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Purpose: For big companies the S&OP Process previously “just” the tool to prepare supply
chain for expected volumes is now becoming the tool to deploy strategy. And as such, it is and
should not be any longer considered as a “supply chain thing”, the process is becoming a core
process of the organization. Especially in complex organizations the transparency is very often
limited and different parts of the organizations loose connection due to multi-level data
aggregation delay in information transmission. The implementation of the S&OP process is yet
not easy. The case study described in this paper shows some of the mistakes the companies
make on the journey towards the IPB process.

Design/methodology/approach: The paper is a case study of an industrial company.
The baseline for the paper was documentation of a implementation project done in a global
company. Additionally wide literature study on the topic has been conducted.

Findings: The conclusions of the case study are in line with the findings presented in the
literature. One of main factors leading to not effective S&OP process is lack of high
management support and engagement.

Research limitations/implications: The case study was based on a global company so the
conclusions cannot be applied to other companies. The study uses data from 2021-2023 because
the effect of implementation is only visible after 1-3 years on average.

Practical implications: The paper can be an inspiration for the people implementing IBP
process in a global company.

Originality/value: The authors presented in the paper an original handy method to measure the
development in the process in the company and draw conclusions on focus areas for the
development of the process. Also the methodology of the process implementation is presented
with guidelines based on lessons learned from the project.
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1. IBP/S&OP processes — state of the art

Integrated Business Planning (IBP) stands for integrated business planning process which

is the successor of the sales and operations planning (S&OP) process known from the 80’s last

century. The process has developed throughout the years yet still the key is about balancing

demand and supply. These days IBP is a comprehensive approach that aligns strategic, tactical,

and operational planning across an organization to enhance decision-making and performance.

The key components of an IBP process usually include:

strategic planning - among others: a) long-term goals - establishing the long-term
objectives and direction of the organization (Kepczynski et al., 2018a; Mc Loughlin,
2023), b) alignment with business priorities - ensuring that strategic plans are linked to
business priorities and other initiatives (Kepczynski et al., 2018b),

tactical sales and operations planning (S&OP) — among others: a) demand and supply
review - regularly reviewing product demand and supply to ensure balance and
alignment, b) integrated reconciliation i combining inputs from various functions to
create a unified plan, ¢c) management business review - periodic reviews by senior
management to ensure alignment with strategic goals (Kepczynski et al., 2018a, 2018b),
operational planning — among others: a) execution of plans - implementing detailed
plans to ensure reliable and effective execution in the manufacturing environment and
market, b) dynamic adaptation - adapting plans based on real-time information from the
plant and supply chain (Smith, 2004),

integration of business processes — among others: a) cross-functional collaboration -
promoting collaboration across different functions and departments to achieve synergy
(Ivanisevic et al., 2020; Ni, 2006) b) information sharing - ensuring seamless
information flow between different systems and stakeholders (Chen, 2007),
technology and systems integration — among others: a) enterprise resource planning
(ERP) and business process management systems (BPMS) - integrating ERP with
BPMS to enhance performance and flexibility (Aguirre-Mayorga, 2012),
b) standardized integration architecture - using a standardized architecture to integrate
various software applications and legacy systems (Puschmann, 2004),

performance monitoring and evaluation - among others: a) continuous improvement -
regularly monitoring and evaluating performance to identify areas for improvement
(Mc Loughlin, 2023), b) feedback loops - implementing feedback mechanisms to refine

and adjust plans based on performance data (Basavaraju, Fatahi Valilai, 2025),
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sustainability and governance — among others: a) sustainable supply chain management
(SSCM) - integrating social, environmental, and economic goals into the planning
process (Gracia, Quezada, 2016), b) governance structures - establishing governance
frameworks to oversee the integration and execution of plans (Mc Loughlin, 2023),

organizational structure and competencies — among others: key roles and functions -
defining roles and functions that facilitate integration and collaboration across the
organization, b) capability overlap - ensuring that key functions have overlapping

capabilities to enable seamless integration (Kepczynski et al., 2018b).

