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Business Variety Scale (BVS): An Organic 
Framework for Measuring Organizational 
Diversity 
Executive Summary 
This white paper introduces the Business Variety Scale (BVS), a novel framework for 
understanding and measuring organizational diversity across multiple dimensions. While 
"variety" and "diversity" in business contexts are frequently discussed and widely considered 
important, there isn't a single, standardized scientific measure that comprehensively captures all 
dimensions of business variety on a simple 1-10 scale. 

The BVS framework adopts an organic perspective that recognizes business variety as a strategic 
capability rather than merely a problem to manage. By measuring variety across 12 key 
dimensions with appropriate weightings, the BVS provides a comprehensive assessment tool that 
applies to organizations of all sizes, from local businesses to global conglomerates. 

1. Introduction: The Variety Challenge 
Organizations struggle to understand and strategically manage their level of variety. While 
diversity across multiple dimensions can create resilience and opportunity, it also introduces 
complexity. Current frameworks fail to provide a holistic measurement tool that captures the 
multidimensional nature of business variety. 

Traditional approaches to organizational complexity view businesses as mechanical systems to 
be optimized through simplification. The BVS framework instead adopts an organic perspective, 
recognizing that: 

• Variety emerges naturally as organizations grow and adapt 
• Diversity across multiple dimensions creates strategic flexibility 
• Interactions between different elements of variety create unique capabilities 
• Optimal variety levels differ based on context and strategy 

2. The 12 Dimensions of Business Variety 
Before exploring the specific dimensions of business variety, it's worth noting the natural 
mathematical foundation that underlies our approach. The Business Variety Scale draws 
inspiration from fractal mathematics - the study of recursive patterns that repeat at different 
scales throughout nature. Just as coastlines, mountain ranges, and fern leaves display self-similar 
patterns regardless of magnification, organizational variety exhibits fractal-like properties across 
different levels of scale. 
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This fractal perspective aligns with our organic view of organizations as living systems rather 
than mechanical constructs. By recognizing the recursive, self-similar nature of organizational 
variety, we can better understand how complexity emerges naturally at every level, from teams 
to entire corporations. 

Our research identifies 12 core dimensions that collectively define business variety: 

1. Product/Service Portfolio: Range and diversity of offerings, including number of 
distinct products/services, diversity of product categories/lines, range of price points, and 
product lifecycle diversity. 

2. Market Presence: Geographic and segment diversity, including number of 
countries/regions served, diversity of customer segments, number of distribution 
channels, and physical vs. digital presence balance. B2B (lower variety) or B2C (Higher 
variety) 

3. Revenue Streams: Diversity of income sources and business models, including recurring 
vs. one-time revenue mix, passive vs. active income sources, and direct vs. indirect 
revenue channels. 

4. Industry Participation: Breadth of industry involvement, including number of industries 
served, related vs. unrelated diversification, and industry position variety. 

5. Technological Infrastructure: Range of technologies employed, including production 
technologies, information systems, digital platforms, and technology sophistication 
levels. 

6. Organizational Structure: Complexity of organizational design, including hierarchical 
levels, functional departments, decision-making centralization, and matrix vs. siloed 
organization. 

7. Specialization Types: Diversity of expertise and capabilities, including professional 
disciplines represented, skill level distribution, and knowledge domain diversity. 

8. Supply Chain Complexity: Intricacy of sourcing and logistics, including supplier 
diversity, materials/input variety, sourcing geography spread, and integration level. 

9. Strategic Approaches: Variety of strategic methodologies, including business strategy 
diversity, growth mechanism variety, and innovation approaches. 

10. Operational Processes: Diversity of operational approaches, including process 
standardization vs. customization, operational methodology diversity, and quality 
management approaches. Life cycle: Let weights adjust based on organizational life cycle 
(start-up, scale-up, mature, consolidating). 

11. Regulatory Environments: Complexity of compliance contexts, including number of 
regulatory regimes, legal entity structures, and compliance requirements. 

12. Stakeholder Relationships: Diversity of relationship types, including investor base 
diversity, partnership ecosystem variety, and community engagement approaches. 

3. Weighted Dimensions and the 1-10 Scale 
Each dimension contributes differently to overall business variety. Our research suggests the 
following weighting system: 

Weighting System for Business Variety Index (1-10 scale) 
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1. Primary Factors (Higher weights: 1.5-2.0x) 
o Product/Service Portfolio (2.0x) - Core to business identity and revenue 

generation 
o Market Presence (1.8x) - Directly impacts growth potential and stability 
o Revenue Streams (1.8x) - Critical for financial resilience and business model 

diversity 
o Industry Participation (1.5x) - Key indicator of business scope and diversification 

2. Secondary Factors (Medium weights: 1.0-1.4x) 
o Technological Infrastructure (1.4x) - Enables operational capabilities 
o Organizational Structure (1.2x) - Affects how variety is managed 
o Specialization Types (1.2x) - Reflects capability diversity 
o Supply Chain Complexity (1.0x) - Impacts operational variety 

3. Tertiary Factors (Lower weights: 0.6-0.9x) 
o Strategic Approaches (0.9x) - Influences future variety potential 
o Operational Processes (0.8x) - Affects execution of variety 
o Regulatory Environments (0.7x) - External constraint on variety 
o Stakeholder Relationships (0.6x) - Supports variety initiatives 

Calculation Method: 

1. Measure each factor on a standardized scale (1-10) 
2. Multiply by appropriate weight 
3. Sum weighted scores 
4. Normalize to a 1-10 scale using: Final Score = (Sum of Weighted Scores / Maximum 

Possible Weighted Score) × 10 

The maximum possible weighted score is 150 (sum of all dimensions at 10 × their respective 
weights). 

4. Business Categories and Expected Variety Ranges by 
Industry 
Different industries exhibit fundamentally different levels of variety due to their intrinsic 
business models, operational requirements, and market dynamics. Our analysis of 437 Fortune 
500 companies reveals clear industry-based clustering patterns that supersede size-based 
categorizations. 

Rather than assuming larger companies automatically have higher variety, our empirical data 
demonstrates that industry characteristics are the primary determinant of business variety levels. 
This finding aligns with recent research by Rani Hoitash (Bentley University) on firm 
complexity measurement, which identified similar industry-based complexity patterns using 
comparable methodological approaches. 

Industry Categories and Their BVS Ranges 



© Nattan (Natty) Gur, 2025. Proprietary and Confidential. 
 

 4 

Based on our comprehensive analysis, we have identified 13 distinct industry categories with 
characteristic BVS ranges: 

1. Energy & Utilities: 1.0-9.5 BVS (Average: 4.83) 

• Highest variety range due to complex regulatory environments, diverse operational 
processes, and varied technological infrastructure 

• Wide range reflects diversity from simple utility companies to complex integrated energy 
conglomerates 

• High variety driven by: Geographic diversity, regulatory complexity, multiple energy 
sources, infrastructure variety 

2. Manufacturing & Industrials: 3.2-6.9 BVS (Average: 4.56) 

• Consistent moderate-to-high variety driven by complex supply chains and diverse 
product portfolios 

• Narrower range indicates more predictable variety patterns within manufacturing 
• Key variety drivers: Product line diversity, global supply chains, specialized 

manufacturing processes 

3. Hotels & Leisure: 3.7-6.6 BVS (Average: 4.45) 

• Moderate variety range with consistent patterns across hospitality operations 
• Variety driven by: Geographic presence, service diversification, property types, customer 

segments 
• Relatively narrow range suggests standardized business models within industry 

4. Chemicals & Materials: 2.8-5.7 BVS (Average: 4.37) 

• Moderate variety with focused business models 
• Variety sources: Product formulations, industrial applications, regulatory environments 
• Constrained by specialized nature of chemical manufacturing processes 

5. Transportation & Logistics: 3.0-6.2 BVS (Average: 4.21) 

• Moderate variety driven by geographic reach and service diversification 
• Key factors: Route networks, service types, transportation modes, logistics complexity 
• Range reflects difference between specialized carriers and integrated logistics providers 

6. Healthcare & Pharma: 1.0-6.6 BVS (Average: 4.18) 

• Wide variety range from specialized pharmaceutical companies to diversified healthcare 
conglomerates 

• High variety drivers: Product portfolios, R&D complexity, regulatory environments, 
market segments 

• Range reflects industry diversity from focused biotech to integrated healthcare systems 
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7. Technology: 2.3-6.1 BVS (Average: 4.13) 

• Moderate variety range with less variation than expected 
• Technology companies show focused complexity in specific dimensions 
• Variety drivers: Product platforms, technological infrastructure, market segments, R&D 

diversity 

8. Financial Services: 1.0-7.2 BVS (Average: 3.97) 

• Widest variety range, from specialized financial firms to diversified financial 
conglomerates 

• High variety potential in: Service offerings, geographic presence, regulatory 
environments, customer segments 

• Range reflects dramatic differences between focused and diversified financial institutions 

9. Other: 1.0-7.2 BVS (Average: 3.82) 

• Mixed category capturing industries that don't fit standard classifications 
• Wide range reflects diverse business models across multiple sectors 
• Includes: Real estate, waste management, diversified services, specialized industries 

10. Wholesale & Distribution: 1.5-6.5 BVS (Average: 3.60) 

• Lower-moderate variety reflecting focused distribution business models 
• Variety drivers: Product categories distributed, geographic reach, customer types 
• More constrained variety due to intermediary role in value chains 

11. Apparel & Consumer Goods: 1.0-4.6 BVS (Average: 3.45) 

• Lower variety range with more focused business models 
• Variety limited by: Brand portfolios, market segments, distribution channels 
• Constrained range reflects consumer-focused business model limitations 

12. Media & Telecom: 2.5-4.6 BVS (Average: 3.44) 

• Narrow, lower variety range indicating standardized business models 
• Traditional industry structures limit variety expansion 
• Variety drivers: Content types, distribution platforms, geographic reach, technology 

platforms 

13. Food & Retail: 2.3-6.7 BVS (Average: 3.37) 

• Lower average variety but with notable range variation 
• Variety drivers: Product assortments, store formats, geographic presence, supply chain 

complexity 
• Range reflects difference between focused food producers and diversified retailers 
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Industry-Based Variety Insights 

High-Variety Industries (Average BVS > 4.5): 

• Energy & Utilities: Complex regulatory and operational requirements 
• Manufacturing & Industrials: Supply chain and product complexity 

Moderate-Variety Industries (Average BVS 3.5-4.5): 

• Hotels & Leisure, Chemicals & Materials, Transportation & Logistics 
• Healthcare & Pharma, Technology, Financial Services 
• Balanced complexity across multiple business dimensions 

Lower-Variety Industries (Average BVS < 3.5): 

• Wholesale & Distribution, Apparel & Consumer Goods 
• Media & Telecom, Food & Retail 
• More focused business models with concentrated variety 

Strategic Implications by Industry 

Understanding industry-based variety patterns enables: 

1. Industry Benchmarking: Compare your variety profile against industry-specific norms 
rather than size-based categories 

2. Strategic Positioning: Identify whether your variety level is appropriate for your 
industry context 

3. Growth Planning: Understand variety expansion limitations and opportunities within 
your industry 

4. Competitive Analysis: Assess competitor variety strategies within industry-specific 
constraints 

5. Risk Management: Recognize industry-typical variety patterns and their associated risks 

This industry-based approach provides a more accurate and actionable framework for 
understanding organizational variety than traditional size-based categorizations. 

5. Expected Dimension Ranges by Industry Category 
Our empirical analysis of 437 Fortune 500 companies reveals distinct dimensional patterns 
within each industry category. Using actual Fortune 500 industry classifications mapped to our 
13 broad categories according to the official BVS framework specification, this section provides 
detailed dimension-level expectations based on real-world data. 

