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Dimensions BI
Dimensions Overview

Below you will find the function of the buttons and drop 
down boxes in Dimensions

Lost Accounts:

Select View: Customer Base
Run Report

a. Click on drill down box and select ‘Lost Accounts’
b. Click on the top underlined month on the left.

This shows customers who were active but have not bought in the last 3 months.

Lost piece of business:

Select View: Market Analysis
Run Report

a. Click on Sales to the right of any Category

b

a

This shows all customers who have bought something in this category in the last year.

a
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DIMENSIONS

  b. Click ‘Have Not Purchased In’ and choose ‘Last 4 months’ to see potentially lost category business.

This will list the customers who have not purchased from this category of business in the last 4 months. 

b

Discovering Margin Leaks
1) Let’s start with Sales Class to find which Sales Class you are losing profit by low margins.

a. Select View: Sales Activity
b. Select Dimension: Sales Class (Leave set to All Sales Classes)
c. Change Cost to Rebate Cost (Reps are restricted to Comm Cost)
d. Change Period to Yearly
e. Run Report: This will give you YTD this year vs YTD last year thru the last complete month.

    a                 b                                         c    d             e

Discovery: If your ‘A accts’ Margin is down I want to look for a couple of reasons:

 1. Have you added new large volume, low margin accts? If so, I’m ok.
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 2. Have you added new high volume, low margin item categories to existing accts? If so, I’m still ok. 
 3. Have you had to adjust pricing on a few accts to keep the business? If so, I don’t like it but I may 
have to understand it for a while. 
 4. Have you neglected to pass on supplier increases? If so. Not acceptable.

Is your ‘A accts’ Margin down? (look at GP% at the far right. Is Var a negative number?) If yes.

a. Click on the drill down box, select Sales Reps  and then click on A at the far left.

a

Click on Var at the far right to sort descending. Click Var again to sort ascending which will put your 
Reps with margin leaks at the top. (Keep in mind you are still looking at A acct business.) 

b. Click the drill down box, select Customers and then click on an offending Rep at the far left.

b

Look for any new customers that may bring with them a lower, but still acceptable, margin. They 
bring down the average but the potential volume might be worth it. Click twice on Var at the far right 
again to bring the offending Customers to the top.

c. Click the drill down box, select ItemSubCategories and then click on a Customer name

c
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 Look for new SubCat business that naturally brings a lower margin (paper). Understand that this is 
bringing down the average but also filling the truck.

d. Click on the drill down box, select Items, and then click on a SubCat that you have lost Margin with 
this Customer.

d

This is also a good place to see that you are getting 30% on one Liner and only 12% on another???.
etc. 

Looking at C & D accts I would use the same navigation as above except, once I get to the Custom-
er level, I would sort on the CY under GP%. This will show you which customers have unacceptable 
margins, regardless if it is up or down from last year.

2) Lets start with Suppliers to identify different ways of finding margin leaks: 

A. You may have had a recent cost increase that has not been passed on to certain 
customers:

a. Select View: Sales Activity
b. Select Dimension: Supplier Name (Leave set to All Suppliers)
c. Change Cost to Rebate Cost (Reps are restricted to Comm Cost)
d. Change Period to Yearly
e. Run Report

Find Items with unacceptable margins.

    a                 b                                         c    d             e
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Click on the column header Var at the far right twice (This will put your suppliers with margin leaks at 
the top)

f. Click on the Drill Down box, select Customer, and then click on a leaky supplier (preferably one 
that has recently raised prices).

f

This will list all the customers who purchase this supplier’s items, identify the customers who have a 
negative Var and determine if your cost increase has been passed on.

B. You may need help finding sub-categories to negotiate pricing with your suppliers? 

a. Select View: Sales Activity
b. Select Dimension: Supplier Name (Leave set to All Suppliers)
c. Change Cost to Rebate Cost (Reps are restricted to Comm Cost)
d. Change Period to Yearly
e. Run Report

    a                 b                                         c    d             e

f

Click on the column header Var at the far right twice (This will put your suppliers with margin leaks at 
the top)

f. Click on the Drill Down box, select ItemSubCategory, and then click on a leaky supplier.