The Sales and Operations Planning (S&OP) plays a crucial role in the Integrated Business

Planning (IBP) process by ensuring alignment between various business functions and the

overall strategic goals of the organization. Here are the key roles and contributions of S&OP in

IBP:

alignment of strategic and operational plans - S&OP bridges the gap between the
strategic plan and daily operational plans, facilitating the alignment of demand and
supply for products. This ensures that the company's long-term strategy is consistently
reflected in its day-to-day operations (Fakhry et al., 2024; Tuomikangas, Kaipia, 2014),
cross-functional integration - it improves integration and communication between
different business functions such as sales, marketing, finance, and operations, aligning
them into one cohesive set of plans. This cross-functional collaboration is essential for
achieving corporate performance targets (Danese et al., 2018; Ohlson et al., 2022),
visibility and accountability - S&OP provides visibility into the business, helping
stakeholders understand the balance between supply and demand. It also establishes
greater accountability by holding the operational team to a common set of objectives
(Affonso, 2008),

decision-making and resource allocation - the process enables decision-makers to reach
consensus on a single operating plan that allocates critical resources effectively.
This consensus-driven approach ensures that all departments are working towards the
same goals (Chiappinelli, 2008),

risk management - in dynamic and volatile business environments S&OP incorporates
uncertainty management strategies to address unpredictable factors like demand
fluctuations and supply disruptions. This risk-focused approach helps organizations

navigate complexities and maintain competitiveness (Fakhry et al., 2024).

IBP process is yet something more than just S&OP process; it includes inventory

optimization and more over assumes integration with Finance and other functions like Product

and Portfolio management, Marketing and Procurement. As such, Olivier Wight sees the IBP

process as key process connecting operations to strategy of the organization (Palmatier, Crum,
2013) (Figure 1).
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Figure 1. Olivier White's Integrated Business Planning process.
Source: Palmatier, Crum, 2013.

Implementing IBP can be fraught with challenges and mistakes. Based on the literature
review, several common pitfalls can be identified: misalignment with organizational structure
and culture (Morton, Hu, 2008; Ravasan et al., 2015), inadequate strategic planning (Gulledge
et al., 2005), poor planning and execution (Peci, Vazan, 2014), failure to address misalignments
(Wei et al., 2005), lack of management education and support (Cunningham, 2004), ignoring
post-implementation issues. Critical success factors for IBP implementation encompass top
management involvement, vendor support, and the presence of a champion, among others
(Ramayabh et al., 2007; Bradley, 2008).

2. The IBP frame work

Independently how IBP is called in different organizations, it normally consists of the below
steps:

— product management review,

— demand planning,

— inventory planning,

— supply planning,

— reconciliation review,

— pre- S&OP meeting,

— management business review.
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First step of IBP process should be Product management review. In this step all the
assumptions for future demand are gathered and documented; the assumptions are mainly
related to strategical inputs from the market and product life cycle management. This step is
often mentioned as the step differentiating S&OP process from IBP process.

The next step is demand planning, where the actual forecasting happens. Forecasted
volumes are then reviewed and verified with each market finally should be acknowledged with
head of sales. Once the forecasted volumes are agreed and signed-off by the sales, they are the
input to the next steps of the process. Next step of the process is Supply Planning including
inventory planning. In the inventory planning the main goal is to set up needed inventory levels
to secure the expected demand with requested service level. In this step plan for every part is
decided resulting in materials management strategy. Once this is done the supply planning step
is starting, the demand is distributed throughout the supply chain resulting in supply plan for
every step of the supply chain. Main goal here is to secure that supply is able to secure needed
demand. That is why rough cut capacity planning is done. At this step potentially the demand
is constrained by e.g. capacity limitations or supply limitations. All the issues identified in
supply planning step should be gathered, prioritized and solved or raised during the
management review step.

After supply planning phase integrated reconciliation step is performed. This step is needed
to align potentially three different plans: demand plan, constrained demand plan with financial
plans. All gaps should be understood and documented.

The process is regular monthly and always should include all the steps. It results with one
set of the data aligned with all the functions — it should be one single source of the truth.

There are various benefits of having IBP process in place. First and most important to be
proactively prepared for evolving customer needs. The companies want to foresee what the
customers will buy and prepare whole supply chain for this volumes. In order this happens it
must be ensured that the plan is realistic. This is why the unconstrained demand plan gets often
constrained and feedback is given to the sales that some of potential sales cannot be fulfilled,
what protects the customers from delays. IBP process is also helping to efficiently manage
change: different scenarios are analyzed beforehand so that the supply chain is prepared to catch
opportunities and minimize negative impact in case of any negative changes. Maybe the most
important benefit of having the IPB process in place it supports and measures business plan
1.e. it is a tool to deploy the strategy. And last but not least benefit of IBP: it helps to build the
team work, by removing the silos and helping to take global decision towards the same goal.