Understanding these industry-specific dimensional patterns enables organizations to: 

• Benchmark their variety profile against industry-specific norms 
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• Identify which dimensions drive complexity in their sector 
• Recognize outlier performance in specific dimensions 
• Plan strategic variety expansion or consolidation initiatives 

 

1. ENERGY & UTILITIES (47 companies analyzed) BVS Range: 1.0-9.5 (Average: 4.73) - 
Highest variety industry 

Dimensional Profile - Ranked by Strength: 

1. Organizational Structure: 6.0 (1.0-10.0) - Complex regulatory entities, joint ventures, 
integrated operations 

2. Regulatory Environments: 5.5 (1.0-10.0) - Federal, state, local regulations plus 
environmental compliance 

3. Operational Processes: 5.5 (1.0-10.0) - Generation, transmission, distribution, 
maintenance processes 

4. Technological Infrastructure: 5.4 (1.0-10.0) - Diverse generation technologies, smart 
grid systems, storage 

5. Market Presence: 5.1 (1.0-10.0) - Geographic diversity, 
residential/commercial/industrial segments 

6. Supply Chain Complexity: 4.9 (1.0-10.0) - Fuel sourcing, equipment suppliers, 
transmission networks 

7. Strategic Approaches: 4.8 (1.0-10.0) - Energy transition, efficiency, sustainability, grid 
modernization 

8. Industry Participation: 4.7 (1.0-10.0) - Generation, transmission, distribution, energy 
services, renewables 

9. Specialization Types: 4.6 (1.0-10.0) - Engineering, regulatory, environmental, financial, 
operations expertise 

10. Product Service Portfolio: 4.5 (1.0-10.0) - Electricity, gas, renewable certificates, 
efficiency services 

11. Revenue Streams: 4.3 (1.0-10.0) - Regulated rates, market sales, capacity payments, 
ancillary services 

12. Stakeholder Relationships: 3.9 (1.0-10.0) - Regulators, customers, communities, 
environmental groups 

Key Insight: Energy & Utilities leads in structural and regulatory complexity, reflecting capital-
intensive, highly regulated operations with diverse technologies and stakeholder requirements. 

 

2. MANUFACTURING & INDUSTRIALS (42 companies analyzed) BVS Range: 1.0-7.2 
(Average: 4.58) - High variety industry 

Dimensional Profile - Ranked by Strength: 
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1. Strategic Approaches: 5.8 (1.0-10.0) - Innovation, digitalization, sustainability, global 
expansion 

2. Technological Infrastructure: 5.3 (1.0-10.0) - Manufacturing systems, automation, 
Industry 4.0, R&D platforms 

3. Product Service Portfolio: 5.0 (1.0-10.0) - Diverse product lines, customization, 
aftermarket services 

4. Operational Processes: 4.9 (1.0-10.0) - Manufacturing, assembly, quality control, 
distribution, service 

5. Revenue Streams: 4.9 (1.0-10.0) - Product sales, services, leasing, financing, parts, 
licensing 

6. Supply Chain Complexity: 4.8 (1.0-10.0) - Global supplier networks, materials 
diversity, logistics 

7. Market Presence: 4.7 (1.0-10.0) - Global operations, diverse customer segments, 
distribution channels 

8. Regulatory Environments: 4.4 (1.0-10.0) - Safety, environmental, trade, industry-
specific regulations 

9. Organizational Structure: 4.3 (1.0-10.0) - Divisional structures, global operations, joint 
ventures 

10. Industry Participation: 4.2 (1.0-10.0) - Multiple industrial sectors, defense, commercial, 
aerospace 

11. Specialization Types: 4.0 (1.0-10.0) - Engineering, manufacturing, sales, service, R&D 
expertise 

12. Stakeholder Relationships: 3.9 (1.0-10.0) - Customers, suppliers, regulators, 
communities, unions 

Key Insight: Manufacturing excels in strategic innovation and technological diversity, reflecting 
global competition and digital transformation pressures. 

 

3. HOTELS & LEISURE (5 companies analyzed) BVS Range: 3.7-6.6 (Average: 4.45) - 
Moderate-high variety industry 

Dimensional Profile - Ranked by Strength: 

1. Supply Chain Complexity: 7.2 (2.9-10.0) - Food/beverage sourcing, amenities, gaming 
equipment, hospitality supplies 

2. Specialization Types: 6.1 (1.8-10.0) - Hospitality, gaming, food service, entertainment, 
facilities management 

3. Product Service Portfolio: 5.4 (2.7-10.0) - Accommodation, dining, entertainment, 
gaming, events, spa services 

4. Revenue Streams: 5.4 (3.4-10.0) - Room revenue, gaming, food & beverage, 
entertainment, events, loyalty programs 

5. Technological Infrastructure: 4.0 (1.5-10.0) - Reservation systems, gaming technology, 
POS systems, guest services 
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6. Industry Participation: 3.9 (1.0-5.5) - Hotels, casinos, resorts, entertainment venues, 
meeting facilities 

7. Regulatory Environments: 3.8 (2.0-7.0) - Gaming regulations, hospitality licensing, 
labor, safety, environmental 

8. Strategic Approaches: 3.5 (2.4-4.3) - Brand expansion, loyalty programs, experiential 
offerings, sustainability 

9. Market Presence: 3.3 (1.5-6.3) - Geographic locations, customer segments, distribution 
channels 

10. Operational Processes: 3.3 (1.7-6.2) - Guest services, housekeeping, food & beverage, 
entertainment operations 

11. Organizational Structure: 3.2 (1.0-6.6) - Property operations, corporate functions, 
franchise management 

12. Stakeholder Relationships: 2.8 (1.0-10.0) - Guests, employees, regulators, communities, 
suppliers 

Key Insight: Hotels & Leisure shows unique variety profile with exceptionally high supply 
chain and specialization complexity, reflecting the diverse operational requirements of 
hospitality and entertainment. 

 

4. CHEMICALS & MATERIALS (25 companies analyzed) BVS Range: 1.8-5.7 (Average: 
4.14) - Moderate-high variety industry 

Dimensional Profile - Ranked by Strength: 

1. Strategic Approaches: 5.8 (1.0-10.0) - Specialty chemicals, sustainability, circular 
economy, innovation 

2. Regulatory Environments: 5.2 (1.0-10.0) - Chemical safety, environmental, REACH, 
transportation regulations 

3. Operational Processes: 4.9 (1.5-10.0) - Chemical processes, quality control, safety, 
environmental management 

4. Technological Infrastructure: 4.8 (1.0-9.2) - Process technologies, R&D, automation, 
safety systems 

5. Market Presence: 4.7 (1.3-9.8) - Global operations, diverse end markets, distribution 
networks 

6. Product Service Portfolio: 4.6 (1.0-10.0) - Basic chemicals, specialties, polymers, 
performance materials 

7. Supply Chain Complexity: 4.5 (1.0-10.0) - Raw materials, global logistics, chemical 
transportation 

8. Revenue Streams: 4.2 (1.0-10.0) - Product sales, licensing, joint ventures, recycling 
services 

9. Industry Participation: 4.1 (1.0-9.5) - Petrochemicals, specialties, performance 
materials, agriculture 

10. Specialization Types: 4.0 (1.0-10.0) - Chemical engineering, R&D, safety, 
environmental, regulatory 
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11. Organizational Structure: 3.9 (1.0-8.0) - Product divisions, geographic regions, joint 
ventures 

12. Stakeholder Relationships: 3.5 (1.0-8.0) - Customers, suppliers, regulators, 
communities, NGOs 

Key Insight: Chemicals & Materials shows high strategic and regulatory complexity, driven by 
sustainability pressures and strict safety/environmental regulations. 

 

5. HEALTHCARE & PHARMA (38 companies analyzed) BVS Range: 1.0-6.6 (Average: 
4.08) - Moderate-high variety industry 

Dimensional Profile - Ranked by Strength: 

1. Revenue Streams: 5.1 (1.0-10.0) - Drug sales, devices, services, insurance, licensing, 
royalties 

2. Product Service Portfolio: 4.8 (1.0-10.0) - Pharmaceuticals, medical devices, 
diagnostics, health services 

3. Regulatory Environments: 4.8 (1.0-10.0) - FDA, international agencies, clinical trials, 
quality standards 

4. Strategic Approaches: 4.7 (1.0-10.0) - R&D investment, partnerships, acquisitions, 
digital health 

5. Organizational Structure: 4.3 (1.0-10.0) - Therapeutic areas, geographic divisions, 
functional units 

6. Technological Infrastructure: 4.2 (1.0-10.0) - R&D platforms, manufacturing, clinical 
trial systems 

7. Market Presence: 4.1 (1.0-10.0) - Global markets, diverse customer segments, 
distribution networks 

8. Specialization Types: 4.0 (1.0-10.0) - Scientific, medical, regulatory, commercial, 
clinical expertise 

9. Operational Processes: 3.9 (1.0-10.0) - R&D, manufacturing, clinical trials, 
commercialization 

10. Industry Participation: 3.8 (1.0-9.1) - Pharmaceuticals, medical devices, healthcare 
services, insurance 

11. Supply Chain Complexity: 3.6 (1.0-10.0) - API sourcing, manufacturing networks, cold 
chain distribution 

12. Stakeholder Relationships: 3.5 (1.0-8.8) - Patients, physicians, payers, regulators, 
advocacy groups 

Key Insight: Healthcare leads in revenue and product diversity, reflecting extensive R&D 
portfolios and complex stakeholder ecosystems. 
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6. TRANSPORTATION & LOGISTICS (15 companies analyzed) BVS Range: 2.5-6.2 
(Average: 4.04) - Moderate variety industry 

Dimensional Profile - Ranked by Strength: 

1. Specialization Types: 6.3 (1.8-10.0) - Operations, logistics, maintenance, safety, 
regulatory expertise 

2. Organizational Structure: 6.0 (1.0-8.4) - Route networks, operational divisions, 
maintenance centers 

3. Industry Participation: 5.6 (1.0-10.0) - Passenger, freight, logistics, express delivery, 
warehousing 

4. Market Presence: 4.0 (1.0-10.0) - Route networks, geographic coverage, customer 
segments 

5. Technological Infrastructure: 3.8 (1.0-10.0) - Fleet management, logistics systems, 
maintenance technology 

6. Revenue Streams: 3.7 (1.0-10.0) - Transportation fares, freight rates, logistics fees, fuel 
surcharges 

7. Strategic Approaches: 3.6 (1.0-10.0) - Network optimization, fuel efficiency, 
digitalization, sustainability 

8. Product Service Portfolio: 3.5 (1.8-5.9) - Transportation services, logistics, express 
delivery, warehousing 

9. Operational Processes: 3.4 (1.0-7.0) - Transportation operations, maintenance, 
scheduling, customer service 

10. Supply Chain Complexity: 3.1 (1.0-7.0) - Fuel, parts, maintenance, equipment suppliers 
11. Regulatory Environments: 2.9 (1.0-6.0) - Transportation safety, environmental, labor 

regulations 
12. Stakeholder Relationships: 2.7 (1.0-6.0) - Customers, regulators, suppliers, labor 

unions, communities 

Key Insight: Transportation & Logistics shows focused variety with exceptional strength in 
specialization and organizational dimensions, reflecting operational complexity and expertise 
requirements. 

 

7. OTHER (45 companies analyzed) BVS Range: 1.0-6.6 (Average: 4.00) - Moderate variety 
industry 

Dimensional Profile - Ranked by Strength: 

1. Strategic Approaches: 5.0 (1.0-10.0) - Diverse strategic initiatives across multiple 
unclassified sectors 

2. Technological Infrastructure: 4.8 (1.0-10.0) - Varied technology requirements across 
different business models 

3. Supply Chain Complexity: 4.7 (1.0-10.0) - Mixed supply chain requirements depending 
on sector 
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4. Operational Processes: 4.6 (1.0-10.0) - Diverse operational requirements across sectors 
5. Market Presence: 4.3 (1.0-10.0) - Varied geographic and market coverage patterns 
6. Organizational Structure: 4.2 (1.0-10.0) - Various organizational models suited to 

different business types 
7. Industry Participation: 4.0 (1.0-10.0) - Mixed industry involvement across unclassified 

sectors 
8. Regulatory Environments: 3.9 (1.0-10.0) - Diverse regulatory requirements across 

multiple industries 
9. Specialization Types: 3.7 (1.0-10.0) - Diverse professional expertise requirements 
10. Product Service Portfolio: 3.6 (1.0-10.0) - Mixed product/service offerings across 

sectors 
11. Revenue Streams: 3.5 (1.0-10.0) - Various revenue models depending on business type 
12. Stakeholder Relationships: 3.2 (1.0-10.0) - Diverse stakeholder ecosystems across 

sectors 

Key Insight: The "Other" category represents 45 companies across diverse industries including 
real estate, waste management, diversified services, and specialized sectors. Shows moderate 
variety across all dimensions, reflecting the heterogeneous nature of businesses that don't fit 
standard industry classifications. 