This data will help you be specific in your negotiations with a leaky supplier for better pricing. Start 
with into-stock and then go to rebate pricing if applicable. You will soon discover how important you 
are to your supplier.
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DIMENSIONS

C. You may need more training/field support with a Sales Rep or 2 to justify item pricing:

a. Select View: Sales Activity
b. Select Dimension: Supplier Name and choose a supplier from the drop down box
c. Select Dimension: SalesRep (Leave set to All Sales Reps)
d. Change Cost to Rebate Cost (Reps are restricted to Comm Cost)
e. Change Period to Yearly
f. Run Report

    a                 b                  c                     d    e              f

This view will not only show you margin problems, it will also point out the reps who are not 
supporting the line.

Drill down to Customer to get a target list for each Rep and share it with your supplier rep.

As a sanity check for all discoveries above, I would check yourself against the average margins in 
the Benchmarks Group - Before you can do this analysis you must first map your Item Categories to 
the Benchmarks Categories: Please refer to pg 6 of Dimensions Training Guide

Once you have mapped your Item Categories then run the following report:

a. Select View: Sales Activity
b. Change Period to Yearly
c. Run Report

    a                                                                  b              c
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d. Click on the Drill Down box, select BMCategories, and then click on the most current year

d

The first 2 columns of data shows your (Company) % of total sales next to that of the Benchmarks 
average (Bmark). 

The next 2 columns compare your Margin to the Benchmarks Average.

If your Sales % is high and your Margin is low: you just might be “buying the business” and/or leav-
ing money on the table. 

If the reverse is true: you might not be competitive with you current pricing strategy. 

If both are low: I would look to my supplier for help. 

If both are high: you have a niche.leverage it.
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DIMENSIONS

Moving Margins in a Positive Direction (1)

We have come up with a strategy and implementation plan to address, and move margins in a posi-
tive direction. We have chosen a medium impact / low risk approach. The following guidelines will 
focus on small accounts and items that are not normally “shopped” (as opposed to the high impact 
/ high risk strategy of trying to raise paper prices to “A Accounts”). We are also aware that different 
market segments might command different price ranges, inherently.

So your mission should you choose to accept is to identify customer product prices that fall below 
the average (for the Market Group they fall in and the size account they are).and adjust them up to 
the average. The advantage you have is that Dimensions allows you to cross dimensions (Market 
Group and Sales Class) to quickly arrive at the strategic average and not rely on the average across 
all customers.

a. Select View: Strategic Pricing 
b. You must Select Dimension: Market Group, choose Contractors
c. You must Select Dimension: Sales Class, choose D
d. Run Report

This View shows Sales, GP and GP% (currently) for D Contractors. Then you see how much GP you 
could add by raising prices for D Contractors to Market Value (GP Gain) and how many points you 
would add (GP% Gain)

e. Click the Drill Down box, select Customer and click on D on the left. This will give you a list of cus-
tomers to within Class D Contractors who have potential margin gain.

a b c d

e
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f

f. Click on the Drill Down box, select Items and click on a Customer on the left.

Now you see Items and Market Price (average price paid for each item by D Contractors) only if the 
Last Price paid by the Customer is less than Market Price. Raise these prices to match Market Price.

Note: click on GP Gain or GP% Gain to sort and bring items with most potential to the top.

g. Click the Blue Back Arrow and do it again for another Customer.

g

Variation: If you would like to see gain for each SalesRep; choose SalesRep in the drill down box 
instead of Customer(step e) and now you can drill down to Customers per SalesRep.
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DIMENSIONS

Moving Margins in a Positive Direction (2)

a. Select View: Market Analysis 
b. Select Dimension: Market Group, choose Churches
c. Select Dimension: Sales Class, choose D
d. Select Dimension: Item Category, choose Chemicals
e. Run Report

f. Change “Categories” in the drop down box to the left of “Select Top:” to “Items”

This view shows the top 10 Chemical items that your D Class Churches buy from you. You could 
broaden the list to 20 if you would like. The larger the list the more work you add to the project and 
you receive diminishing return the farther you go down the list. It is also possible that an item with 
minimal sales is so because your pricing is too high. Top 10 ensures that you are choosing popular 
items to the selected market segment and pointing to fair market value for the customer size.

g. Starting with the first item listed, note the Avg Price, then click Sales. 

g

a b c d e

f

This will list the D Class Churches who have bought this item from you during the date range. 
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h. Click on the column header Avg Price to sort descending.