As all the processes, also IPB process 3 pillars: people, process, technology.
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3. Case study

3.1. Before implementation

The company described in the paper is an international global company operating in the
HVAC business. The scope of the implementation was one of the 5 sectors. This sector accounts
for about 20% of the overall company's revenue and has strategical target of organic growth of
5% yearly mainly on the project driven products. This ambitious target created need of
improved dialogue between operations and sales to identify and catch all growing opportunities.

The supply chain of this sector is presented on figure Blad! Nie mozna odnalez¢ Zrédia
odwolania.2 and consists of 2 central hubs
in 2 European countries and 3 supporting warehouses in 3 non-EU countries delivering the
goods to 30 sales offices covering above 50 countries. The goods are produced by 4 factories

located in 4 EU countries.
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Figure 2. Supply Chain of the Sector covered by implementation.
Source: own research.

Before start of the project described in this paper the company had problems with meeting
the budgeted revenue, additionally there were problems with transparency and difficulties with
connecting sales figures to the factory plans. As source of the problems the management
indicated poor S&OP process. There was already a S&OP process lead by Supply Chain with
demand planning team yet monthly meetings were not held and there was no connection to
financial forecasting process. As the root cause of such situation many stakeholders indicated
the lack of IT tool. In such complex organization, multiple excel spreadsheets were not
connected and as a consequence the process could not be properly executed. At that point of

time the decision was taken to implement the IT tool to support the process.
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Before doing that, the company has performed a survey to judge the company’s process
maturity, this survey showed that we are on the basic or survival mode in the IBP process.
The company’s management had the ambition to be on the advanced or best in class level.

The results of this survey and the goal the company has set before the implementation are
shown on 3. Bottom line is the maturity level at the Company in 2021, before the

implementation the top line is the expected state after the implementation.
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Figure 3. IBP process maturity level Survey.

Source: own elaboration.
3.2. Scope of the implementation

As described before, the scope of the project did cover one sector of the Company with
quite complicated supply chain visualized on figure 2. This part of the company delivers about
~15000 SKU’s of Finished goods divided into 3 product groups, 110 subgroups; in active bom’s
there are ~30 000 Components, semi-finished goods and raw materials delivered by ~450
Suppliers; in the 3 factories there are ~700 Workcenters located in 40 production cells.

As the technology enablement was identified as the area being the root cause of the poor
IBP/S&OP process, the Company decided to run one project dedicated both to:

implement IT tool to support the process,
— develop existing S&OP process and transform it to IBP process.

The IT tool was selected before starting the project. It was dedicated tool from one of the
leading providers: SAP IBP. The expectations were that this choice should help to improve the

process as implementation partner should have some benchmarks and standard solutions.
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On Table 1 initial project plan is shown. The expected project duration was 1 year,
this included both: IT tool implementation and S&OP process improvement and transformation
into IBP Process. The project plan (shown on Table 1) was split into phases (sprints) following
steps of the S&OP process.

Table 1.
Initial project plan with deliverables

Timeline Project phase Deliverables

2022 Kick-off High leve.l requirements
January Project team
2022 . To-be process map
March Preparation Mock up’s
Capture forecast from customers
2022 . ! . .
June Demand planning Forecast review with countries
Final demand plan signed off by head of sales
2022 L Plan for every part
July Inventory optimization Safety stock levels
Finished goods supply plan
2022 . X :
Supply planning Rough cut capacity planning
September .o
Inventory level projection

2022 S&OP fine tuning and transformation to IBP Executive meetings

December

Source: own elaboration.

Each sprint was split into the following parts:

— to be detailed process design: this phase included detailed user stories build that were
later used for testing,

— build phase- phase where IT system was adopted to the requirements stated in previous
step,

— play back- step where the solution was presented by the implementation company in the
testing environment,

— user acceptance testing — step were the key users tested the system and approved or
rejected the solution,

— cut over — step were the tested solution was promoted to life environment,

— go live & hypercare - start of the life environment.

