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AGENCY OPERATIONS METRICS




The Metrics of Me
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The Metrics of Me

hours of sleep hours in dance class hours cooking hours commuting
per night each week each week each week



The Metrics of Me

Where I've spent my life:

© Milwaukee, WI @ Janesville, WI © Bourges, France © Paris, France @ Chicago, IL



The Metrics of Me

50% 1/3rd

| have 2 children Married vs the time of my career
girl & boy I've known him at Bluespark
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Context Matters

BUT FIRST, ALITTLE CO
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Bluespark

* Founded in 2009
» Current team size of 20 people,
iIn-house design & development

- Time & Materials billing
« Growth of 61% in terms of revenue and

50% team size since 2015
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Let's Take it Back to 2015
Drupalcon LA

- Party time!
- Excellent!
+ Schwing!
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PERFORMANCE METRICS -

"SPREADSHEETS:" |
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Sean Larkin’s Talk:
“Scaling Your Business Starts with the Right Spreadsheets: Performance Metrics”

ThinkShout

' Sean Larkin
- Founder/Former CEO
ThinkShout



https://events.drupal.org/losangeles2015/sessions/scaling-your-business-starts-right-spreadsheets-performance-metrics

Billable Hours Matrix

Billable Hours Matrix - Template (=
File Edit View Insent Data Tools Help
- /C1@
A 8 C v E F G H | J K L M N 0 P Q R

1 Targets/Assumptions (Blue colls contain inputs that could be adjusted)
2 Montly costs ¥100,000
3 Target o¥octve

Diing rate F100 << Trhe calculatons bolow assume af chenl.reated Mours are counted as Diadle, and that "unbdable” nours smply aect ths rale
4 Hours per woek &0
5
& Weekly hours allocations
7 Maximum Utilization Realstic Utilizaticn

Baatio Clantsales Adational Mgmt Total
utilization | Unbillabl | Bilable unbillable Presemtatbon Team lunches | Additional 08 | Blogging. sales |undirected, respons®d | cadillable Bilable utilizaticon

St Position Wily bvs | rate ohrs hrs PTO travol prep Conferoncos | & sprints contridsutions | & markating unbifable hrs | ilitles L) Bilkable hrs rate
9 Carol Brady Dosigner 40 5% 6 M 48 0.6 0.2 0.6 17 08 08 ) 0 14.10 256 6%
0 MarcaBady |Engnoer 40 8% 6 M 48 0.0 02 0.6 1.7 08 08 ) 0 1348 265 5%
1 CnoyBrogy Enginoer 40 8% 6 M 46 0.0 0.2 0.6 1.7 0% 08 s 0 1348 268 5%
12 Cousin Ofwer | Enginoer 40 BY% 6 M 48 0.0 02 0.6 17 08 08 ) 0 1342 268 050
3 Grog Brady Tremer 40 8% 6 3 46 0.0 02 0.6 1.7 20 08 ) 0 14 68 250 6%
M Asce Neison Themer 40 8% 6 L 46 0.0 02 06 1.7 058 09 s 0 13.42 268 65%
15 SamFrankn Junor Engneer 40 8% 8 k73 46 0.0 0.0 06 1.7 0s 0.0 s 0 1240 2786 3%
16 MicBosy Sevor Engneer 40 T5% 10 0 48 0.0 02 0.6 1.7 40 09 B 0 16.98 230 L3
17 Peter Braty Prooct Marager 40 T0% 12 z 48 0.0 01 1.3 1.7 00 09 75 0 16.12 239 60%
18 At Owers | Prooct Maneger 40 T0% 12 2 48 0.0 o1 1.3 1.7 00 09 75 0 16.12 239 0%
19 Jan Beady Statogst 40 60% 18 24 48 12 03 08 1.7 05 21 5 1 17.17 228 5%
20 Bobiy Beady Saes Marager 40 o% 40 0 48 0.0 0.0 0.0 1.7 00 27 0 1 nw 00 0%
21 Davy Jores Oooratons Manager 40 0% 40 0 48 0.0 0.0 0.0 1.7 00 7 0 1 nw 00 0%
22 Budey Hien el Sugoo a0 o% 40 0 48 0.0 0.0 0.0 1.7 00 27 0 1 nw 00 0%
22 2% 348 28177 w2
4
25 Revenue projections with current team configuration Additional findings with current team configuration
% Weonly Monthly | Anesally Woakly Monthly Anesally
27 Max revorue FMB00| ¥348.700| ¥1.799.200 Team inches & sprints (hvs) 234 0.7 1,200
28 Max proft FN44|  H8700|  T585.380 Addtonal OS5 controusors 99 0.9 454 0
29 Maxpeofit

margn IXe Clort'salos ndiad0 Yavel 18 LA ] 960
0 Realste Presentation prep,

revoruo 27823 ¥N9640| 1446810 conterances, blogg ng. sAm 1nae 505.0 65,1566
n Realstc proft Je 5068 #19.640 J235 684 Roalstc pFabio Fowrs 2782 19064 14,468 1 | << Usefy ‘or chooking RA sproadshoel. This is our “welooty”™ on chont work.
32 Reatste proft

margn "ws Bladle Wizaton - 3 st 0%
n

1000 more rows at bottom
Mechanics 2015 hourslrevenue targets ~ 2015 profit targets ~ 2015 sales targets ~

