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CASE STUDY: AT TIMEX, SKU OPTIMIZATION YIELDS

‘free money’

S
UCCESS HAPPENS –– OR NOT –– AT THE MOST GRANULAR LEVEL: store and SKU.

That’s the lesson Timex Corporation is learning this year. Like many CPG brands,

Timex is an iconic American brand facing heightened competition, the threat of

diminished relevance and reduced space at retail –– including at Wal-Mart, key to its

growth. So, the company set about reinventing itself with new products, categories and,

perhaps most effectively, with a new level of focus on what happens to each SKU, in each

store. The results –– “found money” –– speak for themselves.

Don Turano

Vice President-US Sales
TIMEX CORPORATION

Bruce Nagle

CEO 
RW3, INC.
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■ TWO YEARS AGO, TIMEX CORPORATION WAS AT A CROSS-
ROADS –– and for Don Turano, who joined the company
18 months ago as vice president-US sales, it was a chal-
lenge he couldn’t resist. “The company was going through
a realignment, and it looked like a phenomenal opportu-
nity,” Don says. “Timex is an iconic brand, and a wonder-
ful line of products popular with consumers and with
broad distribution –– mass merchandisers, drugstores,
department stores, sporting goods retailers and beyond.”

But once part of the Timex team, Don soon encountered
a challenge he hadn’t expected: He found that the com-
pany was “more of a ‘push’ than a ‘pull’” organization. 

As an example, Don cites Timex’s Ironman™ line of
sports watches. These, he states, perform extremely well
in the sports channel –– Dick’s Sporting Goods, Sports
Authority, running stores, etc. But the same styles do not
perform as well in major department stores like Kohl’s or
Sears. Yet until recently, the company was essentially
sending the same product mix out to retailers across the
board. “For example, we’d launch Product X, and do very
well with it in the sporting goods channel. And then
we’d turn around and launch that same item across all of
our customers, in all of their stores, often at the same
inventory levels.

“That’s not something you want to do in any retailer
looking to drive inventory turns and profitability.”

Accordingly, Don Turano and the Timex management
team decided it was time to change –– from the inside out:

“We weren’t moving, as they say, at the ‘speed of demand.’
We were probably overly internally focused –– on every-
thing from product development all the way up to what
we measured, in terms of success metrics.”

For example, Don recalls, instead of talking about point
of sale, the talk inside was of Timex shipments, Timex
inventory, Timex product. “But we weren’t talking about

the customer. We needed to be talking about the business ––
the retail business –– and about customer demand.” 

Above all, Don states, “We needed to do a much better
job of doing more with less –– driving the sales of specif-
ic models and styles where they were selling.”

GOAL: A SHIFT IN FOCUS TO STORE LEVEL

But to shift the focus of the company to where the
make-or-break action is –– at point of sale in the store
–– Timex needed something it didn’t have: visibility at
retail. After all, the Timex team couldn’t be expected to
talk about –– let alone make decisions regarding ––
things they had little or no information on. 

“We all know it doesn’t make any sense to be loading up the
channels,” Don observes. “But we didn’t have enough visi-
bility to maintain inventory at the right levels. The infor-
mation on what was selling and, in terms of merchandising
and promotion, what was working and what wasn’t was not
getting back into the Timex organization. We weren’t using
data, weren’t using feedback from retail stores, weren’t
incorporating the information we were getting from the
people performing our instore service.”

NEEDED: FEEDBACK MECHANISM

The new Timex management team quickly realized that,
internally focused as it had been, the company lacked the
critical visibility because it had no efficient, effective way
to collect all point of sale data, analyze it and interpret it
in order to better tailor the mix by channel, retailer and
store.

In short, there was no pipeline to carry information back
into the company. 