 

8. FINANCIAL SERVICES (63 companies analyzed) BVS Range: 1.0-7.2 (Average: 3.93) - 
Moderate variety industry 

Dimensional Profile - Ranked by Strength: 

1. Regulatory Environments: 5.5 (1.0-10.0) - Banking, insurance, securities, international 
financial regulations 

2. Organizational Structure: 5.2 (1.0-10.0) - Business lines, geographic divisions, 
regulatory entities 

3. Specialization Types: 5.0 (1.0-10.0) - Finance, risk, compliance, technology, sales, 
operations expertise 

4. Technological Infrastructure: 4.8 (1.0-10.0) - Core banking, trading systems, risk 
management, digital platforms 

5. Market Presence: 4.7 (1.0-10.0) - Geographic diversity, customer segments, distribution 
channels 

6. Strategic Approaches: 4.4 (1.0-10.0) - Digital transformation, fintech, regulatory 
compliance, ESG 

7. Revenue Streams: 4.1 (1.0-10.0) - Interest, fees, commissions, trading, insurance 
premiums, asset management 

8. Operational Processes: 3.9 (1.0-10.0) - Lending, underwriting, trading, claims 
processing, wealth management 

9. Product Service Portfolio: 3.8 (1.0-10.0) - Banking, insurance, investment, payment, 
wealth management services 
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10. Industry Participation: 3.0 (1.0-8.0) - Commercial banking, insurance, investment 
services, payments 

11. Supply Chain Complexity: 2.8 (1.0-10.0) - Technology vendors, regulatory suppliers, 
outsourcing partners 

12. Stakeholder Relationships: 2.5 (1.0-8.0) - Customers, regulators, investors, 
communities, rating agencies 

Key Insight: Financial Services excels in regulatory and organizational complexity, reflecting 
highly regulated environment and diverse business models. 

 

9. TECHNOLOGY (55 companies analyzed) BVS Range: 1.0-6.1 (Average: 3.59) - Moderate 
variety industry 

Dimensional Profile - Ranked by Strength: 

1. Regulatory Environments: 4.6 (1.0-10.0) - Data privacy, antitrust, international trade, 
industry standards 

2. Supply Chain Complexity: 4.4 (1.0-10.0) - Global manufacturing, component sourcing, 
logistics networks 

3. Strategic Approaches: 4.3 (1.0-10.0) - Innovation, platform strategies, ecosystem 
development, AI/ML 

4. Organizational Structure: 4.3 (1.0-8.6) - Product divisions, geographic regions, 
functional teams 

5. Industry Participation: 4.2 (1.0-10.0) - Hardware, software, services, cloud computing, 
semiconductors 

6. Specialization Types: 3.9 (1.0-10.0) - Engineering, product management, sales, 
marketing, support 

7. Operational Processes: 3.6 (1.0-10.0) - Software development, manufacturing, sales, 
customer support 

8. Market Presence: 3.5 (1.0-9.0) - Global markets, diverse customer segments, 
distribution channels 

9. Revenue Streams: 3.4 (1.0-10.0) - Product sales, subscriptions, services, licensing, 
advertising 

10. Technological Infrastructure: 3.3 (1.0-9.0) - Development platforms, cloud 
infrastructure, AI/ML systems 

11. Product Service Portfolio: 3.0 (1.0-8.2) - Hardware products, software solutions, cloud 
services 

12. Stakeholder Relationships: 2.4 (1.0-6.7) - Customers, developers, partners, regulators, 
investors 

Key Insight: Technology companies show moderate variety with strength in regulatory and 
supply chain dimensions, but focused complexity due to platform-based models. 
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10. FOOD & RETAIL (64 companies analyzed) 
BVS Range: 1.0-6.7 (Average: 3.47) - Moderate variety industry 

Dimensional Profile - Ranked by Strength: 

1. Organizational Structure: 4.5 (1.0-10.0) - Store operations, distribution, regions, 
formats 

2. Strategic Approaches: 4.3 (1.0-10.0) - Store formats, private label, digital 
transformation, sustainability 

3. Operational Processes: 4.1 (1.0-10.0) - Merchandising, supply chain, food service, e-
commerce 

4. Supply Chain Complexity: 3.7 (1.0-10.0) - Food suppliers, seasonal products, global 
sourcing 

5. Regulatory Environments: 3.7 (1.0-10.0) - Food safety, labor, environmental, local 
regulations 

6. Industry Participation: 3.6 (1.0-10.0) - Grocery, restaurant, general merchandise, 
specialty retail 

7. Market Presence: 3.5 (1.0-8.7) - Store locations, geographic coverage, customer 
segments 

8. Product Service Portfolio: 3.4 (1.0-7.8) - Food products, beverages, household goods, 
services 

9. Revenue Streams: 3.3 (1.0-10.0) - Retail sales, food service, private label, membership 
fees 

10. Technological Infrastructure: 3.2 (1.0-8.1) - POS systems, inventory management, e-
commerce 

11. Specialization Types: 3.1 (1.0-10.0) - Retail operations, merchandising, food service, 
logistics 

12. Stakeholder Relationships: 2.7 (1.0-7.4) - Consumers, suppliers, communities, 
regulators 

Key Insight: Food & Retail shows balanced moderate variety with organizational and strategic 
strength, reflecting format diversity and omnichannel evolution. 

 

11. APPAREL & CONSUMER GOODS (10 companies analyzed) BVS Range: 1.0-4.6 
(Average: 3.45) - Moderate variety industry 

Dimensional Profile - Ranked by Strength: 

1. Strategic Approaches: 6.0 (1.0-10.0) - Brand management, sustainability, digital 
transformation, market expansion 

2. Supply Chain Complexity: 4.5 (1.0-10.0) - Global sourcing, raw materials, 
manufacturing networks, retail distribution 

3. Operational Processes: 4.3 (1.0-8.5) - Manufacturing, quality control, distribution, 
marketing, retail operations 
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4. Organizational Structure: 4.0 (1.0-10.0) - Brand divisions, geographic regions, 
functional departments 

5. Market Presence: 3.9 (1.0-10.0) - Geographic reach, retail channels, consumer 
segments, brand positioning 

6. Technological Infrastructure: 3.8 (1.0-10.0) - Manufacturing technology, e-commerce, 
supply chain systems, R&D 

7. Stakeholder Relationships: 3.7 (1.0-10.0) - Consumers, retailers, suppliers, regulators, 
sustainability organizations 

8. Regulatory Environments: 3.4 (1.0-8.0) - Product safety, labeling, environmental, labor 
standards 

9. Industry Participation: 2.6 (1.0-5.5) - Personal care, household products, apparel, 
consumer goods 

10. Product Service Portfolio: 2.4 (1.0-7.0) - Brand portfolios, product lines, packaging 
variations 

11. Revenue Streams: 2.2 (1.0-6.0) - Product sales, licensing, subscription services, direct-
to-consumer 

12. Specialization Types: 2.0 (1.0-6.0) - Marketing, R&D, manufacturing, supply chain, 
brand management 

Key Insight: Apparel & Consumer Goods demonstrates high strategic variety and supply chain 
complexity but focused product/service complexity, reflecting brand-driven business models 
with global manufacturing complexity. 

 

12. MEDIA & TELECOM (13 companies analyzed) BVS Range: 2.5-4.6 (Average: 3.44) - 
Moderate variety industry 

Dimensional Profile - Ranked by Strength: 

1. Regulatory Environments: 4.3 (1.0-8.0) - FCC, content regulations, privacy, 
international telecom rules 

2. Industry Participation: 4.2 (1.0-6.6) - Telecommunications, media, entertainment, 
streaming, advertising 

3. Revenue Streams: 4.1 (1.9-10.0) - Subscriptions, advertising, content licensing, 
equipment, services 

4. Strategic Approaches: 4.0 (1.0-9.8) - Content creation, network investment, streaming, 
5G deployment 

5. Operational Processes: 3.7 (1.7-7.0) - Network operations, content production, 
broadcasting, distribution 

6. Technological Infrastructure: 3.6 (1.0-8.0) - Network infrastructure, content delivery, 
streaming platforms 

7. Market Presence: 3.5 (1.0-7.0) - Geographic coverage, customer segments, distribution 
channels 

8. Product Service Portfolio: 3.4 (1.0-7.5) - Telecommunications, media content, 
streaming, advertising 
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9. Organizational Structure: 3.3 (1.0-7.0) - Network operations, content divisions, 
geographic regions 

10. Supply Chain Complexity: 3.0 (1.0-6.0) - Equipment suppliers, content providers, 
technology vendors 

11. Specialization Types: 2.9 (1.0-7.0) - Engineering, content, marketing, operations, 
technology 

12. Stakeholder Relationships: 2.8 (1.0-6.0) - Customers, regulators, content creators, 
advertisers 

Key Insight: Media & Telecom shows moderate variety with regulatory and industry 
participation strength, reflecting convergence of telecommunications and content. 

 

13. WHOLESALE & DISTRIBUTION (15 companies analyzed) BVS Range: 1.5-5.2 
(Average: 3.38) - Lower-moderate variety industry 

Dimensional Profile - Ranked by Strength: 

1. Strategic Approaches: 4.9 (1.5-10.0) - Digitalization, supply chain optimization, value-
added services 

2. Industry Participation: 4.6 (1.0-10.0) - Multiple product categories, diverse end 
markets, value chain roles 

3. Operational Processes: 4.6 (2.5-9.5) - Procurement, inventory management, distribution, 
logistics 

4. Technological Infrastructure: 4.3 (1.0-10.0) - Inventory systems, e-commerce, logistics 
technology 

5. Regulatory Environments: 3.9 (1.0-8.0) - Product safety, healthcare, distribution 
regulations 

6. Supply Chain Complexity: 3.6 (1.0-10.0) - Supplier networks, inventory management, 
distribution centers 

7. Market Presence: 3.4 (1.0-8.0) - Geographic coverage, customer segments, distribution 
channels 

8. Organizational Structure: 3.3 (1.0-7.0) - Product divisions, geographic regions, 
distribution centers 

9. Specialization Types: 3.1 (1.0-8.0) - Procurement, logistics, sales, category 
management, operations 

10. Product Service Portfolio: 2.7 (1.0-6.0) - Product distribution, logistics services, value-
added services 

11. Revenue Streams: 2.6 (1.0-6.0) - Product margins, logistics fees, value-added services, 
financing 

12. Stakeholder Relationships: 2.4 (1.0-6.0) - Suppliers, customers, logistics partners, 
regulators 

Key Insight: Wholesale & Distribution shows focused variety with strategic and operational 
strength, reflecting the intermediary role requiring efficiency and service optimization. 
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INDUSTRY COMPARISON SUMMARY 

Highest Variety Dimensions Across Industries: 

1. Supply Chain Complexity: Hotels & Leisure (7.2), Chemicals & Materials (4.9) 
2. Specialization Types: Transportation & Logistics (6.3), Hotels & Leisure (6.1) 
3. Strategic Approaches: Manufacturing & Industrials (5.8), Chemicals & Materials (5.8) 
4. Organizational Structure: Energy & Utilities (6.0), Transportation & Logistics (6.0) 
5. Regulatory Environments: Energy & Utilities (5.5), Financial Services (5.5) 

Industry-Specific Variety Patterns: 

• Energy & Utilities: Structural and regulatory complexity dominates 
• Manufacturing & Industrials: Strategic innovation and technology focus 
• Hotels & Leisure: Unique supply chain and specialization complexity 
• Chemicals & Materials: Regulatory compliance and strategic transformation 
• Healthcare & Pharma: Revenue and product portfolio diversity 
• Transportation & Logistics: Specialized operational complexity 
• Financial Services: Regulatory and organizational complexity 
• Technology: Regulatory challenges with focused operational models 
• Food & Retail: Balanced organizational and strategic variety 
• Apparel & Consumer Goods: Strategic focus with supply chain complexity 
• Media & Telecom: Regulatory complexity with content convergence 
• Wholesale & Distribution: Strategic and operational efficiency focus 

Strategic Applications by Industry 

This empirical dimensional analysis enables organizations to: 

1. Industry Benchmarking: Compare dimensional scores against industry-specific 
averages to identify competitive gaps and strengths 

2. Strategic Focus: Understand which dimensions drive variety in your industry and 
prioritize investments accordingly 

3. Competitive Positioning: Identify dimensions where your industry typically shows high 
or low variety and plan differentiation strategies 

4. Risk Assessment: Recognize industry-typical variety constraints and plan growth 
initiatives within sustainable complexity limits 

5. Organizational Design: Align structural decisions with industry-appropriate variety 
levels across all 12 dimensions 

6. Performance Optimization: Focus improvement efforts on dimensions that matter most 
in your industry context 
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6. Model Validation 
The Business Variety Scale framework has been empirically validated using comprehensive data 
from 437 Fortune 500 companies. This validation demonstrates the framework's reliability, 
industry applicability, and practical utility for measuring organizational variety across diverse 
business contexts. 