Print this view (or save to Excel). Draw a line beneath the value at, or just greater than, the Avg 
Price from the previous page. All prices for customers below the line are outliers and should be 
raised to equal the Avg Price.

i. Click the back arrow, change “Categories” to “Items” again and repeat for the next item.

After you have gone through this list you may go up to the Blue Bar and change Sales Class D to 
C, or change Churches to another Market Group by clicking on the drop down box.

Variation: You may want use the timing of supplier cost increases. In the third Dimension Selection 
use Supplier (instead of Item Category) and pick one that has raised prices.

h

i
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DIMENSIONS

Who Isn’t Buying That Should Be?:

a. Select View: Market Analysis
b. Select Dimension: Market Group and choose ‘Health Care’
c. Select Dimension: Item Category and choose ‘Chemicals’
d. Run Report
e. Change ‘Categories’ to ‘Items’

e. Change ‘Categories’ to ‘Items’

This shows the Top 10 chemical items you sell to health care customers. (You can change to the 
Top 20, 50, 100 or 1000.)

It also shows Average Price paid by this group.

f. Click on NoSales to the right of an item.

a b c d

e

f

This will show your health care accounts who are not buying this item from you.
So now you have a target list, items that are very popular with customers just like them and a fair 
price. low hanging fruit.
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Create Market Specific Catalogs

 If you have JM Catalogs, you have a very powerful tool at your disposal. Use it to create a market 
specific catalog and you can quickly make a very positive impression on your customer. The impres-
sion will be something like: we know who you are; we know your challenges; we can help you with 
your challenges because we have relationships with many who share the same challenges; and we 
have products designed specifically for you needs. If designed right, this catalog will also guide your 
sales rep through a very organized presentation while highlighting your most profitable offerings.

You probably already recognize the value here but also recognize that there is a fair amount of work 
involved. So you intend to build one next month.when you will have more free time.

Firstly, JM makes the project way easier than you might think. Secondly, by far, the most difficult part 
of the task is getting started. “I want to make this perfect and I’m not sure what that means.” Don’t let 
perfect stand in the way of good. I have forced a few distributors to get started and we have found 
some Dimensions techniques that make it fun and easy to get started. The fun part is discovering, or 
confirming, aspects of your Sales Groups, Item Categories, Suppliers and Items that make it clear to 
feature these and leave those out.

So let’s get started.

a. Select View: Sales Activity
b. Select Dimension: Market Group Choose (All Market Groups)
c. Change Avg Cost to Rebate Cost
d. Change Monthly to Last 12 Months
e. Run Report

a b c d e

f
g
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This will help you identify the Item Categories which should receive the most prominent placement in 
your catalog. Remember that $GP is one indicator of Market acceptance of your offerings but not the 
only one. There may be some specialty items that are specific to Health Care that might not be high 
volume but are great impulse buys (micro fibre for example). Feature them. 

Once you have your arms around the rough design, decide which suppliers in each category you 
want to promote.

h. Click on the Drill Down box and choose: SupplierName and then Click on Chemicals

h

f. Click on CY under the GP column header. This sort will put your highest $GP producers at the top. I 
would look to the top several on the list with an eye towards GP%. High $GP and high GP% 
defines a niche that I would like to leverage. Although you may want to choose a Market that you are 
under performing in due to lack of attention.

g.  Click on the Drill Down box and choose: Item Category and then Click on the underlined Market-
Group to the left that you have chosen to focus on.

f
g
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i. Again click on CY under the GP column header

i

Again look for the top producers with good margins. Decide which suppliers should be featured and 
which will not be represented in the catalog. At this point I would be remiss if I didn’t encourage you 
to promote the supplier with which you have that great relationship and field support to help you 
focus on the selected market. First ask, “Are their items strategic to the Market you have chosen?” 
If yes, and if that supplier is not high on the margin list it is a perfect time to let them know that you 
would like to place their items prominently in your Catalog but we need to put a strategy in place to 
increase margins.