Says Don, “We didn’t know what we didn’t know. We
couldn’t see what was happening in the marketplace in
terms of sell-through –– what was working and what was-

“We were so focused on chasing a revenue line that we really didn’t pay close enough attention

to what the market was telling us –– which was that we needed to do a much better job of doing

more with less –– driving sales of specific models and styles where they were selling.“

–– Don Turano,  Vice President-US Sales
TIMEX CORPORATION

CASE STUDY: AT TIMEX, SKU OPTIMIZATION YIELDS ‘free money’
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T
IMEX GROUP B.V. IS A US WATCH COMPANY

owned by Fred. Olsen & Co., a Norwegian company

whose sole owner is Fred Olsen, a Norwegian ship-

ping magnate. (Reportedly, another Olsen claim to fame is that he

allegedly served as one of the models for the Charles M. Burns character

in the hit television series, The Simpsons.) Timex's US headquarters

is Middlebury, Connecticut. It has operations in China, the

Philippines and India, and sales offices in Canada, the UK,

France and Mexico.

Timex is being progressively transformed into a watch group

whose ambitions are, in the words of its president and CEO,

Joe Santana, “to address the needs of all consumers, not only those with

the most modest means but also the super rich.” To this end, Timex has

moved into the luxury fashion watch sector with its acquisi-

tions of Valentino and Versace; and, with its recent purchase

of Vincent Bérard, into the rarified domain of very creative

mechanical “haute horlogerie.”

The company began in 1854 as Waterbury Clock in

Connecticut's Naugatuck Valley, known during the 19th

Century as the "Switzerland of America." Sister company

Waterbury Watch manufactured the first inexpensive

mechanical pocket watch in 1880. During World War I,

Waterbury began making wristwatches. In 1933 it made his-

tory by creating the first Mickey Mouse clock under license

from Walt Disney, with Mickey's hands pointing the time.

During World War II, Waterbury renamed itself U.S. Time

Company. Over the next three decades, Timex advertised its

durability by putting the watch through "torture tests," such

as falling over the Grand Coulee Dam or being strapped to

the propeller of an outboard motor, with the slogan "It takes a

licking and keeps on ticking." Promoted by former Olympic

broadcaster John Cameron Swayze, sales took off. The com-

pany later became Timex Corporation, then Timex Group

and, to date, has reportedly sold over one billion watches. ■

n’t; and what outlets reacted to what products –– and yet
we all know that different channels, retailers and stores all
react differently to different things. The key is how.”

GETTING KEY DATA ON ONE DASHBOARD

To get the necessary store-level visibility, Don recom-
mended that Timex bring in RW3 (San Francisco), a business
solutions provider of strategic consulting, custom report-
ing, analytics and flexible technology for consumer goods
companies whose clients are leading global brands includ-
ing Sony PlayStation, Kellogg’s, Nestle?, Pepsico QTG
and Time Warner. 

“I knew from past experience that one way to make the
company more fact-based and data-driven, and to really
drive SKU optimization, was to bring in RW3,” Don says.
“RW3 helped us institute a very nice executive dashboard
system around key metrics in the marketplace. That was a
good start –– it let our CEO and CFO begin seeing into
each of our customers and for each of our products what
was working and what wasn’t.”

With store-level information beginning to flow into the
company in a user-friendly format, the focus of manage-
ment meetings began to change. “In sales reviews with
the CEO,” Don says, “we were able to talk not about our
shipments or our profitability, but ‘Here’s what’s going on at
Wal-Mart. Here’s one week, four-week, 13-week, and here’s the trend
on our point of sale, here’s what inventory looks like, and here are the
‘watch-out-fors.’

It was a revelation. Until then, there had never been one
central place within Timex to go for all the point-of-sale
data for all of its customers. For example, Don says, “Our
Wal-Mart team and our Target team –– two of our larger
account teams, obviously –– would each send in their
own POS information every week in their own templates,
using their own dashboards. The information was not
very easily digestible –– not by the senior team, and not
by the brand and product managers. 

Left, at the Timex museum in Middlebury, Connecticut,
John Cameron Swayze still demonstrates how the watch “takes a
licking and keeps on ticking.”

timex, AN AMERICAN ICON

–– owned by a Norwegian ...
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“Also, it was a bit ad hoc. The report wouldn’t necessarily
come out each week. One week, a Wal-Mart report
might come out but not a Target report. By contrast,
today  about 95 percent of our customers provide the
POS data through RW3, and we get the report regularly.”

This regular, easy-to-interpret report began to get the
Timex organization centered on what was happening in
the marketplace –– and soon came to be relied upon
across the company: “People began asking for the ‘RW3
POS report:’ ‘Where is it? I need it.’”

