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Due to increasing complexity and volatility in supply chains, companies are continuously
seeking ways to improve the integration of demand and supply planning to enhance
operational efficiency and agility. This has led to the development and adoption of advanced
Sales and operations planning (S&OP) processes that aim to enhance collaboration,
visibility, and alignment across functions.

The purpose of this thesis was to examine how the implementation of a new S&OP process
impacts supply planning within a case company, focusing on the ideal state and the
challenges and opportunities associated with the change. As the topic is evolving and
context-specific, the research was conducted as a qualitative study. Semi-structured
interviews with employees of the case company involved in the planning process were used
to collect data, which was then analysed thematically and compared to theoretical
frameworks related to S&OP and supply chain integration.

The empirical findings indicate that the new S&OP process improves coordination between
demand and supply planning by fostering greater transparency and collaboration. Successful
implementation depends not only on process design but also heavily on organisational
change management, cross-functional communication, and the development of planner
capabilities. Although challenges remain in fully embedding the new process, the
transformation enhances the company’s agility and ability to respond to changes in markets.
This thesis highlights the critical balance between procedural improvements and human
factors in achieving effective S&OP adoption.
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Avainsanat: Sales and operations planning (S&OP), tarvesuunnittelu, toimitusketjun
hallinta, kysynnén ja tarjonnan integrointi

Toimitusketjujen lisddntyvd monimutkaisuus ja vaihtelu kannustavat yrityksid kehittdméain
kysynnén ja tarjonnan suunnittelun integraatiota parantaakseen tehokkuutta ja
reagointikykyé. Tdma on johtanut kehittyneiden myynti- ja operaatiosuunnitteluprosessien
(S&OP) kayttoonottoon, joiden tavoitteena on lisdtd yhteistyotd, ndkyvyytta ja
yhteensopivuutta eri toimintojen véalilla.

Tamaén tutkimuksen tarkoituksena oli tutkia, miten uvuden S&OP-prosessin kidyttoonotto
vaikuttaa tarvesuunnittelun toimintaan case-yrityksessd X, painopisteend tavoitetilan
saavuttaminen sekd muutoksen mukanaan tuomat haasteet ja mahdollisuudet. Koska aihe
on kehittyvé ja kontekstisidonnainen, tutkimus toteutettiin kvalitatiivisena tutkimuksena.
Aineiston kerddmiseksi haastateltiin prosessiin osallistuvia keskeisid sidosryhmid
puolistrukturoiduilla haastatteluilla, ja aineisto analysoitiin temaattisesti seké verrattiin
teoreettisiin viitekehyksiin, jotka liittyviat S&OP:iin ja toimitusketjun integraatioon.

Empiiriset tulokset osoittavat, ettd uusi S&OP-prosessi parantaa kysynnin ja tarjonnan
suunnittelun vilistd koordinointia lisddmélla ldpindkyvyyttd ja yhteisty6td. Onnistunut
kayttoonotto riippuu paitsi prosessin rakenteesta myos merkittdvasti organisaation
muutoksen johtamisesta, eri toimintojen vilisestd viestinnéstd sekd suunnittelijoiden
osaamisen kehittdmisesti. Vaikka prosessin tdydellisessd implementoinnissa on viela
haasteita, lisdd muutos yrityksen ketteryytté ja kykya reagoida markkinassa tapahtuviin
muutoksiin. Tdma tutkimus korostaa prosessikehityksen ja inhimillisten tekijoiden
tasapainon merkitysti tehokkaan S&OP:n toteutuksessa.
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1. Introduction

In today’s complex and competitive business environment, efficient planning and
coordination across different business functions are essential for an organisation’s success.
To achieve a balance between supply and demand, optimising inventory levels as well as
ensuring timely product availability, which are crucial not only for maintaining customer
satisfaction but also for enhancing the overall profitability of a company. Sales and
Operations Planning (S&OP), along with demand and supply planning, play a central role in
aligning organisational resources with market needs, improving agility, and supporting

strategic decision-making.

While being a widely adopted process across various industries, many organisations fail to
leverage the full potential of S&OP due to numerous reasons, such as lack organisational
orientation, absence of adaptation or failure to address external factors (Jonsson, Kaipia &
Barratt, 2021) To fully utilise the potential of S&OP, an organisation must address these

prevailing challenges.

Additionally, successful implementation of S&OP requires effective change management
practices. Burnes (2004) highlights that change is a constant aspect of organisational life,
occurring continuously at both operational and strategic levels. Since S&OP often involves
cross-functional collaboration, process redesign, and shifts in organisational culture,
effectively addressing the human aspect of change is essential to for ensuring the long-term
success of the process and realising its full potential. Given the significance of organisational
change, the ability to manage it effectively is increasingly recognised as a critical managerial

skill (Senior, 2002).

This thesis aims to provide a comprehensive analysis of the dynamic relationship between
demand and supply planning, while focusing on how the implementation of a new demand
planning process will impact the supply planning activities in the case company X. To
achieve this objective, this study will explore the potential risks and benefits associated with
the S&OP framework, with the focus on how they may influence the supply planning

process. While much of existing literature emphasises the strategic advantages of S&OP,



there is a lack of empirical research examining how the implementation of a new demand
planning process influences operational supply planning activities. This case study helps to

address that gap.

1.1. Background of the research

This thesis adopts a case study approach with a structured three-step process to effectively
address the research objectives. The first step involves a literature review, where relevant
literature is analysed in order to gather a comprehensive understanding on the S&OP
process. This was done by utilising different academic sources and the internal database of
the case company. The second part of the research focuses on gathering qualitative data
through in-depth interviews within the case company. These interviews were conducted with
employees from various departments, therefore providing diverse perspectives on the
organisation’s current demand planning and supply planning processes. Insights from
company professionals across different roles and responsibilities provide real-world
evidence, helping to address gaps identified in the literature. The final step involves the
analysis of the collected information from both the literature and the interviews to create
strategic recommendations specific to the case company. These recommendations aim to

improve alignment between sales and demand planning within the organisation.

This research focuses solely on the dynamic relationship between demand and supply
planning, therefore neglecting the other parts of S&OP process. The scope has been
deliberately narrowed, as requested by the case company, to ensure a deeper understanding
of the interaction between these two critical areas. The findings presented in this study were
derived through qualitative research methods, primarily involving in-depth interviews and a
thorough analysis of data supplied by the case company. This approach seeks to offer
valuable insights into optimizing demand and supply planning, while acknowledging the

need for further research to explore other aspects of the S&OP process.

This thesis was conducted as case study research. First, relevant literature was searched by
using sources like LUT Primo, Google Scholar and the internal database of the case
company. This step aimed to gather existing knowledge and insights about the subject wile

pinpointing areas requiring further investigation. The second part involved interviews inside



the case company. Employees from different areas of the company were selected as
participants to provide in-depth insights into the practical implementation of the studied
processes and their alignment with theoretical frameworks. Together, these two phases
enabled the research to combine theoretical insights with empirical data, providing a strong

foundation for the study’s findings and conclusions.

Al tools such as ChatGPT and Microsoft Copilot were utilised to assist with improving

language fluency and supporting the idea generation process during the writing of this thesis.

1.2. Research questions and objectives

The objectives of this study are as follows: to gain a comprehensive understanding of what
S&OP is and how the process operates, and to investigate the impact that demand planning
will possibly have on the supply planning processes within the case company X. This
research aims to identify the associated benefits and risks of integrating demand planning
into supply planning, and to explore strategies for maximizing these benefits while
effectively mitigating any potential risks. Furthermore, the study seeks to provide useful
insights that can help the case company optimize its supply planning practices, ensuring a

more efficient and resilient S&OP process.
Through these objectives, the research questions of this study are the following:

RQ1: What is Sales and Operations Planning (S&OP), and how does it function within an

organisation?

RQ2: What concrete actions are needed for the implementation of the S&OP process, and

how can they be addressed?

RQ3: How does the integration of a new demand planning process, particularly through the
S&OP process, influence supply planning in the case company? What are the potential

benefits and risks?

RQ4: What challenges can the case company face when aligning demand planning with

supply planning and how can these challenges be addressed?



By addressing these questions, this research aims to provide a comprehensive understanding
of the relationship between demand and supply, planning, delivering practical and tailored

recommendations for the case company.

1.3. Conceptual framework

A conceptual framework can be defined in several different ways. Miles and Huberman
(1994) define a conceptual framework as a visual of narrative representation that outlines
the key elements to be studied, such as important factors, concepts or variables, and
illustrates the assumed relationships between them. This framework is sometimes also
referred to as theoretical framework (Hughes, 2019) The conceptual framework of this thesis
includes the benefits and risks associated with the S&OP process, the actions involved in its
implementation, its impact on supply planning, and the potential challenges with strategies
for their mitigation. This structure enables a comprehensive examination of how the new
S&OP process influences supply planning in the case company, while also considering both
the positive outcomes and possible complications that must be managed for effective

implementation. The conceptual framework of this thesis can be examined below (Figure 3).

Figure 1. Conceptual framework.



2. Literature review

In this literature review, key studies are introduced and discussed, highlighting their
relevance to the primary concepts and objectified of the thesis. This review provides a
detailed analysis of key studies relevant to the research topic, establishing a strong academic
foundation. By examining core concepts and their context, it highlights their significance to
the thesis objectives. This review deepens understanding of the theoretical foundations and

practical applications of S&OP, exploring established frameworks and emerging trends.

This literature review is divided into different sections. It starts with an overview of Sales
and Operations Planning (S&OP), providing an understanding of its purpose, scope, and
significance within organisational operations. The second sections further examines the
S&OP process, exploring its key stages, workflows, and the roles of various functions in
aligning sales, operations, and supply chain objectives. The final section focuses on the
critical enablers of an effective S&OP process, identifying and discussing the essential

factors that contribute to its success.

2.1.Overview of S&OP: integrating supply and demand planning

Sales and Operations Planning (S&OP) is a critical business process aimed at aligning an
organisation’s sales, marketing, supply chain, and production functions, ensuring efficient
resource allocation and meeting demand effectively. By implementing S&OP practices,
business can enhance forecast accuracy, improve service levels, manage inventory more
efficiently, and maximise capacity utilisation. These improvements lead to stronger financial
performance, including higher profit margins and increased customer satisfaction. S&OP
provides a structured approach to integrate both strategic and tactical planning, enabling
companies to balance supply with market demand and enhance overall operational and

financial performance (Kristensen & Jonsson, 2018)

Demand planning plays an important role in S&OP by forecasting demand and aligning it
with supply to optimise inventory and service levels. (Jonsson, Kaipia & Barratt, 2021;

Vereecke et al., 2018) The demand plan, which outlines expected sales volumes, target



markets, and promotional strategies, serves as a key input for forecasting future demand.
Grimson & Pyke (2007) emphasise the importance of developing accurate demand forecasts,
as the effectiveness of demand planning is closely linked to them. According to Vereecke et
al. (2018), matching supply and demand is one of the most important tasks of any supply
chain manager and they emphasise that it is effective demand planning what enables
companies to meet market demand efficiently while avoiding excess inventory and

markdown risks.

Just like demand planning, supply planning is a critical part of the S&OP process. According
to Dolgui and Prodhon, (2007), supply planning involves determining the optimal timing
and quantities of products to ensure customer demands are met while managing associated
costs efficiently. It encompasses various decisions regarding what to manufacture or order,
when, and in what quantities, as well as how to satisfy demand with the available products.
(Dolgui & Prodhon, 2007) Supply planning can be portrayed as the counterpart to demand
planning. The objective of supply planning is to ensure that resources are allocated
efficiently to meet customer demands while aligning with organisational strategies. It
involves various measures such as capacity planning (e.g., utilisation), inventory adherence
(how well inventory levels meet the forecast) and inbound delivery reliability (the
dependability of delivery processes). (Grimson & Pyke, 2007; Chae, 2009; Godsell et al.,
2010)

S&OP aims to balance supply and demand by integrating strategic and operational plans
over a tactical planning horizon, typically from three to twenty-four months. This is done
through a five-step process, first three steps involving product planning, demand planning,
and supply planning sub-processes. (Ling & Goddard, 1988; Grimson & Pyke, 2007;
Wallace & Stahl, 2008) This process will be examined in detail in the following subchapter.

