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“The 7 Steps for Integrated Business Planning success – 
the right approach for lasting value.”

oday’s consumers have it all, with more choice at lower prices resulting from the 
explosion of the internet and increasing retailer sophistication. Brand loyalty is 
no longer the norm, with two thirds of millennials likely to switch brands if they 
can buy a similar product or service cheaper elsewhere. In response, business 
leaders are increasing their focus on the digital revolution to secure faster 
growth.

But having a digital strategy alone won’t make consumer goods companies 
successful into the future. A far more orchestrated and aligned approach to 
planning and executing business is required to cope with the increased demand 
volatility and supply complexity driven by this complex environment. To achieve 
this, many companies are moving towards Integrated Business Planning (IBP).

What is IBP?

IBP (sometimes referred to as advanced Sales and Operations Planning) is a best 
practice business process which delivers aligned company plans, connecting strategic, 
operational, financial planning horizons. The outcomes from IBP include agreed financial 

projections through the P&L account, and decision-making to support the timely 
management of key risks and opportunities, such as the course-correction of gaps to 
budget commitments. IBP also enables the allocation of critical resources – money, 
materials, people etc. – to drive customer value and improve company profitability.

The IBP process involves a series of connected steps where the sales forecast is 
improved through cross-functional inputs, key measures and external insights. A mature 
IBP process has a strong focus on financial integration across the enterprise, increasing 

the responsiveness of the supply chain and augmenting decision-making through 
what-if scenario analyses.

IBP is much talked about yet few companies succeed in delivering the full value from this 
crucial business process. Too often, there is a gross under-estimation of the scale of 
change required across the enterprise to realise “One Number” capability. 

In a recent survey, leading companies were asked to rate the importance of key business 
benefits from IBP and how successful they were at delivering these benefits. 

With a success rate of less than 40% in delivering IBP benefits, there are clearly issues with 
getting sustainable value from the IBP process. 

Source: Gartner
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What can consumer goods manufacturers do to assure IBP success?

World-class consumer goods manufacturers don’t achieve IBP success by accident. They 
make IBP a strategic priority, creating change programs which involve the whole business.

Organizations that deliver world-class results from IBP have a number of common 
attributes embedded to deploy and sustain the process. This paper details a 7 Step model 
for implementing or evolving IBP capability that will greatly increase the likelihood that the 
potential benefits will be realized. The 7 Step model defines the sequence, capability and 
approach to underpin lasting value from IBP.

“World-class 
consumer goods 

manufacturers 
don’t achieve IBP 

success by 
accident”

1) Top down active 
sponsorship

2) Right organization - 
IBP experience

3) Start with simple 
processes, KPIs & tools

4) Engage & 
educate all

5) Cross-functional 
collaboration

6) Learn by doing

7) Then improve & 
extend

IBP Success
7 steps to:

Introducing the 7 steps for IBP Success

The 7 steps to secure IBP success are:
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So, what do these steps involve?

Securing sponsorship from the top of the organization wanting to deploy 
IBP is crucial for success. The executive sponsor has multiple hats. 
Initially, they must ensure IBP is secured as a strategic priority for the 
business. This will ensure the initiative is given the right priority, focus and 
levels of resource. 

The executive sponsor must also play an active role in driving participation and 
commitment for the deployment plan and then ensure adoption when the process is in 
place. The sponsor should have sufficient knowledge of the process, working closely with 
the IBP process owner and project team to ease roadblocks and engage hearts and minds 
across the organization.

Ultimately, this is a leadership role to motivate and deliver the IBP business case.

Step 2: Right organization

If the executive sponsor has the ultimate accountability for delivering IBP, 
then the business process owner has the responsibility to make it 
happen. This requires a practitioner with experience and the war wounds 
from previous implementations; not someone who has only read a few 
books or online articles on the subject. 

Many IBP initiatives stall because the business process owner did not have the depth of 
experience and know-how to successfully deliver the process. It is essential that the 
business process owner has the practical understanding to help others resolve competing 
agendas within the forecasting process. 

