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SUCCESS IN S&OP
Reliable and effectively managed data is key to an efficient supply chain. Supply chains are complex, and businesses often
struggle managing the intricacies of production volumes with the volatility of predicted sales. Get it wrong and business
cash flow can be adversely affected, or customers will opt for competing product due to short supply. This is heightened
leading up to Christmas in the retail environment when stock availability is a necessity to maximise sales, the majority of
suppliers rely on a bumper Xmas period to set their year up. Supply chain errors at this point can also lead to excess stock,
which in turn will lead inventory to be sold at heavily reduced margins, whilst adding to additional indirect supply chain
costs.
S&OP is the most common process implemented to help alleviate the main pain points in supply chains across the
manufacturing, wholesale and retail sectors. It’s essentially a Sat Nav, a pre-determined guide, that takes into account many
external and internal factors to deliver the optimum route of delivery/arrival, if the destination changes so does the route.
The problem with achieving a successful S&OP strategy is a company must have the buy-in from multiple stakeholders,
otherwise key inputs will be dismissed, and process and operational change won’t occur. S&OP is such a critical function of
a business. What is in question is how deep is the understanding at board level of the true cost of poor S&OP or worse, no
S&OP being implemented.
One of the challenges that can place S&OP in the too hard box is the complexity of metrics. Work must be done to simplify
the metrics to enable S&OP to be successful. Within Jigsaw we often engage with businesses who are too fragmented
across their metrics. For example, monthly profitability targets set outside of the company’s sales forecasts, category
managers buying product outside of the determined demand forecasts, account managers inflating forecasts to meet
monthly targets. More stringent governance and accountability needs to be placed on these operations to enable a more
integrated understanding of the business inputs and outputs re-supply.
An effective S&OP process is comprised of people, process and systems/technology. But which element is most important
for a successful S&OP operation? Are there any external factors that can affect the smooth operation of S&OP? What skills
do the best Planners utilise to drive success?

Recently, Jigsaw TM conducted a project to better understand the key challenges that Planning Managers face within
Australia. Jigsaw reached out to over 500 planning professionals and asked if they could share with Jigsaw their key
frustrations within the planning profession.

SUCCESS IN S&OP
What stood out in regard to S&OP/IBP is executive ownership of the S&OP function was lacking. This could be due to
information being poorly streamed to them in a clear and informative manor, a misunderstanding of S&OP objectives or a
lack of investment in technology. Throughout Jigsaw’s investigation into the planning segment, 27% of planning
professionals within Jigsaw’s network stated that the C-Level executives do not support or acknowledge S&OP. This finding
was, to be blunt, pretty shocking, as a retail, FMCG and manufacturing businesses should have supply chain as the most
important operation to enable strategic goals. Without C-Level support S&OP cannot be successful.
Of the 500 sample Planning Managers Jigsaw engaged, 40% placed emphasis on the engagement and EQ skills, stating that
without the ability to engage, build relationships and credibility no S&OP function can operate effectively. This opinion was
split almost equally with 43% placing more importance on Systems and Technology as the primary enabler for S&OP to
deliver. The actual process element of S&OP was championed by only 17% of the sample group as the key component to
success.
Jigsaw understands that the people component is critical to get right in any function. If the wrong behaviours and skill sets
aren’t aligned to business objectives, then credibility is lost. To build confidence takes a lot more investment in time and
effort than to lose confidence, which can happen in a flash.
The behavioural traits found in top performing supply chain planners as stipulated by the respondents was varied.
Communication, influencing, accountability and assertiveness were the top four traits. Tenacity, resilience, attention to detail
and the ability to deal with ambiguity were also noted as primary traits to their success.

Regarding technical competence, there were two skills that stood out - analytics and systems knowledge. The ability to
crunch through data, extract data from multiple systems and then process this into useable information to enable decision
making was absolutely critical. If this ability is then combined with external awareness of the market, economic levers and
SKU/product family knowledge then a business has the right skill sets to build on for an effective S&OP function.
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