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Holy grail of ERP 
and S&OP

oth Enterprise Resource Plan-
ning (ERP) and Sales & Operati-
ons Planning (S&OP) have been 

around since the 1980s. ERP expe-
rienced its real breakthrough during 
the late nineties because companies 
became – or were made to be – afraid 
of the impending doom of ‘Y2K’, the 
new millennium that made the traditio-
nal way of using only two digits obso-
lete for a year. Meanwhile, S&OP has 
been skyrocketing as a management 
process for the past few years because 
of the volatility of demand brought 
about by the current economic crisis.

The analysts at Gartner invented the phrase ERP for software 
systems across an entire organisation. In reality, ERP systems 
were not integrated systems, but instead consisted of several 
different modules for each individual, functional business silo. 
By exchanging internal transactions, an ERP system was meant 
to provide an overview of entire companies, mainly large and 
complex ones and, initially, mostly in manufacturing. But ERP 
doesn’t do any real planning – it can’t even recognise the pro-
bability distribution of the demand for each individual product, 
which is essential for managing the supply chain. Some com-
panies still try to roll out a single ERP system throughout the 
whole company across the globe, in spite of mergers and acqui-
sitions and huge changes in the world.

Companies are now embracing S&OP on a broad level. The pro-
cess of matching supply chain and demand in the short term 
is not new; companies have been doing that for decades. But 
S&OP makes it formal and tries to link the demand and supply 
plans to the company’s budget in the long term, with a planning 
horizon of more than a year. In order to make this process suc-
cessful, all the key departments need to contribute to it. Apart 
from the typical behaviour of each functional silo, another major 
problem is that it takes a lot of effort to obtain the necessary data 
and information in order to make the right decision. Large com-
panies, or their divisions, do not yet have a truly integrated, sin-
gle ERP system that provides all the right figures, on the spot.

Organisations should not regard ERP and S&OP as the holy 
grail to solve all their business problems; they are merely the 
hammer and nails. Use them with organisational common 
sense.

Martijn Lofvers, Publishing Director & Editor-in-Chief
Supply Chain Movement

martijn.lofvers@supplychainmedia.nl
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important for us to find a better balance 
between working capital and customer 
satisfaction. Our previous systems worked 
with a min-max system; that was not enough 
for us. It’s our aspiration to look for new 
challenges each time and Slim4 lived up our 
expectations. We were looking for a system 
which automatically calculates trends, 
seasonality and order advice. Most preferable 
in a user friendly environment where forecast 
is integrated with Inventory Management.”

Comparative research
Verougstraete: “Based on extended research 
we looked at several potential vendors and 
software. The result of this comparative 
research is that Slim4 is the best. Not only 
did software exceed all of our requirements 
they offered us the possibility to test the 
software extensively in practice. One of 

our major objectives during the 6 month 
test period off was reducing stock by 15% 
without further reducing our service level. 
In addition to this, it was important that 
Slim4 was accepted by our users. Without 
the commitment of our users such a project 
is not realizable. All our users were very 
happy after just a few weeks. The software 
was very user friendly and where necessary 
we could use the professional helpdesk of 
Slimstock. The questions were answered 
directly and adequately.”
The result: the acceptation of Slim4 by 
our users, the quality of the helpdesk and 
trainers of Slimstock, were reasons enough 
for Verougstraete to implement Slim4 
throughout the whole company and roll out 
to all shops.    

Slim4 ensured that Cebeo’s inventory 
reduction goal was realized.  In addition to 
this, the availability of the product assortment 
increased simultaneously.
Patrick Verougstraete, Logistic Director 
explains: “From our central Warehouse, and 
our other 27 locations, we deliver 15,000 
order lines each day in the area off lighting, 
electrical technical equipment, cables and 
consumer electrics. It’s our aspiration to 
deliver as many product lines as possible 
directly from stock. Our promise is to deliver 
all our purchase orders the next day if we 
received the order before 19.00 pm. Slim4 
assists us in doing so.”

“Prior to Slim4 we were using functionality 
within our ERP system; we missed the 
flexibility to manage our growth in a correct 
way without increases inventory. It’s very 

Cebeo, part of Sonepar, is the market leader in Belgium for the distribution of electro technical 
material. What started as a small family business, Cebeo has now become one of the biggest dis-
tributors with an annual turnover over €330 million. Due to the continuous growth it became 
difficult to determine the optimum balance between working capital and service levels. Their 
current ERP system offered insufficient flexibility to calculate the purchase advice and opti-
mal inventory on each article level. After an extended evaluation period, the decision to select 
Slimstock’s Slim4 system was unanimous.

Cebeo achieves better results 
with less working capital

AdvertoriAl

“Slim4 gave us 
a 15% inventory 
reduction inside 
6 months”

Slimstock-SCM '10-11.indd   16 06-02-12   10:59
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important for us to find a better balance 
between working capital and customer 
satisfaction. Our previous systems worked 
with a min-max system; that was not enough 
for us. It’s our aspiration to look for new 
challenges each time and Slim4 lived up our 
expectations. We were looking for a system 
which automatically calculates trends, 
seasonality and order advice. Most preferable 
in a user friendly environment where forecast 
is integrated with Inventory Management.”

Comparative research
Verougstraete: “Based on extended research 
we looked at several potential vendors and 
software. The result of this comparative 
research is that Slim4 is the best. Not only 
did software exceed all of our requirements 
they offered us the possibility to test the 
software extensively in practice. One of 

our major objectives during the 6 month 
test period off was reducing stock by 15% 
without further reducing our service level. 
In addition to this, it was important that 
Slim4 was accepted by our users. Without 
the commitment of our users such a project 
is not realizable. All our users were very 
happy after just a few weeks. The software 
was very user friendly and where necessary 
we could use the professional helpdesk of 
Slimstock. The questions were answered 
directly and adequately.”
The result: the acceptation of Slim4 by 
our users, the quality of the helpdesk and 
trainers of Slimstock, were reasons enough 
for Verougstraete to implement Slim4 
throughout the whole company and roll out 
to all shops.    

Slim4 ensured that Cebeo’s inventory 
reduction goal was realized.  In addition to 
this, the availability of the product assortment 
increased simultaneously.
Patrick Verougstraete, Logistic Director 
explains: “From our central Warehouse, and 
our other 27 locations, we deliver 15,000 
order lines each day in the area off lighting, 
electrical technical equipment, cables and 
consumer electrics. It’s our aspiration to 
deliver as many product lines as possible 
directly from stock. Our promise is to deliver 
all our purchase orders the next day if we 
received the order before 19.00 pm. Slim4 
assists us in doing so.”

“Prior to Slim4 we were using functionality 
within our ERP system; we missed the 
flexibility to manage our growth in a correct 
way without increases inventory. It’s very 

Cebeo, part of Sonepar, is the market leader in Belgium for the distribution of electro technical 
material. What started as a small family business, Cebeo has now become one of the biggest dis-
tributors with an annual turnover over €330 million. Due to the continuous growth it became 
difficult to determine the optimum balance between working capital and service levels. Their 
current ERP system offered insufficient flexibility to calculate the purchase advice and opti-
mal inventory on each article level. After an extended evaluation period, the decision to select 
Slimstock’s Slim4 system was unanimous.

Cebeo achieves better results 
with less working capital

AdvertoriAl

“Slim4 gave us 
a 15% inventory 
reduction inside 
6 months”

Slimstock-SCM '10-11.indd   16 06-02-12   10:59





news & background

supply ChaiN World EuropE CoNfErENCE oCtobEr 2011

ReCRUIt tHe ‘yes’ gene
details count so make yourself stand out was one of the tips 

made by innocent drinks founder, richard reed. Jokes on pac-
kaging, grass covered promotion vans and eccentric advertising 
all help to ensure that people remember you.

Speaking at the recent Supply Chain World European confe-
rence in Amsterdam in October 2011, Reed recalled some les-
sons learned over the last ten years as the company has grown 
from a idea by three 26-year-olds into a thriving business across 
13 countries with a turnover of GBP 100 million (€115 million). 

Vulnerability
From a supply chain perspective, a massive risk analysis of the 
company a couple of years ago highlighted the vulnerability 

of fruit supplies in view of climate change. As the company is 
dependent on fresh fruit for its smoothies and juices a continu-
ous supply is critical. “Since then we have moved in some cases 
from single souring of fruit to always dual souring,” he said. “For 
similar reasons we no longer have a single production sites or 
rely on one bottle manufacturer.” 
Reed, who set up the company with Adam Balon, and Jon Wright 
in 1999 stressed the need to constantly remind yourself what 
the business is about and emphasised the  importance of having 
good people. 
“If you employ A-type people they in turn recruit A types. If you 
employ B types they tend to recruit C types and the business sli-
des downwards,” he said.
“We recruit people who show talent, people with the “yes” gene 
and who want to make it happen. If you find you take on people 
who are just there for the ride it’s best to get rid of them.” Many 
delegates will remember for a long time Reed citing Daniel Wal-
ker, former chief talent officer at Apple, “Better a hole [in the 
workforce]  than an arsehole”.

Trust on success
With the conference theme Building Supply Chain Capabilities 
for Future Success, Simon McGlone, of management training 
company FranklinCovey, described how important his company 
feels trust is to success. Although often seen as a soft, intangi-
ble virtue which is built on integrity he said it can be taught, 
restored and is quantifiable. Significantly, it speeds up business 
decisions so that companies can operate more effectively and effi-
ciently. He let see how a Speed of Trust management process was 
implemented at PepsiCo’s Frito Lay shortly before the economic 
recession in 2008. That year saw a significant rise in raw material 
costs as well as a potato harvest devastated by floods. With such 
big challenges to overcome trust is put to the test. By having a 
business framework within which to work Frito Lay was able to 
exceed all expectations. 
“We had five sets of tough decision to make that year but because 
we could trust each other we could cut through layers of bureau-
cracy and make decisions faster,” said Al Carey, Frito Lay presi-
dent and CEO. For example market place pricing which normally 
took 16 weeks was completed in five weeks. Executive wrangling 
over cost cutting which as a rule took two months were reduced 
to ten days. As a result, Frito Lay recorded its best profit year for 
ten years. 
Therefore, trust can be implemented, said McGlone, but is has to 
come from the top down.

For further Supply Chain Council events and the latest SCOR 
model visit www.supply-chain.org

pepsiCo’s frito lay has implemented the management program speed of 
Trust at shortly before the economic recession in 2008

promotional car of innocent drinks, covered with grass
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LambWeston has been working with the standard Sales & Operations 
Planning (S&OP) method for the past year. However, the manufacturer of 
frozen potato products is still in the process of learning and perfecting 
the approach. As part of that process, the board of directors arranged for 
the entire European management team to spend an afternoon playing the 
business game known as The Fresh Connection. 

LAMBWESTON 
BRINGS S&OP 
ALIVE

OPTIMAL CHAIN-WIDE 
DECISIONS
Having started with one factory in Kru-

iningen in 1985, LambWeston now has 

six factories across Europe, which all 

introduced Sales & Operations Planning 

(S&OP) a year ago. “At fi rst, consultation 

between sales and operations would take 

place by the coffee machine,” recalls John 

Wiskerke, Director Raw & Supply Chain 

at LambWeston. “The company’s rapid 

growth has made it increasingly diffi cult to 

maintain an overview of the entire chain, so 

we’ve had to formalise procedures.”

LambWeston’s senior management from 

across the whole of Europe spent an 

afternoon playing The Fresh Connection. 

“This game brings the S&OP process alive. 

Managers experience fi rst-hand how to make 

optimal chain-wide decisions,” summarises 

Wiskerke. It was a conscious decision to in-

clude several HR managers and even a legal 

expert among the 30 participants, explains 

Wiskerke. “In order to be effective sparring 

partners, they also need to have an under-

standing of these kinds of processes.”

The objective – to improve awareness of the 

necessity to collaborate – was accomplished 

successfully, despite, or per-

haps because of, the exercise 

lasting only half a day. The 

rapid feedback on the scores 

served to intensify participants’ 

motivation levels, which were 

already high thanks to the 

game’s competitive element. “People still talk 

about it,” says Wiskerke, who is now consi-

dering setting up an internal competition for 

middle management. “If they too understand 

the wider picture, the implementation of the 

S&OP process will run 

even more 

smoothly.”

S&OP process will run 

even more 

smoothly.”

www.involvation.nl

The outcome after the fi rst round of  The 
Fresh Connection, held at LambWeston’s 
headquarters in Kruiningen, The Nether-
lands, was surprising: those participants 
who had achieved the highest individual 
scores had performed below par as a team, 
and team performance is the name of the 
game – especially in practice. “Every sales-
person wants to be the best at selling, but 
if he does so to the detriment of the rest of 
the company there’s no long-term future,” 
states Niels Meijer.
Bas van Damme was one of the Lamb-
Weston participants whose team ranked 
second after the fi rst round. “In this game, 
it immediately becomes clear what the con-
sequences of your actions are for others. 
Collaboration is the key to success,” says 
Van Damme. His colleague Meijer expands 
on his point. “It’s not only your own depart-
ment that is important, but the whole com-
pany, and in fact much more beyond that. It 

is important to collaborate with 
suppliers and customers  too.”