2.2.S&OP Process

An effective Sales and Operations (S&OP) process allows companies to align supply with
demand, ensuring excellent customer service and operational efficiency. It improves
information transparency and promotes a shared understanding of the current situation,

future demand forecasts, and supply capabilities. Moreover, it aids in identifying variances,



uncertainties, and necessary corrective actions. (Logistiitkan maailma, 2024) For example,
in supply chain management, effective production planning relies on cross-departmental
collaboration. Without input from sales and marketing, manufacturers risk producing
quantities that do not align with actual demand. However, a well-planned S&OP process
enables supply chain organisations to synchronise daily operations with the broader
corporate strategy, ensuring a closer alignment between supply and demand. (Association

for supply chain management, 2024)

The S&OP process follows a continuous cycle, repeated on a monthly or quarterly basis,
depending on the company’s forecasting horizon. Each cycle restarts at the end of the current
period, beginning with the collection of sales data from previous month and concluding with
an executive meeting to finalise the sales plan for the next period. Companies producing
high-demand, non-perishable products can conduct their Sales and Operations Planning less
frequently, whereas products that are seasonal, perishable, or heavily influence by trends
require more frequent and accurate planning from the company (Gillen, 2023) Typical
monthly S&OP process includes the following steps: data collection, demand planning,
supply planning, pre-S&OP meeting and executive meeting .(Hulthén, et al. 2016) Each step
plays a critical role in ensuring the alignment of supply chain operations within
organisational goals. The details on these steps and specific activities associated with each

are presented in the figure below (Figure 1).

S&OP Process

Data collecting Demand planning Supply planning Pre-S&OP meeting Executive meeting

« Supply and demand » Review the previous « Evaluate supply chain « Identify inconsistencies * Review recommendations
period capacity versus forecast
« Integrate sales and « Develop a realistic supply

customer insights plan

and finalise decisions
« Address outstanding
issues

« create a new basedine « Compare P&L projections
forecast with targets

« Finalise a consensus plan

Figure 1. Monthly S&OP Process. (Adapted from Wallace & Stahl, 2008 & Hulthén et al.,
2016)

This figure shows the interconnectedness of the steps of the S&OP process. The process is

time-sensitive, with each step starting at a specific time and only beginning once the previous



step is complete. (Wallace & Stahl, 2008, p. 59) This approach ensures that the data and
decisions transition smoothly from one stage to the next, promoting collaboration across
departments and enabling accurate and timely planning. By following this structured
timeline, organisations can better align their operational strategies with market demands and

organisational goals. Next, we will examine each step in greater detail.

2.2.1. Data collecting

Data collecting, particularly related to past sales, allows organizations to develop forecasts
for future sales as well as determine the supply needed to meet demand. During this stage,
current trends are analysed, considering both internal and external factors. (Association for
supply chain management, 2024) This analysis supports the creation of a baseline,
unconstrained demand forecast by combining data from multiple sources (Pyke & Grimson,
2007) The data collecting process has three key steps. First, it involves updating the records
for sales, production, and inventory from the previous month. Second, it prepares essential
data for the demand planning phase, which will be used to develop the sales forecast. This
data may include analyses, sales reports, order books, or customer information. Lastly, the
collected data is distributed to relevant stakeholders to ensure a smooth transition into the

next stages of the S&OP process. (Wallace & Stahl 2008, p. 59)

2.2.2. Demand planning

Demand planning is the second step of the S&OP process, focused on developing a reliable
unconstrained sales forecast. This forecast is created by the sales team, using data gathered
in the previous step. The demand planning phase consists of two key steps: reviewing the

data and developing the demand plan (Wallace & Stahl, 2008. p. 60-61).

The data review involves analysing statistical forecasts for errors and conducting cause-and-
effect analyses. Sales and marketing management are responsible for both reviewing the data

and creating the demand plan. Once the review is complete, all relevant information is



combined into the demand plan, including the agreed-upon volume as well as the value

projections for the upcoming months of the plan. (Wallace & Stahl, 2008. p. 60-61)

A critical part of this phase is documenting the key assumptions behind the demand plan,
identifying sales-related issues, and outlining actions to achieve business objectives.
Accurate forecasting requires management to understand the main uncertainties affecting
the sales of the company (Wallace & Stahl, 2008, p. 60-61) Effective cross-functional
collaboration is crucial when analysing forecasted figures and adjusting based on product-
specific demand, with potential inventory adjustments considered during the process.

(Association for supply chain management, 2024)

2.2.3. Supply planning

Next phase is supply planning, which focuses on creating a feasible operational plan. Supply
planning can be seen as a critical step, as the operations plan serves as the guiding framework
for all departments of the company. In this step, the demand is reviewed to assess the
achievability based on the current workforce, materials, and other resources of the company.
This includes comparing the demand forecast with production or procurement capabilities
to determine if the necessary resources are available to satisfy the demand (Wallace & Stahl,

2008, p. 41-42).

As a result, supply planning produces an operational plan that identifies and addresses
production and material bottlenecks. This plan covers inventory, materials, resources, and
sourcing, serving as a roadmap for the company’s operations (Mendes, 2011, p. 70).
Responsibility for supply planning rests with operations, which focus on meeting the demand
profitably while optimizing inventory and production (or procurement, in the case of the

company X)

2.2.4. Pre-S&OP meeting

The main goal of the Pre-S&OP meeting is to identify and address critical gaps in the plans

developed during earlier stages. This meeting acts as a decision-making platform where key
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issues, such as discrepancies in the forecast, are resolved. If any issues remain unresolved,
it is crucial to highlight them for discussion at the Executive S&OP meeting, the final step
in the process, to ensure they are address appropriately. Scenario analysis may be used to
explore alternative actions as well as their potential outcomes. To conclude this step, the

agenda for the Executive meeting is prepared (Wallace & Stahl, 2008, p. 66).

As mentioned previously, the Pre-S&OP meeting acts as a preparatory meeting for the
Executive meeting, including the review of decisions, recommendations, scenarios, and the
agenda (Thomé et al., 2012). It involves a detailed review of the updated sales and operations
plans, with adjustments if needed, identification of resource constraints, and the
establishment of demand priorities by product, market and customer (Dougherty & Gray,
2006, p. 27) Once consensus is achieved during the meeting, recommendations and
proposals for the final demand and supply plans for upcoming planning periods are

developed (Boyer, 2012).

2.2.5. Executive meeting

The Executive S&OP meeting is the final step of the monthly S&OP process cycle, serving
as a strategic forum for reviewing and finalising the operational plan. This meeting provides
a comprehensive summary of the previous month’s supply and demand performance and is
attended by senior executives, including directors or vice presidents from sales, marketing,
supply chain, finance, logistics, and human resources. The meeting is typically chaired by
the company president, with the S&OP coordinator and other key contributors present,

depending on the organisation’s structure. (Boyer, 2012; Wallace & Stahl, 2008, p. 62-63)

The primary objectives of the Executive S&OP meeting are to review and approve the
operational plan, address the critical issues from the Pre-S&OP meeting, as well as authorise
necessary adjustments in production, procurement, and other areas which involve significant
costs (Mendes, 2011, p. 70; Wallace & Stahl, 2008, p. 67). This step involves presenting and
discussing metrics, demand and supply plans, performance data from the previous month,
and assignments from previous meetings. The Executive S&OP meeting also examines
forecasts of emerging issues from sales or operations while ensuring alignment across

functions. It is a structured process of reviewing, modifying, approving, documenting, and
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finalising decisions, with an emphasis on collaboration and strategic alignment to support

the company’s goals (Bower, 2005)

2.3. Critical enablers of S&OP

The successful implementation of Sales and Operations Planning (S&OP) depends on
several key enablers that are essential for ensuring the process is both effective and aligned
with organisational goals. These enablers play an important role in promoting collaboration,
streamlining processes and achieving strategic alignment across departments. They help to
create a united environment where sales, production, marketing, and supply chain teams can
work effectively together. Without these critical enablers, the S&OP process may face
challenges, such as misalignment between departments or difficulties in responding to

market demands.

After reviewing various articles on the subject, several key enablers were identified as
follows: meetings and collaboration (Grimson & Pyke, 2007; Hulthén et al., 2016; Schlegel
et al., 2021; Thomé et al. 2011; Vereecke et al. 2018), organisational structure and
integration (Grimson & Pyke, 2007; Vereecke et al. 2018), performance measurements
(Grimson & Pyke, 2007; Thomé et al., 2011), leadership and top management support
(Grimson & Pyke, 2007; Swaim et al., 2016; Tuomikangas & Kaipia, 2014), business
processes and process efficiency (Grimson & Pyke, 2007; Hulthén et al., 2016; ), information
technology and data quality (Grimson & Pyke, 2007; Hulthén et al., 2016; Jonsson &
Holmstrém, 2016; Thomé et al., 2011; Tuomikangas & Kaipia, 2014) and organisational
culture and strategic alignment (Schelegel et al., 2021; Tuomikangas & Kaipia, 2014)

First enabler recognised by the authors is meetings and collaboration. Regular, structured
meetings and strong cross-functional collaboration are foundational for effective S&OP.
They enhance communication and promote alignment between sales, operations and other
teams, enabling smooth integration of plans (Grimson & Pyke, 2007; Hulthén et al., 2016;
Schlegel et al., 2019). Furthermore, several authors identified organisational structure and
integration as one of the key enablers. A formalised S&OP structure, including a dedicated
team with representatives from sales, operations, and finance, significantly enhances process

efficiency. Strong internal integration between departments also supports external



12

integration within suppliers and customers, this way promoting smoother planning (Grimson

& Pyke, 2007; Vereecke et al., 2018).

The third enabler to be analysed is performance measurements. The use of specific and
transparent performance metrics for sales, operations, and the overall S&OP process is
critical. Assigning responsibility for these metrics enables effective progress tracking and
continuous improvement. (Grimson & Pyke, 2007; Thomé et al., 2011). Next enabler is
leadership and top management support. Strong leadership plays an important role in driving
S&OP integration by promoting accountability, encouraging collaboration, as well as
ensuring resource allocation. Active involvement from top management reinforces the
importance of S&OP and aligns it with organisational priorities (Swaim et al., 2016;

Tuomikangas & Kaipia, 2014)

Fifth enabler recognised is business processes and process efficiency. Effective business
processes are critical for S&OP success. This includes efficient meeting management,
thorough pre-meeting preparations, and systems for monitoring progress and adjusting plans
as needed. Clear process ownership as well as defined responsibilities also contribute to
more seamless execution (Boyer, 2012; Grimson & Pyke, 2007). Another important enabler
1s information technology and data quality. While IT may not be the primary driver of S&OP
maturity, the use of effective tools and systems play a critical role in supporting data
collection, analysis, and visualisation. High-quality, readily accessible data is crucial for
accurate forecasting, scenario analysis, and decision-making, especially in complex planning
environments (Jonsson & Holmstrom, 2016; Thomé et al., 2011). The final key enabler is
organisational culture and strategic alignment. A culture that prioritises planning, trust,
commitment, and collaboration is critical for the overall success of S&OP. Aligning the
S&OP process with the broader business strategy ensures that operational plans effectively
contribute to achieving long-term organisational objectives. (Schlegel et al., 2021;
Tuomikangas & Kaipia, 2014) A summary of all the enablers along with their descriptions
are provided in table 1 below (Table 1)



Enabler

Explanation

Authors

Meetings and colllaboration

Structured meetings and cross-
functional collaboration are key to
effective S&0P, promating
communication and alignment
acrossteams

Grimson & Pyke 2007; Hulthén et al.,
2016; Schlegel et al., 2021; Thomé et
al., 2011; Vereecke et al., 2018

Organisational structure and
integration

Adedicated cross-functionalteam
boosts efficiency, while internal
collaboration ensures seamless

planningwith suppliers and
customers

Grimson & Pyke, 2007, Vereecke at
al. 2018

Performance measurements

Transparent perfomance metrics
and clear accountability are
essential for tracking progress and
driving continuous improvement in
SROP

Grimson & Pyke, 2007, Thome et al.
2011

Leadership and top management
support

Strong leadership drives S&OP
integration by ensuring
accountability, collaboration, and
resource allocation, with top
management aligningit to
organisational pricrities

Grimson & Pyke, 2007; Swaim et al.
2016; Tuomikangas & Kaipia, 2014

Business processes and process
efficiency

Efficient business processes,
including streamlined meetings,
progress tracking, and clear
ownership, are essential for
succesful S&0P execution

Grimson & Pyke 2007; Hulthén et al.,
2016

Information technology and data
quality

Informatien technology and high-
guality data support S&0P by
enabling accurate forecasting,
analysis, and decision-making,
especially in complex planning
environments

Grimson & Pyke 2007; Hulthén et al.,
20186; Jonsson & Holmstram, 2016;
Thomé et al., 2011; Tuomikangas &

Kaipia, 2014

Organisational culture and strategic
alignment

Atrust-based, collaborative culture
and alignment with business
strategies are key to ensuring S&0P
supports long-term goals

Schelegel et al., 2021; Tuomikangas
& Kaipia, 2014

Table 1. Critical enablers of S&OP.

These enablers form the foundation for a successful S&OP process, promoting efficiency,

collaboration, and strategic alignment across the organisation.

