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Capital Management

What is Your Cost of Capital?

There is a cost of doing business that must serve as your benchmark for how you
invest in long-term assets. This costs is called Cost of Capital. Cost of Capital is the
rate you pay to those who lend or invest money into your business. You can think of
Cost of Capital as the rate of return investors require for incurring risk whenever they
give you money. Cost of Capital applies to long-term funding of assets as opposed to
short-term funding of working capital.

Why is Cost of Capital so important? Well, you have to earn an overall rate of return
on your assets that is higher than your cost of capital. If not, you end-up destroying
value. So how do you calculate Cost of Capital? The most popular approach is called
the Capital Asset Pricing Model or CAPM. CAPM estimates your cost of equity by
taking a risk free rate and adjusting it by risks that are unique to your company or
industry. Long-term government bonds are often used to estimate risk free rates
while overall market premiums run around 6%.

CAPM is not perfect since it has many unrealistic assumptions and variations in
estimates. For example, sources (Bloomberg, S & P, etc.) for reporting market risks
of specific companies provide very different estimates. Additionally you might find
simple estimates are just as accurate as CAPM. For example, simply adding 3% to
your cost of debt may provide a reasonably accurate estimate of your cost of capital.
You can also look at companies that are very similar to your company. In any event,
you need to calculate your cost of capital since it is an extremely important
component in financial management decision-making.

Calculating Weighted Average Cost of Capital

Weighted Average Cost of Capital (WACC) is the overall costs of capital. WACC is
based on your current capital structure. Market values are used to assign weights to
different components of capital. It should be noted that market weights are preferred
over book value weights since market values more closely reflect how you raise your
capital. Market weights are calculated by simply dividing the market value for each
component by the sum of market values for all components. The following example
illustrates how you calculate weighted average cost of capital.

Current Capital Structure consists three components: Long-term Debt (10 year A
Bonds) with a book value of $ 400,000 and a cost of capital of 6.0%. Common Stock
with a book value of $ 200,000 and a cost of capital of 18.0%. Retained Earnings
with a book value of $ 50,000 and a cost of capital of 16.0%.



1. Determine Market Values for Capital Components. 10-Year grade A
bonds are selling for $ 1,150 per bond and the common stock is selling
for $ 40.00 per share. Assume we have 500 bonds outstanding and
15,000 shares of stock outstanding. Market Value for Debt is $
575,000 ($ 1,150 x 500) and Market Value for Stock is $ 600,000 ($
40.00 x 15,000).

2. Allocate the Equity Market Value between Common Stock and
Retained Earnings based on book values. Common Stock = $ 480,000
($ 200,000/ $ 250,000 x $ 600,000). Retained Earnings = $ 120,000
($ 50,000/ $ 250,000 x $ 600,000).

3. Calculate the WACC using market weights:

The Debt (Bonds) has a market weight of .49 ($ 575,000/ $ 1,175,000) x .06 cost of
capital =.029. Stock has a market weight of .41 ($ 480,000/ $ 1,175,000) x .18 cost
of capital = .074. Finally, Retained Earnings has a market weight of .10 ($ 120,000/ $
1,175,000) x .16 cost of capital = .016. This gives us a Weighted Average Cost of
Capital of .119 or 11.9% (.029 + .074 + .016).

Capital Structure Theory

The theory behind capital structure is to find the right mix of long-term funds that
minimizes the costs of capital and maximizes the value of the organization. This ideal
mix is called the optimal capital structure. It can be argued that an optimal capital
structure really doesn't exist since changing the mix of capital will not change values.

However, four approaches can be used to find the optimal capital structure. They are
Net Operating Income (NOI), Net Income (NI), Traditional, and Modigliani-Miller. It
should be noted that all of these approaches assumes no income taxes exists, all
residual earnings are distributed as dividends, and operating risks remain consistent.

The NOI approach holds that costs of capital is relatively the same regardless of the
degree of leverage. The NI approach takes the opposite view; costs of capital and
market values of companies are affected by the use of leverage. The Traditional
Approach is a mix of both the NOI approach and the NI approach. Finally, the
Modigliani-Miller view is that costs of capital and market values are independent of
your capital structure. In practice, there are many factors that influence capital
structure. They include growth in sales, asset composition, risk attitudes within the
organization, etc. The best approach seems to be to focus on a range of capital
structures in managing the organization.



Capital Structure Analysis Using EBIT-EPS

One way of determining the right mix of capital is to measure the impacts of different
financing plans on Earnings Per Share (EPS). The objective is to find the level of
EBIT (Earnings Before Interest Taxes) where EPS does not change; i.e. the EBIT
Breakeven. At the EBIT Breakeven, EPS will be the same under each financing plan
we have under consideration. As a general rule, using financial leverage will
generate more EPS where EBIT is greater than the EBIT Breakeven. Using less
leverage will generate more EPS where EBIT is less than EBIT Breakeven.