In practice, the benefi ts of collaboration 
are not always directly apparent. “Different 
departments can have confl icting KPIs,” 
explains Van Damme. As Manufacturing 
Manager, for example, his performance is 
measured in terms of the yield he achie-
ves from the raw materials. Sometimes, 
however, he has to manufacture products 
using raw materials that have a negative 
impact on the yield. “By collaborating with 
colleagues from the potato planning depart-
ment, we might be able to reach different 
decisions, such as to use those potatoes 
for products which will achieve the desired 
yield,” continues Van Damme.
Working with a natural product 
like potatoes – only serves to 
increase the importance of 
collaboration. “You sometimes 
have to deal with unexpected 
circumstances in the course of 
the season,” says Meijer. “Our 
customers don’t like surprises, 
they just want consistent quality.”

‘EVERY SALESPERSON WANTS 
TO BE THE BEST AT SELLING’
Niels Meijer, 
International Sales Manager NW-Europe

‘DIFFERENT DEPART-
MENTS CAN HAVE 
CONFLICTING KPIS’
Bas van Damme, Manufacturing 
Manager in Bergen op Zoom

Advertorial ENG.indd   1 16-12-11   17:19

LambWeston hanteert sinds een jaar de standaard werkwijze voor Sales 
& Operations Planning (S&OP). De fabrikant van diepgevroren aardap-
pelproducten is echter nog altijd bezig met leren en vervolmaken van dit 
proces. Daarom liet de directie het voltallige Europese managementteam 
een middag lang de business game The Fresh Connection spelen. 

LAMBWESTON 
BRENGT S&OP 
TOT LEVEN

OPTIMALE KETENBREDE 
BESLISSINGEN 

LambWeston startte in 1985 met één fabriek 

in Kruiningen. Nu beschikt het bedrijf over 

zes fabrieken in heel Europa, die een jaar 

geleden zijn gestart met Sales & Opera-

tions Planning (S&OP). ‘In het begin vond 

de afstemming tussen sales en operations 

plaats rond het koffi ezetapparaat’, vertelt 

John Wiskerke, Director Raw & Supply 

Chain van LambWeston. ‘Door de snelle 

groei is het steeds moeilijker geworden om 

de hele keten te overzien en is formalise-

ring noodzakelijk geworden.’

Met het senior management in heel Europa 

heeft LambWeston een middag lang The 

Fresh Connection gespeeld. ‘In deze game 

wordt het S&OP-proces tot leven gebracht. 

Managers kunnen aan den lijve ondervinden 

hoe je optimale ketenbrede beslissingen 

neemt’, vertelt Wiskerke. Dat tussen de dertig 

deelnemers ook HR-managers en zelfs een 

enkele jurist zaten, is een bewuste keuze 

geweest. ‘Om een goede sparringspartner te 

zijn, moeten zij ook dit soort processen goed 

snappen.’

Het doel – bewustwording van de noodzaak 

tot samenwerking – is ruimschoots bereikt, 

ondanks of juist dankzij de 

lengte van slechts één dagdeel. 

De snelle feedback op de scores 

zorgt voor extra motivatie, die 

dankzij het competitie-element 

toch al groot was. ‘Mensen pra-

ten er nog steeds over’, vertelt 

Wiskerke, die nu overweegt om een interne 

competitie voor het middenmanagement op 

te zetten. ‘Als ook zij het bredere plaatje snap-

pen, zal de uitvoering van het S&OP-proces 

alleen nog maar beter gaan.’

‘EEN VERKOPER WIL NU EEN-
MAAL KAMPIOEN IN VERKOPEN 
WORDEN’
Niels Meijer, 
International Sales Manager NW-Europe

‘KPI’S VAN 
VERSCHILLENDE 
AFDELINGEN KUNNEN 
CONFLICTEREND ZIJN’
Bas van Damme, Manufacturing 
Manager Bergen op Zoom

www.involvation.nl

De conclusie na de eerste speelronde van 
The Fresh Connection op het hoofdkantoor 
van LambWeston in Kruiningen was ver-
rassend. De deelnemers die individueel de 
hoogste scores haalden, presteerden als 
team ondermaats. En juist die teampresta-
tie is waar het om draait, niet alleen in deze 
business game maar ook in de praktijk. 
‘Een verkoper wil nu eenmaal kampioen in 
verkopen worden. Maar als hij daarmee de 
rest van zijn bedrijf dupeert, red je het niet’, 
stelt Niels Meijer.
Bas van Damme was één van de deelne-
mers van LambWeston die met zijn team 
tweede stond na de eerste ronde. ‘In deze 
game worden de gevolgen van je hande-
lingen voor de ander in één keer duidelijk. 
Samenwerking is de sleutel tot succes’, zegt 
Van Damme, die de game samen met zijn 
drie vrouwelijke teamleden uiteindelijk wist 
te winnen. Zijn collega Meijer vult hem aan. 
‘Niet alleen de eigen afdeling is belangrijk, 

maar het hele bedrijf en ei-
genlijk nog veel meer dan dat. 
Juist ook samenwerking met 

leverancier s en klanten is van groot belang.’
In de praktijk is de meerwaarde van sa-
menwerking niet altijd direct duidelijk. ‘De 
KPI’s van verschillende afdelingen kunnen 
confl icterend zijn’, verklaart Van Damme. Als 
Manufacturing Manager wordt hij bijvoor-
beeld afgerekend op het rendement dat 
hij uit de grondstoffen haalt. Soms moet 
hij echter producten maken van grondstof-
fen die dat rendement omlaag brengen. 
‘Samenwerking met de mensen 
van de aardappelplanning kan 
dan tot andere keuzes leiden, 
bijvoorbeeld om de aardappelen 
te gebruiken voor producten die 
wel het gewenste rendement 
opleveren’, aldus Van Damme.
Het werken met het seizoensge-
bonden natuurproduct aardappel 
maakt het belang van samen-
werking nog groter. ‘Tijdens het 
seizoen loop je soms tegen verras-
singen aan’, weet Meijer uit ervaring. ‘Onze 
klanten houden niet van verrassingen, wel 
van constante kwaliteit.’

Advertorial.indd   1 04-11-11   10:51
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BRENGT S&OP 
TOT LEVEN

OPTIMALE KETENBREDE 
BESLISSINGEN 

LambWeston startte in 1985 met één fabriek 

in Kruiningen. Nu beschikt het bedrijf over 

zes fabrieken in heel Europa, die een jaar 

geleden zijn gestart met Sales & Opera-

tions Planning (S&OP). ‘In het begin vond 

de afstemming tussen sales en operations 

plaats rond het koffi ezetapparaat’, vertelt 

John Wiskerke, Director Raw & Supply 

Chain van LambWeston. ‘Door de snelle 

groei is het steeds moeilijker geworden om 

de hele keten te overzien en is formalise-

ring noodzakelijk geworden.’

Met het senior management in heel Europa 

heeft LambWeston een middag lang The 

Fresh Connection gespeeld. ‘In deze game 

wordt het S&OP-proces tot leven gebracht. 

Managers kunnen aan den lijve ondervinden 

hoe je optimale ketenbrede beslissingen 

neemt’, vertelt Wiskerke. Dat tussen de dertig 

deelnemers ook HR-managers en zelfs een 

enkele jurist zaten, is een bewuste keuze 

geweest. ‘Om een goede sparringspartner te 

zijn, moeten zij ook dit soort processen goed 

snappen.’

Het doel – bewustwording van de noodzaak 

tot samenwerking – is ruimschoots bereikt, 

ondanks of juist dankzij de 

lengte van slechts één dagdeel. 

De snelle feedback op de scores 

zorgt voor extra motivatie, die 

dankzij het competitie-element 

toch al groot was. ‘Mensen pra-

ten er nog steeds over’, vertelt 

Wiskerke, die nu overweegt om een interne 

competitie voor het middenmanagement op 

te zetten. ‘Als ook zij het bredere plaatje snap-

pen, zal de uitvoering van het S&OP-proces 

alleen nog maar beter gaan.’

‘EEN VERKOPER WIL NU EEN-
MAAL KAMPIOEN IN VERKOPEN 
WORDEN’
Niels Meijer, 
International Sales Manager NW-Europe

‘KPI’S VAN 
VERSCHILLENDE 
AFDELINGEN KUNNEN 
CONFLICTEREND ZIJN’
Bas van Damme, Manufacturing 
Manager Bergen op Zoom

www.involvation.nl

De conclusie na de eerste speelronde van 
The Fresh Connection op het hoofdkantoor 
van LambWeston in Kruiningen was ver-
rassend. De deelnemers die individueel de 
hoogste scores haalden, presteerden als 
team ondermaats. En juist die teampresta-
tie is waar het om draait, niet alleen in deze 
business game maar ook in de praktijk. 
‘Een verkoper wil nu eenmaal kampioen in 
verkopen worden. Maar als hij daarmee de 
rest van zijn bedrijf dupeert, red je het niet’, 
stelt Niels Meijer.
Bas van Damme was één van de deelne-
mers van LambWeston die met zijn team 
tweede stond na de eerste ronde. ‘In deze 
game worden de gevolgen van je hande-
lingen voor de ander in één keer duidelijk. 
Samenwerking is de sleutel tot succes’, zegt 
Van Damme, die de game samen met zijn 
drie vrouwelijke teamleden uiteindelijk wist 
te winnen. Zijn collega Meijer vult hem aan. 
‘Niet alleen de eigen afdeling is belangrijk, 

maar het hele bedrijf en ei-
genlijk nog veel meer dan dat. 
Juist ook samenwerking met 

leverancier s en klanten is van groot belang.’
In de praktijk is de meerwaarde van sa-
menwerking niet altijd direct duidelijk. ‘De 
KPI’s van verschillende afdelingen kunnen 
confl icterend zijn’, verklaart Van Damme. Als 
Manufacturing Manager wordt hij bijvoor-
beeld afgerekend op het rendement dat 
hij uit de grondstoffen haalt. Soms moet 
hij echter producten maken van grondstof-
fen die dat rendement omlaag brengen. 
‘Samenwerking met de mensen 
van de aardappelplanning kan 
dan tot andere keuzes leiden, 
bijvoorbeeld om de aardappelen 
te gebruiken voor producten die 
wel het gewenste rendement 
opleveren’, aldus Van Damme.
Het werken met het seizoensge-
bonden natuurproduct aardappel 
maakt het belang van samen-
werking nog groter. ‘Tijdens het 
seizoen loop je soms tegen verras-
singen aan’, weet Meijer uit ervaring. ‘Onze 
klanten houden niet van verrassingen, wel 
van constante kwaliteit.’

Advertorial.indd   1 04-11-11   10:51



gartNEr prEsENts its maturity modEl

HUge SteP to ACHIeve 
CoLLAboRAtIoN within 
The step required to transition from anticipating to collaborating 
within sales & operations planning is a large one. That was the 
conclusion drawn from a local session organised by analysts 
gartner in amsterdam, The netherlands, on 15th november 2011, 
where Tim payne, research director at gartner, presented the 
various stages of maturity of an s&op process. 

In what Gartner calls – to use the military term – a ‘VUCA 
world’ (volatility, uncertainty, complexity, ambiguity), there is no 
process more fundamental to drive predictable earnings than 
S&OP. “S&OP may not be new, but neither is it easy. Three 
decades later, process and cultural barriers still impede pro-
gress. A lack of transparency is still standing in the way of pro-
gress for many companies,” says Payne. “Another issue is the 
use of technology in support of S&OP. No one tool is available 
today that supports the total needs of a mature S&OP process.” 

Huge step
To illustrate the different stages of maturity, Gartner develo-
ped a model comprising four stages, from tactical to strategic. 
Stage 1 is the development of an operational plan: drawing up 
a demand forecast and plan. In stage 2, companies try to anti-
cipate as well as they can: how can they meet the expected level 
of demand? The third stage includes consideration of the finan-
cial impact of any decisions: the financial planning is integrated 
with the supply chain planning. In the final stage of maturity, a 
company works with various scenarios: what is likely to happen 
if...? 

Using a list of questions on Gartner.com, companies can deter-
mine at which stage of the model they are. Payne: “It is a linear 
model. You have to pass through each stage in turn – no-one 
enters in stage 3. However, in practice, not all the steps up are 
of equal size. Most companies find moving from stage 2 to 
stage 3 to be a huge step.”

Payne concluded by talking about sustaining maturity. He offe-
red a number of tips, including creating the right kind of cul-
ture. However, the tips remained somewhat theoretical. Payne 
referred to a series of research that Gartner had produced. But 
the session unfortunately failed to conclusively answer the ques-
tion regarding what companies can do in practice to take the 
step from stage 2 to stage 3, and to ensure that they don’t fall 
back down to a previous stage.

http://www.gartnerinfo.com/SupplyChainSOP/index.html 

he first time I learned about S&OP was in 1991, while working as 

Logistics Innovation Manager at Philips Consumer Electronics. 

Gerald Davies of Oliver Wight Companies presented this as the mis-

sing link in MRP II – and consequently in the business processes that aim 

to align supply and demand. He emphasised business processes rather 

than ICT although, of course, ERP was still new at that time and the term 

APS had not yet been coined.

It was only 15 years later that S&OP popped up again during a discussion 

with the new Supply Chain Manager Europe of a multinational apparel 

and shoe manufacturer. He was about to implement an S&OP process 

to better align supply and demand. His key finding was that, in the three 

years after i2 and SAP R3 had gone live (at the simple push of a button), 

the days sales of inventory (DSI) had consistently increased without any 

increase in finished product diversity. I was not surprised.