2.4. The challenges of S&OP

13

While there are numerous enablers that support the successful implementation of S&OP, the
process does not exist without its challenges. Various obstacles can interfere with its
effectiveness, ranging from organisational misalignment and poor data quality to integration
difficulties and forecasting uncertainties. To be able to fully leverage the benefits of S&OP,

companies must identify and address these prevailing challenges accordingly.
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In the following section, we will explore some of the key challenges associated with S&OP,
as recognised by different scholars and industry experts. These challenges encompass
various aspects, such as cultural resistance, technological limitations, coordination
difficulties, and inefficiencies in decision-making. Recognising and addressing these
obstacles is crucial for organisations aiming to refine their S&OP processes and establish a

smoother alignment between demand and supply.

The key challenges recognised were the following: lack of cross-functional collaboration
(Grimson & Pyke, 2007; Pedroso et al., 2016, difficulties in cross-functional integration
(Oliva & Watson, 2011), lack of integration with other planning processes (Kristensen &
Jonsson, 2018; Jacobs et al. 2011), poor data quality and availability (Grimson & Pyke,
2007; Hulthén et al., 2016), limited technological support (Schelegel et al. 2021),
implementation difficulties (Grimson & Pyke, 2007) and inconsistent metrics and

measurement (Hulthén et al., 2016)

First challenge discussed among the authors is lack of cross-functional collaboration.
According to Grimson & Pyke (2007) and Pedroso et al. (2016), departments often work in
silos, leading to poor communication and misalignment. These silos need to be broken down,
requiring managers with diverse objectives to collaborate effectively toward a shared goal.
(Grimson & Pyke, 2007) Next challenge at discussion is difficulties in cross-functional
integration. Achieving alignment across different functions (e.g. sales, supply chain,
finance) can be challenging, leading to a disconnect between strategy and operations. (Oliva
& Watson 2011) This misalignment can end up interfering with the effectiveness of the
S&OP process and therefore seamless coordination across different departments is

necessary.

Another critical challenge analysed in this thesis is lack of integration with other planning
processes. Poor integration can lead to misaligned forecasts, inconsistent decision-making,
as well as reduced responsiveness to market fluctuations, ultimately limiting the overall
effectiveness of the S&OP process (Kristensen & Jonsson, 2018; Jacobs et al. 2018) Next
challenge is poor data quality and availability. Inaccurate, outdated, or inconsistent data
across departments can lead to faulty or unreliable forecasts. Poor data quality not only
affects demand forecasting accuracy but also impacts inventory management, capacity

planning, and financial projections (Grimson & Pyke, 2007; Hulthén et al.,, 2016).
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Companies must invest in advanced analytics tools to ensure that S&OP decisions are based

on both accurate and reliable information.

That takes us to our next challenge which is limited technological support. Organisations
often lack the necessary IT infrastructure to support S&OP effectively, making it difficult to
integrate data across functions which leads to inefficiencies and misaligned decision-making
(Schelegel et al., 2021) A lack of advanced analytics, automation, and real-time data
processing further complicates the S&OP process, making it difficult for companies to
respond swiftly to demand fluctuations and supply disruptions. Another challenge is
implementation difficulties. While S&OP is conceptually straightforward, putting it into
practice is often difficult due to organisational resistance and process immaturity. Many
organisations encounter resistance to change, as employees and leadership may be reluctant
to switch existing processes or invest in new ways of working. This resistance can derive
from a lack of understanding of S&OP’s benefits or fear of increased workload. (Grimson

& Pyke, 2007)

The final challenge is inconsistent metrics and measurement. Many organisations struggle
with standardised ways to measure S&OP performance and align objectives across teams
(Hulthén et al., 2016) Without a consistent set of key performance indicators (KPIs), teams
may prioritise conflicting goals, leading to inefficiencies and misalignment between sales,
supply chain, finance, and operations. Organisations should establish a unified S&OP
performance measurement framework to overcome these challenges. A summary of these

challenges can be found from the table below (Table 2).
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Challenge Explanation Authors

Departments work in silos which
Lack of cross-functional e S Grimson & Pyke 2007, Pedroso et al,,
leads to poor communication and

collaboration . 2016
misalignment

Cross-functienal challenges can

Difficulties in cross-functional
lead to misaglinment between Oliva & Watson, 2011

integration )
strategy and operations
Lack ofintegration with other
lanning processes leads to
Lackofintegration with other . P ) ep Kristensen & Jonsson, 2018; Jacobs
) misaligned forecasts and reduced
planning processes etal., 2018

responsiveness, weakening the
overall effectiveness of SROP

Poor data can lead to unreliable

) - forecasts, affecting demand Grimson & Pyke, 2007; Hulthén et
Poor dat lit d labilit
roslaquatiy ancavalatiity planning and this way hindering al., 2018
whole S&OP process

Limited ITinfrastructure and lack of
advances analytics hinder sata
integration, leadingto
ineficciencies

Limited technological support Schelegel et al., 2021

S&0OPimplementation is challenging
Implementation difficulties due to organisational resistance and Grimson & Pyke 2007
process immaturity

The lack of standardised 5&0P
performance metrics leads to Hulthén et al.,, 2016
misalignment across different teams

Inconsistent metrics and
measurement

Table 2. The challenges of S&OP.

By proactively identifying and addressing these challenges, organisations can enhance the

effectiveness of their S&OP process.

2.5.Force field analysis

Next, we analyse the identified enablers and challenges of S&OP through a force field
analysis. Force field analysis is a framework developed by Kurt Lewin in 1951, which is
used to identify and analyse the factors that influence a situation or change within an
organisation. It involves categorising these factors into two groups: driving forces, which

support and facilitate change, and restraining forces, which hinder or resist change. The
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interaction between these forces creates a quasi-stationary equilibrium, maintaining the
current state. When this equilibrium is disrupted, a shift occurs, leading to either an increase
or decrease in the strength of the driving or restraining forces, ultimately influencing the

direction of change. (Han et al., 2023)

In the context of S&OP, force-field analysis helps in examining how successful S&OP
process can be developed by identifying specific driving forces and restraining forces. The
force field analysis presented below (Figure 2) has been conducted based on a review of
relevant literature, highlighting the commonly identified enablers and challenges in existing

research.

Driving forces Restraining forces

Meatings and collaboration Lack of cross-functional collaboration

‘Organisational structure and integration Difficulties in cross-functional integration

Lack of integration with other planning
procassas

Succesful S&OP process

Leadership and top management support Poor data quality and availability

Business processes and process Limited tachnological support
efficiency

Information technology and data quality Implementation difficulties

Organisational culture and strategic

alignment Inconsistent metrics and measurement

Figure 2. Force field analysis for successful S&OP process.

The force field analysis illustrates the dynamic interaction between key enablers and
challenges in S&OP implementation. To enhance the process, companies should leverage
strong leadership, collaboration and advanced IT tools while addressing challenges related
to data quality, integration, and resistance to change. This balance will help organisations

achieve strategic alignment and operational efficiency in their S&OP practices.
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3. Methodology

This section of the thesis outlines the conceptual framework, presents the selected research
methods along with the data collection methods used. It presents the data collection
methods used in the study, including the reasoning behind their selection. Additionally,
this section discusses how the reliability and validity of the research were addressed to

ensure the credibility and trustworthiness of the results.

3.1. Research methods

In order to conduct research, an appropriate research method has to be chosen. This choice
depends on both an understanding of the available methods and the specific topic as well as
issues being investigated. For this thesis, a qualitative research method was chosen to
provide an in-depth understanding of the case company’s internal processes, organisational
culture, and operational challenges. This approach was necessary, as surface-level or purely
quantitative data would not have been sufficient to uncover the underlying issues central to

the research.

Unlike quantitative research, which focuses on numerical data and measurable variables,
qualitative research seeks to understand participants’ experiences, perceptions, and
behaviours. (Tenny et al., 2022) This makes it particularly suitable when investigating topics
with limited prior data or when context plays a significant role in shaping the issues being
studied. Moreover, there was a lack of measurable data to directly address the research
questions due to the nature of the study. The necessary insights were embedded in informal
knowledge, employee experiences, and contextual understanding of the company’s current

operations.
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3.2. Data collection methods

In qualitative research the rigor of data collection procedures plays a crucial role in
determining the overall quality and trustworthiness of the study (Kitto et al., 2008) These
procedures have a significant impact both on the validity and reliability of the study’s results
(Gibbs, 2007) The data collection process of this thesis was done in two parts. The first part
focused on gathering background information to develop a comprehensive understanding of
the case company. This included collecting data from internal data sources provided by the
case company including company reports, educational materials, and presentations. These
sources offered valuable insights into the company’s structure, operations, and strategic

direction, forming the foundation for the case company presentation.

The second phase of the data collection was aimed at addressing the research questions and
identifying the current situation regarding S&OP as well as the possible challenges when
integrating the new S&OP process in the case company. This was accomplished through a
combination of qualitative data sources, including semi-structured interviews as well as
personal observations made during the author’s employment at the company. Among the
various qualitative data collection methods, interviews are the most widely used, with the
semi-structured interview format being the most common approach due to their flexibility

and adaptability. (DiCicco-Bloom & Crabtree, 2006)

There were 5 interviews in total and they were conducted both in person and remotely via
Microsoft Teams. The interviews were held and transcripted in Finnish and later translated
to English. The interviews were held anonymously to ensure the confidentiality and privacy
of the participants. The duration of the interviews ranged from thirty minutes to two hours.
Participants were selected based on their roles, responsibilities, and expertise relevant to the
research topic. Interviewees were chosen both from the case company and the associated
manufacturing company to ensure a more comprehensive perspective. All interviewees
possessed a high level of expertise in their respective roles. The goal was to obtain a

multifaceted view of the process’s effects, practical challenges, and the use of technology.

The interviews were concluded once the data began to repeat the same themes and no new
perspectives emerged. This indicated that data saturation had been reached and therefore
additional interviews would no longer provide significant added value for answering the

research questions. This justified the adequacy of the data and allowed for deeper analysis.



20

Additional details about the interviewees are provided in Table 3 below.

Interviewee Positionin the company Length of the interview
) Supply planner, Key User SAP .
Interviewee A IBP & S/AHANA A45:00:00
Interviewee B Head of SEOP 55:00:00
Interviewee C Head of Demand planning 120:0:0:00
Interviewee D Planning Director S50:00:00
SAPBPD dP
Interviwee E Bmand Freoess 25:00:00
Area Lead

Table 3. List of interviewees

3.3. Interview data analysis

The interview data was analysed using qualitative content analysis. Each interview transcript
was first thoroughly reviewed and the most relevant content that addressed the research
questions or offered valuable insights was highlighted in yellow. Following this, the material
was initially coded, and the codes were organised into themes aligned within the research
questions and the theoretical gaps highlighted in the literature. The identified themes were

the following: challenges and risks, benefits and necessity and future outlook.

The interview questions were structured in a way that supported the examination of each
research question from different perspectives. This approach ensured that the responses shed
light on the key phenomena relevant to the study. The questions were sent to each recipient

beforehand to encourage more thoughtful and accurate responses during the interviews.

3.4. Reliability and validity

Reliability and validity are essential elements in evaluating the effectiveness of any data

collection methodology in quality research. However, measuring both terms in qualitative
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research can be difficult. According to Miles et al. (2014) in qualitative research, reliability
depends on the robustness of the study, especially regarding to the suitability of the chosen
methods and how effectively they are applied and executed. Justifying the selected methods
and providing transparency in the analytical procedures helps to enhance the perceived
reliability of the study. On the other hand, validity refers to the process of assessing the
accuracy of the research findings from the perspectives of the researcher, the participants,

and/or the consumers of the research. (Creswell & Miller, 2000; Lincoln et al., 2013).

According to Stenbacka (2001) that the concept of reliability can be misleading in the
context of research. She suggests that if a qualitative study is evaluated using reliability as a
criterion, it may lead to the conclusion that the study lacks value or quality. Furthermore,
she argues that the concept of validity needs to be reinterpreted or redefined to suit the
context of qualitative research. (Stenbacka, 2001) In order to reduce potential biases and
increase the trustworthiness of the results, triangulation can be employed in a qualitative
study. Triangulation is a validity technique in which researchers seek agreement or
consistency across multiple and diverse sources of information to develop themes or
categories within a study (Creswell & Miller, 2000). By comparing different types of data
or using various research techniques, researchers can strengthen the credibility and

robustness of their conclusions.

To ensure the reliability and validity of this research, several measures were taken
throughout the study. In terms of reliability, consistency was maintained by using the same
set of interview questions across all participants and ensuring a standardised data collection
process. Furthermore, triangulation was employed by collecting data from multiple sources,
including interviews, company reports, and relevant literature, to verify the consistency and
accuracy of the findings. To address validity, content validity was maintained by consulting
existing literature and experts in the field of S&OP to ensure the research instruments
comprehensively covered all the relevant aspects of the S&OP process. Lastly, validity was
maintained by aligning the study’s variables with theoretical frameworks on S&OP, ensuring
that the measures accurately represented the underlying concepts. These steps, along with
clear documentation of the methodology and data analysis process contributed to the

reliability and validity of the study.
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4. Case study presentation

This chapter marks the beginning of the empirical study, offering a comprehensive overview
of the current state of supply planning and demand planning within the case company.
Additionally, it examines how the newly designed Sales & Operations Planning (S&OP)
process is intended to function with the organisation. This chapter provides valuable insights
into the planned S&OP framework, detailing its structure, objectives, and anticipated

benefits.