When in-house experience isn’t at hand, then external expertise can be used to train the 
nominated business process owner and provide guidance throughout the change 
program.

Equally as important is the business process owner’s ability to influence and engage up, 
down and across the organization. This takes credibility, commitment and passion for the 
tasks ahead. Ideally, their role would include project leadership for the change program, 
acting as trainer, organizer and motivator for all stages of the project.

With the business process owner in place, the rest of the project team can be appointed. 
The team should comprise respected individuals who are willing to act as ambassadors for 
the program and ensure process design is fit-for-purpose. Typically, the core team would 
include supply chain, finance and sales with additional involvement from marketing, 
category management and IT at key stages. 

Step 1: Top down active sponsorship

“Many IBP 
initiatives stall 
because the 

business process 
owner did not 

have the depth of 
experience and 

know-how to 
successfully 
deliver the 
process”
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Ideal IBP Project Team Structure

Project Manager / 
Business Process 

Owner

Sales Lead Supply Chain Lead Finance Lead
Marketing / 

Category 
Management

Business Analyst / 
IT Lead

Sales Support Demand Planning 
Support

Finance Support

Supply / 
Production 

Planning Support

CORE 
TEAM

OTHER 
TEAM 

MEMBERS

The project team should be supported by a steering committee comprising the sponsor 
and other executives. The steering committee’s role is to provide governance, process 
design sign off and to ensure sufficient resource (people and funding) for project success.

With the team in place, the next step is to design the IBP process, KPIs 
and reports. The risk here is to develop an overly complex process that 
will be doomed to failure when it comes to getting it working in practice. 
A key challenge in cross-functional change management programs of 
this nature is to fully embed the new processes and disciplines. A “walk 
before run” approach with IBP projects is far more likely to build 
confidence, deliver quick wins and motivate new process adoption. 

Step 3: Start with simple processes, KPIs and tools

Once core processes have been embedded and a robust foundation is established across 
the business, further advancement can be incorporated with a higher likelihood of success.  
A key takeaway is that IBP projects should be delivered in phases that are aligned to the 
organization’s ability to adopt and fully embed the process.

The following questions can be considered to help simplify the first phase of IBP adoption:

- What is the minimum number of reports needed to generate one number sign off? 
- Can a few, priority brands or product types be introduced first to prove the process,   
before the whole portfolio is covered? 
- Can involvement be limited initially to test our ability to create consensus?
- Can the first phase of IBP scope be restricted, excluding retailer sales data or production 
capacity constraints?
- Can additional temporary resource be secured to create and consolidate spreadsheets? 
This additional resource could manage the complexity in the background to minimize the 
effort needed from IBP participants. 

A simplified approach initially will motivate involvement and create the momentum 
needed for process evolution. 

“A walk before run 
approach with IBP 

projects is far 
more likely to 

build confidence, 
deliver quick wins 
and motivate new 
process adoption” 
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The terms “IBP” or “S&OP” are much used and much misunderstood. Typical 
misunderstandings include:

Once the team have designed the foundational processes and KPIs, it’s 
essential to commit time to engagement and education. 

Step 4: Engage and educate

To overcome these issues and to create the momentum for change, communication and 
training work streams should be central to any IBP implementation plan. Winning the 
hearts and minds (the why) of IBP participants should be included alongside helping them 
understand the nuts and bolts (the what, when, how) of the process.

A comprehensive communication plan to update the business on project progress and 
prepare the ground for the changes ahead will pay dividends when it comes to process 
adoption. Repeating key messages and inviting feedback on the process design before 
implementing will create a greater sense of ownership from IBP participants, and allow for 
churn within the organization. IBP effectiveness can quickly come unstuck if key players 
change roles; engagement and training should continue when IBP has gone live.

There is also the need to balance the effort between engagement and education. 
Engagement considers: How will people know we have been successful? Do we know the 
hot buttons for senior management to make sure these are built into the process? What’s 
in for you? Why are we doing this? Education would consider: What does everyone need 
to know versus the role specifics for each function? What does a great IBP meeting look 
like in terms of inputs, outputs and behaviors? What measures and reports will be in place 
to help us track success?  