Although I am known for being a nerd and include a lot of mathematics 

when teaching and supporting projects, I consider IT and mathematics 

as a means to an end. Every problem determines its solution. I consi-

der the S&OP process as a solution to the problem that turnover-driven 

salespeople tend to sell what is not available, while efficiency-driven 

manufacturing people tend to produce what is not needed (I exaggerate 

slightly for the sake of clarity). Putting IT in the centre of the universe 

creates naïve solutions like €the single plan’, i.e. the sales plan drives all 

activities in the supply chain and preferably in detail: Advanced Planning 

& Scheduling systems produce the production schedules from there. This 

single plan created increases in stock numbers at a large food manufactu-

rer within a year of implementation.

I love multiple plans, as long as they serve a purpose. People should be 

aligned, not plans. I have run several in-company S&OP workshops over 

the last five years. My advice: meetings, Excel and ‘KISS’. So far, no com-

plaints. Just a means to an end…

Column

s&op, the single plan 
and surprises

By Ton de kok 

Ton de kok, professor of operations 
planning and Control at eindhoven 

university of Technology, depart-
ment of industrial engineering and 
innovation sciences and director 
of european supply Chain forum
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  Marnix Tax, european director of supply Chain 
development & Value stream at sara lee:  

“Our Lean Office 
approach makes 
us unique”

profile
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Marnix Tax (1960, Nijmegen) lives in Beuningen with – part-
time – Jasper (18) and Floris (15)
 
education: Biology, Wageningen; Logistics Management  
 Nevem; Supply Chain Management Nijenrode  
 Business University
Career: 1991 – Present Sara Lee:
 1991 – 2000 Several positions within supply chain  
 management, Veenendaal
 2000 – 2005 Manufacturing Director Oral Care,  
 Amersfoort
 2005 – 2007 Supply Chain Director Netherlands,  
 Utrecht
 2007 – Present European Supply Chain 
 Development Director & Value Stream, Utrecht
 

In the twenty years that marnix tax has worked at Sara Lee, he has 
been a part of intensive corporate integration as well as witness to 
the enterprise´s latest plans for Douwe egberts. “We have made 
such widespread and significant improvements over the years that 
we have established firm foundations for the supply chain on which 
to build an autonomous coffee and tea division.” there is no doubt 
in this european Director of Supply Chain Development & value 
Stream’s mind that the hard work has paid off.
By: Edith Kok | Photography: Ton Zonneveld

SU
PPLY CH

AIN
 M

O
VEM

EN
T, N

o. 1, Q
1

  2
0

1
2

10



SU
PPLY CH

AIN
 M

O
VEM

EN
T, N

o. 1, Q
1

  2
0

1
2

11



porTreT

work and travel: “I am in the office in Utrecht, Mondays to Thursdays, from 
quarter to nine until six. On Fridays I work from home. On average, I spend 
one day a week on the road. That used to be two. Since 2008, we have 
been cutting back on unnecessary travel. If we need to schedule a two-
hour meeting, we will try scheduling a conference call first, whereas previ-
ously I would have flown to Paris or Barcelona to meet in person. Some-
times I´ll have a conference call with twelve or fifteen other people, which 
is fine as long as you have a good rapport, everyone is well prepared and 
you let everyone finish their sentences. I don´t use the laptop much in the 
evenings, and at weekends work is banned.”

Transport: “I´m not really interested in cars. I drive a Volvo V 70 station: lots 
of room for my sailing gear.” 

hobbies: “Sailing! I used to take part in competitions when I was a student, 
mainly in a Vaurien, which is a two-man dinghy, but I haven’t lost my pas-
sion for sailing since. I sign up for a week’s sailing every year. Six of us go 
out on a boat and we realise again and again just how important it is for 
the members of the team to be able to anticipate each other’s moves. I 
regularly rent a boat with the kids too. I prefer this to having my own boat 
and having to worry about maintenance and the obligation of using it all 
the time. Each of the boys has his own Splash, a small boat. I like to get 

“Studying Lean manufacturing is one thing, but implementing 
it on the factory floor makes it much more tangible.”

stablished in 1939, Consolidated Food Corporation from 
Chicago changed its name to that of its most popular brand 
in 1985: Sara Lee. The Sara Lee/DE brand had been around 

since the previous year, and in 1987 the multinational took over 
Akzo´s body care and household products, which Akzo itself had 
acquired from Kortman Intradal. In 2009, Sara Lee sold this divi-
sion to Unilever. Sara Lee now employs some 20,000 people and 
has a turnover of nine billion dollars.
In The Netherlands, Sara Lee is best known for its Douwe Egberts, 
Senseo and Pickwick brands. At the beginning of 2011, the com-
pany announced that it hoped to give the coffee and tea division 
autonomy in 2012, led by former Numico top man Jan Bennink. 
The turnover from this division amounts to approximately 37% of 
the company´s total turnover.
Marnix Tax is based out of Sara Lee’s head office for Europe and 
western Asia in Utrecht, The Netherlands. He is directly respon-
sible for his own corporate team of 20. 

When were you first faced with integration?
“In 1998. We were struggling to make the most of our size and 
scale. Douwe Egberts, Intradal...it was a mixed bag of businesses 
whilst what we needed were chain-wide, uniform work processes. 
From ’98 onwards, my team developed the blueprints for these 
in terms of aligning the purchasing processes, and subsequently 
put in the groundwork for our decision to switch to SAP. It was a 
mammoth and constructive task yet strangely unsatisfying, since 
there was no sense of it having a direct impact on performance. 
That’s why I was thrilled to be given the opportunity to become 
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involved and give them sailing lessons and I used to be a hockey coach. I love 
to play the piano. I always wanted to play but put my career first, until one day, 
around my 35th birthday, I heard someone say: Never put off till tomorrow what 
you can do today. I called the music school from the car and have been playing 
classical music, pop and jazz – and loving it – ever since. I also like to play tennis 
occasionally and I go to the gym regularly. When it comes to holidays, we enjoy 
agritourism in Tuscany and camping in the French Alps.”

Culture: “I have a soft spot for music. If we are organising workshops for the 
team in the middle of nowhere, I’ll spend the evening before, picking music that 
best suits the atmosphere I want to create. Personally, I enjoy listening to Sting, 
Bløf, Mercedes Sosa and Anouk as well a lesser-known artists such as Ruben 
Hein and Marieke Jager. I hardly watch television, certainly not in long stints: 
afterwards, it always feels like you have eaten an entire jar of liquorice allsorts 
instead of dinner. I like to watch arthouse films at the Lux cinema in Nijmegen.” 

reading: “I don´t read as much as I would like to. I was captivated by Child 44 by 
Tom Rob Smith because of the way it probes into the oppression caused by the 
Stalinist regime. My most recent discovery is Jonathan Franzen, a great Ameri-
can writer. I always enjoy reading Paolo Coelho, especially because of how 
his life experiences get you thinking about your own. And then there is Herman 
Koch, Nicci French…psychological thrillers that are great for taking on holiday.”

professional inspiration: “I’m not the kind of person who devours business 
books. I find trade meetings and industry events much more inspiring. Take GS1 
for example. I’ve attended regularly since 2005 and am a member of the commit-
tee and co-chair for the Efficient Replenishment steering committee. We learn 
a lot from each other and there is always an opportunity to team up with others 
when you´ve been struggling on your own. That’s why I am a great supporter of 
bundling resources.
When feasible, I like to visit the AIM´s European meetings, every other month 
in Brussels, and occasionally the ECR Europe Supply Chain steering commit-
tee meetings. I don´t tend to go to conferences very often, but the ECR ones 
are pretty good. I´d rather work towards results than listen to other people´s 
arguments. They never quite manage to encompass what really makes or 
breaks success. Similarly, I can´t think of any one person or company that I am 
inspired by, but I can think of an organisation: the Van Laarhoven Commission – 
coordination at a government level to bring parties together for the bundling of 
resources. Fantastic!”

Society at large: “I don’t really do very much to help society outside of work but 
I am interested in the environment in general, which is almost second nature 
having studied in Wageningen. I do find an outlet for that at work, by promoting 
sustainable transport.”

“Studying Lean manufacturing is one thing, but implementing 
it on the factory floor makes it much more tangible.”

Home). Prior to this, they had worked in sales, production and 
finance and their methodologies were distinctly different, espe-
cially when it came down to the details. The supply chain planning 
on the retail side of Coffee & Tea, for example, was completely 
different from that of Bodycare, particularly in terms of promo-
tions. To make the most of our size, in other words to combine our 
functional expertise, we harmonised the methodologies into best 
practices and formed a process-oriented supply chain organisation. 
By formalising our services to marketing and sales in contracts, 
including prices per activity, our internal clients became more 
conscious of the costs associated with supply chain complexity. 
This led to a large-scale complexity reduction programme which 
enabled us to reduce our supply chain costs considerably. We were 
able to shrink our product range by 17% without our turnover suf-
fering, and optimised it to such an extent that, in the end, we were 
making more profit per SKU. 37% of the savings came from logis-
tics, 11% from personnel costs, 17% from cost prices and 35% 
from the cost of inventory.”

To what extent is your work as European Director of Supply Chain 
Development & Value Stream a consequence of this?
“Very much so. We have eleven European countries with 360 sup-
ply chain professionals; The Netherlands being the largest with 
60. Each country was already reporting on all of its supply-chain 
related activities to the European Supply Chain Vice President. We 
simply turned it into a matrix: staff report on the improvements 
in performance concerning internal and external clients up the 
hierarchical chain, whilst process performance indices such as 

product director of the Oral Care toothpaste factory in Amersfoort 
soon afterwards. The contrast was vast. Up until that point I had 
been managing teams of about fifteen people, but this gave me the 
responsibility of leading a team of 120.
Downsizing had reduced staff numbers by half just before my 
arrival, and the employees who remained had been through a 
rough time. The cuts were part of a wider reorganisation process 
across our manufacturing plants. I was given enough money to 
invest and to realise volume growth. This was essential because we 
wanted to grow not only our A-brands, but also our private label 
products, and that only works in large volumes. This provided 
an incentive to work harder, which I am a fan of. We went from 
two to three shifts. Above all, the transition to Lean Manufactur-
ing turned out to be an eye-opener – studying the theory of it is 
one thing, but implementing it on the factory floor makes it much 
more tangible. Especially considering all of the practical changes 
that we implemented, like the introduction of downtime track-
ing and more visible adjustments such as tool carts organised 
according to Lean principles. Employees gained a greater sense of 
responsibility, started adapting their own production lines and car-
rying out simple maintenance work themselves, etcetera...”

Then you became Supply Chain Director for The Netherlands...
“And I was given the opportunity to align the supply chain exper-
tise within each of the various divisions by creating a supply 
chain shared service unit. During this reorganisation, we brought 
together 27 employees from Household & Bodycare, twenty from 
Coffee & Tea (Retail) and thirteen from Coffee & Tea (Out of 
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demand forecast accuracy, perfect order ratios, etc, are reported 
through the functional reporting line. Each process has an inter-
national business process owner who manages a network of coun-
try-specific business process owners who in turn, and collectively, 
report to me. More specifically, this relates to processes like supply 
chain planning, order to cash, purchase to pay, make to demand, 
and logistics. Whilst my colleague in the hierarchical reporting 
structure focusses on what the countries are doing, I focus on how 
they are doing it. We both report into the Senior Vice President of 
Operations.”

What is currently your biggest challenge?
“Speeding up how quickly we can get goods through the chain. 
After the coffee has been picked, it takes 187 days to get it into the 
shops, and that’s far too long. We have examined everything: trans-
port times, inventory, the stages needed for processing. Right now, 
I’m not in a position to say how many days we can reduce it down 
to. We know that the major gains can be made in our inventory, we 
need to create more flow. We work to the Lean principle of ‘EPEC’: 
we make every product, every cycle. We have even transferred 
these principles to the office which is particularly interesting: Lean 
demand planning. In doing this, we have brought the sales and the 
production planning down from a one-month to a one-week cycle. 
Demand planning, in particular, was not in sync with production. 
If it is even one day too late, production will literally be sitting and 
waiting for it. All of these activities have now been synchronised.”

How unique is it to adopt Lean principles in the office?
“Very. I was giving a presentation on the topic and the audience 
certainly seemed very interested. A factory is much more receptive 
to Lean principles because its working with standard procedure 
is accepted, but people working in office environments are gen-
erally highly educated and, on the whole, much less enthusiastic 
about the idea. Perhaps it’s better suited to Japanese culture than 
the culture here in Europe. Each of our countries is actively imple-
menting Lean principles and we have asked our people to let go 
of local methods. Planners have been asked to switch to standard 
schedules with weekly planning activities, for example. It has been 

“Planners have been asked to switch to standard 
schedules with weekly planning activities.”

hard work getting everyone used to the new routine. One essen-
tial element in doing so involved monitoring to spot any deviations 
from the activity schedule, then identifying the root causes and 
eliminating them. Ultimately, everyone is positive as long as things 
go smoothly, which means we can focus on delivering added 
value instead of focusing on the difficulties. Having said that, it is 
impossible to monitor everyone, all of the time. That involves too 
much bureaucracy and often creates resistance. However, I am 
planning on repeating the monitoring process now and again. 
Don´t worry though, I’ll still allow staff enough time to take their 
tea and coffee breaks!”