4.1. Introduction to the case company

This research is conducted for a case company X. The firm is a wholesaler which is part of
a Finnish company known for its commitment to high-quality products and innovative
solutions within its industry. This company was founded in the early 1900s, and it operates
within the food industry. The company emphasises sustainability as well as ethical farming
practices, working closely with local farmers to ensure the best raw materials. The company
also invests regularly in research and development to create new products that can match the
evolving consumer preferences, especially in health and wellness. Through its dedication to
quality and innovation, it has managed to establish a strong presence both locally and

internationally.

The wholesaler company, which is the case company X, merged with the food industry
company in 2021. The case company provides more than 30 000 daily-use and specialty
items, such as fresh and frozen foods, dairy, bakery goods, catering suppliers and private-
label products. It leverages over a century of wholesale experience to serve a wide client
base, including restaurants, catering, hotels, bakeries, public institutions, and industrial
kitchens across the country. Since becoming part of a larger manufacturing firm through this
fusion, the case company has experienced major changes across various areas of its business.
Leveraging the other company’s brand has allowed the case company to access new
customer segments and improve its overall performance. Next step forward will be the

integration of a mutual ERP system between these two companies, set for next year. This
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makes a well-functioning demand planning process even more critical, as it will support a
smooth alignment between sales and operations, this way contributing to a more unified

organisation.

In the current uncertain market environment, its crucial for companies to be able to meet the
demands of the market. The increasing demand necessitates that companies ensure that they
can provide the required supply to their customers. By optimizing Sales and Operations
Planning (S&OP), the case company will be better positioned to align demand and supply.
This research is made in response to a request from the case company to analyse, how the
new Sales Planning process impacts the demand planning of the company. The objective of
this thesis is not solely to understand these affects but also to develop a comprehensive
framework that will guide the company in integrating sales planning and demand planning.
The research will provide strategic recommendations in refining the sales Planning process
to better align with demand planning objective as well as support data-driven decision-

making across the organisation.

4.2. Case company & S&OP

When examining the case company’s current S&OP situation, several key points emerge.
Interviewee C provided valuable insights into the company’s background, claiming that
whereas the associated manufacturing firm has had a well-established sales planning culture
for over 25 years and S&OP has been practiced in some form for almost as long, the case
company has historically lacked any form of structured sales planning. While some planning
exists, it has been conducted at a very high level, focusing mainly on broad segments. This
means that there is no established sales planning culture or history in the case company and
forecasting has been typically done informally by the management team, finance director,
and sales director without any standardised process, making S&OP entirely absent from the
company’s operations. Therefore, the case company is still in the early stages of building

both the S&OP process and the culture to support it.
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4.3. Demand planning

Demand planning at the case company focuses on forecasting customer demand to ensure
that sales targets are met while supporting efficient production planning and inventory
management. Currently, the company is in the process of developing a new demand planning
process, and its effectiveness is still being tested. Since the process is in its early stages, it is
too soon to determine its final structure, and we can only speculate on the potential benefits

and challenges it may bring.

At present, the company lacks reliable demand forecasts to support supply planning, making
it difficult to optimise inventory levels and production schedules. However, with the
implementation of SAP Integrated Business Planning (SAP IBP), which will be introduced
later in this chapter, the company will finally have the capability to generate accurate
forecasts. This new system is expected to enhance decision-making, improve supply chain

efficiency, and create more data-driven approach to demand planning.

4.4. SAP Integrated Business Planning (IBP)

A critical element when building the demand planning process in the case company is
Integrated Business Planning (IBP) developed by SAP. SAP IBP is a cloud-based solution
designed to help companies manage their supply planning process more efficiently. It
integrates various aspects of planning, including sales and operations, demand forecasting,
supply planning, inventory management, and demand-driven replenishment. This
integration enables businesses to enhance responsiveness, anticipate market changes, and

maintain a sustainable, risk-resilient supply chain.

Key benefits SAP IBP includes are the following: accurate demand forecasting due to Al-
powered algorithms and statistical modelling, comprehensive supply planning due to
multilevel supply planning across various locations and bills of material as well as more

unified S&OP due to IBP integrating financial and operational planning into a single process.
(SAP, 2025)

SAP IBP is expected to enhance the case company’s supply planning by improving forecast

accuracy, increasing visibility, enabling cross-functional collaboration, supporting agile
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decision-making and ultimately increasing customer satisfaction by improving product

availability.

4.5. Supply planning

Supply planning at the case company involves ensuring that the right products are
available at the right time and place. The process is crucial for maintaining an efficient
supply chain and meeting customer demands. The supply planning team is responsible for
ordering goods as well as ensuring that there is a sufficient stock in the warehouses. They
work closely with various departments, including logistics, to address any issues such as

delays or quality deviations.

As previously mentioned, the case company currently lacks reliable demand forecasts to
support the supply planning process. At present, supply planning relies almost entirely on
historical demand data extracted from SAP ERP, along with advance insights from sales
team regarding potential demand fluctuations. This approach leaves room for human error
and makes the process highly dependent on direct communication between the supply
planning and sales team. If critical information is not effectively shared between these

teams, the risk of supply failing to meet demand increase significantly.

With the introduction of SAP Integrated Business Planning (SAP IBP), the supply
planning team will gain access to more accurate and data-driven demand forecasts. These
forecasts will provide insights into potential increases or decreases in demand, allowing for
better decision-making and a more proactive approach to supply planning. As a result, the
company will be better equipped to manage inventory levels efficiently, reducing the risk
of excess stock and minimising waste. Furthermore, enhanced forecasting capabilities will
enable the company to respond more swiftly to sudden changes in customer demand or
unexpected supply chain disruptions, improving overall operational agility and reliability.
Summaries of the current and improved supply planning in the case company can be found

from the figure below (Figure 4).
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Improved supply

Current supply planning planning

SAP ERP SAP IBP

No forecasts Forecasts

Planning
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history
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Figure 4. Current and improved supply planning in the case company.

5. Case study analysis

This chapter presents the insights gathered from the interviews, examining the results
through distinct themes based on the structure of the interview questions. It explores the
potential benefits relating to the transformation from the case company’s perspective as well
as shedding light on both opportunities for improvement and possible challenges.
Furthermore, the chapter outlines specific actions required for the successful implementation
of the S&OP process and discusses ways to overcome potential obstacles, facilitating a
smooth transition and effective integration within the organisation. First we go through the
theme of challenges and risks along with potential to mitigation strategies, followed by an
examination of the benefits and necessity of the process and conclude with insights into its

future outlook.



27

5.1. Challenges and risks

The first theme of the questions was related to the challenges and risks of the new S&OP
process as well as the ways to mitigate them. The first question focused on identifying the
challenges the interviewees anticipate in implementing the new S&OP process within the
case company. Interviewee A began by highlighting several technical and system-related
challenges associated with the new S&OP process, focusing on the limitations and reliability
issues of the SAP IBP (Integrated Business Planning) system currently in use. They
mentioned a concern for the lack of appropriate hierarchy levels in the system, which

complicates data entry as well as raises accuracy concerns.

Additionally, Interviewee A points out frequent and unpredictable changes in forecasts
within IBP due to system recalculations and issues with processes such as weekly-to-daily
forecast runs. The system is reported to be slow, and the reporting functions built on top of
it often provide inaccurate or incomplete data, making it difficult to rely on IBP as a
trustworthy source of information. Furthermore, the need to eliminate manual Excel tools is
acknowledged, but the current unreliability of the system makes it difficult to move away

from the completely.

“The numbers in the system cannot be trusted at all currently. We need to get the reliability

in order before we can use those numbers.” — Interviewee A

Interviewee B offers a more holistic view, emphasising both organisational and people-
related challenges rather than technical ones. They also mention tool reliability but focus
more on how well these tools serve practical day-to-day operations and whether they support
a smooth transition. In the centre of Interviewee B’s response is change manageability. They
raise concerns about how the new S&OP process will be rolled out and how that affects the
organisation’s ability to adapt without disrupting business continuity. They also stress the

importance of ensuring delivery reliability during the transition.
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“There are certainly risks related to that, whether we can ensure delivery reliability so that

our customers are satisfied during and after the change.” — Interviewee B

Another major concern they mention is stakeholder engagement and alignment. The
interviewee emphasises the need for cross-functional collaboration, especially with sales, to
ensure that all stakeholders are working with the same data and terminology. Finally, they
warn of the risk of resistance to change, arguing that successful adoption depends on

involving people from the beginning as well as securing their commitment to the process.

“The risk is also that in these types of changes and things, there is certainly resistance to

change, so we should get people involved from the very beginning.” — Interviewee B

Interviewee C highlights the considerable cultural and operational differences between the
case company and the manufacturer. As previously mentioned, they note that the case
company lacks a historical foundation and established culture for sales planning and S&OP,
whereas the manufacturer company has been systematically implementing S&OP for the
past five to six years. According to Interviewee C, a key challenge for the case company is
that its S&OP and sales planning practices are several steps behind, and the necessary culture

is still in the early stages of development.

Additionally, Interviewee C brings out the resistance for change. The new S&OP process
requires people to give up old work methods and embrace a single, unified plan managed
through the IBP system. This change has faced resistance in the manufacturing company, as
people are accustomed to their old ways of working. The true challenge is to get everyone
to adopt the new system and processes, ensuring that the official numbers from the IBP
system are used and trusted. Interviewee C argues that this challenge is even greater for the
case company as S&OP is a completely new concept for the company, and the culture and
processes are still being developed. The goal is to make demand plans as accurate and
effective as possible, guiding the business and ensuring that the plans are implemented down
to supply planning and suppliers. However, this requires unlearning old habits and fully

embracing the new S&OP process.
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“It is a challenge for the future to get the change through and for people to start using and
getting used to the current way of working. If it does not happen, there is a risk of something

)

else emerging outside the official process.” — Interviewee C

Interviewee D on the other hand emphasises that the new S&OP process represents a very
big chance for both the case company and the manufacturer company. They stress that
S&OP, whether formally recognised or not, is essential for companies of this scale to
function efficiently. According to Interviewee D, the main challenge lies in enhancing
transparency throughout the organisation and making information easily accessible in the
systems. This allows more informed discussions around sales figures, inventory levels and
production/purchasing plans. However, they also acknowledge that this increased visibility
can be perceived as a threat by employees, such as supply or demand planners, who may feel

their privacy is at risk.

“I've said from the beginning that S&OP exists whether we want it or not and that it's a

process, whether we recognise or lead it as a process or not.” — Interviewee D

Furthermore, the Interviewee D emphasises that the success of the S&OP process depends
on the commitment of all employees. If even one person does not adhere to the process, the
overall picture becomes fragmented. Therefore, the real challenge is to get everyone aligned
with shared goals, timelines, and systems, while ensuring they feel they can genuinely
contribute to the process. In this way, the issues are more about managing people through

change than about the technical implementation itself.

“That's the core, this is about change management in people more than technical

execution.” - Interviewee D
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Interviewee E also underlines the importance of commitment and trust in the new S&OP
process. Just like Interviewee D, they argue that without full adoption from all involved, the
process will fail. Commitment and trust are essential, if individuals ignore agreed practices,
the integrity of the process is compromised. Everyone in the organisation should work with
the same set of data, such as sales volumes and revenue figures, and adhere to the agreed

rules.

In summary, while Interviewees C and D focus more on the cultural and operational
challenges, Interviewees A and B highlight the technical and change management aspects.
Interviewee E adds an important perspective on the necessity of commitment and trust. All
interviewees recognise the importance of collaboration, transparency, and reliable tools,

alongside a strong organisational commitment to change.

The second question focuses on identifying the potential risks that could arise if the transition
to the new S&OP process is not executed effectively. Interviewee A argues that significant
risks have already emerged due to delays in the transition to the new S&OP process.
According to them, the organisation had hoped to move away from the Excel-based planning
and to have implemented the new SAP system by the beginning of the year. However, the
SAP rollout has been postponed by at least six months, and this delay has hindered the ability
to generate reliable IBP data.

Interviewee A emphasises that without trustworthy IBP figures, it is not possible to
effectively manage different product categories. They also note that even when the new
planning platform becomes available within IBP, it will not immediately resolve existing
issues. The system will require testing and validation to ensure accuracy in numbers,
calculations, and overall reliability. In their view, the overarching risk lies in failing to meet
the tight timeline required to complete the transition. If these delays continue, there is a real
possibility that the organisation will not reach the desired level of planning maturity in time,

which could harm the success of the entire S&OP implementation.