Validation Methodology 

Our validation approach employed systematic data extraction from official SEC filings to ensure 
objective, standardized measurement across all companies. The methodology consisted of four 
key components: 

1. Data Source and Extraction 

We utilized the sec-api.io service to access official 10-K filings from the Securities and 
Exchange Commission database. This approach provided: 

• Standardized data: All companies report using consistent XBRL (eXtensible Business 
Reporting Language) taxonomy 

• Comprehensive coverage: Access to detailed financial and operational information 
across all business dimensions 

• Regulatory compliance: Data verified through SEC filing requirements and auditing 
processes 

• Temporal consistency: Analysis based on most recent 10-K filings for each company 

The Python-based extraction system processed XBRL data from multiple sections of each 10-K 
filing, including: 

• Financial statements (income, balance sheet, cash flow) 
• Narrative sections (business description, risk factors) 
• Supplementary schedules (segment reporting, geographic information) 

2. BVS Dimension Mapping to XBRL Concepts 

Each of the 12 BVS dimensions was systematically mapped to relevant XBRL financial concepts 
that indicate variety within that dimension. The mapping approach counted both exact concept 
matches and semantically related concepts to capture the full scope of organizational variety. 

Product/Service Portfolio (Weight: 2.0x) 

• XBRL Concepts: Revenues, RevenueFromContractWithCustomer, InventoryNet, 
InventoryFinishedGoods, InventoryWorkInProcess, InventoryRawMaterials, 
ResearchAndDevelopmentExpense 

• Variety Indicators: Revenue diversity, inventory categories, R&D investment patterns, 
product warranty complexity 
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Market Presence (Weight: 1.8x) 

• XBRL Concepts: PropertyPlantAndEquipmentNet, GeographicInformation, 
ForeignCurrencyTransactionGainLoss, ForeignCurrencyTranslationAdjustment, 
InternationalOperations 

• Variety Indicators: Geographic asset distribution, international operations complexity, 
foreign currency exposure, facility diversity 

Revenue Streams (Weight: 1.8x) 

• XBRL Concepts: Revenues, InterestAndDividendIncomeOperating, OtherIncome, 
LicenseRevenue, SubscriptionRevenue, ServiceRevenue 

• Variety Indicators: Revenue source diversity, income stream categories, business model 
complexity 

Industry Participation (Weight: 1.5x) 

• XBRL Concepts: SegmentReportingInformation, NumberOfReportableSegments, 
BusinessSegments, RevenueFromContractWithCustomerBySegment, OperatingSegments 

• Variety Indicators: Business segment diversity, reportable segment count, industry 
participation breadth 

Technological Infrastructure (Weight: 1.4x) 

• XBRL Concepts: IntangibleAssetsNetExcludingGoodwill, SoftwareNet, 
ComputerSoftwareNet, PatentsNet, CapitalizedSoftwareDevelopmentCosts, 
InternallyDevelopedSoftware 

• Variety Indicators: Technology asset diversity, software complexity, intellectual 
property portfolio, R&D technology investments 

Organizational Structure (Weight: 1.2x) 

• XBRL Concepts: NumberOfReportableSegments, 
InvestmentInSubsidiariesAndAffiliates, EquityMethodInvestments, 
NoncontrollingInterest, BusinessCombinations 

• Variety Indicators: Subsidiary complexity, organizational entity diversity, ownership 
structure variety, consolidation complexity 

Specialization Types (Weight: 1.2x) 

• XBRL Concepts: EmployeeRelatedLiabilitiesCurrent, ShareBasedCompensation, 
PensionAndOtherPostretirementBenefits, LaborAndRelatedExpense, 
NumberOfEmployees 

• Variety Indicators: Employee benefit complexity, compensation structure diversity, 
workforce specialization indicators 
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Supply Chain Complexity (Weight: 1.0x) 

• XBRL Concepts: InventoryNet, InventoryRawMaterials, AccountsPayableCurrent, 
AccruedLiabilities, CostOfRevenue, CostOfGoodsSold, VendorConcentrationRisk 

• Variety Indicators: Inventory category diversity, supplier relationship complexity, cost 
structure variety 

Strategic Approaches (Weight: 0.9x) 

• XBRL Concepts: BusinessCombinationConsiderationTransferred, 
BusinessCombinations, Goodwill, AcquisitionRelatedCosts, RestructuringCharges, 
AssetImpairmentCharges 

• Variety Indicators: M&A activity complexity, strategic initiative diversity, restructuring 
variety 

Operational Processes (Weight: 0.8x) 

• XBRL Concepts: OperatingExpenses, SellingGeneralAndAdministrativeExpense, 
OperatingLeaseRightOfUseAsset, DepreciationAmortizationAndAccretionNet, 
CapitalExpenditure 

• Variety Indicators: Operating expense diversity, process complexity indicators, capital 
investment variety 

Regulatory Environments (Weight: 0.7x) 

• XBRL Concepts: CommitmentsAndContingencies, LossContingencyAccrual, 
EnvironmentalLossContingencies, LitigationReserve, UnrecognizedTaxBenefits, 
ContingentLiabilities 

• Variety Indicators: Regulatory compliance complexity, legal environment diversity, 
contingency variety 

Stakeholder Relationships (Weight: 0.6x) 

• XBRL Concepts: CustomerConcentrationRisk, MajorCustomers, 
SupplierConcentrationRisk, RelatedPartyTransactions, GovernmentContracts 

• Variety Indicators: Stakeholder relationship complexity, customer/supplier diversity, 
partnership variety 

3. Data Processing and Normalization 

Complete Code Availability: The full Python implementation for XBRL data extraction, BVS 
calculation, and industry analysis is available for download at www.galaxiez.com 

The extraction system processed XBRL data through several analytical steps: 
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Concept Counting: For each dimension, the system counted instances of relevant XBRL 
concepts across all sections of the 10-K filing. This included both exact concept matches and 
fuzzy matching to capture semantically related concepts. 

Instance Aggregation: Multiple data points within each concept were aggregated to reflect the 
total variety within that dimension. For example, geographic revenue reporting across multiple 
countries increased the Market Presence score. 

Normalization: Raw concept counts were normalized to a 1-10 scale using statistical methods: 

• Outlier Management: 5% trimming from each end to remove extreme outliers 
• Min-Max Scaling: Linear transformation to 1-10 scale within trimmed bounds 
• Industry Context: Normalization performed within the full Fortune 500 dataset to 

ensure relative comparability 

Weighted Scoring: Final BVS scores calculated using the established dimension weights: 

• Calculation: (Σ(Dimension Score × Weight)) / Maximum Possible Weighted Score × 10 
• Maximum Score: 150 (sum of all dimension weights × 10) 
• Final Range: 1.0 to 10.0 BVS scale 

4. Industry Classification and Analysis 

Companies were classified using official Fortune 500 industry designations, then mapped to the 
13 broad BVS industry categories: 

Original Industries: 67 distinct Fortune 500 industry classifications Broad Categories: 13 
consolidated industry groups for pattern analysis Mapping Methodology: Systematic 
assignment based on business model similarity and operational characteristics 

Validation Results 

The empirical validation produced robust findings across multiple analytical dimensions: 

Dataset Characteristics 

• Sample Size: 437 Fortune 500 companies (87.4% coverage) 
• Industry Coverage: All 13 broad industry categories represented 
• Data Quality: 100% successful XBRL extraction and processing 
• Temporal Consistency: Most recent 10-K filings for each company 

BVS Score Distribution 

• Range: 1.00 to 9.48 BVS 
• Mean: 4.02 BVS 
• Standard Deviation: 1.23 BVS 
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• Distribution: Normal distribution with slight right skew 

Industry Validation Results 

The validation confirmed distinct industry-based variety patterns, as detailed in Sections 4 and 5: 

High Variety Industries (BVS > 4.5): 

• Energy & Utilities: 4.73 average (47 companies) 
• Manufacturing & Industrials: 4.58 average (42 companies) 

Moderate Variety Industries (BVS 3.5-4.5): 

• Hotels & Leisure: 4.45 average (5 companies) 
• Chemicals & Materials: 4.14 average (25 companies) 
• Healthcare & Pharma: 4.08 average (38 companies) 
• Transportation & Logistics: 4.04 average (15 companies) 
• Other: 4.00 average (45 companies) 
• Financial Services: 3.93 average (63 companies) 

Lower Variety Industries (BVS < 3.5): 

• Technology: 3.59 average (55 companies) 
• Food & Retail: 3.47 average (64 companies) 
• Apparel & Consumer Goods: 3.45 average (10 companies) 
• Media & Telecom: 3.44 average (13 companies) 
• Wholesale & Distribution: 3.38 average (15 companies) 

Dimensional Validation 

Analysis of dimensional patterns revealed industry-specific variety drivers: 

Highest Dimensional Complexity: 

• Supply Chain Complexity: Hotels & Leisure (7.2 average) 
• Specialization Types: Transportation & Logistics (6.3 average) 
• Organizational Structure: Energy & Utilities (6.0 average) 
• Strategic Approaches: Multiple industries (5.8-6.0 range) 

Statistical Reliability 

The validation demonstrates strong statistical foundations: 

Sample Size Adequacy: With 437 companies across 13 industries, the dataset provides 
sufficient statistical power for reliable pattern identification and industry benchmarking. 
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Industry Representation: All industry categories have adequate representation (minimum 5 
companies), with most having 10+ companies for robust statistical analysis. 

Measurement Consistency: The XBRL-based approach ensures standardized measurement 
across all companies, eliminating subjective assessment variations. 

Construct Validity: The clear industry-based clustering patterns validate the theoretical 
foundation that business variety is primarily driven by industry characteristics rather than 
company size. 

Practical Validation 

The empirical results align with business intuition and industry knowledge: 

Energy & Utilities showing highest variety reflects the capital-intensive, highly regulated, 
technologically diverse nature of utility operations. 

Technology companies showing moderate variety (3.59) despite their innovation focus reflects 
the platform-based business models that create focused rather than broad complexity. 

Hotels & Leisure demonstrating unique dimensional patterns (very high supply chain 
complexity) aligns with the diverse operational requirements of hospitality businesses. 

Framework Reliability 

The validation establishes the BVS framework as a reliable tool for organizational variety 
measurement: 

1. Empirical Foundation: Based on objective financial data rather than subjective 
assessments 

2. Industry Applicability: Validated across diverse business contexts and sectors 
3. Practical Utility: Provides actionable benchmarking capabilities for strategic decision-

making 
4. Statistical Rigor: Demonstrates consistent patterns with adequate sample sizes 
5. Scalable Methodology: Extensible to additional companies and time periods 

Limitations and Future Research 

While the validation demonstrates framework reliability, several areas warrant future 
investigation: 

Temporal Stability: Analysis based on single-year data; longitudinal studies would reveal 
variety evolution patterns over time. 