Have you booked demonstrable results?
“We’ve been working to Lean Office principles for two years now. 
Between 2008 and 2010, our inventory level went from 34 to 40 to 
32 days; the 40 day mark was when we were working to the ‘every 
product, every cycle’ principles, and it is normal in such cases for 
the length of time to rise temporarily. During the same period, the 
service level also improved, going up from 97.4 to 98.6 and then 
up to 98.9 per cent. In our sector, 97.4 is dreadful. Customers 
notice it because items are out of stock, which is not the case at 
98.9%.”

Now the company’s working on making Douwe Egberts autono-
mous again…
“We haven´t been able to leverage as much scale for the business 
as we had hoped, which means we are going to have to man-
age Douwe Egberts differently from now on: quicker responses, 
greater focus on fewer things, a simpler structure, etc. This is also 
why I’m going to be spending the next two years leading a project 
team for the reorganisation of the processes, structure and systems 
in the areas of production, supply chain and purchasing. In other 
words, we are going to be redesigning, again, but we will not be 
throwing away everything we’ve achieved so far. More importantly, 
we have made so many changes over the past few years, and cre-
ated such firm foundations for our supply chain, that we can be 
confident in our success.”

It still feels like back to square one.
“Buying and selling parts of a business does indeed seem like a 
waste of resources. Moreover, people tend to become emotion-
ally attached to a business and its way of doing things, which is 
something we don’t always appreciate sufficiently. However, it 
does come with a number of advantages. Every integration leaves 
a footprint behind, including a lot of good things which allow 
the business that remains, or becomes autonomous, to grow a 
bit more. Someone recently pointed out to me how many differ-
ent companies have owned the Zendium brand, which is very 
close to my heart because of the time I spent at the production 
facility in Amersfoort: first Akzo Consumer Products, then Kort-
man Intradal, Sara Lee and now Unilever. And at that moment, I 
realised that it’s not so different from life: you move house, you get 
a new job…it’s a lot like the circle of life!”
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round table

managing supply and 
demand volatili ty

n the 2011 Supply Chain Officer Report, 
80 percent of the respondents rated 
‘Demand Management’ as being very 

important in maintaining customer satis-
faction. An effective S&OP process is cru-
cial to companies being able to optimally 
forecast, and even regulate, product sales 
levels. But during our round table discus-
sion of S&OP and forecasting, held on 
5th October 2011 in Bussum, The Neth-
erlands, it emerged that the way in which 
S&OP is implemented, and its stage of 
maturity, varies from one company – and 
even from one division – to another. This 
session, jointly organised by Supply Chain 
Magazine and SAS, brought together 12 
supply chain professionals to discuss the 
current status of S&OP and forecasting, 
and the key challenges they face.

Shift from supply-to demand-driven
Charlie Chase, the chair of the session 
and author of the book Demand-Driven 

Forecasting, reflects on the rise of S&OP. 
“The supply chain has changed radically 
in the past 25 years. Back when demand 
was relatively stable, it made sense to 
focus on operational excellence. As a 
result, companies came to associate the 
term ‘lean’ with supply chain manage-
ment. However, the economic crisis and 
events such as the Icelandic ash cloud and 
the tsunami in Japan have demonstrated 
that operational excellence can quickly 
turn into inflexibility – with all the asso-
ciated costs. Companies should instead 
be focusing on customer excellence, and 
designing and developing a demand-
driven supply chain. Since it usually costs 
more to underutilise manufacturing 
capacity than it does to hold surplus stock, 
it is necessary to collaborate internally on 
proactive S&OP and ‘demand shaping’. It 
definitely pays off to work on a demand-
driven approach, especially since past 
trends provide an insufficient basis on 

which we can predict the future.”
S&OP is the process in which the critical 
business disciplines make the key tactical 
decisions jointly so that these remain in 
line with the strategic plan – based on as 
accurate a forecast of the demand as pos-
sible. According to Chase, this addresses 
three objectives: “Picking up demand 
signals more quickly, adapting the sup-
ply chain to fluctuations in demand more 
rapidly, and synchronising demand and 
supply by using levers such as pricing and 
promotion or by bundling products and 
services – the latter with less stock, waste 
and working capital and higher customer 
service levels.” He states that the optimal 
S&OP equation contains the following 
components: sales, marketing and opera-
tions/finance. If all three components 
are in balance, the company has achieved 
market-driven status, and demand and 
supply are optimally aligned to achieve 
the company’s strategic objectives. All the 

I

Sales & operations Planning (S&oP) is a multi-disciplinary process in 
which the various business disciplines work together in attempting to 
balance forecast demand levels and manufacturing volumes. In view 
of a shift in focus from unequivocal operational excellence to integral 
business optimisation, it is becoming increasingly difficult for the supply 
chain manager – who is traditionally responsible for S&oP – to align 
these two aspects. How are various companies approaching this in the 
Netherlands? And which factors are holding them back in the growth 
process?
By Caroline Jooren

 a discussion of the maturity of s&op and forecasting
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participants in the round table 
discussion agree with this, but the 
burning question is how to achieve that 
balance?

Diversity
One useful tool in assessing the maturity 
of a company’s approach to S&OP is the 
Gartner S&OP Maturity Grid. According 
to Martijn Lofvers, Chief Editor of Sup-
ply Chain Magazine, conversations with 
Dutch companies suggest that many 
of them are still at stage 1 (‘reacting’) or 
stage 2 (‘anticipating’) or somewhere 
between the two. Many participants 
around the table affirm that they are still 
struggling with balancing demand and 
supply tactically. Only a handful of those 
present say that their companies, or one 
or more divisions, are at stage 3 (‘collab-
orating’) or stage 4 (‘orchestrating’). “At 
Medtronic, the stage of S&OP maturity 
varies per division,” says Director of Sup-
ply Chain, Frank Schaapveld. “This can be 
apportioned to the diversity between the 
business models, to supply and demand 
volatility, and to the organisational struc-
ture of the different divisions.”
The S&OP process is often separate from 
the annual budget cycle, and there can 
be confusion about the Key Performance 
Indicators linked to the process. Another 

challenge is 
that the various 

colleagues involved 
want to discuss matters 

at different levels of detail 
and work with different planning hori-
zons. “How can companies move from a 
volume-driven supply and demand align-

ment to a profit-driven S&OP process in 
that kind of situation?” wonders Maarten 
Bánki, Design and Implementation of 
Global Sales & Operations Planning at 
FrieslandCampina. According to Chase, 
it is necessary to have a planning hierar-
chy in place in order to arrive at just one 
plan and one version of the truth. “Other 
prerequisites are an effective governance 
structure with clear roles, an understand-
ing of responsibilities and mutual agree-
ments.”

Breaking the habit
Frits Schaafsma, Supply Chain Director 
at Danone/Numico, comments that it is 
important for the supply chain depart-
ment to speak the company’s language: 
finance. “Talk in terms of turnover, costs, 
profit and loss,” he says. Several partici-
pants are experiencing communication 
gaps within the S&OP process due to 
their various internal departments speak-
ing different ‘languages’. It is also proving 
difficult to break the habit of functional 
thinking. Furthermore, the characteristics 
and priorities vary per department, as do 
the dynamics and scope of the planning 
process; the sales department talks in 
terms of turnover per product group or 
customer group, production in terms of 
capacity planning, supply chain in terms 

friTs sChaafsMa (danone):  

“S&oP is different voor 
each organisation and 

even each region.”
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of the desired stock levels and the finance 
department in terms of budgets and prof-
itability. Sales wants flexibility, marketing 
wants the rapid launch of new products, 
production strives for efficiency, finance 
wants cost reductions and supply chain 
wants to receive more accurate forecasts...

Time to get analytical!
In order to align the levels of available 
stock and the production planning with 
demand, it is necessary to have accurate 
product-level demand forecasts that are 
based on reliable data. Jorg van Geest, 
Center of Excellence Demand & Inventory 
Management Europe at Nike, explains 
that his company introduces four col-
lections every year, each containing lots 
of new products. “This necessitates a 
creative approach to forecasting. His-
torical data is not always relevant. We’re 
currently in the midst of a pilot project 
around the issue of ranking, for which 
we’ve enlisted the help of merchandisers.”
Patrick van Loon, Business Solutions 
Manager Supply Chain Intelligence at 

SAS Nederland, suggests that analytical 
tools play a key role, not only by improv-
ing the forecast itself, but more particu-
larly by providing insights into the impact 
any instinctive adjustments would have 
on the forecast. This results in decisions 
that are well-founded and, perhaps even 
more importantly, consistent over time. 
Several participants are trying to find 
ways of heightening the involvement of 
their sales and marketing departments 
in forecasting demand. Would a bonus 
system help to improve the reliability of a 
forecast, perhaps? According to Chase, it 
is particularly important to gain insights 
into the impact of demand forecasting 
on customer service levels, inventory 
costs, turnover and profitability. “You can 
include ‘Improving forecast accuracy’ as 
an objective in the bonus system, but don’t 
attach any measurable goals to it! Instead, 
it’s better to shift into ‘analytical mode’ by 
using statistical data, advanced models 
and scenarios – introduce more intelli-
gence into the forecast and strive for opti-
mal user-friendliness. This means you’ll 
be generating and supplying precise fore-
casts which people will only be allowed to 
adjust if they can influence the sales vol-
ume by demand shaping.” This will ulti-
mately result in improvements when it 
comes to setting strategic objectives such 
as market growth and profitability.
Aad Ramondt, European Planning & 
Distribution Director at InterfaceFLOR, 
sees an important role reserved for sce-

narios. “Scenario planning is a powerful 
tool for achieving flexible planning in the 
multi-disciplinary S&OP process and for 
ensuring that decisions are considered 
from all angles. It is a way of examining 
‘what if’ situations quickly and accurately. 
You might also have to be able to explain 
how quickly you can increase capacity, 
for instance.” Thanks to powerful tools 

frank sChaapVeld 
(MedTroniC): 

“the stage of S&oP 
maturity varies per 

division.”

anToine leClerCQ 
(nxp seMiConduCTors):  

“S&oP forces you to 
work as a team.”
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such as SAS Demand Driven Forecasting, 
advanced data analyses can be integrated 
into the S&OP process, and it’s easy to 
run through and compare several differ-
ent scenarios, says Patrick van Loon. This 
enables the supply chain manager to react 
quickly and effectively to the increasing 
level of demand from other disciplines, 
and allows senior management to offer 
insights into the impact of the various 
alternatives on the company’s supply 
chain performance within no time. This 
is the only way to achieve total, integral, 
business optimisation.

Integrated Business Planning
“Successful S&OP evolution is made up 
of 60 percent change management, 30 
percent process change and is 10 per-
cent technology driven,” says Chase. 
“The more volatile the demand, the more 
advantages a well-designed S&OP process 
offers. Broader participation in forecasting 
demand and structural meetings about 
managing demand lead to better decision-
making. It can be compared to flying a 
plane: the closer you get to your desti-
nation, the more focused you are. Only 
around ten percent of all companies have 
a system in place for demand shaping and 
scenario planning. And it is of the utmost 
importance to combine it with product 
and market knowledge.”
Ultimately, it’s about Integrated Business 

Planning: connecting the company’s key 
planning processes – perhaps even under 
the auspices of a neutral coordinator, such 
as the supply chain controller? Struc-
tured and multidisciplinary collaboration 
pays off, according to the experiences of 
Antoine Leclercq, Logistics Director at 
NXP Semiconductors: “We used to have 
four plans: operations, finance, marketing 
and sales. Now, the individual objectives 
have been aligned, which makes it much 
easier to discuss and manage them. S&OP 
forces you to work as a team, both in 
terms of fine-tuning the plans and adjust-
ing the expectations.”

Senior management involvement
Many companies that are still struggling 
to balance supply and demand are not 
sure how to integrate S&OP with the com-
pany’s strategy and objectives. According 
to Hylke de Cock, VP Supply Chain at 
Philips Lighting, S&OP is at the very heart 
of his company’s planning processes and 
everything is well organised. “As a result, 
it’s a process that reacts increasingly 
quickly. Our challenge now is to ensure 
that S&OP achieves a real top-of-mind 
position at senior management level.” Full 
involvement of senior management is cru-
cial to complete the circle from strategy to 
operations.
Maarten Bánki underlines the importance 
of rolling financial forecasts based on a 

balanced Sales & Operations plan and 
Financial Gap Analysis: “Illustrating the 
impact of the supply and demand side 
on the financial objectives is crucial for 
sound decision-making.”
“Validating forecasts is very complex,” 
cautions John Sookias, Managing Director 
Europe at Steelwedge. “The question of 
how to translate decisions on the supply 
and demand sides into financial implica-
tions is the most important point for dis-
cussion within S&OP.”