Interviewee B takes a broader organisational perspective and identifies multiple risks that
could arise from an ineffective transition. They argue that the most severe consequence
would be the complete failure of the new S&OP process, which could disrupt the business
continuity, reduce delivery reliability, and create significant customer dissatisfaction.

Additionally, Interviewee B highlights the strain that a poorly executed transition could
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impose on employees of the company. They note that unclear processes and insufficient
change management could lead to increased confusion, unnecessary clarifications, and
overall fatigue among personnel. Another major risk Interviewee B highlights is the
possibility that the process may not be adopted at all, which would hinder the achievement
of the intended benefits, even if no immediate negative impacts are recognised. In such case,

the organisation would fail to move forward and improve its planning capabilities.

“Probably that the new process is not taken into use, and that practically means that the
benefits that could come from it are not achieved, even if there are no direct harmful effects.”

— Interviewee B

Further, Interviewee B raises concerns about organisational alignment. They argue that if
different teams continue to operate in silos, using varying forecasts or pursuing inconsistent
goal, the benefits of the new S&OP process could be unrealised. Drawing on past
experiences, they highlight the risk of treating the transition solely as an IT project without
properly integrating business needs or engaging users. They argue that such an approach
rarely leads to sustainable or meaningful change. Lastly, the interviewee emphasises that
fragmented data usage must be addressed. Information should be consolidated and made
accessible through the systems intended to support daily operations, such as supply planning.
Without this, the process is unlikely to function effectively or yield the desired

improvements in decision-making and execution.

On the other hand, Interviewee C approaches the topic from a systemic and developmental
perspective. They note that in a constantly changing environment, the S&OP process must
be capable of renewing itself. According to them a key risk is the development of parallel
practices if the official S&OP process is perceived as unreliable. This scenario can lead to
internal fragmentation, where different individuals or teams rely on differing data sources or
informal planning structures. Consequently, the organisation risks making decisions based
on conflicting numbers, ultimately reducing the credibility of the process and this way

increasing the likelihood of misalignment across different functions.
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“The process needs to be adaptable. I've always believed that change is not a risk but an

opportunity for development.” — Interviewee C

Furthermore, Interviewee C emphasises the need for agility in adapting to new tools and
technologies. They highlight that despite the adoption of modern planning platforms,
equipped with artificial intelligence and machine learning, planners often struggle to shift
away from deeply rooted habits. This resistance to change, even when supported by

extensive training, can hinder the overall success of the new process.

Interviewee D adds to this by offering a more operational and customer-focused perspective.
They identify planning accuracy as a critical factor. Inaccurate or inconsistent forecasts can
result in different inefficiencies throughout the supply chain, affecting production
scheduling, procurement contracts, and inventory management. The interviewee notes that
such inefficiencies can have both systemic and localised effects. For instance, misaligned
workforce planning due to inaccurate demand estimates can lead to overtime costs, idle
labour, or mismatched shift allocations, all of which contribute to increased operational

costs.

“I would say the biggest risk we face is the decrease in overall efficiency, but locally, in

individual cases, we can face extremely severe inventory problems.” -Interviewee D

Moreover, Interviewee D emphasises the impact of such inefficiencies on customer
satisfaction. If the wrong products are delivered at the wrong time, or if essential items are
out of stock even temporarily, customer trust may be affected. Over time, this can result in
lost business or reputational damage. They also underscore the interconnectedness of daily
planning activities across production, warehousing, and logistics, highlighting that a single

weak link in the forecasting or planning chain can disrupt the entire flow.

Interviewee E brings a more behavioural and cultural dimension to the discussion. They
emphasise commitment and trust as important factors just as in the previous question. They
argue that even technically robust systems and tools cannot ensure success without

adherence to agreed-upon processes and mutual accountability among stakeholders. This
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highlights that successful implementation depends not only on systems and structures but

also on shared responsibility and consistency.

“If we don't follow the agreed rules and there is no commitment, how can it work?” -

Interviewee E

In summary, while all five interviewees acknowledge the importance of successful
transition, their perspectives emphasise different sets of risk, ranging from technical
challenges and process inefficiencies to organisational misalignment and deeper cultural

1ssues.

The final question within this theme focused on identifying the key actions required to ensure
a smooth transition to the new S&OP process, with particular emphasis on the measures
expected from the supply planning team. Interviewee A underscores the importance of
technical accuracy, especially regarding the consistency and reliability of calculations,
reporting, and forecasts. According to the Interviewee A, these elements are crucial for
supply planning, as future demand forecasts will be directly used to create purchase orders
for suppliers. Therefore, forecast accuracy must reach a sufficient level to support
trustworthy ordering decisions. The interviewee notes that if the forecasts remain unstable
or continuously change, it becomes difficult to place accurate orders. This can lead to either
overstocking or stockouts, both of which negatively affect supply chain performance within
the case company. The interviewee further points out that the accuracy of forecasts is equally
as critical for manufacturing operations. Incorrect forecasts can significantly disrupt

production, potentially resulting in full production halts if material availability is disrupted.

“The most crucial thing is that the calculation works as it should, the reporting works as it

should, and the forecasts are at a sufficient level.” - Interviewee A

In contrast, Interviewee B focuses on the organisational and human factors that influence the

success of the S&OP transition. They highlight the importance of involving end-users and
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other experts from the very beginning of the process, preferably during the early stages of
planning and process definition. According to the interviewee, the success of such
transformations depends heavily on whether individuals perceive the process as their own.
They argue that lack of engagement and ownership often results in only partial
implementation of the process or failure in certain product areas. Therefore, employee
involvement should begin early and remain consistent throughout the entire implementation

process.

“I would say that the most important thing is to involve people in this process, if people don't

take this process as their own, the change usually doesn't succeed.” — Interviewee B

Furthermore, Interviewee B stresses the importance of comprehensive testing from both a
practical and business-oriented perspective. It is not enough to verify that the system works
technically; it must also support day-to-day operations, such as ordering and goods
movements within the systems. The Interviewee B emphasises that those who have been
involved from the beginning, so called “change agents”, should play a key role in training
and supporting others during the rollout of the process. This, however, would require freeing
up some of their working time so they can provide effective peer support during and after

the implementation.

Lastly, Interviewee B underscores that the implementation should not be viewed as the final
phase of the process. To ensure the long-term effectiveness and integration of the new S&OP
process, it is essential to provide continuous support, ongoing training, and opportunities for
further development. This requires dedicated time and sufficient financial resources to

maintain and enhance the process beyond the initial rollout.

On the contrast, the Interviewee C stresses that effective implementation of the new S&OP
model requires both strong and visible leadership support. In their view, leadership not only
needs to believe in the model but also communicate its value consistently and positively
throughout the whole organisation. According to the interviewee, when leadership shows
trust in the new process and openly supports its development, it creates organisational

alignment and enhances employee commitment. On the contrary, a lack of visible leadership
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support risks disengagement, especially at lower levels of the organisation. This highlights

the role of top management in shaping organisational readiness for change.

“If the leadership doesn't believe in the model and doesn't support and communicate it

positively, it won't be adopted effectively.” — Interviewee C

From the perspective of the supply planning team, Interviewee C describes a significant shift
from planning based on history, past sale figures and buffer stock levels, towards a more
proactive approach based on forecasts and assortment planning data. The new process,
enabled by SAP S/4HANA, aims to utilise a forward-looking demand plan to guide planning
decisions. This shift is expected to improve the anticipation of customer needs and enable
more accurate supply planning. Interviewee C expresses strong confidence in the potential
of the new model, describing it as a forward-thinking solution that once refined, could

potentially serve as a benchmark for other companies within the same industry.

Interviewee D, in turn, emphasises the importance of shared ownership and collaboration
across functions. According to their view, all parties involved must perceive the S&OP
process as relevant to their own work, even if the immediate benefits are not directly visible.
They highlight the importance of cooperation and a shared objective across departments,
noting that the success of the process relies on each participant understanding both their own
role and how it connects to the broader value chain. According to the Interviewee D, this is
especially critical in the case company, where the product portfolio is diverse and includes
items with short shelf lives, making close coordination between supply and demand planning

essential.

“The common goal and cooperation are absolutely crucia.l” — Interviewee D

Interviewee D also stresses the importance of functional systems and capable workforce.
Without adequate tools and system reliability, the process cannot be executed effectively.
Moreover, the interviewee emphasises the need for mutual understanding between supply
planners and demand planners, especially regarding the uncertainties inherent in forecasting.

They note that expecting forecasts to be accurate to the exact kilogram and specific day is
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both unrealistic and counterproductive, particularly for product groups with high demand
variability. Therefore, the extent to which demand planning input is relied upon should be
adjusted according to the specific characteristics of the products and the nature of customer

demand.

Additionally, the Interviewee D supports the adoption of system-supported tools such as
MRP and other automation features, especially in product groups where standardisation is
possible. Automating routine tasks would allow supply planners to focus on more analytical

work that requires human judgement and expertise.

Interviewee E approaches the transition mainly through system usability. While they do not
have direct experience with the work of supply planning team, they identify system
reliability as a foundational requirement for successful implementation. If users recognise
the system as unreliable, trust in the data is compromised and the process becomes difficult
to undergo. The interviewee also highlights the importance of open and transparent
communication around forecast accuracy. They stress the need for both ongoing dialogue
and shared understanding between different parties to continuously improve forecast quality.
From their perspective, a step-by-step approach that first focuses on building the confidence
in forecast accuracy and then gradually expanding analytical capabilities provides a solid

foundation for long-term development.

“The system must be reliable for the users.” — Interviewee E

Overall, the interviewees highlighted that a smooth S&OP transition depends both on
technical robustness and organisational commitment. For the supply planning team, this

requires a clearly defined roles, reliable data, and effective tools to support daily operations.

A summary of the Interviewees’ answers on the theme’s questions can be found from the

table below (Table 4).



Interviewee Challenges & Risks of poor Key actions for
mitigation transition transition

A Technical/system- Data reliability issues: Improve forecast
telated challenges (SAFP | risk of planning accuracy and system
IBP); unreliable maturity targets not reliability; technical
forecasts; poot system | being met; IBP consistency is essential
petformance; Excel unreliability could for supply planning
tools still needed due to | affect operations. SUCCESS.
system gaps.

B Change management Risks: process failure, Engage users eatly
and toal usability poor delivery ('change apgents"); free
critical; risk of low buy- | reliability, emplovee up their time to train
in if people aren’t disengagement, and others; continuous
involved early, siloed data if the support, training, and
emphasizes real process lacks ownership | development required
business process and integration. post-rollout; process
testing, not just adoption must be
technical. ongoing.

C Cultural challenges and | Risk of fragmented Leadership must openly
lack of existing S&0P | operations if people support and
mitulset; resistance to don’t trust or communicate the value
breaking old planning understand the new of S&0F to ensure
hahits; stresses madel; parallel alignment.
leadership's visible and | practices may emerge.
sustained support.

D Emphasizes need for Risk of supply-demand | Promote understanding
shared ownership, misalignment; between demand and
cooperation, and unrealistic expectations | supply teams; aulomate
functional systems; fior forecast precision; where possible; foster
WAITS Against poot ineffective process mutual respect for each
coordination in diverse | without reliable tools other’s work.
product portiolios. and capable workforce.

E Focuses on system Data mistrust leads o Ensure system
usability and trust; teluctance to adopt the | reliability first; promote
without svstem HEW Process. step-by-step learning;
reliability, confidence is build confidence in
lost. forecast accuracy;

maintain transparent
communication.

Table 4. Summary of the theme challenges and risks

37

5.2.Benefits and necessity

The next theme explored in the interviews focused on the benefits and necessity of the new
S&OP process within the case company. The first question asked interviewees to describe
the key benefits they anticipate the new S&OP process will bring to the company.
Interviewee A starts by emphasising the importance of centralised, real-time visibility across
the organisations as one of the main benefits of the new S&OP process. According to them,
the implementation of an integrated platform will ensure that revenue forecasts are
accessible to all stakeholders via a single system. This standardisation is expected to

eliminate data discrepancies and facilitate more effective decision-making.
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“Of course, the fact that everyone can see the company's revenue forecast from one system,

’

so we get the same numbers for everyone and in real-time.” — Interviewee A

Furthermore, Interviewee A highlights that the new process will significantly enhance the
ability to both identify and implement corrective actions based on real demand signals. For
example, it will become easier to assess the accuracy of revenue forecasts within specific
segments and make necessary adjustments in a more efficient and targeted manner. The
interviewee further notes the new system should be able to offer more detailed insights

relating to growth, making it easier to identify the drivers behind forecasted growth.