Timex also decided to outsource the analysis of the data.
“RW3 has become, in effect, an outside sales analyst com-
pany for us,” Don says. “That’s been great. It takes a lot of
time simply to formulate the data into the buckets the
way we want to look at it –– probably half of one ana-
lyst’s time just to do that. We didn’t really want to bring
that function inside Timex. We felt it was more efficient
to let RW3 do it and send us the formatted data, and let
us spend our time digesting it and then acting on it to
improve SKU optimization across all of our channels.

“So, what we now have is a really nice data set that
comes through, and we can look at it any number of
ways –– by SKU, by price point, at the brand level, new
item performance, promotion performance, etc.”

USING DATA, 80/20 RULE TO REDUCE
OUT-OF-STOCKS WHERE IT MATTERS MOST

Using the data to reduce out-of-stocks on fast movers
has proved particularly fruitful for Timex. “We get a sep-
arate dashboard from RW3 that gives us very useful infor-
mation,” Don says. “The 80/20 rule applies to us as well
as everyone else, and we have some 1,100 SKUs. So we
decided, ‘Let’s look at the 250 items that drive about 80 percent of
our volume. If we’re doing it right with those items, we’ll win.’

“So, we now have a dashboard for each of our customers
that pulls out our top items for that customer every sin-
gle week. I can see what’s up, down or sideways in terms

of sales; I can see the inventory and the inventory turns.
This is all information about the situation at retail, so
we’re able to quickly say, ‘Hmmmmm –– this item’s performance
has been phenomenal; for the last eight weeks, it has been up 20 per-
cent. But the inventory is only up two percent.’

“That information constitutes an alert –– it says, ‘Okay,
there’s a red flag here. If we don’t get more inventory into our retail
customers, we’ll start seeing the trend slow.’ The dashboard is
telling me we’re about to run out of stock in key markets.” 

The information can be sliced, diced, sorted and studied
in any number of ways.  A favorite, particularly revealing
and fruitful, view:

“We can run at the item level and at the store level,” Don
says. “Using the data, we are better able to rank our
items A, B and C, and our customers’ stores A, B and C.
The purpose: to see how our best items are performing
in our best stores. 

“Our goal, of course, is to never be out of stock on those A items
in those A stores.” 

What did the data reveal that surprised Timex manage-
ment, that might not have been expected?

Says Don: “In-stock levels across the US for Timex were
always pretty respectable –– for our major customers,
our instocks have been right around 93 percent. Which
is pretty good. But when we started receiving the data,
we realized we had not really been doing as good a job
as we thought of segmenting our business into A, B and
C SKUs and A, B and C stores. 

“What we discovered is that, while we may be 93 per-
cent instock overall, the instock levels on our top items
were, in fact, much lower than 93 percent. Some, in fact,
we found to be only in the 75-percent range. 

“Clearly, we were losing sales just because we didn’t have
the inventory to support the turns! Conversely, our C
styles were sitting at 100 percent instock–– when the
fact is, we really don’t need them that high. We need the
inventory on the fastest sellers –– on our A items.”

“Using the data, we rank our items A, B and C, and our customers’ stores A, B and C.

The purpose: to see how our best items are performing in our best stores.

Our goal is to never be out of stock on those A items in those A stores.‘ 

–– Don Turano,  Vice President-US Sales
TIMEX CORPORATION

CASE STUDY: AT TIMEX, SKU OPTIMIZATION YIELDS ‘free money’
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FACT-BASED CUSTOMER DISCUSSION ON
ADJUSTING ORDERS, INVENTORY LEVELS

This information proved to be very useful in getting the
whole Timex team focused on the problem, and in per-
suading customers to make adjustments to their orders. 

When Don came aboard, he had instituted a weekly retail
operations conference call, held each Wednesday. “We have
the sales leader call in, we have our regional retail managers
call in, and we have marketing and our supply chain team
on the phone,” he explains. “RW3 attends, as well. 