One size doesn’t fit all
“There are hundreds of reasons why the 
levels of maturity vary between companies 
and divisions,” concludes Frits Schaafsma. 
“S&OP is different for every company, and 
even for every region. Influencing factors 
include the business model, the compa-
ny’s complexity, the number of different 
products, the sales pattern, the inventory 
costs and the risk of stock becoming obso-
lete. Does production follow a ‘make to 
stock’ or ‘make to order’ principle?”
The common denominator is that S&OP 
is an ongoing process of improvement 
that is not the responsibility of the sup-
ply chain department alone – which is 
why all the participants appreciated this 
opportunity to share their experiences. 
“Definitely to be continued,” predicts 
Martijn Lofvers.

sales & operaTions planning MaTuriTy

strategy     

Balance: s&op

stage 1: 
reacting

stage 2: 
anticipating

stage 3: 
Collaborating

stage 4: 
orchestrating

goals Development of an 
operational plan

Demand and supply 
matching

Profitability Demand sensing & sha-
ping

 TaCTiCal sTraTegiC

Source: Gartner

“Illustrating the impact of the supply and demand side on the 
financial objectives is crucial for sound decision-making.”
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it seems like almost everybody’s doing it: 
sales & operations planning

Beware that gaps don’t 
become pitfalls

he first people to mention sales, 
operations and planning in one 
breath were consultants from Oli-

ver Wight. That was back in 1981. Now, 
some thirty years later, Sales & Operations 
Planning (S&OP) appears more popular 
than ever. “The idea fell out of favour in 
the nineties, but is enjoying a renaissance 
now,” explains Dave Manning, a consul-
tant from Oliver Wight. Manning can 
only speculate as to the reason behind this 
new-found interest. “I guess, in challeng-
ing economic times, companies look for 
ways to gain more value from their activi-
ties. A recession forces companies to re-
examine themselves.”
In The Netherlands, the consultancy 
Involvation has emerged as one of the 
advocates of S&OP, not least thanks to its 
popular online business game, The Fresh 
Connection. When asked about the cause 
of S&OP’s current popularity, Alfons Wil-
lemsen from Involvation likewise cites 
the economic crisis and, perhaps more 
importantly, the subsequent recovery. 
“When the crisis hit, most companies’ 
first reaction was to reduce stock levels in 
order to free up working capital. As the 
state of the economy began to improve, 
it became apparent that many companies 

had reduced stocks too rigorously and 
they then had problems supplying. It’s 
obviously not as easy as it would seem.”

Next generation
Nowadays, instead of S&OP, Oliver Wight 
prefers to use the term ‘Integrated Busi-
ness Planning’ (IBP). “The cynics among 
us might call IBP just a new way of selling 
S&OP,” said Manning during a congress 
in Prague in June 2010. “And in a way 
they’d be right. But we’ve rebranded it to 
make sure that the idea has really evolved, 
which it has. IBP is the next generation.”
It is evolutionary insofar as it completes 
the circle in a cyclical process. As the term 
suggests, S&OP is primarily about align-
ing the sales planning and operations 
planning, whereas IBP is broader. “It is 
a management process carried out on a 
monthly basis which sees the integration 
of product management, demand man-
agement, supply management, financial 
management and business strategy. It 
may not be the only management process 
within a company, but it is certainly the 
most important one,” Manning explains 
now.
Both terms are often used interchange-
ably, but whether you call it S&OP or 

IBP, two elements are essential. The first 
is the focus on the medium to long term, 
with the ideal planning horizon being 24 
months. “We need to be able to foresee the 
consequences for the next financial year 
at any point within the current financial 
year. We’re not interested in the problems 
for the next three months – there are other 
business processes that do that,” claims 
Manning.
The second element is what Manning 
calls ‘gap closure’. It is about signalling 
any gaps between the various disciplines’ 
expectations, and then closing them. And 
it’s that last step in particular that compa-
nies can forget. “They’re happy if they can 
get everyone to agree on the fact that there 
is a gap. But it’s all about actually making 
decisions.”
Why does he think S&OP is necessary? 
“Because without S&OP, there’s no inte-
gration between the different disciplines 
– everyone is focused on doing their best 
for their own department, but that isn’t 
automatically the best for the company as 
a whole,” replies Manning.

Continual process
Echoing Oliver Wight, Involvation also 
regards S&OP first and foremost as a deci-

T

one-way transmission has the upper hand in many companies. the sales department fulfils its duty by issuing a forecast 
every month, and then it’s up to supply chain colleagues to see how they go about meeting the demand. there’s no sign of 
interaction, let alone integrated decision-making. Sales & operations Planning (S&oP) is intended to change all that. the art 
is to identify – and close – the gaps between demand, supply and financial planning. many companies claim they are working 
on S&oP, but to what extent?
By Marcel te Lindert
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during an S&OP session, that is often the 
sign of a different problem altogether: lack 
of mutual trust and lack of commitment 
from the disciplines in question. “Any 
time and energy spent discussing figures 
is counter-productive. You need to put 
a stop to it as quickly as possible,” states 
Willemsen.
This highlights the importance of com-
mitment from all the disciplines involved. 
S&OP must not come to be regarded as 
a project of the supply chain department, 
that simply wants to know what order 
level it will have to deal with. “After all, it’s 
a management process, not a supply chain 
process,” says Manning.
Commitment also means that those 
involved not only need to agree to a plan, 
but also need to execute it. Following a 
session, it has been known for something 
unexpected to happen in the market or 
in the chain, and for the various disci-
plines to respond differently than agreed. 
Any mutual alignment has then gone 
out of the window. “Commitment is all 

of the most common mistakes is to regard 
S&OP merely as a monthly cycle of meet-
ings. In reality, it is a continual process 
that runs 24 hours a day, 7 days a week. 
The meeting sessions should merely func-
tion as a framework within which to make 
the decisions that employees have been 
preparing the groundwork for in the days 
in between – by generating and consoli-
dating forecasts, determining stock levels 
and such like. “Another pitfall is to del-
egate attendance of the meeting to mem-
bers of lower management who do not 
have decision-making authority. Rather 
than being about sharing information, 
such sessions are about actually making 
decisions,” says Manning.

Commitment
Thorough preparation between review 
sessions should also succeed in prevent-
ing the meetings descending into endless 
discussions about the validity and reliabil-
ity of the figures. If participants do find 
themselves caught up in such discussions 

sion-making process. “It’s about ensuring 
that the various disciplines take a joint 
approach to making the best decisions 
for the company,” explains Willemsen. 
“The whole supply chain is teeming with 
trade-offs, and there’s often more than one 
right answer. That’s why it’s so important 
to make the right choices together.” Asked 
to give an example of a trade-off, Wil-
lemsen names having to choose between 
optimising profit and reducing stocks: 
“If you choose to optimise profit, you can 
run your manufacturing operations at full 
capacity but with the consequence that 
stock levels will rise along with profit. If 
you choose to reduce stocks, on the other 
hand, you can restrict production levels, 
but that will also generate lower profits. 
These are fundamental decisions which 
can only be made by senior management.”
According to the Oliver Wight integrated 
business model, S&OP is a monthly pro-
cess consisting of a total of five sessions 
in which several disciplines come together 
to make decisions (see box). However, one 

as oliver wight envisions it, integrated Business plan-
ning (iBp) can be divided into five stages or ‘reviews’. 
The purpose of each review is to identify and evaluate 
any changes that have occurred in the past month. The 
purpose of each related session is to make decisions.

1 product management review
The product management review is all about the 
product portfolio. Are new products in development? 
Are there any products we can say goodbye to? What 
marketing campaigns are lined up? Typically, a product 
management review session will be chaired by the 
head of the product management department, with 
R&D and marketing managers in attendance. Examples 
of gaps could be that the new product development 
pipeline is insufficiently filled with innovations to meet 
the strategic objectives, or that new product launches 
are facing delays.

2 demand review
In the demand review, the focus is on the expected 
level of demand. Which regions are lagging behind? 
Which customers are likely to order more? What 
impact are economic developments having? Chaired 
by the head of sales, people from product management 

should be among the attendees – if the expected level 
of demand falls short of the objectives, it could make 
sense to bring certain product launches forward, for 
example.

3 supply review
What is the status of capacity at the manufacturing 
and distribution facilities? That’s the key question in 
the supply review. The purpose of this review is to 
align manufacturing and distribution capacity with the 
expected level of demand (demand review). The ques-
tion is, what can the supply chain department do to 
close any gaps? Which product groups do we need to 
manufacture more, or less, of? Should we switch from 
three to five shifts? Do we need to hire extra storage 
capacity? This session is chaired by the head of opera-
tions or supply chain management.

4 financial review
This review produces the overall picture: the volumes 
discussed in the demand and supply reviews are 
translated into financial terms. Are we still on track to 
meet the sales and profit targets? And if not, what can 
we do about it? Can we stimulate demand? Can we 
reduce costs in the supply chain? This process could 

be chaired by the financial controller.

5 strategic review
This final session is joined by the entire senior manage-
ment team. Their role is to check that things are moving 
in line with the corporate strategy. This is also the time 
and the place for decisions to be made on matters 
which fall beyond the remit of the managers who have 
been involved in the review process so far – decisions 
about entering new markets, closing manufacturing 
plants, etc. Needless to say, this session is chaired by 
the CEO.

fiVe sTages of iBp

“You don’t want to have to wait until 
the monthly S&oP meeting.”
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about trust. If the mindset is good, it cre-
ates an atmosphere in which people have 
the courage to challenge one another and 
actually want to work together,” explains 
Willemsen.
Another danger is that, despite the long-
term planning horizon, companies give 
in to the temptation to discuss the short-
term perspective. “Once seated around 
the table, it can be very tempting to first 
quickly cover a pressing issue, such as 
next week’s rush delivery,” continues Wil-
lemsen. “In that case, senior management 
will soon lose interest. It’s a question of 
ignoring the side issues to focus on the 
key issues.”

Automatic behavioural reactions
Many pitfalls are the result of biases, a 
term from behavioural science that is 
used to describe tendencies, deviations or 
dispositions. Biases are in fact automatic 
behavioural reactions to certain occur-
rences. Since the person in question is not 
consciously aware of how they react, their 
behaviour risks being unfavourable or 
even counter-productive.
Prof. Steef van de Velde from the Rotter-
dam School of Management at Erasmus 
University has conducted research into 
biases in relation to S&OP. He makes the 
distinction between two kinds of biases: 
functional biases and unconscious biases. 
“For an example of functional biases, one 
can think of operations managers who 
want to have manufacturing equipment 
up and running as long as possible, or of 
financial managers who constantly bang 
on about lowering the working capital. In 
the case of unconscious biases, we usually 
see people who subconsciously interpret, 
collate or process data incorrectly or who 
unintentionally react inappropriately to 
feedback on developments.”
Van de Velde has plenty of examples of 
unconscious biases. Being optimistic by 
nature, for instance, people always have 
the tendency to overestimate new products’ 
sales levels. The amount of time needed 
to reach such levels, on the other hand, is 
usually underestimated. And people tend 
to place a greater or lesser focus on stock 
levels, depending on the circumstances.

Biases can be very strong, as Van de Velde 
knows from experience. “Many software 
systems provide suggestions for stock lev-
els, often based on a forecast which is in 
itself an assumption. Nevertheless, the 
suggestions are often overruled, no matter 
how good they are.”
An important key to solving this is to 
make people aware of their biases. “If 
people can learn to recognise situations 
in which biases occur, that provides them 
with a very powerful line of defence,” 
claims Van de Velde. If that does not go 
far enough, it may be necessary for man-
agers to intervene – by introducing a 
checklist or a model, for example. Ask 
which assumptions they have made, for 
instance, or which arguments they have 
used. “People often don’t spend enough 
time on these aspects, or they don’t dare 
to challenge the opinion of someone with 
more authority than themselves. That’s 
why it’s always advisable to ask someone 
neutral to chair the sessions, who will 
allow everyone to have their say.”
One possible intervention is to assess 
the personal traits of the people involved, 
in order to determine their biases. That 
might lead to some people not being 
allowed to become involved in certain 
decisions because of their biases. “But 
those are extreme measures,” says Van de 
Velde.
Another aspect that contributes to the 
smooth-running of the S&OP process is 
creating the right teams. “But beware of 
‘group thinking’, the tendency of teams to 
adopt extreme standpoints. People think 
that a team evens out extreme stand-
points, but that is often not the case.”

Budgeting
When it comes to implementing S&OP, 
Oliver Wight makes the distinction 
between three categories. Some compa-
nies do not use S&OP at all, while others 
use an outdated and inefficient form of it. 
“Those are the companies that are at risk 
of succumbing to the pitfalls. Thankfully, 
increasing numbers of companies are tak-
ing the right approach,” says Manning.
In 2010, Involvation conducted an S&OP 
maturity scan among 20 companies. It 

revealed that companies overrate them-
selves when it comes to S&OP: on a scale 
of 1 to 4, companies award themselves an 
average of 3. “In practice, it would appear 
that many companies are nowhere near as 
far as they think,” suggests Willemsen.
But it should come as no surprise that not 
all companies have reached the same level 
of S&OP implementation, according to 
Willemsen, since its relevance differs from 
one company to another. “For companies 
where production is generally running at 
only 20 to 30 percent of capacity, the issue 
of S&OP is less pressing than for compa-
nies that are at nearly full capacity. And for 
companies who source everything exter-
nally rather than manufacturing their own 
goods, there is perhaps also less pressure 
to use S&OP to align supply and demand.”
S&OP offers one extra advantage, at the 
end of the day. Those companies that 
have got the process up and running will 
find that they need to spend less time on 
budgeting for the financial year ahead. 
Instead of financial planning being a one-
off period of time-consuming budget dis-
cussions each year, it is simply the result 
of the S&OP sessions from the previous 
ten months. “The disadvantage of rounds 
of budgets is that the outcomes have no 
sooner been finalised than they are no lon-
ger correct,” says Manning. “Things are 
constantly changing, which is why it’s bet-
ter to look ahead all year round.”