Set your rate and expenses and see
their effect of profit

Plan for maximum billable utilization
Plan for realistic billable utilization
Comparisons in terms of revenue, profit
and hours of realistic to maximum

Plan for team growth

Plan for events, absences and effect on
revenue in a given month



- Under Contract - Template
File Edit View Insert Data Tools Help
All Contracts and Opportunibes
A B C
All Contracts and Opportunities
Client
code Client name Contract ID
BOS Boston Red¢ Sox 0S.M01.506.C00 FeatureDev
CAL Calforra Ange's CALMO1.501.C00 Discovery
CHC Chicago Cubs CHC M01.502,C02 Mapping_Feature
DET Detron Tigers DETM01.S02.C00.FeaturaDey
STL St Lous Cardingls STL.MOZ.502 CO0 Support
TOR Toronto Blue Jays SEAM02.502 CO0,Support
DET Detront Tigers DETMO01.S01.C00.Dscovery
NYY New York Yankees NYY.M02.502.C00 . Support
LAD Los Angeles Dodgers LAD Webste Redesign
OAX Oakland Athletics OAK Redesign Discovery Phase
SEA Seattie Marners SEA CRM Implementation
FLA Florida Maring FLA Redesgn
— All Contracts/Proposals Summary ~ Active Projects ~

Support Work ~

D E F
Contract/
Proposal Harvest
URL URL Type

MpJlaxasy hips Udeups' SO

npJlaxary hips Fdeupal SO
so ilexam hitos Sideucal SUI
hetoutexamy hitps Sdrupal SLX
pitpdfexam hios Udrupal SO
Mg Nexamy hitos Udruogl SUI
bttpllexam hitos lidupa PR
bt fexam hitos Sidrupal PR
pito examy hitosSideupal PRY
Pito Mexamy hitos lidrupa PR

Sales Pipeline ~

G H
Status AM
A ave "l.!\
ATV 8o
Actve AA
Actve AA
Actve AA
At AA
Comple AA
Comple AA
In sale: B8
In sales B8
In sale: B8
Lost B8

Variables ~

PM

XX

SRS 3 |3 %X 3 303

Under Contract

J K
%to Date
close Won/Closed
100%
100%
100% &82018
100%
100% V2015
100% 4172018
100%
100% 11172014
75%
25%
50%
0% 5172015

I
L M N O
Completion Contract Contracted
Start date date value billing rate

107302015 #33,000 #110
3172015 75 600 7110
172018 #10.500 #1058
#10,000 ¥100
4172015 3312016 11,400 7195
§1/2018 41302016 #12,000 ¥100
¥4,500 ¥30
2172014 312015 ¥4 800 780
¥161,000 ¥118
¥5,500 #110
755,000 7110
755,000 7110

¥0

0

70

¥0

0

70

¥0

¥0

70

70

¥0

70

70

Bilable hrs
under
contract

300.0
60.0
100.0
100.0
120.0
1200
50.0
60.0
1400.0
50.0

5000

Unbillable
hrs under
contract

e o o

Max velocity
(Monthly hrs

cap)

Current work runway

Sales pipeline

Calculates value and timeline for
existing portfolio

Calculates future workload based on
likelihood to close of sales pipeline



Adaptations Billable Hours Matrix

- Potential revenue per role (at
reasonable billable rate)

* Revenue, profit and margin at
different utilization rates

* Booked vs Capacity comparison
with monthly and annual sales
targets




Adaptations to Under Contract

Under contract was a runway and
pipeline tool in the original spreadsheet.
My adaptations make it more of an
operations tool.

From view of current and potential client
work, to a detailed planning document
that combines project health, team
utilization and schedules, with revenue
projections and comparisons to actuals
From Under contract to MEGASHEET




Megasheet

Actuals

Utilization rate

Value of all current accounts

Timeline and budget of all current accounts
Velocity needed to complete projects on
time

Remaining budget on projects

Projected work for the year

Projected revenue for the year

é

C | & Secure | https://docs.google.com/spreadsheets/d/1FORnelNjLv-g8uLoHThcn-03615-kOboC5e3Y4qUngg/edit#gid:

Project Megasheet 2018 - Template

File Edit View

Y ~ 100% -~

All Projects

A

Data Tools

® Viewonly -~

All Projects

Client code Year

NYC
LA
CHI
HOU
PNX
PHI
SANA
SAND
DAL
SANJ
AUS
JAC

2018
2018
2018
2018
2018
2018
2018
2018
2018
2018
2018
2018

Project

New York City Site Redesign
Los Angeles Site Redesign
Chicago Site Redesign
Houston Site Redesign
Phoenix Ongoing Retainer
Philadelphia Ongoing Retainer
San Antonio Ongoing retainer
San Diego Maintenance
Dallas Maintenance