“We go through each of our key customers and, using
the dashboard, rate each of them red, yellow or green on
key-item performance. We’re able to double click and
see where we’re out of stock, and instantly send that
information back through our supply chain team mem-
bers, who will then go right to the retailer with the same
information and say, ‘You can see here that you are 15 percent
lower in stock than you should be on these items. You need to either
adjust your order points for these items, or we need to have a different
inventory strategy to support much higher instock goals.’

“We recently saw, for example, that our top 10 items at a
major customer were 80 percent instock. Not acceptable.
Conversely, our C -item levels were 100 percent. Not nec-
essary. What we were able to do is be proactive –– to go
to the customer with the data, and ask that it adjust its
order levels on those C styles; to take some inventory
dollars from the C styles and reinvest them in the A
items –– those that turn three times as fast as the C’s.” 

This alone has increased the velocity on all A items
across customers by about 30 percent, Don reports. 

EXECUTION GAINS EFFICIENCY, EFFECTIVENESS 

Execution is another key lever impacted by store-level
visibility. “Today, our whole sales and marketing team
has complete visibility at the executive dashboard level
on what our percent execution is,” Don notes.  “For
example, we have a new watch we’re just putting into the
marketplace right now –– we call it the iControl™ watch;

it transmits signals seamlessly to your iPod so you can
control your music in a heartbeat and change songs and
volume without breaking stride. Now, suppose we want
to know that this new watch got set up at Sears, in all
800 doors, within the week that we budgeted to have
our field team in those stores.  

“With the dashboard, we can now see if it actually did. I
can check it starting Monday morning. I’ll say,
‘Hmmmmmm –– we should be 20, 25 percent set for the week’. If I
see we’re at only 15 percent, then I’m able to double
click and see why –– e.g., that the 10-percent difference
between 25 and 15 was because, in 80 stores, we didn’t
have the POP material there in time for the reps to be
able to set it. Now, the reps will have to come back.

“Well, that’s not good –– it’s another visit to those stores
that we’ll have to pay for! But on the plus side, at that
point we’re able to address the rest of the stores and say,
‘Are we positive we have everything we need in these stores for our
reps? If we don’t, then don’t send them in –– we’ll send them next
Monday, when the material is there.’ That way, we’re not pay-
ing for the rep to be in the store twice.

“The system has also been great from a speed-to-shelf
standpoint. It has provided a lot of key learnings for our
organization about retail execution –– first and foremost,
that retail is where the money is. There’s a lot of money in
execution, in doing the basics better.

“What we have realized as we have worked with RW3 to
better manage top-item performance is that there is so
much growth to be had just by increasing your instock
levels on your best sellers. It’s not the sexiest thing in the
world, but boy, does it make the retail customer happy!

“So far, we have been able to drive our instock levels
from 75 percent to 86 percent. Annually, that’s worth
several million dollars to us. And it’s free growth! In fact,
there’s more growth to be had there than by launching
many new products. 

“But you need the visibility we now have in order to
know where the opportunity is.“ ■



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles false
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.3
  /CompressObjects /Off
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages false
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.1000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams true
  /MaxSubsetPct 100
  /Optimize true
  /OPM 0
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Preserve
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile (None)
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth 8
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /FlateEncode
  /AutoFilterColorImages false
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth 8
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /FlateEncode
  /AutoFilterGrayImages false
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages false
  /MonoImageDownsampleType /Average
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects true
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile (None)
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000500044004600206587686353ef901a8fc7684c976262535370673a548c002000700072006f006f00660065007200208fdb884c9ad88d2891cf62535370300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef653ef5728684c9762537088686a5f548c002000700072006f006f00660065007200204e0a73725f979ad854c18cea7684521753706548679c300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /ITA <>
    /JPN <>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020b370c2a4d06cd0d10020d504b9b0d1300020bc0f0020ad50c815ae30c5d0c11c0020ace0d488c9c8b85c0020c778c1c4d560002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken voor kwaliteitsafdrukken op desktopprinters en proofers. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /PTB <>
    /SUO <>
    /SVE <>
    /ENU (Use these settings to create Adobe PDF documents for quality printing on desktop printers and proofers.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /NoConversion
      /DestinationProfileName ()
      /DestinationProfileSelector /NA
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure true
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles true
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /NA
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /LeaveUntagged
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