Excel and ERP
IT tools can help in the S&OP process, 
especially tools that are good at present-
ing information and supporting decision-

supply Chain processes of hitachi.
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making processes, just as workflow-based 
tools can help manage the process. In 
recent years, large software suppliers 
such as JDA and Oracle have made con-
siderable progress in the field of S&OP, 
says Manning. The traditional tools for 
Advanced Planning & Scheduling (APS) 
are less suitable. “They’re perfectly good at 
doing what they’re meant for, but they go 
into too much detail for S&OP purposes. 
APS goes down to individual item level, 
whereas in S&OP decisions are made at 
product-group level.”

According to Willemsen, a scenario tool 
can be useful too, especially in the final 
S&OP session. “A tool which enables you 
to run through various scenarios during 
the session itself and to assess the out-
comes in relation to the company’s objec-
tives can help in making the right deci-
sions.”
He has no problem with the fact that some 
companies are still using Excel. “If that 
works for them, then that’s fine. The risk 
with advanced tools is that companies 
come to regard S&OP as a technological 
solution to their problems, which it’s not 
– it’s a process,” says Manning, and Wil-
lemsen agrees. “Technology is of course 
important. It’s important to work with 
one set of data, for example. But the role 
of tools is often overrated. It’s much more 

“Another danger is that, despite the long-term planning horizon, 
companies give in to the temptation to discuss the short-term perspective.”

important to work with the right data and 
the right people.”

Product management
At Wavin, European supplier of plastic 
piping systems, S&OP is closely linked 
with the use of SAP APO, SAP’s advanced 
planning and scheduling system. This sys-
tem generates and consolidates statistical 
forecasts, and the Distribution Require-
ments Planning (DRP) module then uses 
details of the available stock to generate 
the sales wish list. For the purposes of 
rough cut capacity planning (RCCP), the 
module then translates the wish list into a 
concrete capacity planning for the manu-
facturing plants and warehouses. “We’ve 
been working with APO for the past two 
and a half years, although not yet in all 
four of our regions. That is our intention, 
however, and it’s currently being imple-
mented in the UK,” says Van Delden, 
Executive Director Supply Chain & Opera-
tions at Wavin Group.

Phase in new products
The central S&OP meeting, where Wavin 
discusses the gaps between the DRP and 
the RCCP, takes place in the third week 
of the monthly cycle. “If we’re lacking 
capacity in the supply chain, for instance, 
we use this meeting to decide whether we 
should run an extra shift, hold discussions 

with our customers or maybe even source 
products from our sister companies.” 
When drawing up the sales wish list, prod-
uct management colleagues get involved 
too. They know when new products are 
being phased in, and which customers 
they will or won’t be relevant for. “When 
making forecasts, we often base the pro-
file of a new product on that of an older 
product, but that always entails risks. The 
product managers’ knowledge and experi-
ence is just as important, if not more so,” 
stresses Van Delden.
But while product management exerts 
influence on the DRP, the same does 
not hold true in reverse; it is not the case 
that product development is speeded up 
or product launches are brought forward 
if sales levels are lagging behind the tar-
gets. “We have an innovation rate that 
determines that so much percent of turn-
over must come from new products each 
year. That is the KPI that product man-
agement is measured against, but it’s far 
removed from S&OP,” says Van Delden, 
also alluding to the long lifecycle of Wav-
in’s products. “Plumbers and installation 
companies form a fairly traditional sector. 
Pipe systems in which pipes are melted 
or glued together are only gradually start-
ing to be replaced by systems with push 
fittings or rubber seals. Things probably 
change more quickly in other sectors.”

dave Manning (oliver 
wight): “a recession for-
ces companies to reexa-
mine themselves”

alfons willemsen 
(involvation): “as the 
state of the economy 
began to improve, 
many companies had 
reduced stocks too 
rigorously.”

richard van del-
den (wavin): “The 
product managers’ 
knowledge and 
experience is just as 
important.”

steef van de Velde 
(erasmus univer-
sity): “Beware of 
‘group thinking’, the 
tendency of teams 
toadopt extreme 
standpoints.”

erik Brouwer (per-
fetti Van Melle): “we 
try to approach the 
process from the 
bottom up as much as 
possible.”

derrien Jansen 
(frieslandCampina): 
“The major benefit 
is that there are no 
nasty surprises.”

28

SU
PPLY CH

AIN
 M

O
VEM

EN
T, N

o. 1, Q
1

  2
0

1
2



Europe at Perfetti van Melle. “I get the 
feeling that S&OP is managed top-down 
in many companies. We, on the other 
hand, try to approach the process from the 
bottom up as much as possible. The only 
things dictated by senior management are 
the KPIs and the reporting formats. Wher-
ever we can, we let the actual alignment 
between the disciplines be driven by the 
operational situation.”
In spite of this, Perfetti van Melle still 
holds a monthly S&OP meeting which 
is attended by senior management. “The 
meeting serves partly to provide reassur-
ance that we are on the right track and 
partly to help us set priorities when it 
comes to investments. Switching from two 
shifts to three is a decision that can only 
be made at senior level, for instance. In 
the meantime, we try to let responsibilities 
be held at as low a level as possible within 
the organisation, and we give our planners 
scope to make their own decisions within 
a certain framework.”
This approach makes good tools invalu-
able. Perfetti van Melle uses an add-on to 
SAP which enables forecasts to be pre-
pared clearly and simply. The supply plan-
ners use a different add-on called ‘Every 

Many companies tend to get involved in 
discussions about the accuracy of data, in 
particular around the demand planning. 
“We’ve had those kind of discussions 
too,” admits Jansen. “Which is why we 
developed a standard format for forecasts. 
Everyone knows exactly what data they 
need to submit for a forecast and how it 
should be interpreted.”
FrieslandCampina is currently working 
towards being able to run through and 
financially assess several different sce-
narios in 2012. This will enable the com-
pany to make better informed decisions. 
“Within Friesland Campina, we call it 
the ‘Integral Business Management Pro-
cess’ (IBMP). Right now, we’re still mak-
ing decisions that will have an impact on 
the entire business based on calculations 
within the individual disciplines, rather 
than looking at the whole chain.”

Pragmatic approach
At Perfetti van Melle, all the elements of 
S&OP are present. However, this confec-
tionery manufacturer takes a somewhat 
more pragmatic approach than recom-
mended by Oliver Wight, says Erik Brou-
wer, Supply Chain Director North-West 

Demand planning
FrieslandCampina started with S&OP 
some two years ago in its Cheese divi-
sion, after the merger of the two dairy 
giants, Friesland Foods and Campina. “We 
each had our own meeting procedures, of 
course, which needed to be aligned. So we 
decided to do it right first time, and within 
six months we had implemented the 
S&OP process,” explains Derrien Jansen, 
Manager of Planning & Master Data at 
FrieslandCampina. “The major benefit of 
S&OP is that there are no nasty surprises 
– we don’t suddenly face stock shortages 
or surpluses.”
Within FrieslandCampina, the two central 
sales planners, who are based in the sup-
ply chain department, take the lead when 
it comes to demand planning. They have 
six meetings in the first week of the S&OP 
cycle, with the local representatives from 
sales and finance, the local sales planners 
and marketing managers, sometimes as 
conference calls. The meetings are used 
to discuss the weekly forecasts entered 
into SAP APO by the local sales planners 
– who, in contrast to the central sales plan-
ners, are part of the sales department. 
How are the forecasts developing? What 
are the deviations from last month? What 
impact have new products or customers 
had? “We use this moment to examine 
how we can improve the accuracy of the 
forecasts by using statistical forecasting 
methods,” explains Jansen.

 Accuracy of data
The central sales planners must have 
completed their demand planning by 
the Friday of the first week so that their 
colleagues can make a start on the sup-
ply planning on the following Monday. 
That week also sees a pre-S&OP meeting 
for middle management, which is used 
to determine where the current gaps are 
between supply and demand, and which 
of them can already be closed by the sales, 
supply chain and finance colleagues in 
attendance. In the subsequent S&OP 
meeting, they are joined by senior man-
agement who make decisions on the big-
ger issues.

sofTware for s&op

The last few years several vendors have introduced software for Sales & Operations Planning. 
These vendors have mostly further developed existing software for supply chain planning. Only few 
companies have implemented specific software for S&OP.
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1a
. P

or
tfo

lio
 a

na
ly

si
s

2a
. D

em
an

d 
pl

an
ni

ng
 

2b
. F

or
ec

as
tin

g

3a
. I

nv
en

to
ry

 O
pt

im
iza

tio
n 

3b
. F

in
tit

e 
ca

pa
ci

y 
pl

an
ni

ng

4a
. G

ap
 a

na
ly

si
s

4b
. F

in
an

ci
al

 w
ha

t-i
f

         
Vendor software  
Equazion (NL) Equazion x      
IBM (USA) Cognos BI & FM x     x x 
Infor (USA) Infor10 S&OP  x x  x x 
JDA (USA) JDA S&OP x x x x x x x 
OM Partners (B) OM Plus x x x  x
Oracle (USA) Demantra x x x  x
Quintiq (NL) Quint S&OP  x x  x
SAP (D) SAP APO  x x  x
Slimstock (NL) Slim4 x x x x x x x
Solventure (B) Zemeter S&OP  x x  x x x
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Angle’. This gives the planners insights 
into the company’s performance on a day-
by-day basis: what are the current stock 
levels? Are there any factories with a back-
log? “The availability of this kind of infor-
mation is crucial to being able to react 
quickly to any changes. You don’t want 
to have to wait until the monthly S&OP 
meeting.”
In order to create the right mindset, Per-
fetti van Melle has given its sales depart-
ment and its supply chain department 
shared responsibility for aligning demand 
and supply. This means that both depart-
ments are directly responsible for good 
customer service and hence both are 
responsible for sales forecasts and deliv-
ery reliability. “They both have a common 

interest and they arrange to visit clients 
together, for instance,” explains Brouwer. 
It’s no coincidence that the demand plan-
ning and supply planning departments 
are situated next to each other, either. “It 
may appear to be a minor factor, but it is 
very important for the contact between the 
two departments.”

 Foundations in place
AkzoNobel Decorative Paints is cur-
rently involved in implementing S&OP 
in line with Integrated Business Planning 
principles. This paint manufacturer has 
brought in consultants from Oliver Wight 
to help. “We’ve been working in this way 
in the UK for the past three or four years, 
and our management has now decided to 
roll out the concept right across Europe,” 
explains Fred Groenen, Manager of Finan-
cial Planning & Analysis at AkzoNobel 
Decorative Paints EMEA.
The product management review and 
demand review aspects are already opera-
tional virtually everywhere, and supply 
review is also up and running in the rel-
evant countries. “The foundations are in 
place and the walls are up. Now it’s time to 
put the roof on. The circle is not complete 
until integrated reconciliation and the 
management business review have been 
added to the process,” continues Groenen.
The first integrated reconciliation meet-
ings took place in the local countries 
in October 2011, bringing together the 
issues from all the reviews with the asso-
ciated financial projections. These ses-
sions served to lay the groundwork for the 
management business reviews which – at 
least in the early stages – were attended 
by senior management from the country 
concerned. “The biggest change is that 
we now think in terms of demand. While 
that tended to happen before too, we didn’t 
take such a structured approach as we do 
now,” summarises Groenen.

Monthly forecast
Now, each country submits a forecast each 
month, and these are consolidated into a 
demand plan. “And more importantly, we 
are continually monitoring our opportu-
nities and vulnerabilities. Can we bring a 

product launch forward if demand is lag-
ging behind? What cost savings can we 
achieve, if necessary? An example of a 
vulnerability could be a customer who gets 
into payment difficulties.”
According to Groenen, financial projec-
tions are essential. “If you only focus on 
volumes, you don’t consider the impact 
of those volumes on company turnover, 
margin and profitability. The financial 
projection indicates which customer, prod-
uct group, innovation or opportunity you 
should prioritise. Naturally, as a company 
listed on the stock exchange, we’re judged 
on our financial performance.”

Financial projections
But making a financial projection is no 
easy task. Sales has to submit details of a 
product’s average sale price and estimate 
the annual level of discounts, while the 
supply chain department has to provide 
input on the average cost price including 
manufacturing costs, distribution costs, 
freight costs and stock levels. Combin-
ing this with input from finance about 
sales and marketing costs and overheads 
enables the preparation of a profit & loss 
and a working capital forecast. Groenen 
recommends the use of a good tool. “We 
currently use Cognos Planning in the UK, 
but we’re also investigating whether we 
could use SAP BPC. That would be the 
best solution from an integration view-
point, seeing as we’re also currently roll-
ing out the SAP ERP system company-
wide.”
AkzoNobel is working with a plan-
ning horizon of 24 months for product, 
demand and supply. “For the financial 
projections, we take the current and next 
financial year. And if we’ve already set 
budgets for the next financial year, we 
consider the year after that too,” says 
Groenen, referring to the fact that S&OP 
also provides insights into the budgetary 
status. “By comparing the latest financial 
projection with the one from the previ-
ous month during the strategic review, we 
immediately know how things stand. Plus, 
this process helps to spread the workload 
that normally peaks during budgeting and 
forecasting periods.”

“the biggest change is that we now think in terms of demand.”