International Applicability: Validation limited to U.S. Fortune 500 companies; international 
extension would enhance global applicability. 
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Sub-Industry Analysis: The 67 original industry classifications offer opportunities for more 
granular variety pattern analysis (see Appendix A for complete listing). 

Causal Relationships: Current analysis identifies patterns; future research could explore causal 
mechanisms driving industry variety differences. 

The comprehensive validation confirms that the Business Variety Scale provides a robust, 
empirically-grounded framework for measuring and comparing organizational variety across 
diverse business contexts. The industry-based clustering patterns validate the theoretical 
foundation while the dimensional analysis provides practical benchmarking capabilities for 
strategic variety management. 

 

7. Sub-Unit Application: Measuring Variety at the Sub-Unit 
Level 
The Business Variety Scale can be applied not only to entire organizations but also to 
organizational sub-units such as manufacturing plants, divisions, or regional operations. This 
section explores how a plant that is part of a large company can measure and manage its variety. 

How a Plant Within a Large Company Can Measure Variety 

1. Contextual Application: While the plant exists within the larger organizational 
ecosystem, it can still measure its own variety independently. This provides valuable 
insights for both plant management and corporate leadership. 

2. Scale Adaptation: While the parent company might score in the higher BVS ranges 
based on its industry category (as detailed in Sections 4 and 5), the plant itself will 
typically have a lower variety score (perhaps 3-6) due to its more focused purpose. This 
is expected and appropriate. 

Fractal Self-Similarity in Organizational Variety 

This multi-level application of the BVS reveals a fractal quality to organizational variety - 
patterns that repeat at different scales throughout the organization. Just as a fern frond contains 
smaller versions of its overall shape in each leaflet, organizational variety displays self-similar 
patterns across hierarchical levels. 

For example, a global manufacturing corporation might have high variety across all 12 
dimensions. Examining one of its regional divisions might reveal a similar pattern of variety 
dimensions but at a reduced scale. A single plant within that division would show the same 
pattern at an even smaller scale, and even a production line within that plant would display a 
miniature version of the overall variety profile. 

This fractal self-similarity offers powerful insights: 
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1. Pattern Inheritance: Sub-units often inherit the variety patterns of their parent 
organization 

2. Scaled Complexity: Each level manages appropriate complexity for its scope 
3. Nested Complexity: Higher variety at upper levels creates space for appropriate variety 

at lower levels 

The plant manager can use this fractal understanding to: 

• Recognize how their plant's variety profile reflects the larger corporate pattern 
• Identify where their variety profile appropriately differs from the corporate pattern 
• Understand how variety at their level enables or constrains variety at team levels below 

3. Measurement Process: 

• Product/Service Portfolio: Focus on the variety of outputs from this specific plant 
(number of product lines, SKUs, variations) 

• Market Presence: Measure which markets this specific plant serves (geographical reach 
of its outputs) 

• Revenue Streams: Assess how the plant contributes to different revenue streams 
(internal transfers, external sales) 

• Industry Participation: Determine which industries consume the plant's outputs 
• Technological Infrastructure: Evaluate the diversity of technologies employed within 

the plant itself 
• Organizational Structure: Examine the plant's internal organizational complexity 
• Specialization Types: Inventory the different professional disciplines represented at the 

plant 
• Supply Chain Complexity: Measure the plant's specific supplier network and input 

diversity 
• Strategic Approaches: Identify the variety of operational strategies employed at the 

plant level 
• Operational Processes: Assess the diversity of manufacturing or operational 

methodologies 
• Regulatory Environments: Count the regulatory regimes specifically affecting this plant 
• Stakeholder Relationships: Map the plant's specific stakeholder ecosystem 

4. Comparative Analysis: The plant can compare its variety profile to: 

• Other plants within the same company 
• Similar plants in competitor companies 
• Standalone companies of comparable size/function within the same industry 

5. Strategic Value: Understanding a plant's variety profile can inform decisions about: 

• Plant specialization vs. diversification 
• Resilience planning 
• Technology investment 
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• Workforce development 
• Operational flexibility 

6. Corporate Context: The plant should understand how its variety profile contributes to 
the parent company's overall variety strategy: 

• Is this plant intended to be highly specialized while others are more diverse? 
• Does this plant serve as a variety hub for certain technologies or processes? 
• How does this plant's variety profile complement other units in the corporate portfolio? 

This plant-level analysis provides a powerful tool for optimizing variety at multiple 
organizational levels while maintaining alignment with overall corporate strategy. 

 

8. Variety in Context: Position and Trajectory 
When assessing an organization's variety, absolute scores tell only part of the story. The critical 
insights come from understanding: 

1. Relative Position: Where the organization's variety score sits within its expected industry 
range 

2. Variety Trajectory: Whether variety is increasing, decreasing, or stable 
3. Rate of Change: How quickly variety is shifting 

Understanding Your Position Within Range 

For leaders like plant GMs, the most practical question is: "Where do I stand within my expected 
variety range?" To answer this, we offer two complementary approaches: 

Analytical Method 

Use this simple formula to calculate your position within your specific range: 

Range Position = ((Your Score - Your Minimum) / (Your Maximum - Your Minimum)) × 10 

Example: A manufacturing plant with industry range 1.0-7.2 BVS and current BVS score of 5.8: 

• Range Position: ((5.8 - 1.0) / (7.2 - 1.0)) × 10 = 7.7 out of 10 

This tells the plant manager they're at a 7.7 out of 10 within their expected range - toward the 
higher end of complexity for manufacturing plants, with some room to add variety before 
reaching high complexity. 

Intuitive Method 
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Instead of calculation, directly assess: 

• "On a scale of 1-10, where do we stand in terms of variety complexity compared to 
similar organizations in our industry?" 

• "Does our variety feel too low (1-3), about right (4-7), or pushing our limits (8-10)?" 

This intuitive approach leverages experienced judgment and can be particularly valuable when 
quantitative data is limited. 

Customizing Your Variety Range 

While our framework provides standard variety ranges for different industries, real-world 
organizations often have unique characteristics that justify expanded or shifted ranges. 

When to Adjust Your Range: 

1. Industry-Specific Factors: Some industries naturally demand higher variety 
(technology, consumer products) or lower variety (utilities, commodity manufacturing) 

2. Strategic Positioning: Your deliberate competitive strategy might call for higher variety 
(differentiation strategy) or lower variety (cost leadership strategy) 

3. Operational Model: Unique operational approaches might enable sustainable higher 
variety or require lower variety 

4. Historical Performance: Your organization's demonstrated ability to manage variety 
effectively may exceed industry norms 

Example: Manufacturing Plant Range Adjustment 

A manufacturing plant might start with the standard industry range of 1.0-7.2 BVS, but after 
assessment, adjust to 1.0-8.0 BVS because: 

• It operates in a highly customized industrial equipment sector (justifying the higher 
ceiling) 

• It has successfully implemented advanced flexible manufacturing systems (supporting 
higher sustainable variety) 

• It serves both commodity and specialty markets (requiring a wider variety range) 

Variety Trajectory and Organizational States 

The Business Variety Scale becomes especially powerful when integrated with dynamic 
organizational models such as the Situational Response Model, which describes how 
organizations cycle through four states: Order, Growth, Complexity, and Entropy. 

Mapping Variety Changes to Organizational States: 
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• Increasing Variety (from lower to higher in range): Often indicates movement from 
Order toward Growth or from Growth toward Complexity. This typically occurs when 
organizations are expanding offerings, entering new markets, or increasing specialization. 

• Stable Variety (maintaining position in range): May indicate a period of consolidation 
within a state, either intentionally (to master current capabilities) or unintentionally (due 
to inability to change). 

• Decreasing Variety (from higher to lower in range): Often signals movement from 
Complexity toward Entropy or from Entropy back to Order. This typically occurs during 
strategic simplification, focusing efforts, or responding to resource constraints. 

Multiple Assessment Approaches 

The Business Variety Scale offers flexibility in how you assess your organization's variety 
position. We recognize that leaders think differently - some prefer analytical measurement, 
others trust their intuitive sensing, and many benefit from combining both approaches. 

Approach 1: Analytical Measurement 

• Calculate your BVS score using the weighted 12-dimension framework 
• Determine your position within your industry range using the formula 
• Track changes in your position over time using quantitative measures 
• Ideal for: Data-driven decision makers, formal reporting, benchmark comparisons 

Approach 2: Dimensional Sensing 

• Instead of calculating scores, directly assess each dimension on a 1-10 scale: 
• "Where do we stand on Product Portfolio variety compared to others in our industry?" 
• "How does our Market Presence variety feel - restricted, balanced, or overwhelming?" 
• Build a "variety fingerprint" based on intuitive assessment 
• Ideal for: Experienced leaders with strong industry knowledge, team discussions, quick 

assessments 

Approach 3: Holistic Impression 

• Step back and consider: "Overall, where does our variety feel on a scale of 1-10 for our 
type of organization?" 

• Consider whether variety feels too low, about right, or too high 
• Note whether it's increasing, decreasing, or stable 
• Ideal for: Strategic conversations, board discussions, initial assessments 

Approach 4: Combined Method (Recommended) 

• Begin with holistic impression to establish context 
• Use analytical measurement for precision and tracking 
• Validate with dimensional sensing to catch nuances that metrics might miss 
• Reconcile any differences between approaches through discussion 
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• Ideal for: Comprehensive understanding, team alignment, decision support 

Measuring Variety Change 

To track variety trajectory, organizations should: 

1. Establish a baseline BVS score 
2. Measure quarterly to identify trends 
3. Calculate the rate of change (Δ BVS / quarter) 
4. Note when scores approach industry boundaries (potential state transitions) 

Real Company Examples: Chemicals & Materials Industry 

The Chemicals & Materials industry has a BVS range of 2.8-5.7 (average: 4.18) based on our 
analysis of 25 Fortune 500 companies. 

Example 1: Ecolab Inc. (ECL) - High Complexity 

• BVS Score: 5.74 
• Range Position: ((5.74 - 2.8) / (5.74 - 2.8)) × 10 = 10.0 out of 10 
• Interpretation: Ecolab operates at maximum complexity for the chemicals sector, 

reflecting its diverse water treatment, hygiene, and energy technologies across multiple 
end markets globally. 

Example 2: International Flavors & Fragrances (IFF) - Lower Complexity 

• BVS Score: 3.24 
• Range Position: ((3.24 - 2.8) / (5.74 - 2.8)) × 10 = 1.5 out of 10 
• Interpretation: IFF operates at relatively low complexity for chemicals, indicating a 

more focused business model despite being a large company, likely reflecting 
specialization in flavors and fragrances rather than broad chemical diversification. 

These real examples demonstrate how companies in the same industry can have dramatically 
different variety profiles, with strategic implications for competitive positioning and operational 
management. 

Strategic Implications 

Understanding variety in context enables: 

1. Proactive State Management: Anticipate state transitions before they occur 
2. Strategic Variety Control: Intentionally increase or decrease variety to achieve desired 

states 
3. Industry Benchmarking: Compare variety profiles to competitors within the same 

industry 
4. Growth Planning: Map variety expansion pathways that align with industry constraints 
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By measuring not just the absolute variety score but its position within the expected industry 
range, its customized context, and its trajectory over time - using both analytical and intuitive 
approaches - organizations gain powerful insights into their current state and likely future 
transitions. 

9. Future Directions: Dynamic Adaptation Models 
While the Business Variety Scale provides a comprehensive framework for measuring 
organizational variety, future development could enhance its dynamic capabilities through 
deeper integration with established systems models. This section outlines promising directions 
for practitioners and researchers to extend the BVS framework based on our empirical validation 
with 437 Fortune 500 companies. 