Using what you have learned, or confirmed, select the Item Categories, Suppliers and Items to fill 
the catalog and sequence them according to their relative importance to the Market and to your 
profitability.
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a b c d

e

This shows the top 10 Chemical Items Health Care customers buy from you. Choose those you 
will feature with an icon that represents “Items that Health Care providers prefer”. Don’t forget to 
feature Green items and New items in the same fashion. 

Finishing touches:

Use some photos of facilities to enhance the customization.
Add some cleaning tips/industry stats to solidify your image that you know this market’s challeng-
es and you really do want to help. Your suppliers’ web sites and ISSA have plenty to work with.

Printing:

To create the best image possible and have your catalogs printed in short runs economically, 
contact Chad Brown at chad@88graphics.com or visit 88graphics.com. He can also help you with 
options available with JM Catalog Creator. 

Using Market Specific Items

a. Select View: Market Analysis
b. Select Dimension: Market Group and choose: Health Care
c. Select Dimension: Item Category and choose: Chemicals
d. Run Report
e. Change Categories to Items
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Market Penetration by Supplier

 a. Select View: Sales Activity
 b. Select Dimension: SupplierName and choose one
 c. Select Dimension: MarketGroup and choose a MarketGroup
 d. Select Dimension: SalesRep and choose (All Sales Reps)
 e. Choose Comm Cost, Yearly
 f. Run Report

This will tell you which reps are supporting this line in this market and which are not, which need 
field support and which need training.  

g. You can then drill to the Customer level by choosing Customer in the drill down box and clicking 
on a specific Sales Rep and now you have a target list of customers per Sales Rep.

a b c d e f

g
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Rep Homework

Helping your reps focus on there customers in a certain market group.

a. Select View: Sales Activity
b. Select Dimension: SalesRep and choose one
c. Select Dimension: SalesGroup  and leave the selection (All Sales Groups)
d. Choose Comm Cost, choose Last 12 months
e. Run Report
f. Email the report (or print it) and ask the Rep to get back to you (by the end of the week) with the 
markets that he/she would like to focus on the next 3 months.

Repeat steps a thru f from above when the Rep gets back to you and then:

g. Click on the Drill Down Box and select “Customer” and click on a Market Group the Rep
suggested
   
Print the list of customers and ask the Rep to get back to you with a game plan by customer paying 
particular attention to growth, GP margin and Avg GP per Order.

a b c d e f

g
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Glossary of Terms

Comm Cost - includes published cost factor and rebate.
Publish Cost- includes published cost factor but not rebates.
Rebate Cost - uses rebate cost if the Cprod has one, average cost if not.
SalesRep - displays history for accounts while assigned to the selected Rep.
CustSalesRep - follows the customer’s history even if it was assigned to a different Rep previously.
Total Accounts - counts all customers set up in your data base.
New Accounts - counts customers with the first sale date last month.
Active Accounts - counts customers who have bought something in the last 3 months.
Lost Accounts - counts customers who have fallen inactive. By definition: they have not purchased in the 
last 3 months but they did buy something the month before that.
Regained Accounts - counts customers that were inactive but then bought something in the last month.
Valuation = Stock Level times Average Cost
12 Month GP = Gross Profit total for the past 12 months (at Average Cost unless you selected Rebate Cost 
in the Blue Bar. Then it uses Rebate, if there is one, Average if not)
MOH: Months on Hand = Current Valuation divided by Cost of Goods Sold (average for the past 2 months)
Fill Rate by Line = % of lines filled complete
GMROI: Gross Margin Return on Investment = Total Gross Profit for the past 12 months divided by aver-
age inventory valuation over the same period. Keep in mind that this is a measure of Gross Margin return 
and does not factor in cost of purchasing, handling, warehousing, or order processing. It is highly valuable 
as a comparison between dimensions (Paper vs. Chemicals, Items vs. Machines vs. Parts, Supplier vs. Sup-
plier, etc.).
MOH Bmark - Months on Hand average for the Benchmarks group
CY - Current Year
PY - Prior Year
Var - The percentage change from Prior Year to Current Year
Bmark - The average of all distributors in the Benchmarks group
Fill Rate by Line - Lines filled complete as a % of total lines (This metric uses stock items only)
Fill Rate by Order - Orders filled complete as % of total orders
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