Biases in s&op
A bias is a tendency or a disposition. In fact, they are 
automatic behavioural reactions to certain occur-
rences. But because these behavioural reactions are 
automatic, they generally lead to irrational decision-
making.
Research conducted by the Rotterdam School of 
Management at Erasmus University identified scores 
of biases in S&OP processes. Just some examples 
include:

functional biases
n Operations: striving to run machinery and trucks at 

maximum capacity
n Sales: selling as much as possible
n Product management: launching as many new prod-

ucts as possible
n Finance: reducing working capital

unconscious biases
n Thinking that you are better or smarter than average
n Underestimating the time required to get something 

done
n Generally: overestimating turnover from new
 products
n Underestimating turnover from new products if the 

previous product was a success
n Overestimating turnover from new products if the 

previous product was a failure
n Overestimating results at times when business is 

going well
n Underestimating results at times when business is 

not going well
n Avoiding risk in the face of opportunities
n Taking risk in the face of losses
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segMenTaTion in iMpleMenTing s&op
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 sales & operations planning and it
reasons for iMpleMenTing s&op

reasons for iMpleMenTing s&op

TeChnology adopTion for s&op

Views on s&op TeChnology

CriTeria for purChasing s&op 

Improvement cross functional communication
Improvement customer service

Managing volatility in demand
Achieving consensus about One Number Plan

Reducing risk in the supply chain
Reducing supply chain costs

Implementing strategic business plan
Improving use of assets

Improving overview for management
Improving revenue

Improving top line revenue

Reducing supply chain operating costs

Management of increasing demand volatility

Customer mandates for faster, 
more accurate fulfilment

Need to utilize manufacturing assets 
with maximum efficiency

Supply Planning

Demand Planning

Inventory 
Planning

Executive 
reporting/

Dashboards

s&op-technologie is…

…a natural extension of ERP  29%

…an extension of Sales Forecasting  29%

…an extension of Business Intelligence  21%

…an extension of Supply Chain tools  16%

…should be a standalone functional capability  5%

0 10 20 30 40 50 60 70 80 90 100 

0 10 20 30 40 50 60 

Limited 
alignment 
Finance & 

Supply Chain

No S&OP process Formal S&OP process

‘Islanders’

18%

‘Networkers’

37%

‘Bureaucrats’
’

5%

‘Professionals’

40%

Regular 
alignment 
Finance & 

Supply Chain

0 10 20 30 40 50 60 
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Ease of use
Flexibility

Feature/function to support S&OP process
Integration with ERP systems

Proof of capability in similar environments
Existing vendor relationship
Integration with SCM tools

Technical architecture
Vendor service and expertise

Collaborative capabilities

29%

29%
21%

16%
5%

Legenda:
n Best-in-Class
n Average
n Laggard
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As a result of increasing volatility in 
demand many companies are busy 
implementing Sales & Operations 
Planning. They try to get beyond balan-
cing forecasted demand and manufac-
turing volumes and incorporate finan-
cial budgets and business scenario. 
What should companies consider to get 
to a next level in S&OP? Supply chain 
consultancy Involvation and Supply 
Chain Movement created a compre-
hensive mindmap to give a practical 
overview of all the aspects to consider 
for improving S&OP.

Mindmap S&OP

MindMap Manual

Industry
Main driver

Type

Complexity

S&OP maturity

Data gathering

Demand planning

Supply planning

Pre-meeting

Executive meeting

Current 

Ambition

Assessment

CoMpany

proCess

1

4

# Supply
# Sales

# Finished Products
# Components

Central
Decentral

Develop Operational plan
Demand/supply matching

Profitability
Business orchestration

Long Term
Mid Term

Short Term

Update files
Generate data

Analysis of data
Disseminate data

Make To Order
Make To Stock

Hybrid

Oliver Wright
Involvation

Others

Baseline
Events Internal

External

Demand sensing
Demand shaping
Demand shifting

Utilization
Flexibility

Skills/competencies
Shift schedules

Performance (OEE)

Other production facilities
Contract manufacturing

Bottleneck materials High
Middle

Low

Volume impacts
Value impacts

GAP analysis vs. business plans

Unconstrained 

Constrained 
Identify issues

Develop scenarios

Internal

External

Customer orders
Customer forecast

Bussiness assumptions

Push/Pull point

Components

Forecasting

Bussiness assumptions

Capacity

Scenarios

Internal

Experts

Converging
Diverging

Pipeline

Variants

Risks

Complexity level

Review pre-meeting decisions

Continuous improvement

 Decide on issues

KPI’s
Accountability

Summarize actions
Disseminate actions

Matching demand and supply

Set agenda for executive meeting

Mindmap creators:

# Sales/Supply units

# SKU’s

# Bill to customers

Footprint

Management type

s&op to the next level
The central questions are whether 
and how to bring  S&OP within 
your organisation to the next level. 
An S&OP journey can be triggered 
by significant internal or external 
changes or by increased pressure 
and performance requirements. We 
believe in a growth model where the 
necessity of the next step is always 

driven by the added value of the next 
maturity level.

s&op as a mindset
Why is S&OP so popular at the 
moment? Is it a hype?
S&OP is not new, but there are valid 
reasons for the increased interest for 
it. E.g., the financial crisis put more 
pressure on working capital. Many 

companies found out though, that 
aligning activities for structurally 
freeing up capital proved much more 
difficult than expected. Is S&OP the 
solution? Partly, because it drives 
the required alignment within your 
company. A solid S&OP process is 
therefore an ongoing requirement. 
The right process, data and tools 
therefore are important, but the 

overriding prerequisite is an S&OP 
mindset. Once S&OP is a common 
and shared mindset, you will have 
created fertile ground for sustainable 
and cross-functional alignment.

Biggest challenge in s&op maturity
Why are so many companies strug-
gling with S&OP?
Looking at the different maturity pha-

supply Chain mindmapping
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Mindmap S&OP

ses, we observe that the step from 
level 2 (demand-supply matching) to 
level 3 (profitability) is the most dif-
ficult one. Many companies stumble 
and S&OP remains a supply chain 
driven process with non-committed 
stakeholders and non-binding agree-
ments. Valuable but not optimal.
Why is getting to level 3 so difficult? 
Firstly, the owner needs to change 

from supply chain to the P&L owner. 
Supply chain has to “let go” and the 
P&L owner must take accountability. 
Secondly, the focus has to shift from 
volume to value and to financial 
business drivers. Finance must be 
involved and should claim a key role. 
Good preparations and finding the 
right allies can reduce the jump from 
2 to 3 to a feasible step…

The critical resource: people…
Do we need new tools?
Maybe. Very often however, there is 
already a gap between the systems 
in place and the people using them. 
Advanced tools can create extra 
problems instead of solving them, 
unless people are brought up to the 
challenge. Only the right balance 
between implementing advanced 

tools and developing professional 
people will give real added value by 
reaching the next S&OP maturity 
level.

Sponsor

Owner

Coordinator

Non-compliance or apathy
Grudging compliance

Compliance

Commitment

Participants
Calendar
Frequency
Format agenda
Documented

Availability

Consistency 

Hierarchy

Internal Training
External Training
Consultancy

The Fresh Connection

Oliver Wright

Definition
Easily accessible

No ERP
One ERP
Multiple ERP

Short term forecast tools

Long Term forecast tools

Scenario support

Production planning
Scheduling

Volume/value conversion
Online scenario capabilities

ERP

Demand Planning
 

Supply Planning

 Executive tools
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The largest distribution network in Europe 
needs optimization and operations consolida-
tion to stand-out from the competition. If you 
want to succeed, consider the right tool. Kiva 
Systems is an innovative yet simple automat-
ed approach for distribution operations.  Kiva 
solutions reduce the complexity of pick, pack 
and ship fulfillment and lower costs while 
maintaining world-class operations standards.

To find out more, visit www.kivasystems.com/NL 
and download a copy of the whitepaper: 
“Using Distribution and Fulfillment as Strategic 
Weapons.”

More Accuracy
More Productivity 

Unparalleled Flexibility

Experience the Kiva 
eCommerce warehouse  
automation solution at  

LogiMAT 2012 
Halle 3, Stand 241

WAREHOUSE AUTOMATION 
THAT DELIVERS MORE



tools & technology

Training

perhaps there is a lack of internal colla-
boration, or the key performance indica-
tors (kpis) are not aligned with the corpo-
rate strategy. Maybe everyone is focused 
solely on their own targets, the strategy 
is not being translated into effective acti-
ons, or trade-offs are not being properly 
thought through. if one or more of these 
scenarios sound familiar, help is now at 
hand thanks to involvation in the form of 
its in-house training course or ‘serious 
game’: The fresh Connection. 

The Fresh Connection programme, 
in which participants are tasked with 
managing a fictitious juice-manufactu-
rer’s supply chain, is designed for any 
general or functional managers who are 
involved in supply chain management, 
either directly or indirectly. The game 
presents the participants with a number 
of tasks, allows them to make decisions, 
follow the developments in the supply 

chain and create their own KPI dash-
board. They gain tremendously rapid 
insights into the consequences of all 
their decisions.
The Fresh Connection highlights many 
important lessons, such as that collabo-
ration, both internally and throughout 
the chain, is the key to success, and that 
it is essential to remain constantly alert 
to any changes in the environment. 
“The Fresh Connection offers a wealth 
of valuable experiences to companies 
who take part as a team,” says Alfons 
Willemsen from Involvation. “It enables 
participants to experiment in a safe envi-

ronment, for example, and gain a deeper 
knowledge and understanding. Not only 
that, but the overall learning effect is 
much greater since the effects of partici-
pants’ decisions become apparent much 
sooner than in reality.”
The Fresh Connection has already been 
used for supply chain management, 
Sales & Operations Planning and leader-
ship development courses within several 
companies, including Canon, DuPont, 
LambWeston, Mars, McDonalds, Phi-
lips, Philip Morris and L’Oreal. “Invol-
vation is receiving a growing number 
of requests to provide some form of 
in-company training,” says Willemsen. 
“Formats can vary from half-day sessions 
to complete, global supply chain acade-
mies which encompass the entire range 
of Involvation supply chain training 
opportunities.”

www.involvation.nl

Coping with unpredictability 
The number of ‘impossible to predict’ supply chain sce-
narios ranges from ‘anticipating consumer behaviour 
in an online economy’ and ‘understanding the impact of 
social media on trade’ to ‘reacting to natural disasters 

that influence the availability and transportation of goods’. so far, 
most supply chains have not been designed to cope with that kind 
of unpredictability – which is why Manhattan associates, supply-
chain software provider, is introducing its so-called ‘platform Thin-
king’ approach.

At the heart of this new approach is Manhattan’s Supply Chain 
Process Platform, which makes use of information from the 
entire range of supply chain solutions within the Manhattan 
Scope portfolio. It is intended to encourage companies to think 
about the supply chain as a cohesive whole rather than as separate 
solutions each designed for a specific purpose within the business 
processes.
In a press release, Pieter Van den Broecke, Managing Direc-

tor of Central Europe at Manhattan Associates, says: “Every sin-
gle action, from order management and distribution right up to 
returns management, influences the performance of the supply 
chain as a whole. Our platform has been designed to extract infor-
mation from all of the integrated solutions, to apply these to the 
network and hence to improve a company’s flexibility and its abi-
lity to react.”

www.manh.com

Business sofTware

in-house game for supply chain management
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the recent global economic crisis was the impetus for electro-
components, one of the world’s leading high service distributors 
of electronics and maintenance products, to transform its supply 
chain planning and honour its remarkable service promise. 
By Sarah Lafferty

K-based Electrocomponents plc is no stranger to coping 
with and even reinventing itself during times of adver-
sity and change.  As one of the world’s leading high ser-

vice distributors of electronics and maintenance products, the 
company has grown and evolved through a myriad of threats 
and setbacks since its humble beginnings in 1937.  The recent 
global economic crisis dealt the industry a huge body blow and 
forced many players into crisis mode.  Electrocomponents did 
not escape unscathed. In Europe alone, its component sales fell a 
staggering 29.2 per cent in the first half of 2009 compared to the 
first half of 2008.  In the second quarter, sales plummeted even 
further by 32.6 per cent compared to H208.
From its early days, Electrocomponents (which trades under 
the brands RS Components and Allied Electronics) swiftly built 
a reputation for its novel high level of service; providing spare 
radio parts to customers within 24 hours, much faster than they 
could buy direct from manufacturers. Today the company still 
promises to deliver components within 24 hours but now distrib-
utes 550,000 products through operations in 32 countries.  More 
than 46,000 parcels are shipped on the same day that the order is 
received.  
According to Anne Bruggink, General Manager Supply Chain at 
Electrocomponents, “Our massive, diverse product range makes 
for a very complicated supply chain, but we’re actually a service 
business.  We’ve established our reputation and leadership posi-
tion over nearly 75 years by being the industry’s most reliable 
24-hour, or in some cases, same-day delivery service.”