In terms of supply planning, Interviewee A points out that the transition to forecast-based
purchasing is expected to replace the current reliance on historical sales data. This will
reduce the manual workload required to create purchase orders and lead to more accurate
proposals. Additionally, the embedded IBP functionality will help smooth out abnormal
consumption peaks, an issue that currently requires manual intervention in current SAP ERP.
This automation is planned to minimise errors in order quantities and improve the reliability
of supply planning. Another key improvement Interviewee A highlights is the potential or
closer cooperation with suppliers by granting them access to demand forecasts of the
company. This is expected to strengthen delivery reliability and promote more effective

collaboration within supply partners.

In contrast, Interviewee B approaches the benefits of the new S&OP process from a broader,
more strategic standpoint, underscoring the importance of maintaining a strong customer
focus. According to their perspective, the ultimate success of the S&OP transformation
depends on whether it generates visible value for the customer or not. Interviewee B
identifies improved product availability, enhanced delivery reliability, and reduced waste as

direct customer-facing outcomes resulting from a successful S&OP process.

“Such a change and process should start from the customer, or the customer should

)

somehow be involved or in mind all the time.” — Interviewee B
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Beyond operational performance, Interviewee B stresses that the new process could
potentially impact both internal work culture and employee engagement within the company.
By supporting supply planners with up-to-date information and reliable forecasting tools,
the new system is expected to reduce routine tasks and allow employees to focus on higher-
value activities. This shift may lead to increased job satisfaction and a sense of
meaningfulness in daily work. From an organisational point of view, the interviewee also
emphasises the role of S&OP in enabling the achievement of strategic business goals. As the
case company seeks to grow in the coming years, maintaining availability and delivery
performance on a larger scale becomes critical. The new process is seen to support this

growth, ensuring that expanding customer demands can be met efficiently and competitively.

Interviewee C emphasises that the S&OP process is expected to strengthen business
management practices by providing better visibility into future sales performance. They note
that the sales organisation could utilise the forecasts to assess whether their current actions
are sufficient to meet the growth targets. In cases where forecasted growth falls short, the
S&OP process should be able to enable early identification of gaps and prompt corrective
actions. This proactive approach is seen as critical for guiding the company toward its

strategic goals.

On the operational side, Interviewee C stresses that improved forecast accuracy would
directly support more efficient production planning. By relying on more stable and reliable
sales forecasts, production could reduce the frequency of ad hoc changes as well as optimise
production schedules. For example, instead of daily packaging, production could be merged
into fewer days leading to reduced production waste, lower labour requirements, and
improved machine efficiency within the manufacturing side. Interviewee C highlights that
such operational improvements would contribute to both cost savings and overall production
reliability. Furthermore, similar efficiency gains are expected within the case company’s
trading operations, emphasising the broad organisational impact of a well-functioning S&OP

process.

“We can manage the business, and the management sees good numbers and can lead the
company, but then the other side is that production runs more efficiently, optimally, and

cost-effectively.” — Interviewee C
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Interviewee D also highlights operational benefits, identifying improved efficiency, cost
reductions, and minimised waste as direct outcomes of the new S&OP process. However,
they further stress that the real value of S&OP lies in its ability to support strategic business
management. According to Interviewee D, a reliable and well-structured S&OP process
would enable more accurate result forecasts and customer-specific profitability analyses.
This would allow the company to engage in more advanced scenario planning, considering
different customer strategies and portfolio developments based on anticipated profitability

and supply chain impacts.

Furthermore, Interviewee D argues that while operational efficiency ensures daily
profitability, growth and strategic success are achieved by utilising S&OP insights to guide
business development decisions. Being able to anticipate customer behaviour and
strategically choose business opportunities would provide the company with a competitive

advantage and support its long-term growth ambitions.

According to Interviewee E one of the major benefits of the new S&OP process would be
increased transparency across the organisation with unified forecasting and ordering
processes, as there here will be a clear, real-time understanding of the company’s current
situation and future goals. Changes in forecasts or plans would immediately become visible
to all relevant stakeholders, fostering a shared understanding and creating more coordinated

actions across different functions.

In summary, across all interviewees, several shared themes emerged regarding the
anticipated benefits of the new S&OP process, although each respondent emphasised
different dimensions based on their role and perspective within the case company. Each
perspective highlights that the success of the S&OP process relies not just on technical
implementation, but also on cross-functional collaboration, strategic alignment, and ongoing

organisational learning.

The next question asked interviewees to reflect whether they viewed the implementation of
a new S&OP process as necessary at this stage, and to elaborate on the reasons behind their
perspective. Interviewee A starts by highlighting the lack of reliable information as a key
challenge in the current state, indicating that better visibility into upcoming changes would

enhance the ability to proactively prepare for future developments. According to Interviewee
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A, the S&OP process could offer value by clarifying where changes are expected and this
way supporting more targeted planning. However, they also note that from a supply planning
perspective, the S&OP process does not inherently contribute much unless it is supported by
strong cross-functional collaborations, especially with sales. They emphasise that the
process appears more aligned with company-level revenue and strategic objectives rather

than directly improving supply planning outcomes.

In contrast, Interviewee B views the development of the S&OP process as essential for
achieving the company’s growth targets. They stress that enhancing operational practices
and fostering better cooperation would support daily operations such as quality assurance
and availability management. Improved communication with stakeholders and alignment
around forecasts are considered critical enablers of joint action and long-term success.
Interviewee B warns that without investment in S&OP development, the organisation may
face weakened conditions for growth and struggle to maintain customer satisfaction while

expanding operations.

“If we don't do this, we have weaker conditions to succeed in growth and in keeping

customers satisfied, both existing and new customers, when operations grow.” -

Interviewee B

Interviewee C strongly advocates for the new S&OP process, describing it as “absolutely
necessary” and notes that previously employed alternatives have clearly been less effective.
They emphasise that S&OP introduces transparency and control across business and
production operations by systematically involving key stakeholders in regular discussions
about ongoing and anticipated issues. According to them the process enables early
identification of capacity or availability challenges and facilitates immediate communication
with sales, helping to minimise disruptions across the value chain. Interviewee C also reflects
on the changing nature of supply chain management frameworks, suggesting that while
S&OP is currently the most effective approach, it may be replaced or rebranded in the future.

Despite this, their assessment of the current value of the process is positive.
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“This process just works transparently well throughout the entire chain, and that is surely

the best benefit and operation of S&OP, and why it is necessary.” — Interviewee C

Interviewee D on the other hand acknowledges that S&OP already exists in some form
within the organisation, whether formally led or not, as they said earlier in the interview.
They argue that the process supports broader themes such as efficiency, scenario planning,
and revenue forecasting, which have been central to operational development in the last few
years. Even though they do not view the current moment as particularly critical for
implementing the new S&OP process, they highlight its importance in revealing operational
problems and promoting the adoption of best practices across different functions. From their
perspective, S&OP serves as a tool for continuous improvement rather than a reactive

solution to specific problems.

Interviewee E also regards the process as necessary and valuable, however they emphasise
that there is still room for improvement. While the current forecasting capabilities are at a
good level, the interviewee recognises opportunities for further improvement. They describe
the new S&OP process as a fundamental part of their operations and crucial for maintaining
a structured approach, while also emphasising that the process is still developing and should

be continuously improved.

Overall, all five interviewees agree on the necessity of implementing or further developing
the new S&OP process within the organisation. However, their reasoning reflects diverse
perspectives influenced by their individual roles and priorities, ranging from strategic

alignment and cross-functional collaboration to operational efficiency and process maturity.

The next questions within this theme asked interviewees to describe how they believe the
new S&OP process will enhance supply planning efficiency and how they think it will
impact overall business performance in the case company. Interviewee A begins by
highlighting the role of automation in enhancing supply planning efficiency. According to
their view, the current system relies heavily on manual monitoring of automated orders,
which are rarely monitored due to limited time resources. This can lead to inefficient
ordering patterns, such as excessive stock accumulation in response to short-term
consumption spikes. The interviewee notes that with the new S&OP process, improved

forecasting accuracy would enable the integration of currently manual suppliers into
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automated systems. This would allow supply planners to reallocate their time from routine
operational tasks toward more analytical and value-adding activities. However, Interviewee
A also acknowledges the potential challenges during the initial implementation phase.
Specifically, they express scepticism towards whether the current six-month timeline for
achieving a functional system is realistic, pointing out that reliable forecasting requires a
substantial amount of high-quality historical data, which may not yet be adequately

available.

In contrast, Interviewee B focuses more on the strategic and performance-based outcomes
of the S&OP process. They anticipate that the new process would support improvements in
several key performance indicators (KPIs), including delivery reliability, product
availability, waste reduction, and overall supply chain cost efficiency. While they
acknowledge that performance might temporarily decline due to the typical learning curve
associated with change, they are confident that the process is expected to deliver measurable
improvements over time. They also highlight the importance of having a unified,
organisation-wide forecast as a central guiding tool. This shared outlook is expected to
enhance the organisation’s ability to respond effectively to unexpected disruptions, such as
factory shutdowns or global logistical crises. According to the interviewee, such
improvements would not only support daily supply planning activities but also contribute to
greater resilience and agility at the organisational level, reducing dependency on individual

expertise by leveraging enhanced tools and structured processes.

Interviewee C emphasises the transformation of information flow and decision-making
within supply planning in the case company. According to their perspective, the new S&OP
process would enhance transparency by integrating the most accurate sales and planning data
into a shared system allowing supply planners to base their decisions on structured and
validated input rather than fragmented emails or informal discussions. The system would
present forecast information numerically, offering clarity and consistency. This would
reduce the current reliance on historical data alone and help address the isolation of planners,
who often operate without clear insight into upcoming commercial activities. However,
Interviewee C also stresses that system improvements cannot replace the need for verbal or
written communication. If for instance sales or commercial teams fail to report critical

changes, the planning team would be left unprepared potentially leading to inefficiencies.
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This highlights that while the process and tools may be improved, the behavioural and

cultural aspects remain just as crucial to success.

“You have more information about what will happen in the future, so you don't have to just
be in your own so-called booth and make orders based on history without knowing anything

about what will happen in the future.” — Interviewee C

Interviewee D approaches the topic by providing a more operational and strategic
perspective, noting that the current planning environment is highly manual, which not only
consumes resources but limits the organisation’s ability to scale effectively. They view the
introduction of automation as a key enabler of efficiency, with the new system expected to
suggest forecasted demand levels that planners could then validate and adjust. This would
ensure better availability of products in the correct quantities, locations, and timelines and
this way directly supporting both supply chain agility and responsiveness. On a broader
scale, Interviewee D links these operational improvements to broader financial benefits,
suggesting that enhanced forecast accuracy would contribute directly to increased customer
satisfaction and overall business growth. They describe a future where unified revenue
forecasts and demand plans within the IBP system would enable top management to monitor
performance more proactively, implement timely corrective measures, and maintain cross-
functional alignment. However, they also recognise the challenges involved in this
transition. Shifting from fragmented, department-specific planning tools, such as Excel or
PowerPoint, to a centralised system would disrupt established routines and challenge
control-oriented mindsets. This push toward greater organisational transparency, where all
stakeholders have access to shared data, was seen as a significant cultural shift, particularly

for those accustomed to working independently or in silos.

“When the customer gets what they want, it should be reflected in growing revenue and
either a more satisfied customer willing to pay more or even getting new customers.” —

Interviewee D
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Interviewee E adopts a more pragmatic perspective, highlighting the direct link between the
new process and improvements in both financial outcomes and customer service. They
emphasise that enhanced forecast accuracy could bring in concrete benefits, including
reduced inventory levels, minimised waste, fewer stockouts, and more streamlined
deliveries. These operational gains are seen as drivers of increased profitability and
improved customer satisfaction. Nevertheless, Interviewee E highlights the need for caution
against unrealistic expectations, noting that forecasting will always involve a degree of
uncertainty, and that the new system will not provide instant solutions to all problems. They
underscore the importance of a gradual development process, where improved data quality
and more advanced tools instead of replacing, enhance the expertise and decision-making of

planners.

“From a business performance perspective, better forecasts and accurate ordering will

bring direct financial benefits. ” — Interviewee E

Across the interviews, there was a strong consensus regarding the expected improvements
that the new S&OP process would bring to supply planning efficiency, mainly through
increased automation and improved forecast accuracy. Automation was seen as a way to
reduce manual work, minimise errors, and allow planners to focus on more strategic tasks.
Improved forecasts were viewed as key to enabling a more proactive and data-driven
planning approach. In terms of business performance, the S&OP process was linked to
improvements in key metrics such as delivery reliability, inventory levels, waste reduction,

and customer satisfaction.

