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True Profitability
Model

Businesses often face suboptimal margin due to 
complex portfolios and unclear distribution of 
costs. The True Profitability Model (TPM) 
delivers clear visibility into the profitability of 
products, customers and orders, enabling data-
driven decisions and helping companies 
improve margins by roughly 25%.

We leverage advanced analytics and allocation 
methods to build a robust, easy-to-update TPM 
that minimizes errors.

As independent experts, we drive cross-
functional alignment and secure senior 
leadership buy-in to ensure successful 
execution and long-term impact.

TPM setup

People

Our multidisciplinary team crafts tailored TPMs, 
uncovers value-creation opportunities, and 
supports implementation.

Capabilities

To accelerate insight generation, a GenAI 
solution tailored to the TPM model quickly 
detects outliers and adapts its analysis to user-
driven questions, delivering fast, targeted 
insights for decision-making. 

AI supported insights

A global medical-devices industry leader faced 
shrinking margins driven by disruptions, rising 
material costs, and strict government budgeting. 
They engaged KPMG to pinpoint value-creation 
opportunities and craft a roadmap to restore 
profitability and growth.

KPMG analyzed years of regional sales and cost 
data across clients, SKUs and operations. Applying 
True Profitability Model principles, a cross-functional 
team then developed and validated value-creation 
hypotheses in targeted management workshops.

Outcome
The new strategy delivered a 25% uplift in margins 
and a 30% boost in cash flow. KPMG also deployed 
an AI-enabled analytical solution and trained 
leadership to monitor performance continuously and 
drive adoption of the refined customer and product 
segmentation.
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