A question often asked is when should software be deployed to support IBP? It is highly 
likely that the early use of systems may not add value and could delay the realization of 
IBP benefits. However, companies find the initial flexibility afforded by a 
spreadsheet-based environment becomes a limitation over time, creating inertia and 
frustrations within the process. Once the core IBP cycle is in place, a software solution can 
be used to extend process coverage and scope, enabling faster and more robust data 
management, reporting and decision-making. These new capabilities unlock additional 
benefits and the business case for software investment.

IBP  is a monthly 
Exec team 

meeting 

I work in 
Marketing - IBP 
doesn’t affect 

me

I should spend  more 
time with my 

customer, not building 
my sales forecast

Sales don’t understand 
why they caused poor 
customer service last 

month

“Communication 
and training work 

streams should be 
central to any IBP 
implementation 

plan” 
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Step 5: Cross-functional collaboration

Engagement should be approached as if it were a well-tended garden: it needs regular 
watering (project updates through the change program), weeding (correcting poor 
behavior and maintaining a focus on actions) and planting (seeding ways to motivate 
collaborative results). If the watering, weeding and planting are out of balance, the garden 
will quickly become overgrown and not trusted as an attractive solution for participants.

With the IBP process designed and the organization trained and ready to 
go, the next step is to ensure the culture embraces cross-functional 
collaboration. It’s hard to achieve and maintain, yet essential to achieve 
the “One Number” goal. 

Key elements for effective collaboration include:
- Carefully defined roles and responsibilities: who does what and when throughout the 
process.
- Agreeing the common KPIs which drive revenue, profit and cash realization. And then 
holding the whole organization to account in delivering these KPIs.
- A culture which values teamwork and the value individuals and functions bring to the 
table. Although this certainly doesn’t mean consensus for consensus’ sake, the core 
objective is about creating an environment which relishes healthy challenge and open 
debate. 

Poor cross-functional collaboration often results in over-optimistic sales plans, leading to 
consistently positive forecast bias (as illustrated in Figure 1) causing overstocks, poor 
capacity utilization and poor returns on sales or marketing investments. 

Illustrating IBP in Action

Reliable not Valid
Precise not Accurate

Not Reliable but Valid
Not Precise but Accurate

Not Reliable and not Valid
Not Precise and not Accurate

Reliable and Valid 
Precise and Accurate

Figure 1 Figure 2 Figure 3 Figure 4

Positive forecast 
bias - effective but 

one-sided

Course correction too 
crude

Early signs of positive 
forecast bias

Highly effective 
planning

Ongoing results of this nature can quickly lead to frustration between functions, and 
subsequent mistrust of the process and a lack of willingness to commit to the IBP process.

“Agree the 
common KPIs 

which drive 
revenue, profit 

and cash 
realization”
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Step 6: Learn by doing

The roles of the executive sponsor and business process owner are paramount in driving a 
collaborative culture, and they should call out differences between poor behavior and 
mindset issues versus process gaps. They can also promote and guide progress up the IBP 
learning curve: early IBP adoption may be illustrated by Figure 2, with successful IBP 
looking like Figure 4.

Here are some tips for cross-functional collaboration:
- The executive sponsor and business process owner act as role models within the 
process, ensuring high quality meeting minutes and action follow up.
- Manage expectations early during IBP process adoption by encouraging feedback and 
highlighting process design changes triggered by such feedback.
- Establish reward and recognition systems linked to IBP performance, such as prizes for 
the best forecast accuracy and ensuring IBP KPIs have targets set within appraisal 
objectives.
- Ensure the project team remains in place once IBP has gone live to provide training 
refresher sessions and drive process feedback and adjustment.
- Regular company-wide IBP updates with key results and success stories. 

Cross-functional collaboration is about putting the results of the business ahead of each 
function. It’s about solving problems together by valuing the inputs and perspectives from 
all. Above all, collaboration can only happen if it’s recognized and valued as a cultural norm 
within the business.