3.3. Project implementation

The project did kick-off as planned, the aim of first phase was to be ready with demand
planning process using the tool within 6 months. As mentioned before, the company had before
the project start team responsible for S&OP process, so naturally all of team members were
chosen as key users for the project. On top of it steering committee was organized. The steering
committee consisted of: Supply Chain manager, Head of Sales, Head of Procurement and
Financial controller. The project managers were appointed both: on implementation company
side and business side. The project meetings were held weekly for team members, monthly with

steering committee.
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Preparation phase was finalized with some delay. Main challenge noticed here were lack of
interest of steering committee. Still the main focus was kept on the IT tool, not the process,
so the lack of engagement of other than supply chain functions was not considered as a show
stopper at this moment. The project was continued.

Next Sprint was dedicated to demand planning phase. The expected deliverable of this step
was the demand plan for all the countries signed off by Head of sales. SAP IBP tool was great
support in this phase as its advanced statistical tools give possibility of using historical data.
This was not yet fully utilized as many of the users were attached to previous process, where
a lot of manual interventions happened. The requirements from the core team were to have
a process very similar to the one that was already existing. This caused many customizations
leading to much more efforts on IT side and too little focus on process part including
engagement of the sales team that was to be end users of the process. The result of many
customizations of the SAP IBP tool lead to very complex process, not easy to understand by
the stakeholders. On top of this many problems with integration of the SAP IBP with existing

other IT systems in the company were noticed (figure 4).
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Figure 4. Connection between IT systems.
Source: own elaboration

As shown on Figure 4, main source of master and transactional data was Company’s ERP
system. The data flows were designed to be automatic with weekly or monthly frequency.
This taking into consideration the nature of the S&OP process is satisfactory frequency.
Mapping of the master data used in first sprint (products, customers, prices) was not as easy as
initially forecasted. This was caused mainly by complexity of the supply chain and mistakes or
missing data in source system. Transactional data mapping was also difficult due to the fact that
some flows were covered outside main ERP system, what created the need of many
workarounds. As the result of the above the project in this step was seriously delayed. The tests

done by key users with not complete data were not fully reliable and next few months were
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spent on gap closures until the demand planning phase could be fully closed. As a lesson learned
from this step the team managers decided to appoint one key user to be responsible for data
integration.

The next step, Inventory planning phase, was considered before the implementation as
an easy one. The project had dedicated and educated key users and the functionality of safety
stock calculations was well understood. Yet main challenge encountered on this step was bad
forecast accuracy in first months of the demand planning implementation. This was resulting in
too high safety stock calculations not possible to execute in real life. It resulted in the situation,
where the process was executed by the users yet did not lead to business decision, creating
confusion on all levels.

When starting Supply planning phase, the Company decided to use more agile approach
resulting in 2 steps:

— implementation of standard functionality of IT system,

— adding necessary customization.

This approach led to limited number of customizations and much smoother testing phase.
Also the understanding of the process by key users and end users was on satisfactory level.
This was considered as a success. The main challenge identified in this step was too low
engagement of executives. This problem, although visible from the beginning of the project,
at this stage was a showstopper. Due to lack of support of the management, the execution of the
supply plan was not sufficient resulting with big deviations between plan and actuals.
The supply plan created in the process was not written back to the company’s ERP system.
This situation resulted in low engagement of the team members and difficulties to understand
the capacity issues occurring, yet not visible beforehand, what is one of the biggest benefits to
have S&OP planning. On top of this, the not satisfactory level of master data noticed already
in demand planning phase, at this stage of the project, created many problems and led to need
of master data cleaning activities. This was time consuming and not planned.

It was after finishing supply phase, when the Company started the S&OP meetings.
When having the financial representative on board, another requirements to the process were
stated. The connection to financial planning was next challenge, not being clear when starting
the process. This is why the project was expanded to cover also this requirement. Fortunately
this was a breaking point in the project. Finally the executive team started to gain interest some
in the process and even though it required more work on IT side, the benefits of the process
were started to be acknowledged.

On Table 2 the actual timeline of the project is shown. As already indicated above,

the project did not finish on time.



Implementing IBP/S&OP processes. ..

511

Table 2.

