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DMi case study

Sales and Operations Planning has been around since the 1980’s 
and was developed by the pioneering spirits of Oliver Wight, Walt 
Goddard and Dick Ling. Since then it has been under constant 
development as a process and Dave Manning has been at the 
forefront of developing S&OP into “Integrated Business Planning” 
across Western Europe and many other countries. Now we are 
seeing this key business process being adopted across Easter 
Europe, Asia and Africa.

Gone are the days when Eastern Europe and Asia were simply a 
low-cost product location for multi-national companies and supply 
chains. Today eastern Europe and Asia and in particular Russia, 
Poland, Georgia, Ukraine and others are developing their own 
industrial strength in their own regions. Within this context, Easter 
European and Asian companies which are part of multi-national 
companies, which wish to effectively operate in these regions, are 
rapidly developing truly best practice and optimized supply chain 
solutions that match the business model and requirements within 
these regions. As they do so they are finding – as many companies 
have found – that the implementation of S&OP or Integrated Business 
Planning requires and integrated blend of organisation, people, 
process and systems. In particular this is a challenge to the local 
culture and business practices as elsewhere in the world when the 
formal systems implied by IBP are implemented.

The following diagram illustrates the challenges that are faced 
when implementing IBL in any organisation. Systems need to be 
integrated – often companies are faced with operating with multiple 
spreadsheets and multiple disintegrated systems. Processes tend to 
be informal, and roles and responsibilities are not clear. But above all 
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the culture of firefighting and endemic chaos needs 
to be changed to fit into the global structures of 
multi-national organisations. Which means that 
organisations need to change.

All of this has proved a challenge in most 
organisations, with the main challenge being 
around people and behaviour. It has long been 
recognised that without a change in culture 
and behaviour then any IBP implementation 
will be suboptimal. That is the reason that 
those companies who successfully implement 
an effective IBP process have a focus upon 
change management, education and process 
development. When this is attempted in Eastern 
Europe, Asia and Africa then there are the added 
dimensions of diverse multi-cultural behaviours, 
multiple languages, developing business maturity 
and huge logistical challenges. On the face of it 
this could make a difficult change management 

process even more difficult. However we have 
found that the innate ‘hunger’ to compete and learn 
in these regions has generated a phenomenal 
commitment to succeed. They have found that the 
best practice implementation methodology which 
Dave Manning has developed provides a great 
template for generating spectacular successes for 
companies operating within this region. The focus 
on this is on education and training to make sure 
that people understand and buy-in to the concepts. 
The fascination is that once you have translated 
the words, the concepts are the same, and the 
challenges the same.

The standard IBP model is built around an 
integrated approach which uniquely includes 
product development, sales forecasting 
and demand management, supply chain 
management and the critical support processes 
of human resource management, IT and 
financial management. Decision and priorities 
are determined through a formal management 
decision making process. The following diagram 
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illustrates the generic model. The challenge is 
getting this standard model adopted through the 
Asia and Eastern Europe countries and regions 
and integrating the different countries into a single 
coherent business operating model.

It would possibly be easy to think that putting in 
place this kind of framework would be impossible 
given the fundamental infrastructure of developing 
regions. Some factories are old, some are 
modern. Some roads are in bad condition 
creating transportation challenges. There are 
vast distances, changes in time zones, enormous 
changes in climate and challenges. However, we 
have found that this business operating model can 
be implemented and provides a framework within 
which these challenges can be managed.

As with any implementation the key is to define 
and build IBP based upon the current business 
structure and accountabilities. Do not loose what 
you have got that works but adapt it to fit. In other 
words apply S&OP/IBP to the business not the 
other way around. Our mantra is that “One size 

doesn’t fit all”. So many consulting organisations 
believe that they have their unique organisational 
“matrix” or “Proven Path” which must be made to 
fit all organisations. But this arrogant approach 
does not work in Western Europe or Asia and 
certainly doesn’t work in Eastern Europe. It is easy 
to mistake the challenging infrastructure as a sign 
of a lack of desire for good operating practice. 
Nothing is further from the truth. Once the concepts 
are understood, then we find that the challenges 
mentioned above can be overcome. Even more 
so, we can see that these ides can quickly be 
implemented across many different industries 
including Cosmetics, FMCG, Pharmaceutical and 
process industries leading to enormous successes 
which enhance the competitive capability of 
developing markets.

But the lesson is not unique to Eastern Europe. 
Similar examples can be found with engineering 
and industrial companies in Asia, China, the Middle 
East and the Indian sub-continent. In all cases 
the ‘secret’ has been based around the fact that 
the system and process re-design has been built 
around an integrated organisational structure and 
clear accountabilities, driven by the right measures.

Case Study

Dave Manning has worked with one global branded 
pharmaceutical company who have worked to 
develop a regional S&OP/IBP process for eastern 
Europe and Russia illustrated below. This is built 
around the basic framework that we illustrated 
above at Figure 3.
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