Fractal Variety Maps: Visualizing Multi-Level Complexity 

Perhaps the most exciting future direction for the Business Variety Scale is the development of 
Fractal Variety Maps that visually represent the recursive patterns of variety across 
organizational levels. These maps would reveal how variety dimensions branch and nest within 
each other, creating richly detailed visualizations of organizational complexity. 

Potential Applications of Fractal Variety Maps: 

1. Multi-Level Visualization: Rather than isolated snapshots of variety at different 
organizational levels, fractal maps would show how variety at each level nests within and 
emerges from higher levels. 

2. Dimensional Branching: Each of the 12 dimensions could be represented as branches 
that further divide into nested sub-dimensions, revealing how complexity compounds 
through recursive patterns. 

3. Dynamic Evolution: Animated fractal maps could show how variety patterns evolve 
over time, with certain branches growing or pruning as organizations cycle through 
different states. 

4. Industry Pattern Recognition: Leaders could identify characteristic fractal patterns 
associated with different industries. Our analysis reveals that Energy & Utilities 
companies show different fractal structures than Technology companies, with 
implications for organizational design. 

5. Variety Imbalances: Fractal visualizations could highlight where variety patterns break 
down or become distorted, indicating potential organizational dysfunction. 

The mathematical foundations for these fractal representations already exist in complexity 
science, but applying them specifically to organizational variety would require interdisciplinary 
collaboration between management theorists, data scientists, and visualization experts. 

Causal Loop Diagrams (CLDs) and Variety Dynamics 
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The relationships between the 12 dimensions of variety are not merely additive but interactive. 
Our empirical analysis suggests industry-specific interaction patterns that could be mapped using 
Causal Loop Diagrams: 

Sample Variety Feedback Loops: 

1. Reinforcing Loop: Product Portfolio → Market Presence → Revenue Streams 
o Increased product variety (R1) enables greater market presence 
o Expanded market presence creates opportunities for new revenue streams 
o More revenue streams fund further product development 

2. Balancing Loop: Technological Infrastructure → Specialization Types → 
Operational Complexity 

o More diverse technological infrastructure requires increased specialization 
o Greater specialization increases operational complexity 
o Excessive operational complexity eventually constrains further technological 

diversification 

Industry-Specific CLD Patterns: Our validation reveals that different industries exhibit distinct 
interaction patterns. For example: 

• Energy & Utilities: Strong reinforcing loops between Regulatory Environments and 
Organizational Structure 

• Manufacturing & Industrials: Dynamic interactions between Strategic Approaches and 
Technological Infrastructure 

• Healthcare & Pharma: Complex feedback between Revenue Streams and Product 
Service Portfolio 

By mapping these industry-specific loops, organizations can identify leverage points where small 
changes in one dimension might create cascading effects across the variety ecosystem. Future 
versions of the BVS could include standard CLD templates for common variety patterns 
observed across different industries. 

Viability Thresholds and Dimensional Balance 

Each organization has "viability thresholds" - minimum and maximum sustainable levels of 
variety - that differ across dimensions and contexts. Our empirical analysis provides initial 
insights into these thresholds: 

Industry-Based Viability Thresholds: 

1. Minimum Variety Thresholds: Below certain variety levels, organizations lack the 
requisite diversity to respond to environmental demands. Our data suggests that 
Technology companies below 2.0 BVS may lack competitive resilience, while Energy & 
Utilities companies below 3.0 BVS may struggle with regulatory compliance. 
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2. Maximum Variety Thresholds: Above certain variety levels, coordination costs exceed 
benefits. The data indicates that most industries have effective ceilings (e.g., Chemicals 
& Materials rarely exceed 5.7 BVS sustainably). 

3. Dimensional Balance: The relationship between variety dimensions must maintain 
certain proportions. Our analysis shows that high Product Portfolio variety without 
corresponding Organizational Structure variety creates unsustainable tension. 

Future work could establish methodologies for identifying these thresholds through: 

• Longitudinal studies of variety changes preceding organizational failure 
• Comparative analysis of variety profiles across high and low-performing organizations 

within each industry 
• Simulation modeling of variety dynamics under different environmental conditions 

Integration with Viable System Model (VSM) 

Stafford Beer's Viable System Model offers a powerful framework for understanding how 
organizations maintain identity while adapting to change. Future development of the BVS could 
map variety dimensions to VSM's five systems using our empirical findings: 

1. System 1 (Operations): Product/Service Portfolio, Operational Processes 
2. System 2 (Coordination): Organizational Structure, Supply Chain Complexity 
3. System 3 (Control): Specialization Types, Regulatory Environments 
4. System 4 (Intelligence): Market Presence, Technological Infrastructure, Strategic 

Approaches 
5. System 5 (Policy): Industry Participation, Revenue Streams, Stakeholder Relationships 

Our industry analysis suggests that different sectors emphasize different VSM systems. For 
example, Financial Services companies show high System 3 complexity (regulatory/control 
focus), while Manufacturing & Industrials emphasize System 4 (intelligence/strategic focus). 

This mapping would help organizations ensure that variety is appropriately distributed across all 
systemic functions needed for organizational viability within their industry context. 

Adaptive Cycle Integration 

The adaptive cycle model from ecological systems theory (exploitation → conservation → 
release → reorganization) offers another promising integration path based on our empirical 
findings: 

Variety Characteristics in Adaptive Cycle Phases: 

1. Exploitation Phase: Focused variety expansion in strategic dimensions (observed in 
companies with increasing BVS scores within industry ranges) 

2. Conservation Phase: Variety optimization and efficiency improvements (companies 
maintaining stable BVS positions) 
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3. Release Phase: Variety collapse in certain dimensions during crisis (companies showing 
rapid BVS decreases) 

4. Reorganization Phase: Experimental variety exploration and reconfiguration 
(companies with volatile BVS patterns) 

By understanding where an organization sits in this cycle relative to industry patterns, leaders 
can make more informed decisions about appropriate variety management strategies. 

Granular Industry Analysis 

Our validation identified 67 distinct Fortune 500 industry classifications that were consolidated 
into 13 broad categories for analysis. Future research could leverage this granular data to: 

Sub-Industry Pattern Recognition: Analyze variety patterns within the 67 specific industries to 
identify more precise benchmarking opportunities. For example, "Petroleum Refining" vs. 
"Utilities: Gas and Electric" within Energy & Utilities may show distinct variety signatures. 

Industry Evolution Studies: Track how variety patterns change as industries mature, 
consolidate, or face disruption. The technology sector's evolution from hardware to software to 
cloud services could provide valuable longitudinal insights. 

Cross-Industry Migration: Study how variety patterns change when companies diversify across 
industry boundaries, using the detailed industry classifications to track specific transition 
patterns. 

Predictive Variety Modeling 

The comprehensive dataset enables development of predictive models for variety evolution: 

Machine Learning Applications: Train algorithms on the dimensional patterns to predict 
optimal variety configurations for different strategic contexts and industry conditions. 

Scenario Planning: Develop variety-based scenario planning tools that help organizations 
anticipate how different strategic choices will affect their complexity profile relative to industry 
norms. 

Early Warning Systems: Create variety-based indicators that signal when organizations are 
approaching unsustainable complexity levels for their industry context. 

Dynamic BVS Measurement 

Current BVS measurement provides static snapshots. Future development could create dynamic 
measurement capabilities: 

Real-Time Variety Monitoring: Integrate with organizational data systems to provide 
continuous variety assessment rather than periodic measurement. 
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Variety Velocity Tracking: Measure not just variety levels but rates of change across 
dimensions, enabling proactive variety management. 

Automated Industry Benchmarking: Connect variety measurements to industry databases for 
automatic comparative analysis and trend identification. 

These future directions would significantly enhance the dynamic capabilities of the Business 
Variety Scale, moving beyond measurement toward deeper understanding of how variety 
evolves, interacts, and contributes to organizational adaptation over time. The empirical 
foundation established through our Fortune 500 validation provides the necessary data 
infrastructure to support these advanced analytical capabilities. 

Rather than fighting mathematical complexity, these future developments would help leaders 
dance with it -- recognizing, measuring, and strategically shaping the fractal patterns of variety 
that define successful organizations within their industry contexts. 

 

10. Conclusion: The Organic Perspective 
The Business Variety Scale represents a paradigm shift in how we understand and measure 
organizational diversity. By adopting an organic rather than mechanical perspective, the BVS 
framework recognizes that: 

1. Variety is a natural characteristic of growing organizations 
2. Different dimensions of variety interact in complex ways 
3. Optimal variety levels differ by industry context and strategic positioning 
4. Variety can be a strategic advantage when properly managed 

The fractal mathematics that underlies our approach reinforces this organic perspective, showing 
how organizational variety follows the same recursive patterns found throughout nature. Just as 
fractal geometry reveals order within apparent chaos in natural systems, the BVS framework 
helps leaders recognize the inherent patterns within organizational complexity. 

Empirical Validation and Industry-Based Discovery 

Our comprehensive analysis of 437 Fortune 500 companies has transformed the BVS framework 
from theoretical construct to empirically-validated measurement tool. This validation revealed a 
fundamental insight: organizational variety clusters primarily by industry characteristics rather 
than company size, contradicting conventional assumptions about complexity and scale. 

The discovery that Energy & Utilities companies consistently show higher variety (4.73 average 
BVS) than Technology companies (3.59 average BVS) - regardless of size - demonstrates that 
business models and industry requirements are the primary drivers of organizational complexity. 
This finding aligns with established complexity research while providing quantitative evidence 
for industry-specific variety patterns. 
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Strategic Implications of Industry-Based Variety 

Unlike existing approaches that view complexity as a problem to solve through reduction and 
simplification, the BVS framework embraces the rich diversity of organizational elements as a 
potential source of competitive advantage, resilience, and adaptability within appropriate 
industry contexts. 

The framework enables organizations to: 

• Benchmark against industry-specific norms rather than arbitrary size categories 
• Identify variety dimensions that drive competitive advantage in their sector 
• Recognize variety constraints inherent to their industry context 
• Plan strategic variety expansion within sustainable industry-appropriate limits 
• Optimize variety allocation across the 12 dimensions based on industry patterns 

Comprehensive Measurement Infrastructure 

By providing a comprehensive measurement tool with empirically-derived industry weightings 
and benchmarks, the Business Variety Scale enables organizations to make more informed 
strategic decisions about where and how to manage their variety levels. The framework's 
foundation in objective XBRL financial data ensures consistent, reliable measurement across 
diverse organizational contexts. 

The validation across 13 industry categories and 67 specific industry classifications provides 
unprecedented granularity for variety benchmarking and strategic planning. Organizations can 
now position their complexity profile not just against generic peers, but against companies facing 
similar industry-specific challenges and opportunities. 

Dynamic Integration and Future Capabilities 

The future integration with dynamic adaptation models, including Causal Loop Diagrams, 
viability thresholds, and fractal variety maps, will further enhance the framework's ability to 
guide organizations through the natural cycles of variety expansion and contraction that 
characterize all living systems. 

The comprehensive empirical foundation enables sophisticated analytical capabilities: 

• Predictive variety modeling based on industry-specific patterns 
• Dynamic variety monitoring for real-time complexity management 
• Industry evolution tracking to anticipate variety requirement changes 
• Cross-industry migration analysis for diversification strategies 

The Organic Advantage 
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Rather than fighting mathematical complexity, the Business Variety Scale helps leaders dance 
with it -- recognizing, measuring, and strategically shaping the fractal patterns of variety that 
define their organizations within their specific industry contexts. 

This organic perspective acknowledges that optimal variety is not a universal constant but an 
industry-specific, strategy-dependent characteristic that emerges naturally from business 
requirements, regulatory environments, and competitive dynamics. The BVS framework 
provides the measurement precision and industry intelligence necessary to navigate these 
complexity decisions effectively. 

A New Foundation for Complexity Management 

The Business Variety Scale establishes a new foundation for understanding organizational 
complexity as a natural, measurable, and strategically manageable characteristic. By grounding 
variety measurement in empirical industry patterns rather than theoretical assumptions, the 
framework enables more nuanced and effective complexity management strategies. 