Actual project timeline with comparison

March

April

Original Actual . .
Timeline Timeline Project phase Deliverables
2022 2022 Kick-off High leve.l requirements
January January Project team
2022 2022 . To-be process map
Preparation

Mock up’s

2022
June

2022
August

Demand planning

Capture forecast from customers

Forecast review with countries
Final demand plan signed off by head of sales

2022
July

September

2022

Inventory opti

mization

Plan for every part
Safety stock levels

2022

2023

Finished goods supply plan

September

September May Supply planning Rough cut capacity planplng
Inventory level projection
2023 . . .
Budgeting Financial forecast

2022
December

S&OP fine tuning and
transformation to IBP

Executive meetings

Source: own elaboration.

After closing the project, the Company conducted again the self-assessment for IBP

process maturity level. The results are visible on figure 5.
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Figure 5. IBP process maturity level after project closure.
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Main progress was made in the technology enablement area. This indicates partial success
of the project, specifically the project part focused on IT side of the process. Also in all other
areas the progress is visible. Analyzing the results of the self-assessment, the Company stated
that the foundations for IBP process were set. Yet the process did not yet transform into IBP as
very little progress was noticeable in the three key areas differentiating S&OP process from
IPB process, i.e. Stakeholder involvement, Decision making and Culture.

Even though from time line perspective the described project was not fully successful,
yet the company learned a lot and continues journey towards fully working IBP process.
Main changes implemented afterwards were personal changes in the executive team to gain
more support for the process and reinforce global decision making. Next step was to drive the
execution of the supply plan into the operational planning. This two steps in Authors view,
will drive the IBP process in described Company towards full success.

Guidelines that the authors would give for similar projects, based on lessons learned from
the described project are:

— gain executive support,

— use more agile approach: each step of the process should be split into: standard

functionality delivery and customization delivery,

— clear responsibility for the data from day 1,

— wait with inventory process until the forecast accuracy is on acceptable level,

— start S&OP meetings even though not full process ready to gain engagement of the team

and executives.

4. Conclusions

To summarize, the main reasons of not fully successful implementation of the process in
the organization the authors would identify in the:

— lack of executive support,

— no strict execution of the S&OP supply plans,

— too big focus on technology and too low focus on process.

From a perspective, the change management process was the weakest point of the
implementation. Although we can state that the 8 steps of Kotter’s model were considered when
starting the projects by creating sense of urgency, forming a guiding coalition and creating and
communicating vision of change, yet during the implementation, the next steps of the change
model were neglected. As stated before, first step of the project was not successful, the short

term wins, even if existed, were not broader communicated, also the empowering was not fully
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in place, mainly due to the lack of competence on the key users side. Mentioned problems were
not addressed and lead to lost “momentum”.

The nature of the IBP process is cross functional dialogue resulting with global decision
making. In order to reach this the S&OP meetings (or rather executive review meetings) should
happen as soon as possible even if not all the data or steps of the process are ready.
The Integrated Business Planning process is not a supply chain process it is the process
connecting Supply Chain to other functions resulting in delivering the strategy and as such it
should not just be used but should be driven by Executives.

Even though the above is known and described broadly in the literature, still, as in the
example described in the paper, the companies try to have the S&OP process driven on supply
chain side. According to the survey conducted in 2020 by Oliver Wight 65 percent of total
125 respondents failed involve their executives in the IBP process (Matthews, 2020).
This according to Oliver Wight and many others must lead to a poor process not delivering
expected results.

Effective implementation of S&OP requires organizational integration, standardized
processes, and strong engagement from all departments. These factors contribute to enhanced
operational, market, and profitability outcomes (Swaim, 2016). The most errors are due to
separation IBP and S&OP in the day-to-day operations of many companies.

In summary, S&OP should be integral to the IBP process, providing alignment, visibility,
accountability, and effective resource allocation while managing risks and leveraging
technological tools to overcome challenges.

The conclusions drawn by the authors are generally in line with those drawn from the
literature analysis. A methodical approach that offers companies a structured framework for
key integration phases and milestones is essential for successful IBP implementation.
Taking into account various critical success factors throughout the IBP implementation
lifecycle helps minimize the risk of failure. To support this, a critical success factor framework
can be applied within an integrated enterprise systems implementation model, particularly in

collaborative manufacturing environments.
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