Another key stage underlining the value from keeping the process simple 
is to take the plunge into the IBP process early, applying a “learn by 
doing” approach, rather than expecting perfection from day one. 

Whilst this requires a degree of courage, there can perversely be much to be gained from 
exposing process issues early. The debate and challenge triggered by these issues can 
lead to more enduring solutions and improved engagement. 

The executive sponsor and project team will need to manage expectations carefully when 
adopting this approach, and therefore make time for feedback on the process. Creating the 
environment for feedback and demonstrating a willingness to adjust the process should 
build stronger alignment in pursuing the common goals for IBP.

Step 7: Evolve and extend

Having taken a simple approach towards the process initially, the final 
step is to expand and improve the process over time. This can take in 
dimensions such as extending the process scope, adding in more KPIs or 
reports and including wider functional involvement. 

For example, the first phase of IBP might focus on integrating the sales forecasting process 
with supply chain plans over a rolling 18-month time horizon. A subsequent phase could 
extend scope to include trade spend management and marketing investments for the 
mid-term horizon. Other data inputs could then be included such as retailer sales data to 
further improve forecast accuracy and commercial spend efficiencies. 

“Collaboration can 
only happen if it’s 
recognized and 

valued as a 
cultural norm 

within the 
business” 
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Software investment should be considered at the point when an organization is ready or 
needs new capabilities and improvements in speed and accuracy within the process.  

Capabilities from software not usually practicable within a spreadsheet environment 
include:
- Enterprise-wide reporting capability such as executive dashboards and self-service
analytics
- Complex processes such as trade spend accruals and invoice management
- Sophisticated data analysis as required for base line forecasting projections
- Real-time integration with ERP, EPOS and other primary data sources
- Multiple, role-specific user access and workflow approval capability
- Full P&L integration with scenario planning for individual users and the IBP process
- Exception reporting to reduce the time and effort involved in supply chain interventions in
response to demand volatility

Companies who have invested in systems to support their IBP process are far more agile, 
with the ability co-ordinate a more sophisticated process alongside significant reductions 
in the time it takes to plan, execute and report on business performance. These factors 
contribute to deeper financial benefits from IBP.

Conclusions - how the 7 Step Model will ensure IBP success

Consumer goods companies face increasing pressure to respond to the demands of their 
consumers and customers. To succeed in this environment requires a far more 
sophisticated approach to planning and executing business than before. Integrated 
Business Planning is now a crucial component in managing a successful business, 
requiring many functions to engage in a highly coordinated and aligned process.

With less than 40% of the potential benefits being realized from IBP, the 7 Step model 
focuses heavily on the leadership and people-related aspects necessary for change. Too 
often, there is an over-emphasis on the failings within process design and tools, when the 
root causes are more often caught up within organizational and cultural issues.

The 7 Step model provides an implementation framework for companies to improve their 
prospects for long term stability and value from IBP. <form action="http://
go.pardot.com/l/674473/2018-12-19/g8" method="post">

Sue Austin was the European S&OP Director for Omega Pharma, now part of the Perrigo group. She provided 
leadership for integrated business planning capability across Europe and was head of the UK Exceedra 
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throughout their IBP journey, with an emphasis on the significance of cross-functional collaboration for unlocking 
sustainable value from the IBP process.

Exceedra are a global provider of Integrated Business Planning & Insight solutions to Consumer Goods 
companies. We enable our clients to simplify commercial, financial and supply chain processes and achieve 
greater performance in Integrated Business Planning and Revenue Management.  Key focus areas are Trade 
Promotion Management & Optimization, Customer Business Planning, Joint Business Planning and Sales and 
Operational Planning.  The end to end solution increases visibility and empowers cross-functional teams to 
maximise revenue and margin opportunities while actively managing risks. Exceedra customers include: Bayer, 
Benecol, Birds Eye, Cloetta, Dairy Crest, Dyson, Omega Pharma, Pladis, Valeo Foods and Weetabix. Since 2009, 
Exceedra has rapidly expanded with offices in the UK, US and Australia

“Companies who 
have invested in 

systems to 
support their IBP 
process are far 

more agile”
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