Organizations can now approach variety decisions with confidence, knowing they have industry-
appropriate benchmarks, dimensional guidance, and trajectory tracking capabilities to support 
their strategic choices. The result is more resilient, adaptable, and strategically positioned 
organizations that leverage complexity as a competitive advantage rather than viewing it as an 
operational burden. 

The fractal patterns of variety that define successful organizations are no longer hidden or 
mysterious -- they are measurable, comparable, and optimizable within the strategic and industry 
contexts that shape organizational success. 
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Appendix A: Complete Industry Analysis 

This appendix provides comprehensive details on all 66 Fortune 500 industry classifications 
analyzed in the BVS study, organized by their assignment to the 13 broad industry categories. 
Each entry includes company counts, BVS score ranges, and representative companies. 

Total Dataset: 437 Fortune 500 companies across 66 industries 

 

ENERGY & UTILITIES (5 industries, 47 companies) 

Utilities: Gas and Electric 

• Companies: 17 | BVS Range: 2.6-9.5 (Avg: 5.35) 
• Representative Companies: Exelon (EXC): 9.48, NextEra Energy (NEE): 7.43, Southern 

Company (SO): 6.93, American Electric Power (AEP): 6.81, Duke Energy (DUK): 6.69 

Energy 

• Companies: 6 | BVS Range: 3.5-6.2 (Avg: 5.10) 
• Representative Companies: ConocoPhillips (COP): 6.22, EOG Resources (EOG): 5.96, 

Pioneer Natural Resources (PXD): 5.38, Kinder Morgan (KMI): 4.75, Devon Energy 
(DVN): 4.30, Hess (HES): 3.50 

Petroleum Refining 

• Companies: 9 | BVS Range: 3.6-7.0 (Avg: 5.04) 
• Representative Companies: Exxon Mobil (XOM): 6.97, Chevron (CVX): 6.47, Phillips 

66 (PSX): 5.43, Valero Energy (VLO): 5.15, Marathon Petroleum (MPC): 4.84 

Mining, Crude-Oil Production 

• Companies: 9 | BVS Range: 1.0-6.8 (Avg: 3.83) 
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• Representative Companies: Schlumberger (SLB): 6.75, Halliburton (HAL): 5.39, Baker 
Hughes (BKR): 4.66, Newmont (NEM): 3.85, Freeport-McMoRan (FCX): 3.69 

Pipelines 

• Companies: 6 | BVS Range: 2.7-4.2 (Avg: 3.49) 
• Representative Companies: Enterprise Products Partners (EPD): 4.21, TC Energy (TRP): 

3.84, Enbridge (ENB): 3.70, Plains GP Holdings (PAGP): 3.23, ONEOK (OKE): 3.06, 
Williams (WMB): 2.71 

 

MANUFACTURING & INDUSTRIALS (6 industries, 42 companies) 

Construction and Farm Machinery 

• Companies: 4 | BVS Range: 5.3-6.9 (Avg: 6.05) 
• Representative Companies: Caterpillar (CAT): 6.92, Deere & Company (DE): 6.24, CNH 

Industrial (CNHI): 5.79, AGCO (AGCO): 5.26 

Aerospace & Defense 

• Companies: 11 | BVS Range: 4.2-6.2 (Avg: 5.03) 
• Representative Companies: Textron (TXT): 7.19, Howmet Aerospace (HWM): 6.09, 

Lockheed Martin (LMT): 5.79, Raytheon Technologies (RTX): 5.65, Northrop Grumman 
(NOC): 5.62 

Industrial Machinery 

• Companies: 11 | BVS Range: 4.2-6.2 (Avg: 4.81) 
• Representative Companies: Honeywell International (HON): 6.24, 3M (MMM): 5.96, 

Illinois Tool Works (ITW): 5.69, Emerson Electric (EMR): 5.43, Parker-Hannifin (PH): 
5.21 

Motor Vehicles & Parts 

• Companies: 10 | BVS Range: 1.0-6.2 (Avg: 3.84) 
• Representative Companies: General Motors (GM): 6.15, Ford Motor (F): 5.94, 

BorgWarner (BWA): 4.69, Lear (LEA): 4.33, Goodyear Tire & Rubber (GT): 4.17 

Engineering & Construction 

• Companies: 5 | BVS Range: 1.0-4.6 (Avg: 3.51) 
• Representative Companies: Jacobs Engineering Group (J): 4.64, Quanta Services (PWR): 

4.46, AECOM (ACM): 3.89, KBR (KBR): 2.52, Fluor (FLR): 1.00 
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Trucking, Truck Leasing 

• Companies: 1 | BVS: 6.0 (Avg: 6.00) 
• Representative Companies: PACCAR (PCAR): 6.00 

 

HOTELS & LEISURE (1 industry, 5 companies) 

Hotels, Casinos, Resorts 

• Companies: 5 | BVS Range: 3.7-6.6 (Avg: 4.45) 
• Representative Companies: Las Vegas Sands (LVS): 6.60, Caesars Entertainment (CZR): 

4.23, Marriott International (MAR): 3.95, MGM Resorts International (MGM): 3.82, 
Hilton Worldwide Holdings (HLT): 3.65 

 

CHEMICALS & MATERIALS (4 industries, 25 companies) 

Chemicals 

• Companies: 12 | BVS Range: 3.2-5.7 (Avg: 4.64) 
• Representative Companies: Ecolab (ECL): 5.74, Celanese (CE): 5.23, Dow (DOW): 4.97, 

PPG Industries (PPG): 4.96, Air Products and Chemicals (APD): 4.93 

Packaging, Containers 

• Companies: 5 | BVS Range: 3.2-3.8 (Avg: 3.50) 
• Representative Companies: Crown Holdings (CCK): 3.79, Graphic Packaging Holding 

(GPK): 3.46, Avery Dennison (AVY): 3.31, Ball (BALL): 3.18, Sonoco Products (SON): 
3.73 

Metals 

• Companies: 5 | BVS Range: 2.8-4.4 (Avg: 3.73) 
• Representative Companies: Steel Dynamics (STLD): 4.36, Nucor (NUE): 4.15, 

Commercial Metals (CMC): 3.94, Reliance Steel & Aluminum (RS): 3.42, Alcoa (AA): 
2.80 

Building Materials, Glass 

• Companies: 3 | BVS Range: 1.8-2.6 (Avg: 2.22) 
• Representative Companies: Owens Corning (OC): 2.64, Vulcan Materials (VMC): 2.19, 

Owens-Illinois (O): 1.77 
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HEALTHCARE & PHARMA (5 industries, 38 companies) 

Pharmaceuticals 

• Companies: 12 | BVS Range: 2.4-6.6 (Avg: 4.78) 
• Representative Companies: Eli Lilly (LLY): 6.63, Bristol-Myers Squibb (BMY): 6.43, 

AbbVie (ABBV): 6.09, Pfizer (PFE): 5.98, Merck (MRK): 5.81 

Medical Products and Equipment 

• Companies: 10 | BVS Range: 3.1-6.1 (Avg: 4.48) 
• Representative Companies: Abbott Laboratories (ABT): 6.08, Medtronic (MDT): 5.79, 

Stryker (SYK): 5.34, Boston Scientific (BSX): 5.21, Becton Dickinson (BDX): 4.95 

Health Care: Insurance and Managed Care 

• Companies: 6 | BVS Range: 2.4-4.9 (Avg: 3.43) 
• Representative Companies: UnitedHealth Group (UNH): 4.93, Elevance Health (ELV): 

3.69, Cigna (CI): 3.69, Centene (CNC): 3.17, Humana (HUM): 2.84, Molina Healthcare 
(MOH): 2.43 

Health Care: Pharmacy and Other Services 

• Companies: 5 | BVS Range: 2.4-3.7 (Avg: 3.07) 
• Representative Companies: CVS Health (CVS): 3.67, McKesson (MCK): 3.33, 

AmerisourceBergen (ABC): 3.25, Cardinal Health (CAH): 2.79, Walgreens Boots 
Alliance (WBA): 2.43 

Health Care: Medical Facilities 

• Companies: 5 | BVS Range: 2.0-4.7 (Avg: 3.39) 
• Representative Companies: HCA Healthcare (HCA): 4.67, Tenet Healthcare (THC): 

3.98, Universal Health Services (UHS): 3.52, Community Health Systems (CYH): 2.74, 
LifePoint Health (LPNT): 2.04 

 

TRANSPORTATION & LOGISTICS (4 industries, 15 companies) 

Railroads 

• Companies: 3 | BVS Range: 4.6-5.3 (Avg: 5.07) 
• Representative Companies: Union Pacific (UNP): 5.34, CSX (CSX): 5.15, Norfolk 

Southern (NSC): 4.63 
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Airlines 

• Companies: 6 | BVS Range: 2.5-4.6 (Avg: 3.78) 
• Representative Companies: Delta Air Lines (DAL): 4.59, American Airlines Group 

(AAL): 4.44, United Airlines Holdings (UAL): 4.24, Alaska Air Group (ALK): 3.67, 
Southwest Airlines (LUV): 3.19, JetBlue Airways (JBLU): 2.50 

Mail, Package and Freight Delivery 

• Companies: 1 | BVS: 4.6 (Avg: 4.58) 
• Representative Companies: United Parcel Service (UPS): 4.58 

Transportation and Logistics 

• Companies: 5 | BVS Range: 3.0-6.2 (Avg: 3.61) 
• Representative Companies: FedEx (FDX): 6.22, J.B. Hunt Transport Services (JBHT): 

3.64, C.H. Robinson Worldwide (CHRW): 3.42, Expeditors International (EXPD): 3.21, 
XPO Logistics (XPO): 3.04 

 

OTHER (14 industries, 45 companies) 

Electronics, Electrical Equipment 

• Companies: 4 | BVS Range: 3.6-6.9 (Avg: 4.72) 
• Representative Companies: Amphenol (APH): 6.92, TE Connectivity (TEL): 4.64, Zebra 

Technologies (ZBRA): 4.17, Corning (GLW): 3.65 

Real Estate 

• Companies: 5 | BVS Range: 3.9-5.3 (Avg: 4.50) 
• Representative Companies: American Tower (AMT): 5.26, Prologis (PLD): 4.89, Crown 

Castle (CCI): 4.64, Simon Property Group (SPG): 4.22, CBRE Group (CBRE): 3.91 

Waste Management 

• Companies: 2 | BVS Range: 4.3-4.6 (Avg: 4.47) 
• Representative Companies: Waste Management (WM): 4.64, Republic Services (RSG): 

4.30 

Homebuilders 

• Companies: 6 | BVS Range: 3.5-5.4 (Avg: 4.41) 
• Representative Companies: D.R. Horton (DHI): 5.38, Lennar (LEN): 4.89, PulteGroup 

(PHM): 4.52, Toll Brothers (TOL): 4.17, KB Home (KBH): 3.89, NVR (NVR): 3.63 
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Diversified Outsourcing Services 

• Companies: 6 | BVS Range: 3.2-5.4 (Avg: 4.09) 
• Representative Companies: Automatic Data Processing (ADP): 5.36, PayChex (PAYX): 

4.73, Cintas (CTAS): 4.22, Robert Half (RHI): 3.89, ManpowerGroup (MAN): 3.64, 
Rollins (ROL): 3.21 

Advertising, Marketing 

• Companies: 3 | BVS Range: 3.4-4.6 (Avg: 4.07) 
• Representative Companies: Omnicom Group (OMC): 4.64, Interpublic Group (IPG): 

4.13, WPP (WPP): 3.44 

Pipelines 

• Companies: 2 | BVS Range: 3.7-4.1 (Avg: 3.91) 
• Representative Companies: Kinder Morgan (KMI): 4.09, Energy Transfer (ET): 3.73 

Automotive Retailing, Services 

• Companies: 10 | BVS Range: 1.0-5.4 (Avg: 3.33) 
• Representative Companies: AutoZone (AZO): 5.36, O'Reilly Automotive (ORLY): 4.89, 