Globally active
Although Electrocomponents is a distributor, not a manufacturer, 
its supply chain is very complex because it has to coordinate large 
volumes of supply and demand simultaneously. Its 2500 suppli-
ers and 1.6 million customers are located throughout 80 coun-
tries in the Americas, Europe, Australasia and Africa. It has 17 
distribution centres around the world, with the largest ones being 

in the US, France, Germany, China and two in the UK.  Accord-
ing to its 2011 Annual Report, the company operates in those 
countries which represent around 90 per cent of the world’s 
GDP. 
With such massive global penetration, Electrocomponents for-
mally reviews its supply chain at least once a year. However, the 
scope of these reviews depends on the extent to which the busi-
ness metrics have changed. Bruggink explains, “If the metrics 
haven’t changed significantly since last year then the review is 
more of a sense check.  If economic factors or the executive team 
have driven big change then we undertake a more comprehen-
sive review involving ‘what-if’ scenario modelling and engaging 
our strategy team. Before I joined in 2007, these reviews took 
place about every three years.”
When you layer the company’s availability and delivery promise 
on top of the general challenges faced during a global economic 
crisis, demand planning becomes truly mind-boggling. “During 
the economic crisis we were in the process of introducing 50,000 
new products. However, our orders declined by an average of 17 
per cent across the board.  Also the demand was very uneven 
with some product lines plummeting by up to 75 per cent while 
others grew by 25 per cent.  This threatened to throw our entire 
global business into chaos. We needed to abandon conventional, 
safe thinking in order to find a way through,” says Bruggink.
Compensating for order decline by slashing inventory to free up 
cash, tempting as that may be, was not the right strategy for a 
service business like Electrocomponents. The company needed 
to be fully stocked and ready to meet customer demand when 
the economy inevitably rebounded.  Therefore, while most other 
companies were doing everything possible to free up cash, Elec-
trocomponents was planning weeks and months in advance, in 
anticipation of a recovery.  An intelligent approach to demand 
planning that took into account variability and human knowledge 
was vital.

Site Specialisation
The recession, combined with the need to introduce 50,000 new 
products, gave Electrocomponents licence to move ahead with 
some cutting-edge projects in logistics and forecasting that might 
have been killed by ‘analysis paralysis’ in safer times.  
One such project called ‘Site Specialisation’ involved transform-
ing two large general-purpose UK warehouses. The aim was to 

Case study

Chaos forces electrocomponents to exceptional planning 

Handling volatile demand
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serve the needs of specific customers and markets to achieve bet-
ter economies of scale. One warehouse is now specifically geared 
towards global electronics while the other is tailored to cater for 
European customers.
Anne Bruggink explains, “The Site Specialisation project is an 
example of a project that moved ahead as a direct consequence 
of necessity and it forced us to abandon old-fashioned thinking.  
This one really delivered.  In our plans we calculated a payback 
time of 15 months but it took only eight months so we completed 
it nearly 50 per cent faster; it’s saving us millions of pounds a 
year and crucially, it’s improving our customer service. ”

Planning chaos during the rebound
When the sales orders bounced back from a 17 per cent decline 
to 25 per cent growth, the company’s supply chain really came 
under pressure. During this phase, demand for some products 
increased by as much as 75 per cent, while others were down by 
25 per cent. Therefore looking in the rear view mirror for plan-
ning insight was not only pointless, but counterproductive.  The 
supplier flexibility gained during the downturn hardened and 
lead times grew from two to 52 weeks in some cases. The con-
tinuing uncertainty made the sales staff even more nervous and 
other staff had to put in many hours of overtime to cope with 
unforecasted inbound deliveries and outbound picking, packing 
and shipping.  
As Bruggink explains, managing through the rebound was 
much more difficult than the downturn itself: “During the down-
turn, despite low morale, cash flow concerns and plummeting 
demand, there were actually some things working in our favour.  
In normal circumstances, for example, it’s very difficult to expe-
dite products, but in the downturn everyone wants to sell so we 
were able to negotiate very short lead times. This helped keep our 
service levels very high.  

Believing in forecasting
All the uncertainty during the recovery sent costs and stress lev-
els skywards, but it also provided the impetus for changing the 
companies forecasting processes and tools.
Before the recession, Electrocomponents’ planners, like most 
in the industry, had reached the conclusion that forecasting was 
so unreliable that it was pointless. It took a recession combined 
with a strategic push on new product introduction to make Elec-
trocomponents realise that not bothering to forecast was hurting 
the company.  “The whole world was saying that we can’t forecast 
this business. We turned around and said, ‘ok, but let’s try!’” says 
Bruggink.
Drawing on many years of supply chain experience and research 
his approach was to use a software tool to generate the best pos-
sible draft forecast and then ask sales, product marketing and 

finance people to improve upon it. “In my experience sales peo-
ple are naturally too optimistic when it comes to developing fore-
casts and finance people too pessimistic – but they are both very 
good at adjusting existing forecasts to make them more accurate.  
Tools and people need to work together,” he says.
Before the company started to evaluate new software tools, Elec-
trocomponents also reviewed the processes related to optimising 
service delivery and costs. The conventional approach is to imple-
ment a Sales and Operations Planning (S&OP) process but that 
omits inventory management which is so critical to the business. 
Bruggink explains, “Inventory is not waste, unwanted or an acci-
dent in our business – it is fundamental to our business model as 
a distributor.”
To address the need to manage inventory in the planning pro-
cess, Electrocomponents opted to implement Sales, Inventory 
and Operations Planning (SIOP) software. This was conceived 
to improve agility and performance for supply chain businesses 
subject to high volatility.  Electrocomponents also introduced 
a concept established by supply chain academics in 2005 called 
‘value density’ which involves segmenting inventory and deter-
mining how it is treated based on its properties, such as value, 
weight, order frequency and how quickly it needs to arrive with 
the customer.  Utilising its local warehousing infrastructure, 
Electrocomponents stores products of low value density, such 
as waste bins, locally to the customer and transports them by 
road or sea. Products of high value density, such as electronics, 
are stored either centrally in the UK or locally and transported 
quickly, by air if necessary, to maintain the company’s high ser-
vice levels.

Selecting a reliable forecasting tool
These new processes and the scale and complexity of the compa-
ny’s product range called for highly specialised demand planning 
software to support forecasting.  Its incumbent software Manu-
gistics, though suitable for order management, was not designed 
to forecast its high percentage of ‘long tail, slow-moving’ cus-

eleCTroCoMponenTs By nuMBers
1.6 million customers worldwide;
£1.18 billion in revenue;
Operations in 32 countries and 17 warehouses;
2500 suppliers, 5800 employees, 2400 people in the supply chain;
Distributes 550,000 products ranging from semiconductors and optoelectronics to 
power tools and protective clothing;
Availability greater than 96.3%;
Average order value (AOV) is around £140;
More than 46,000 parcels shipped on the same day the orders are received.
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tomer demand, which is characterised by geographical diversity, 
small order quantities and specialised products.  Because the sys-
tem couldn’t detect this type of demand, it reported zero demand 
for 30 per cent of its inventory  which people knew was not the 
case.
In 2009, Electrocomponents embarked on a comprehensive 
search for SIOP-compatible software to manage the forecast and 
safety stocks.  It needed to be powerful, highly scalable to cope 
with millions of demand forecasting units (DFU’s), and highly 
reliable. The company opted to enlist a third party consultant 
to manage the vendor selection process to ensure the decision 
would be completely objective and fact-based.  
Bruggink elaborates: “We decided to conduct our evaluation 
through a third party to avoid being influenced by personal 
biases, large or incumbent vendors and winding up with a ‘me 
too’ solution. Given all our challenges and business goals, we 
were looking for a very specialised, very sophisticated ‘Formula 
1’ forecasting tool, ideally from a company whose main develop-
ment and support resources were dedicated to solving this spe-
cific problem.”

 Planning tournament 
The exhaustive 14-month selection process short-listed seven 
vendors who were invited to take part in a planning tourna-
ment. They were asked to forecast demand and propose safety 
stocks from historical data. The results were compared to actual 
demand in order to evaluate the forecast accuracy and service 
level which would have been achieved.  The software SO99+ from 
ToolsGroup provided the most accurate forecast (beating even the 
company’s own heavily modified forecast) and achieved service 
levels which were not possible with the current system.

Most statistical forecasting systems require expert forecast plan-
ners to constantly tune the best fit algorithms to produce a rea-
sonable statistical forecast and wind up either being ‘dumbed 
down’ to the point that they are ineffective or even shelved 
because they are too difficult to use. SO99+ uses a unique 
demand sensing approach to continuously and automatically 
tune the forecasting method for each item. The result is an 
extremely reliable statistical forecast before any user intervention 
– essential to Electrocomponents for forecasting so many dfus 
and their long tail of slow moving items.
After SO99+ produced the most accurate forecast in the plan-
ning tournament, Electrocomponents knew it could trust and 
work with the system. According to Bruggink, “A crucial factor 
for us was the way in which SO99+ handled order-line data.  It 
differentiates between 10 orders for one product and one order 
for ten products and this has a major impact on the forecasting 
accuracy.”
Electrocomponents has now rolled out the SO99+ software in 
Europe, where it is integrated with Manugistics, and it is imple-
menting it in the US, where it will be integrated with SAP.  Elec-
trocomponents has further plans to implement SO99+ in Asia.

Exceptional outcomes
By taking advantage of the burning need for change during the 
global economic downturn, completing the Site Specialisation in 
the UK, transforming forecasting and initiating other projects, 
Anne Bruggink’s supply chain operation delivered a whopping 
£36 million to the Electrocomponents bottom line, in terms of 
lower stock levels, over 2009 and 2010.
The most important long-term outcome of the new forecasting 
system is simply that it works.  Its consistent forecasting reliabil-
ity has overcome people’s initial scepticism and it effectively sup-
ports the new input from exceptional planning processes. The 
system frees up forecast planners to concentrate on what they 
do best; contributing market and business intelligence from the 
field to make the system even smarter.
In terms of savings, Electrocomponents has identified £9 mil-
lion of savings by deferring or cancelling outstanding purchase 
orders and by reinvesting additional inventory into the business. 
Crucially, the SO99+ tool paid for itself very quickly. As Bruggink 
explains, “Our very first forecast told us that we could hold £2 
million less in safety stocks of fast-moving products. By simply 
reducing those safety stocks, SO99+ paid for itself in only two 
months. We had promised the business that the tool would pay 
for itself in the same financial year, but we were thrilled to have 
been able to return the money to the business so quickly.”
Probably the most important outcome, however, is that a cus-
tomer survey held in November 2010 reported the highest ever 
satisfaction rates.  This meant that despite the fact that the com-
pany was coming out of the worst recession since the 1980s, had 
had to navigate ash clouds and earthquakes, and was holding 
considerably less inventory, it was still able to meet its high level 
service delivery commitments.

“The whole 
world was 
saying that we 
can’t forecast 
this business,” 
says anne Brug-
gink, general 
Manager supply 
Chain at elec-
trocomponents.

“our very first forecast told us that we could hold £2 million 
less in safety stocks of fast-moving products.”

 

SU
PPLY CH

AIN
 M

O
VEM

EN
T, N

o. 1, Q
1

  2
0

1
2

38



Now you can read Supply Chain Movement! 

On your iPad
B O R D E R L E S S  A M B I T I O N ,  I N S P I R A T I O N  A N D  I D E A S

SC M
SUPPLY CHAIN 
MOVEMENT

Kris van Ransbeek
Former VP Supply Chain Chiquitawww.supplychainmovement.com

No. 3 | Q4 2011 

 Manage or ignore supply chain risk    Board 
game supply chain risks    History: Nokia versus 
Ericsson  Changes in chemical industry    
Orchestration of flowers

RISK
S

“Balancing 
speed and 
costs”

Special Quarterly B.indd   1 11-10-11   09:24

B O R D E R L E S S  A M B I T I O N ,  I N S P I R A T I O N  A N D  I D E A S

SC M
SUPPLY CHAIN 
MOVEMENT

Kris van Ransbeek
Former VP Supply Chain Chiquitawww.supplychainmovement.com

No. 3 | Q4 2011 

 Manage or ignore supply chain risk    Board 
game supply chain risks    History: Nokia versus 
Ericsson  Changes in chemical industry    
Orchestration of flowers

RISK
S

“Balancing 
speed and 
costs”

Special Quarterly B.indd   1 11-10-11   09:24

PRINT EDITION    
4 issues for just € 39.99 per year 
                          

A combination package of both print and digital editions is also 

available for just € 49.99 per year.

Download the Supply Chain app today to enjoy your first digital issue 

of the magazine on the iPad.  

Go to www.supplychainmovement.com to order your subscription now!

DIGITAL EDITION
4 issues for just € 13.99 per year

€ 39.99 
per year

€ 13.99 
per year

or

Movement adv. febr. '12.indd   1 31-01-12   10:02



We build unique, industry-specific applications.
183,5  M M

Ctac - Keeping 
your supply 
chain moving!

Ctac N.V.
Goudsbloemvallei 30
Postbus 773
5201 AT ’s-Hertogenbosch
T. +31 (0)73 692 06 92
F. +31 (0)73 692 06 88
E. info@ctac.nl
I. www.ctac.nl

Your supply chain involves companies from many different industries. From manufacturing 
and wholesale businesses to logistical services and retail. Every individual link in the value 
chain has its own challenges and industry-specifi c processes and you must be able to respond 
optimally to both the possibilities and impossibilities of each different situation. For this, 
industry-specifi c, process knowledge is an absolute must.

Ctac’s consultants combine a deep expertise and experience in specifi c industries. And 
because they are always the fi rst to spot any changes in the market, they can quickly react 
with innovative IT solutions. Solutions that connect people and technology. Solutions that 
give you a competitive advantage. With over 500 employees in the Netherlands, Belgium, 
France and Germany, Ctac is the solution provider that keeps Europe’s supply chains moving. 
So if you want to learn more about streamlining your supply chain call us on 
+31 (0) 73 692 0692 or visit www.ctacpowerhouse.com/scm.

www.ctac.nl

30708_adv_SCM_215x295.indd   1 31-05-11   16:08