A summary of the interviewees’ responses to the theme’s questions is presented in Table 5

below. (Table 5 )



Interviewee Anticipated benefits View on necessity Impact on business
performance
A Centralised, real-time Mecessary due to lack Improved decision-
visibility, elimination of | of reliable information, | making, enables
data discrepancies, value depends on cross- | proactive planning,
improved corrective functional enhanced data visibility
actions, forecast-based | collaboration, seen as
purchazing, reduction in | aligned more with
manual workload, strategic goals than
smoothing abnormal direct supply planning
consumption peaks improvements
B Enhanced delivery Essential for supporting | Improves KPls
reliability and product growth targets, needed | (availability,
availability, reduced for better stakeholder reliability), enhances
waste, supports cooperation, ctitical to | resilience to
customer focus, maintain customer disruptions, promotes
promofes engagement satisfaction unified organizational
and meaningful work, focus
Supponts strategic
alignment
C Strengthens business Absolute necessary, Reduced waste and
management, improves | creates transparency labor needs, better
sales performance and control, most machine efficiency,
visibility, enables effective method broader operational and
proactive corrective available, enables strategic gains
actions, reduces ad hoc | proactive discussions
production changes, and issue resolution
enhances efficiency in
production and trading
D Efficiency and cost Process exists Improved customer
reductions, scenario informally, not critical satisfaction, business
planning and customer- | at the moment but growth through better
specific profitability, necessary for forecasting, better
strategic growth continuous management control
Support, revenue improvement, promotes | and alignment
forecasting best practices and
transparency
E Increased transparency, | Mecessary and valuable, | Direct financial
unified forecasting and | current process strong benefits, improved
ordenng, cross- but evolving, must be customer satisfaction,
functional coordination, | continuously improved | forecasts support
streamlined decision- profitability
making

Table 5. Summary of the theme benefits and necessity.
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5.3. Future outlook

The final theme examined was the future outlook of the S&OP process within the case
company. The first question asked within this theme was to explain how the recipient thinks

the new S&OP process will shape the company’s operations in the long run.

Interviewee A starts by emphasising the transition from a static, Excel-based planning
method to a rolling, system-driven approach. Previously, the case company relied on annual

forecasts that became increasingly narrow as the year progressed. The new S&OP model,
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supported by IBP, introduces a 16-month rolling planning horizon that enables continuous
forward-looking analysis. This change encourages the organisation to move beyond short-
term, calendar-bound forecasting and adopt a more dynamic and strategic mindset. The
system provides greater transparency and accessibility, enabling the access to view and

analyse long-term forecasts, such as forecasts for 2026.

“It brings a completely new thinking model, that we can look further ahead than just the

’

current year.” — Interviewee A

Furthermore, Interviewee A highlights how the new system enables more realistic goal
setting. For example, by inputting growth targets into the system, the implications for
individual product groups become immediately visible. This transparency helps expose
overly ambitious or illogical assumptions, such as doubling volumes of certain product
without any corresponding increase in customer base. The interviewee hopes that this
enhanced visibility will promote more grounded, data-driven decision-making as well as
support long-term planning that aligns with actual business capacity and customer
behaviour. Additionally, the system allows forecasts to be updated more frequently, allowing
real-time adjustments in response to changes such as contract gains or losses, bringing a
clear improvement compared to the earlier approach, where plans typically remained fixed

throughout the year.

On the other hand, Interviewee B emphasises broader operational and organisational benefits
of the new process. They describe the transition from reactive daily issue management to a
more proactive and forward-looking planning approach. The new tools are expected to
enhance the company’s ability to prepare for seasonal demand by aligning product flows and
forecasts ahead of time and therefore supporting smoother and more efficient execution
during peak periods. Interviewee B also anticipates new skill requirements emerging in the
future, particularly in the area of advanced forecasting techniques such as machine learning.
This development implies that employees will need to expand their expertise to fully

leverage the capabilities of the changing system.
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“It should help to move from reacting to different situations and challenges and daily things

to more predictive and planned actions.” — Interviewee B

Interviewee B also highlights the potential for enhanced cross-functional integration. As
internal forecasting and planning processes become more robust, functions like logistics,
warehousing, and resource planning will be supported better. This internal alignment is
expected to enhance overall operational efficiency. The interviewee also sees opportunities
for strengthening supplier collaboration in the future. By sharing more accurate and timely
forecasts, the company can enable suppliers to better align with demand, enhance product
availability, and even improve their own operations and this way create mutual value across

the whole supply chain.

Interviewee C describes the shift to a rolling planning as a fundamental change not only in
the planning process but in the overall organisational culture. According to the interviewee,
this shift has already begun to influence how the company views the future, conducts
business, and supports decision-making at the top management level. The adoption of the
S&OP is seen as a key enabler for the case company for more forward-looking, data-
informed decisions, which help in guiding strategic choices related to product focus and
business development. Rather than treating planning as a fixed yearly activity, the new
process encourages a continuous and dynamic approach. Interviewee C emphasises that this
cultural change represents a significant step forward in how the company operates at a

strategic level.

Interviewee D, on the other hand, focuses on the process-related and operational benefits of
S&OP, particularly in supporting transparency, efficiency, and sub-optimisation. According
to the interviewee S&OP improves alignment between supply constraints and market
demand by enhancing visibility across multiple sales channels. This increased transparency
enables more agile and data-driven decision-making, allowing organisations to reallocate
resources more strategically. The Interviewee further describes the S&OP process as a tool
for synchronising production and sales decisions, this way improving responsiveness in

constrained supply environments.

Interviewee E emphasises the technological and efficiency-related dimensions of the S&OP

process. They anticipate that financial performance, forecast accuracy, and inventory
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optimisation would continue to improve as the system becomes more advanced and
autonomous. The integration of artificial intelligence is expected to enhance the precision of
forecasts even further. However, the interviewee also acknowledges that increased
automation may lead to a reduced need for manual labour in forecasting and planning tasks.
Instead, the remaining employees can focus on more value-adding and analytical tasks,
indicating a change in the competencies and roles needed within the organisation. This view
emphasises the transformative potential of S&OP process not only in operational execution

but also in workforce structuring and future skill development.

Across the interviews, the new S&OP process was seen as a transformative shift from short-
term, reactive planning to a more proactive, rolling approach. Interviewees emphasised
improved forecasting accuracy, long-term visibility, and the ability to adjust plans based on
real-time changes such as contract gains or losses. Overall, the new S&OP process is

expected to increase transparency, agility, and strategic alignment across the organisation.

The next question asked the interviewees to describe the long-term strategic advantages they
anticipate from an improved S&OP process. Interviewee A highlights the role of S&OP in
promoting cross-functional collaboration, especially between departments that currently
operate in silos. They emphasise that cooperation between sales and supply planning is
currently limited, but the evolving S&OP process has already begun to increase interaction
between sales, assortment management, and potentially marketing. This improved
collaboration is expected to enhance internal transparency and information sharing, enabling
employees to better understand the actions and responsibilities of other departments within
the case company. The interviewee points out that this internal clarity would likely be
reflected externally, as customers benefit from improved communication and
responsiveness. Furthermore, they highlight the need to involve assortment and sourcing
managers more actively in the planning process. Currently, there is uncertainty regarding
which department should serve as the primary source of critical information, resulting in
fragmented planning efforts. The interviewee suggests that a key long-term advantage of the
S&OP process is its potential to dismantle these departmental silos and promote a more
unified approach to planning. However, they also note that the process remains in an early

phase of development and that many aspects remain theoretical or undefined at this point.
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“The strategic advantage is that the information flow is better, and people are more aware

of what is happening and where and what changes are coming.” — Interviewee A

In contrast, Interviewee B approaches the question from a more strategic supply chain
perspective, emphasising the role of S&OP in enhancing supply chain flexibility and
resilience. They argue that in the face of increasing uncertainties, such as disruptions in
container transportation, an organisation’s ability to respond rabidly and adapt is becoming
a critical competitive factor. According to the interviewee, an improved S&OP process
supports the development of tools, capabilities, and expertise necessary to handle such
disruptions. They further suggest that improved planning capabilities would not only
strengthen the company’s internal operations but also build greater trust among customers
and suppliers. Enhanced delivery reliability and transparency, made possible through better
information sharing, could improve customer satisfaction and differentiate the organisation

from competitors on the same field who may lack such capabilities.

“Flexibility and resilience in the supply chain can be competitive factors, that if we succeed
in that and can develop tools and processes and expertise related to that, it is a strategic

’

factor for us in the long term.” — Interviewee B

Interviewee C begins by emphasising the role of the S&OP process in improving both speed
and transparency within the organisation. According to their experience, the new process
offers a structured and continuous planning framework, operating on a monthly, weekly, or
even daily basis. Compared to previous practices where information flows were slow and
updates were infrequent, the improved process enables rapid recognition of changes and the
ability to reflect these shifts in planning figures. To Interviewee C, this “real-time pulse” on
a business performance is seen as a critical competitive advantage, as it allows for quicker

response to changes in the market.

“It is a clear process that runs smoothly in the background continuously, monthly, even

weekly or daily, allowing changes to be made and seen in numbers.” — Interviewee C
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Moreover, Interviewee C describes a significant improvement in data transparency and
visibility across the entire supply chain. Through a unified system, employees across the
organisation have access to wide range of data which supports both informed and timely
decision-making. They argue that the ability to visualise the entire value chain and integrate
this view into regular decision-making meetings reduces the risk of costly mistakes and
enhances organisational responsiveness. From their perspective, S&OP plays a critical role
in securing a stronger market position, especially by providing proactive guidance of sales

activities and improved coordination of operations.

Interviewee D on the other hand, offers a perspective that focuses on the strategic scenario
planning potential of S&OP. While they acknowledge that the current process operates
primarily at the tactical or operational level, they see the long-term opportunity to expand
the scope of S&OP to support more high-level strategic decisions. They present examples
including modelling the implications of factory closures, production relocations and
substantial market expansions. According to Interviewee D, for S&OP to fulfil this strategic
role, the process must evolve to operate at a more gradual level, with less emphasis on precise
forecasting and more on directional planning. Whereas the current system cannot support
this level of analysis yet, the interviewee emphasises that future development could position

S&OP as a key enabler of strategic alignment.

Interviewee E mainly highlights the customer-oriented advantages of an improved S&OP
process. From their perspective, being a reliable supplier is critical competitive advantage in
the long term. They suggest that consistency in service levels and market responsiveness is
essential for increasing market share and building long-term customer relationships. While
they do not elaborate on system-level or organisational aspects, their comments highlight the

potential external value of improved planning activities.

Overall, the interviewees identified a range of long-term strategic benefits associated with
an improved S&OP process, reflecting both internal and external value creation. Together,
the responses highlight how S&OP can serve as a foundation for improved cross-functional
collaboration, supply chain resilience, data transparency, strategic scenario planning, and
customer satisfaction. While the current S&OP process is still maturing, its long-term

potential is widely recognised.



52

The third question within this theme asked recipients to describe how they believe improved
supply planning will impact customer service levels and order fulfilment within the case
company. Interviewee A highlights the role of forecast sharing with suppliers as a key
enabler for improved delivery reliability. They explain that when suppliers receive more
accurate forecasts, their ability to deliver reliably increases, which in turn benefits the
customer. According to the interviewee the delivery reliability of terminal products, that are
delivered directly or via warehouses to customers, should improve as a result. They further
note that improved supply planning would also enhance consistency in the delivery of shelf
products and contribute to better order accuracy overall. However, they acknowledge that

the benefits would not be immediate, stating that the process will take time to show results.

“For example, sharing forecasts with suppliers, where the supplier's delivery reliability

towards us is higher, will directly benefit the customer as well.” — Interviewee A

Interviewee B approaches the question from a more customer-oriented perspective, stressing
that forecast-driven demand planning should be clearly reflected in customer experience.
They state that such planning improvements would lead to better availability and delivery
reliability, reduced waste, fresher labels, and overall efficiency in the supply chain. The
response suggests that improved supply planning would not only enhance the fulfilment

process but also have a broader impact on the quality and sustainability of service delivery.

Interviewee C emphasises the importance of reliability and communication in customer-
facing operations. They note that improved demand and supply planning would be clearly
visible to the end customer in the form of better service reliability. According to the
interviewee, regardless of whether the customer is a hospital, daycare, or small food service
business, dependable deliveries are top priority for customers. Unexpected shortages, such
as missing ingredients, disrupt their business and operations and decrease customer trust. In
contrast, if customers consistently receive the correct products on time, the reliability builds
confidence and loyalty. The interviewee states that customers are even willing to pay more
for such consistency, as poor availability from competitors leads to additional work and

dissatisfaction. Furthermore, Interviewee C links improved planning to internal efficiency,
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highlighting that more accurate forecasting can reduce waste and generate cost savings for

the case company.

“Nothing else is as unpleasant from the customer's side as the surprise that goods did not

arrive again.” — Interviewee C

Interviewee D approaches the topic from a strategic and process-oriented perspective,
framing improved customer service outcomes within the wider scope of S&OP
implementation. They emphasise that supply planning does not improve on its own, it
requires active participation from multiple stakeholders. By selecting the right customers
and product portfolios, and by understanding the operational impacts of these choices in
advance, the company can ensure smoother processes and avoid unexpected costs.
According to the interviewee, when the S&OP process is functioning effectively, it enables
cost-efficient operations, minimises waste, ensures the right stock levels, and improves the
accuracy and timeliness of deliveries. Ultimately, these improvements contribute to higher

customer satisfaction and better order fulfilment outcomes.

