Temp late 

The Sales Plan Template allows you to enter your own data into the Model in order to further tailor the Model to your 
requirements or simply to adapt it to changing circumstances. In order to minimize confusion (so you don't have to 
spend hours searching the entire workbook to find a particular cell), the template allows you to enter data into the 
following worksheets only: 

·  History Input: for historical data (units, list prices, discounts, variable costs) 

·  Plan Input: for plan data (prices, discounts, variable costs) 
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·  Targets: for target/goal adjustments (revenue totals and subtotals by segments) 

·  Regression: for certain regression control parameters (slope, unit growth limits) 

·  Labels: Variable display names, variable definition, and start date 

 

In all cases, the cells that allow data entry are shaded blue, as shown in the Payables portion of the "Inputs 
Worksheet” shown in Figure 12. 

You access worksheets in the Model by clicking on the appropriately labeled tab at the bottom of the workbook, as 
shown in Figure 1.  

Figure 22: Workbook Input Tabs: History Input, Plan  Input, and Targets 

 

Clicking on the “History Input ” Tab, located towards the bottom left corner of the workbook, opens up the History 
Input worksheet, as shown in Figure 23. 

Figure 23: History Input Worksheet: Collapsed View 

 

4.1 How to Enter Data in the “Inputs Worksheets”: Data Entry Tips 

Figure 23 shows the collapsed view of the History Input worksheet, which lists the categories of historical input data. 
Clicking on the "+" sign in the left margin next to a given Input category opens up that category, allowing data to be 
entered for the values of specific variables. Since an Input Data category may contain over 100 rows of data, you need 
to exercise care in opening these categories, as it is easy to be overwhelmed by information. In general you should 
only open one category at a time. Figure 24 shows a portion of the “Revenue History Input “Category, which shows 
the revenue entries segmented by product, geographic location, sales channel, and industry (customer segment). You 
will observe that the “+” sign next to “Revenue History Input” is now a “-“ sign; clicking on the “-“ sign will close the 
section and cause the “+”sign to reappear. 

The Plan Input worksheet is organized in the similar manner. 

In general, you don't have to enter data in input cells that already contain Excel formulas, because the template 
computes default (calculated) values for these cells. You just enter your own values in cells when you want to change 
things going forward and the model will automatically propagate the changes. You don't have to change every cell.  

 



User Guide for Sales Plan  Page 26 of 30 

Copyright © 2010 ModelSheet Software, LLC  

Figure 24: Revenue History Input 

 

Sometimes when you open a category, you will see a list of subcategories pertaining to that category that can also be 
opened as shown in Figure 25 for the “Two-Factor Adjustments” section of the Targets worksheet.  

Figure 25: Targets Worksheet: Two-Factor Adjustment s 

 

 

Clicking on the “+” sign next to a particular subcategory opens up that subcategory, as shown in Figure 26 for the 
“Location-Industry Adjustments” subcategory. 
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Figure 26: Location-Industry Adjustments Subcategor y 

 

4.2 How to Enter Historical Data Using Excel Databases  

In Advanced versions only, you have the option of entering historical data in either of two ways for revenue, sales 
units, prices (and variable costs, if you selected the feature to forecast profit margins). 

·  You can enter historical data in pre-built variable tables on worksheet 'Historical Input'. 

You must enter the rows of data in the order built into the pre-built tables. You must enter any edits to the 
names of products, selling locations, channels and customer industries only on worksheet 'Labels'. This is 
usually the more convenient method for small data sets, and it is the only method supported in the Standard 
version of the template.  

·  You can enter historical data on separate database worksheets, one each for revenue, sales units, prices (and 
variable costs, if you selected the feature to forecast profit margins). 

These databases make it easier to enter large sets of data. For example, the records (rows defined by 'key 
fields' such as product names, channel names) can be in arbitrary order, and each table gets its own worksheet. 
You must enter any edits to the names of products, selling locations, channels and customer industries on 
worksheet 'Labels' and on the database worksheets. 