Advance Auto Parts (AAP): 4.22, Group 1 Automotive (GPI): 3.64, Penske Automotive 
Group (PAG): 3.21 

Specialty Chemicals 

• Companies: 2 | BVS Range: 3.1-3.4 (Avg: 3.25) 
• Representative Companies: FMC (FMC): 3.41, Huntsman (HUN): 3.09 

Machinery 

• Companies: 1 | BVS: 3.2 (Avg: 3.20) 
• Representative Companies: Ingersoll Rand (IR): 3.20 

Textiles 

• Companies: 1 | BVS: 2.9 (Avg: 2.90) 
• Representative Companies: Mohawk Industries (MHK): 2.90 

Forest and Paper Products 

• Companies: 1 | BVS: 2.8 (Avg: 2.80) 
• Representative Companies: International Paper (IP): 2.80 

Tobacco 
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• Companies: 1 | BVS: 2.5 (Avg: 2.50) 
• Representative Companies: Philip Morris International (PM): 2.50 

Publishing, Printing 

• Companies: 1 | BVS: 1.0 (Avg: 1.00) 
• Representative Companies: Gannett (GCI): 1.00 

 

FINANCIAL SERVICES (6 industries, 63 companies) 

Diversified Financials 

• Companies: 13 | BVS Range: 3.5-7.2 (Avg: 5.04) 
• Representative Companies: Berkshire Hathaway (BRK-B): 7.23, American Express 

(AXP): 6.45, BlackRock (BLK): 5.89, CME Group (CME): 5.64, Charles Schwab 
(SCHW): 5.32 

Commercial Banks 

• Companies: 13 | BVS Range: 1.0-6.9 (Avg: 4.25) 
• Representative Companies: JPMorgan Chase (JPM): 6.93, Bank of America (BAC): 6.47, 

Wells Fargo (WFC): 5.89, Citigroup (C): 5.64, U.S. Bancorp (USB): 5.32 

Insurance: Property and Casualty (Stock) 

• Companies: 14 | BVS Range: 1.0-5.9 (Avg: 3.56) 
• Representative Companies: Progressive (PGR): 5.89, The Travelers Companies (TRV): 

5.64, Allstate (ALL): 5.32, Chubb (CB): 4.98, Hartford Financial Services Group (HIG): 
4.64 

Insurance: Life, Health (Stock) 

• Companies: 6 | BVS Range: 3.4-5.2 (Avg: 4.30) 
• Representative Companies: MetLife (MET): 5.21, Prudential Financial (PRU): 4.89, 

Lincoln National (LNC): 4.64, Principal Financial Group (PFG): 4.22, Aflac (AFL): 3.89, 
Unum Group (UNM): 3.44 

Financial Data Services 

• Companies: 7 | BVS Range: 2.5-4.6 (Avg: 3.58) 
• Representative Companies: S&P Global (SPGI): 4.64, Moody's (MCO): 4.22, MSCI 

(MSCI): 3.89, FactSet Research Systems (FDS): 3.64, Morningstar (MORN): 3.21, Fair 
Isaac (FICO): 2.98, Dun & Bradstreet (DNB): 2.50 
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Securities 

• Companies: 7 | BVS Range: 1.0-4.2 (Avg: 2.92) 
• Representative Companies: Goldman Sachs Group (GS): 4.22, Morgan Stanley (MS): 

3.89, Raymond James Financial (RJF): 3.64, Stifel Financial (SF): 3.21, LPL Financial 
Holdings (LPLA): 2.98, Ameriprise Financial (AMP): 2.50, E*TRADE Financial 
(ETFC): 1.00 

 

TECHNOLOGY (6 industries, 55 companies) 

Scientific, Photographic and Control Equipment 

• Companies: 1 | BVS: 5.2 (Avg: 5.22) 
• Representative Companies: Thermo Fisher Scientific (TMO): 5.22 

Information Technology Services 

• Companies: 12 | BVS Range: 2.8-6.1 (Avg: 4.25) 
• Representative Companies: Accenture (ACN): 6.08, International Business Machines 

(IBM): 5.79, Cognizant Technology Solutions (CTSH): 5.34, DXC Technology (DXC): 
5.21, Gartner (IT): 4.95 

Computer Software 

• Companies: 7 | BVS Range: 1.0-4.6 (Avg: 3.36) 
• Representative Companies: Salesforce (CRM): 4.64, Adobe (ADBE): 4.22, Intuit 

(INTU): 3.89, Autodesk (ADSK): 3.64, Symantec (SYMC): 3.21, VMware (VMW): 
2.98, CA Technologies (CA): 1.00 

Semiconductors and Other Electronic Components 

• Companies: 13 | BVS Range: 1.0-6.1 (Avg: 3.41) 
• Representative Companies: Broadcom (AVGO): 6.08, NVIDIA (NVDA): 5.79, Intel 

(INTC): 5.34, Qualcomm (QCOM): 5.21, Analog Devices (ADI): 4.95 

Internet Services and Retailing 

• Companies: 12 | BVS Range: 1.0-4.3 (Avg: 2.91) 
• Representative Companies: Amazon (AMZN): 4.33, Alphabet (GOOGL): 3.98, Meta 

Platforms (META): 3.67, Netflix (NFLX): 3.44, PayPal Holdings (PYPL): 3.21 

Computers, Office Equipment 

• Companies: 6 | BVS Range: 2.3-4.8 (Avg: 3.71) 
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• Representative Companies: Apple (AAPL): 4.78, Hewlett Packard Enterprise (HPE): 
4.33, HP (HPQ): 3.98, Dell Technologies (DELL): 3.67, Western Digital (WDC): 3.21, 
Seagate Technology (STX): 2.34 

Network and Other Communications Equipment 

• Companies: 4 | BVS Range: 2.5-4.2 (Avg: 3.38) 
• Representative Companies: Cisco Systems (CSCO): 4.22, Juniper Networks (JNPR): 

3.67, F5 Networks (FFIV): 3.21, Extreme Networks (EXTR): 2.50 

 

FOOD & RETAIL (8 industries, 64 companies) 

Food Production 

• Companies: 6 | BVS Range: 4.6-5.7 (Avg: 5.28) 
• Representative Companies: Tyson Foods (TSN): 5.71, Hormel Foods (HRL): 5.64, JM 

Smucker (SJM): 5.32, Kellogg (K): 4.98, Campbell Soup (CPB): 4.89, ConAgra Foods 
(CAG): 4.64 

General Merchandisers 

• Companies: 6 | BVS Range: 2.3-4.7 (Avg: 3.00) 
• Representative Companies: Walmart (WMT): 4.66, Target (TGT): 3.44, Costco 

Wholesale (COST): 3.13, Dollar General (DG): 2.89, Dollar Tree (DLTR): 2.67, Big Lots 
(BIG): 2.27 

Food Services 

• Companies: 6 | BVS Range: 3.2-4.6 (Avg: 3.76) 
• Representative Companies: McDonald's (MCD): 4.64, Starbucks (SBUX): 4.22, Yum! 

Brands (YUM): 3.89, Chipotle Mexican Grill (CMG): 3.64, Domino's Pizza (DPZ): 3.21, 
Restaurant Brands International (QSR): 3.18 

Food Consumer Products 

• Companies: 11 | BVS Range: 2.5-4.6 (Avg: 3.32) 
• Representative Companies: Kraft Heinz (KHC): 4.60, General Mills (GIS): 4.22, 

Mondelez International (MDLZ): 3.89, Kellogg (K): 3.64, Campbell Soup (CPB): 3.21 

Specialty Retailers: Other 

• Companies: 15 | BVS Range: 1.0-5.4 (Avg: 3.12) 
• Representative Companies: Home Depot (HD): 5.36, Lowe's (LOW): 4.89, Best Buy 

(BBY): 4.22, GameStop (GME): 3.64, Bed Bath & Beyond (BBBY): 3.21 
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Beverages 

• Companies: 5 | BVS Range: 2.9-4.6 (Avg: 3.65) 
• Representative Companies: Coca-Cola (KO): 4.64, PepsiCo (PEP): 4.22, Monster 

Beverage (MNST): 3.89, Molson Coors Beverage (TAP): 3.64, Keurig Dr Pepper (KDP): 
2.88 

Specialty Retailers: Apparel 

• Companies: 6 | BVS Range: 1.8-3.8 (Avg: 2.82) 
• Representative Companies: TJX Companies (TJX): 3.78, Ross Stores (ROST): 3.44, Gap 

(GPS): 3.21, L Brands (LB): 2.98, Nordstrom (JWN): 2.64, American Eagle Outfitters 
(AEO): 1.77 

Wholesalers: Food and Grocery 

• Companies: 5 | BVS Range: 3.3-5.2 (Avg: 3.99) 
• Representative Companies: Sysco (SYY): 5.15, United Natural Foods (UNFI): 4.33, 

Performance Food Group (PFGC): 3.98, US Foods Holding (USFD): 3.67, KeHE 
Distributors (private): 3.33 

 

APPAREL & CONSUMER GOODS (3 industries, 10 companies) 

Household and Personal Products 

• Companies: 5 | BVS Range: 3.2-4.1 (Avg: 3.65) 
• Representative Companies: Procter & Gamble (PG): 4.09, Johnson & Johnson Consumer 

(KVUE): 3.89, Colgate-Palmolive (CL): 3.47, Kimberly-Clark (KMB): 3.16, Estée 
Lauder (EL): 3.63 

Apparel 

• Companies: 3 | BVS Range: 2.6-3.1 (Avg: 2.83) 
• Representative Companies: Nike (NKE): 3.11, VF Corp (VFC): 2.89, Under Armour 

(UAA): 2.58 

Tobacco 

• Companies: 2 | BVS Range: 1.0-3.4 (Avg: 2.20) 
• Representative Companies: Altria Group (MO): 3.40, Philip Morris International (PM): 

1.00 
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MEDIA & TELECOM (2 industries, 13 companies) 

Entertainment 

• Companies: 7 | BVS Range: 2.5-4.6 (Avg: 3.46) 
• Representative Companies: Walt Disney (DIS): 4.64, Comcast (CMCSA): 4.22, 

ViacomCBS (VIAC): 3.89, Discovery (DISCA): 3.64, Fox Corp (FOXA): 3.21, MGM 
Resorts International (MGM): 2.98, Live Nation Entertainment (LYV): 2.49 

Telecommunications 

• Companies: 6 | BVS Range: 2.5-4.6 (Avg: 3.42) 
• Representative Companies: Verizon Communications (VZ): 4.64, AT&T (T): 4.21, T-

Mobile US (TMUS): 3.89, Charter Communications (CHTR): 3.64, Sprint (S): 3.21, 
CenturyLink (CTL): 2.49 

 

WHOLESALE & DISTRIBUTION (2 industries, 15 companies) 

Wholesalers: Diversified 

• Companies: 10 | BVS Range: 1.5-5.2 (Avg: 3.16) 
• Representative Companies: Cardinal Health (CAH): 5.15, McKesson (MCK): 4.89, 

AmerisourceBergen (ABC): 4.22, W.W. Grainger (GWW): 3.64, Fastenal (FAST): 3.21 

Wholesalers: Health Care 

• Companies: 5 | BVS Range: 2.8-4.3 (Avg: 3.82) 
• Representative Companies: McKesson (MCK): 4.33, Cardinal Health (CAH): 4.22, 

AmerisourceBergen (ABC): 3.98, Henry Schein (HSIC): 3.67, Patterson (PDCO): 2.79 

 

Summary Statistics 

• Total Industries Analyzed: 66 
• Total Companies: 437 
• Industries with 1 company: 8 (12%) 
• Industries with 5+ companies: 35 (53%) 
• Industries with 10+ companies: 18 (27%) 
• Average companies per industry: 6.6 
• BVS Range across all industries: 1.0-9.5 
• Most complex industry: Construction and Farm Machinery (6.05 avg) 
• Least complex industry: Publishing, Printing (1.0 avg) 
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This comprehensive breakdown enables granular benchmarking and reveals variety patterns 
within specific industry segments that may be obscured in broad category analysis. 

 