EBIT Breakeven is calculated by finding the point where alternative financing plans
are equal according to the following formula:

(EBIT - 1) x (1.0 - TR) / Equity number of shares after implementing financing plan.
I: Interest Expense TR: Tax Rate Formula assumes no preferred stock.

The formula is calculated for each financing plan. For example, you may be
considering issuing more stock under Plan A and incurring more debt under Plan B.
Each of these plans will have different impacts on EPS. You want to find the right
plan that helps maximize EPS, but still manage risks within an acceptable range.
EBIT-EPS Analysis can help find the right capital mix for high returns and low costs
of capital.

What is Intellectual Capital?

For publicly traded companies, capital is raised by issuing debt or equity which in turn
is invested into assets. Hopefully these capital investments will earn a rate of return
higher than your cost of capital. Capital assets are reported on the Balance Sheet. As
the World becomes more and more competitive, the returns generated by assets not
reported on the Balance Sheet becomes much more important. And for some
organizations, this may represent the single biggest source of value-creation!

One of these hidden assets for creating value is so-called Intellectual Capital.
Intellectual Capital (IC) is the intangible stuff that provides your organization with
knowledge, strategy, customer service, etc. Internal sources of IC include your
people who possess the knowledge and expertise to make your organization work.
Internal IC also includes your management information systems, brand names, and
copyrights. External IC would represent your loyal customers and suppliers.

IC received widespread attention when Thomas Stewart published his book:
Intellectual Capital: The New Wealth of Organizations. As a result, many companies
now recognize that value-creation goes outside traditional capital. This intense
interest in IC has prompted some companies to create Managers of Intellectual
Capital.




Finally, how do you measure IC? Well it's not easy since IC is such a new concept.
Measurement of IC can include things like employee qualifications, customer
retention rates, and registered copyrights. For now, most companies are focused on
measuring the traditional sources of capital. However, in the future Intellectual Capital
may become one of the most important components of value-creation.

Recognizing Intellectual Capital

Financial professionals are increasingly apprehensive over the traditional accounting
model. Financial statements, the main product of the traditional accounting model,
are extremely inadequate for reporting the valuations behind a business. Real
values, not book values, are the focus of attention within financial management.
According to New York University, a typical set of financial statements will only
disclose about 15% of the market value of a business. In order to bridge the gap
between market values and book values, we need to recognize something called
intellectual capital.

By using a set of intellectual capital accounts, an organization better understands and
communicates the sources of value. Unlike financial accounts, intellectual capital
accounts have a long-term perspective. They stress the importance of spending time
and resources on the intangibles within the business. Therefore, intellectual capital
accounts support growth, development, and innovation. These are the real sources
of value within a business.

In a world where knowledge is critical, intellectual capital accounts will capture and
report knowledge as one of the principal assets within the business. We no longer
look at our business within the confines of the Balance Sheet, focusing only on fixed
tangible assets. The intangible assets (such as knowledge, people, customers,
systems, etc.) represent the stimulus for growth and value creation. The use of
intellectual capital accounts can provide several benefits, including:

- Stresses the importance of developing knowledge, people, technology, and other
components of intellectual capital.

- Supports organizational development in those areas that have the biggest impact.
- Provides a better indication of long-term growth.

- Assists in strategic decision making since we now have a better understanding of
where our growth comes from.

- Supports how financial capital is deployed and managed, improving returns and
financial performance.



Setting up a set of intellectual capital accounts can be very creative. Most
organizations seem to focus on at least four resource categories:

1. Human Resources - Knowledge, education, qualifications, abilities, strategic
thinkers, etc.

2. Customers - Loyalty, retention, brands, agreements, etc.

3. Technology - Networks, data warehousing, executive information systems, etc.
4. Processes - Value added activities, efficiencies, cost, etc.

Intellectual capital accounts will need to capture the values associated with intangible
resources within the four categories defined above. In order to accomplish this, we
will need to establish a structure or definition for each intellectual capital account.
Intellectual capital accounts are often defined within three measurement layers:

1. Define what needs to be measured, such as level of professional development of
personnel.

2. Define the metric to be used, such as number of continuing professional
development hours completed.

3. Define the desired outcome, such as 80 hours average within the organization.

In conclusion, resource categories are the foundation for building the content of
intellectual capital accounts. The objective is to capture through measurement your
position, compare the results through reporting, and take action to improve how
intellectual capital is being managed. This in turn leads to better implementation of
the corporate strategy and vision. And this will lead to higher market valuations.