When you use the database feature, you can represent each dimension in the database with one column of data. If you 
your have hierarchical dimensions (example: dimension 'Location' can have two levels called "state" and "city"), then 
you have two choices as to how to represent that dimension in the database.  

·  If a dimension has leaf items with unique names, then you can represent that dimension in the database by one 
field (column) of leaf names of that dimension. 

·  If a dimension has non-identical leaves with identical names, then you can represent that dimension in the 
database by one field (column) of names that are composites of the names of the different levels in the 
dimensions. Example, for dimension 'Locations': If your Location dimension have levels 'State" and 'City' and 
it includes the locations 'MA, Arlington', 'TX Arlington' and 'VA Arlington', then you can use one column of 
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names of the form "statename, cityname" (including the comma and space between state and city) to represent 
that dimension in the database. 

The Excel workbook generated from the model includes a switch for each dimension (Products, Locations, Channels, 
Industries) to indicate which of these two way you will use to represent that dimension in the databases. You can 
include the other levels of the dimension in separate fields (columns) of the database (and with different field name of 
course), but these additional fields will not be used in the model. 

4.3 How to Edit Display Names, Comments, and the Model Start Date in the “Labels Worksheet”  

You can change or edit the contents of any of the shaded cells in the "Labels Worksheet” to facilitate the overall 
readability of the Model’s worksheets and enhance the understandability and accessibility of the Model and its 
reports. 

·  You can change the display name of any variable, dimension or dimension item: These changes will propagate 
throughout the workbook automatically. Changes in a display name are generally made to make the name 
more readable or meaningful. Sometimes, however, you might change the display name of a variable to more 
closely match the variable formula name. Provided the sacrifice in readability and intuitiveness is small, the 
greater the congruence between the display and the formula names, the easier it is to understand the model.  

·  You can change the model start date located at the top of the worksheet. The new start date propagates 
throughout the model, including formulas and date labels. This feature greatly extends the useful life of your 
template. 

�  Note: We recommend that you change the model start date by a whole number of the largest time periods in 
your model. For example, if the basic time grain of your model is quarters, then change the model start date by 
a whole number of quarters. If your model contains annual sums, then change the model start date by a whole 
number of years, so the annual sums continue to function correctly.  

·  You can change the text of a comment associated with any variable or dimension. These new changes will 
NOT propagate through the workbook, so the "floating" Excel Comments in the worksheets will remain the 
same as before, because Excel provides no means change the comments automatically. HOWEVER, you can 
submit the edited “Labels Worksheet” to ModelSheet and receive a new template in which the altered 
comments ARE reflected in the Excel Comments. (The changes in the display names will be reflected in the 
new template as well.) 

Being able to change the display names in one place and have the changes propagate throughout the Model is a very 
useful and desirable capability because it facilitates and enhances the understandability and usability of the model. 

4.4 Note on Times to Open Excel Workbooks 

The first time you open a large Excel workbook generated by ModelSheet, it may take a few minutes. If you save the 
workbook in the native file format for your version of Excel (xls for Excel 2003, xlsx for Excel 2007 and 2010), then 
the second time you open it, it usually opens much faster. 

4.5 Note on Excel Error Codes in Templates without Data 

New Excel templates with blank or zero input values often display Excel error codes in some cells that are due to the 
blank or zero values in input cells. Entering reasonable nonzero data into the template input cells will usually make 
these error codes disappear. If you have entered reasonable data into your template, and the Excel error codes persist, 
then there could be a problem with your input data, or you may have encountered a bug in the template. If this occurs, 
please check your data for obvious problem; if the problem persists, please contact us at 
customerservice@modelsheetsoft.com . 

 

5 Appendix: Summary of Computations 

This is a brief summary of how the model computes the sales plan. 