San Jose Maintenance
Austin Maintenance

Jacksonville Maintenance

All Contracts/Proposals 2018 Projections ~

&
Help
» F G
Type  Status
SO Active
SO Active
SO Active
SO Active
RE’ Active
RE’ Active
RE’ Active
MAI Active
MAJ Active
MAI Active
MAJ Active
MAI Active
2018 Actuals ~

H
AM PM
GK SH
GK SH
GK SH
GK SH
GK SH
GK SH
GK BN
MG BN
MG BN
MG BN
MG BN
MR BN
Variables ~

Prima
ry

SW
MJ
SW
SW
Sy'
BD
MJ
RJ
RJ
MV
EB
™

% to
close

100%
100%
100%
100%
100%
100%
100%

85%
100%
100%
100%
100%

M N

12

TIMELINE

Date
Won/Closed

12/10/2017
1/24/2018
1/30/2017

3/1/2017

V)
Today's Project Cc
date Start date da

4/10/2018 1/10/2018
4/10/2018 2/1/2018
4/10/2018 3/1/2018
4/10/2018 5/1/2018
4/10/2018
4/10/2018
4/10/2018
4/10/2018
4/10/2018
4/10/2018
4/10/2018
4/10/2018



h Project Megasheet 2018 - Template
:

fe Edt View Data Tools Help

Megasheet o O

— + |All Contracts ]

@
S

2018 Jacksonwie Mainterance MA

2018 New York City Site Redesign so Actve GK SH SW 100% 12/10:20
° W . I | t t f' t u b b I t I t R R 2018 Los Angeles Site Redesign SO Actve GK SH MJ 100%
Priva
Il My current team contiguration pe anie 10 compiete ancnte e o e s aa o 2018 Cricago S10 Redosin SO A Ok SH Sw 100
NY: 2018 N « Oty s s tve G s o .
. O e Ty gt = = 2018 Houston Ste Redesign SO'  Actve GK SH Sw 100%
. > LA 2018 Los Argeies Reces - SO Astve ox &
th e WO rk We h ave I I n ed u ') ¢ CH 2018 Crcags Ste Redesgn SO Amve GK M 2018 Pnoenix Ongoing Retaner RE Acive GK SH Sy' 100%
" L 2018 Houston S99 Redesg SO Amwe X W 2018 Pniadeiphia Ongoing Retainor RE Active GK SH B0 100%
8 ULDS 2018 Proera Ongorg Retare RE Astve o ™ Sy ) , =
. . . 9 POGA 2018 Pracepna Ongeng Ruts ner RE Asve oK e 20 F 2018 SJ'\ Antono &QO-_['g retainer RE Act GK B'l MJ 100%
« Howm any peop le do | need to assi gn to this project to L E o e N T 28 S Dnio Rsmmenence S P o i Py e
1" UCCS 2018 a1 Dogo Marteerce MA  Acve w = W * 2018 Dallas Maintenance MA Active MG 8N RJ 100%
12 AAS 2018 e 23] MA Actve w = R L
. . 13 UCLA 2018 S0 Joss Monserance NMA Adve MG BV W e 2018 San Jose Maintenance MA Actve MG BN MV 100%
COI I l |ete It O n tl I I le ? w DEP 2018 Austn Martonarce NA  Actwe ws v s 2018 Austn Maintenance MA Actve MG (L5 EB 100%
- % DUKE 2018 Jotasore e Mamter e WA Actve
= Acive
e

* Do | need to hire?

- How much available capacity does my team have?

* How utilized is my team?

* How did my team perform last month compared to
projections?

* How much revenue will my company bring in in future
guarters with current signed portfolio?

» How much additional sales do | need to close to bill at
capacity in future quarters?




M2 =20
Links! (This screen is small...) @ %%Ug]@@i
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The Megasheet N oY
https://bit.ly/2q|IDOZ '

Billable Hours Matrix 2.0
https://bit.ly/2qoxJXI



https://bit.ly/2qjlDOZ
https://docs.google.com/spreadsheets/d/1FORnelNjLv-g8uLoHThcn-036l5-kOboC5e3Y4qUngg/edit#gid=895684847
https://bit.ly/2qoxJXl
https://docs.google.com/spreadsheets/d/15BT9O10EDjh3iRrDHm1dunfscyoSdaOAJxC8qLbzVoU/edit#gid=2112799443

Tips for Implementing

Start small
Adapt and evolve over time
Share it




Thank You!
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The Megasheet
https://bit.ly/29jIDOZ

Billable Hours Matrix 2.0
https://bit.ly/2goxJXI

YW @bluesparklabs
f /bluesparklilc
w9 bluespark.com


mailto:ashleigh@bluespark.com?subject=
https://bit.ly/2qjlDOZ
https://docs.google.com/spreadsheets/d/1FORnelNjLv-g8uLoHThcn-036l5-kOboC5e3Y4qUngg/edit#gid=895684847
https://twitter.com/bluesparklabs
https://www.facebook.com/bluesparkllc
http://bluespark.com
https://bit.ly/2qoxJXl
https://docs.google.com/spreadsheets/d/15BT9O10EDjh3iRrDHm1dunfscyoSdaOAJxC8qLbzVoU/edit#gid=2112799443