5.1 Compute the Sales Plan from History Without Using Managers' Plan Targets 

1. You provide sales units history (on worksheet 'History Input') for every product-market segment.  
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2. The model computes the straight line of best fit through the sales units history data for each segment. The 
model extrapolates this straight line to predict sales units in the plan time range (found on worksheet 'Sales 
Plan'). (Details: The model will not allow rates of growth of sales units to be larger or smaller than set limits 
in the model. The model ignores initial zero values in sales units history when computing the straight line of 
best fit.)  

3. You provide revenue history data and list price history data (both on worksheet 'History Input') for each 
product-market segment.  

4. The model uses this data to compute the average price and price discount percentage in each product-market 
segment in each history time period. The model uses the list prices and the price discount percents in the last 
historical time period as default assumptions for the list price and price discount percents in all plan time 
periods (found on worksheet 'Plan Input').  

5. You can override the default list prices and price discount percents for plan time periods by entering new 
values (on worksheet 'Plan Input'). 

6. The model computes the revenue plan (found on worksheet 'Sales Plan') for each product-market segment for 
each time period in the plan time range by multiplying the sales units plan times the list price plan times the 
price discount percent plan. 

At this point, you have a plan for sales units, list prices, price discount percentages, and revenues that is 100% 
internally consistent. However, this preliminary sales plan blindly extrapolates the trends in the historical data without 
regard to changes in markets competition, economic conditions, and product improvements.  

5.2 Adjust the Sales Plan Using Managers' Revenue Targets 

1. You may (but you need not) enter managers' revenue targets for total revenue, for each product, each sales 
location, each sales channel, each industry. If you chose to include in your model revenue targets for some 
"two-factor segments" (such as product-location, or location-industry), they you may fill in managers' targets 
for those segments too (all on worksheet 'Targets').  

2. The model computes suggested adjustment factors for each segment that can have a managers' revenue target 
(found on worksheet 'Targets'). 

3. You enter new adjustment factors (on worksheet 'Targets') for any segments whose revenue plans you want to 
change to better match managers' revenue targets. A good choice is to use the suggested adjustment factors.  

4. The model adjusts the sales plan for each small product-market segment so that the revenue plan for the 
segments that have managers' revenue targets can better match those revenue targets.  

At this point, you have a plan for sales units, list prices, price discount percentages, and revenues that is 100% 
internally consistent. The plan matches managers' revenue targets reasonably well for those segments where you 
entered targets. The sales history data determines relative sizes and growth rates of smaller segments in a realistic 
way, without any humans having to enter inputs about the smaller segments.  

5.3 New Products  

So far we have ignored new products. "New Products" are defined as products that begin selling during the sales plan 
time range. The sales history for a new product is all zeros, so the process outlined above will yield a sales plan that is 
all zeros.  

When you customized your Sales Plan model (Advanced versions only), you specified a maximum number of new 
products to include. To specify that a new product with a nonzero sales plan, 

1. You enter the name of each new product (on worksheet 'Plan Input', in the section 'New Products').  

2. You enter the name of an existing (not new) product that is a "model product" for how to divide sales of the 
new product across sales locations, channels, and industries.  

3. You enter the time period in which the sales of the new product will commence, expressed as a whole number 
for the time period in the sales plan time range.  
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4. You enter the sales units in the initial selling time period and the rate of increase of sales units per time 
period. 

5. The model replaces the zero sales plan for the new product  

 

6 License Terms 

You may use this Model(s) or Template(s) and any derivative works in the work of your firm, employer and one client 
or associate. You may not use, sell or transfer the Model(s) or Template(s) for the operation or analysis of an 
organization that is not your firm, your client or your employer or your associates. For a full description of License 
terms, see the license agreement on our website at: 
http://templates.modelsheetsoft.com/ModelSheetTemplates/template-end-user-license-agreement.pdf.aspx 

 

Please address queries to: customerservice@modelsheetsoft.com .  
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