“The S&OP process's task is to ensure that the customer gets the products cost-effectively

and on time.” — Interviewee D

Interviewee E focuses more on the internal operational benefits of improved supply
planning, particularly from the sales function’s point of view. They note that when
foundational processes run smoothly due to more accurate planning, sales teams can shift
their attention from resolving past issues to planning future activities and actively driving
sales. This future-oriented focus is expected to result in better service for customers, as the
right products are available at the right time, reducing disharmony in the ordering and

delivery process.
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“If the basic operations improve, salespeople can focus on selling and planning for the

’

future rather than fixing past mistakes.” — Interviewee E

In summary, all five interviewees agreed that improved supply planning would impact
customer service levels and order fulfilment positively, although their responses emphasised
different aspects of the process and its outcomes. They viewed the issue from different
angles, ranging from supplier collaboration and operational execution to customer

experience, strategic planning and internal process improvement.

The final question asked of the interviewees focused on the role of technology, such as SAP
S/AHANA and SAP IBP, in enabling the success of the new S&OP process. Interviewee A
starts by emphasising the practical benefits expected from the transition to SAP S/HANA,
particularly in terms of system usability and standardisation. They note that the new Fiori-
based applications would likely to make the system more intuitive, allowing users to operate
it directly via browser or mobile interface. This increased accessibility is anticipated to
improve operational efficiency. However, the interviewee also acknowledges limited
personal experience with the system at the time of the interview, as formal training had not
yet commenced. As a result, they find it challenging to fully assess the system’s capabilities

or potential impact.

Another key point mentioned by Interviewee A is the anticipated standardisation of product
data and operational procedures, made possible by consolidating previously fragmented ERP
systems under one unified SAP platform. According to the interviewee, this shift is expected
to support a stronger “One Company” mindset across the organisation, as consistent
processes and data structures will enable clearer and more streamlined communication

between functions and units.

On the other hand, Interviewee B approaches the question from a broader conceptual
standpoint, naming technology mainly as an enabler. While acknowledging that systems like
SAP are crucial for advancing business processes, they emphasised that technology alone is
not enough to guarantee success. Instead, they argue that organisational commitment,
expertise, and a clear strategic vision are as equally important. To Interviewee B, technology
acts as a necessary foundation that must be robust enough to support the development of

daily operations, process improvements, and performance metrics (KPIs). Interviewee B
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also introduces the idea of technology as a “hygiene factor”: when functioning properly, it

may go unnoticed, but if underperforming, it can become a major bottleneck to progress.

“Technology can be a bit like a hygiene factor too, that if we have poor technology in use,
then we are largely dependent on it and cannot develop business operations forward.” —

Interviewee B

Interviewee C highlights the enabling role of technology in enhancing visibility,
transparency, and decision-making throughout the planning process. According to the
interviewee, the integration of SAP IBP and S/4HANA has already led to tangible benefits
by integrating data that has been scattered across different systems and functions. They view
this as essential for enabling global coordination and establishing a unified S&OP process.
The interviewee further highlights the value of real-time data sharing, which they perceive
as critical for ensuring aligned and responsive planning across markets. Importantly,
Interviewee C expresses a forward-looking view on the role of Al and machine learning in
demand planning. They anticipate that in the future Al will play a central role in producing
forecasts, identifying deviations, and proposing corrective actions and therefore enabling
planners to focus more on validating outcomes and analysing expectations rather than

executing routine tasks.

Interviewee C mentions a future where Al will not only enhance demand planning but also
become a core element of the S&OP process. In this future, AI would be capable of
independently analysing current sales and plans, identifying bottlenecks, suggesting actions
to optimise profitability, and generating scenario-based insights for decision-making. For
instance, Al could recommend increasing production capacity to meet growth potential,
raising base prices in strong markets, reallocating inventory based on market volatility, or
adjusting assortments based on localized sales performance. The Interviewee C sees the
adoption of Al as essential. They stress that organisations that fail to keep pace with
technological advancements risk falling behind competitors who are faster in leveraging

these tools.
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“But Al technology is absolutely certain to come, and we need to be on board.” —

Interviewee C

Interviewee D has a similar vision, by emphasising the future potential of intelligent
planning systems. To them, an ideal scenario would be where Al-based tools would act as
proactive planning assistants, highlighting abnormalities, proposing solutions, and
continuously learning from user inputs. While the interviewee acknowledges that this
transformation is not immediate, the interviewee emphasises the importance of
organisational readiness to embrace experimentation and iterative development. They also
advocate for a mindset shift among planners and decision-makers where rather than relying
on full certainty, the organisation should be willing to adopt new tools gradually,
acknowledging that errors may occur during the process. Interviewee D further notes that as
automation advances, the human involvement in planning will focus more on evaluation and

strategic decision-making, rather than performing manual or repetitive tasks.

However, Interviewee D emphasises the importance of caution and shared responsibility
when increasing automation in supply planning. They stress the need to carefully assess how
much automation should be allowed to operate based on the demand plan. According to the
interviewee, errors will be an inevitable part of the process and occasional mistakes, such as
excess inventory or incorrect products, should be expected. They further argue that such
errors must be accepted as part of the learning process and that shared accountability is
crucial to avoid placing blame solely on individuals. Ultimately, the interviewee highlights
that taking calculated risks and being willing to test new approaches is necessary for

progress, noting that without experimentation, no change can occur.

“It is completely unrealistic to expect everything to always go smoothly.” — Interviewee D

In contrast, Interviewee E presents a more reserved view, mainly due to limited exposure to
the new technology at the time of the interview. They mainly expect the system to reduce
manual tasks and make routine data management easier. While acknowledging the system’s

potential to enhance efficiency, they have not yet observed the operational impacts of SAP
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S/4AHANA and IBP in practice. However, their response aligns with the broader theme of
decreasing manual intervention as well as improving usability through system-driven

processes.

In summary, the interviewees shared a common expectation that the new technology would
streamline processes, enhance data visibility, and reduce manual workloads. However,
opinions varied on the extent of its immediate impact, with some expressing enthusiasm
about the potential for Al integration, while others recognises that the full advantages would

only become clear once the system is fully implemented and utilised.

The interviewee’s responses to the questions under this theme are summarised in Table 6.

(Table 6.)

Interviewee How the new S&OP Long-term strategic Impacet of iImproved Raole of technology
process will shape advantages of improved supply planning on (SAP SMHANA, SAP
operations in the long S&OF customer service & IEF) in enabling S&0F
run order fulfillment process
A Cenitralized, real-time Mecessary due to lack of | Improved decision- Anticipates usability
visibility, elimination reliable information, making, enables improvements with SAP
of data discrepancies, value depends on eross- | proactive planning, S4HAMNA Fiori apps and
improved corrective functional collaboration, | enhanced data visibility standardisation of
sctions, forecast-based | seen as aligned more data'processes
purchasing, reduction with strategic goals than supporting a “One
in manual workload, direct supply planning company” mindset
smoothing abnormal improvements
consumption peaks
B Enhanced delivery Essential for supporting | Improves KPlLs Views technology as an
reliability and product | growth targets, needed {availability, reliability), | enabler but streases
availability, reduced for better stakcholder enhancea resilience to organizational
waste, supports cooperation, critical to disruptions, promotes commitment and
customer focus, maintain customer unified organizational strategic vision, calls
promotes engagement | satisfaction focus technology a “hygiene
and meaningful work, factor”, essential but not
supports strategic sufficient alone
alignment
C Strengthens busineas Absolute necesaary, Reduced waste and labor | Highlights integration
management, improves | creates tranaparency and | needs, better machine benefits of SAP IBP and
sales performance control, most effective cfficiency, broader SAHAMNA for data
viaibility, enablea method available, operational and strategic | transparency; foresces
proactive corective cnables proactive gains Al playing a central
actions, reduces ad hoe | discussions and issue future role in demand
production changes, resolution planning and seenario
cnhances efficiency in analysis
production and trading
B} Efficiency and cost Process exists Improved customes Envizions future Al tools
reductions, scenario informally, not critical at | satisfaction, busineas as proactive assistants;
planning and customer- | the moment but growth through better atresses organisational
specific profitability, necessary for continuous | forecasting, better readiness for iterative
strategic growth improvement, promotes | management control and | adoption and shared
support, revenue beest practices and alignment responsibility for corors,
forecasting iransparency emphasises need for risk
accepiance and
experimentation
E Increased transparency, | MWecessary and valuable, | Direct financial benefits, | More reserved due to
unified forecasting and | current process strong improved customer limited exposure, expects
ordering, cross- but evolving, must be satisfaction, forecasts reduction in manual
funciional continuwously improved support profitability tasks and easier routine
coordination, data management, aligns
sireamlined decision- with broader theme of
making decreasing manual
workload and improving
usability

Table 6. Summary of the theme future outlook.
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6. Discussion and conclusions

This section of the thesis seeks to bridge the gap between the theoretical foundations
discussed in earlier chapters and the empirical findings derived from the conducted
interviews. The goal is to interpret the interview data considering existing literature,
highlighting areas of alignment, divergence, and potential implications for both academic
understanding and managerial practice. Through this analysis, the study also identified
practical implications not only for decision-makers at the managerial level but also for
employees who are directly involved in the planning and operational execution of the
S&OP process. Understanding how theoretical enablers and challenges manifest in real
organisational contexts helps inform how leaders can effectively drive change while also
supporting employees through the transition. This analysis not only deepens the
understanding of the phenomenon but also sets the stage for the final section, where the
research questions will be explicitly addressed based on the combined theoretical and

empirical insights.

6.1. Comparison of literature and interview findings

The interviews reveal that a successful transition to the new S&OP process requires attention
to both technical accuracy and organisational factors. Accurate and reliable forecasts,
calculations, and reporting were consistently highlighted as critical for enabling effective
supply planning, procurement, and production scheduling. Without stable and trustworthy
forecasts, ordering decisions risk causing overstocking or stockouts, disrupting supply chain
performance (Tuomikangas & Kaipia, 2014; Oliva & Watson, 2011). Delays in system
rollouts and lack of reliable Integrated Business Planning (IBP) data were identified as key

technical risks that could harm planning maturity and the overall implementation success.

The importance of early and continuous involvement of end-users and experts emerged
strongly from the interviews, emphasising that when people do not feel ownership of the
process, adoption falters, potentially limiting benefits or causing partial implementation.

Organisational alignment and cross-functional collaboration were also highlighted,
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particularly in companies with complex product portfolios and perishable goods, where close
coordination between supply and demand planning is essential. The risk of siloed teams and
fragmented data use was raised as a barrier to achieving process effectiveness and decision-

making improvements (Thomé et al., 2012).

Leadership commitment was identified as another pivotal factor, with visible and consistent
support from top management creating trust and motivating engagement throughout the
organisation. A lack of clear leadership backing risks disengagement and undermines
readiness for change (Lapide, 2004; Grimson & Pyke, 2007). Furthermore, interviews
pointed out the behavioural challenges linked to shifting from historical and buffer-stock
based planning to forecast-driven planning enabled by advanced systems such as SAP
S/AHANA. Resistance to change and reliance on old habits remain obstacles despite

technical training and new tools.

System usability and reliability emerged as foundational for building trust in the S&OP
process. If users perceive the system as unreliable or the data as inaccurate, they may resort
to parallel practices or informal processes, which fragment decision-making and reduce
process credibility. Transparent communication about forecast accuracy and ongoing
dialogue between supply and demand planners are necessary to improve trust and continuous
development of the process. The interviews also supported the use of automation tools for
routine tasks to free planners for more analytical and judgment-based work, adapting
reliance on forecasts based on product and demand variability (Kristensen & Jonsson, 2018;

Thomé et al., 2012).

The theoretical framework of the thesis identifies key enablers for successful S&OP:
collaboration, organisational structure and integration, performance measurement,
leadership support, efficient processes, IT and data quality, and organisational culture.
Literature also highlights challenges such as poor cross-functional collaboration, integration
difficulties, data quality issues, limited technology support, and inconsistent metrics, which
hinder S&OP effectiveness. These theoretical insights are strongly reflected in empirical
data from the case company. Interviewees confirmed the need for improved S&OP processes
and stressed collaboration, transparency, reliable tools, and organisational commitment.
Leadership and trust are essential for breaking silos and achieving alignment, while process

inefficiencies, inconsistent KPIs, and resistance to change mirror literature-identified
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challenges. Improved forecasting, automation, and long-term visibility are seen as key

benefits, though full technological advantages require system maturity.

In conclusion, the case company’s experience closely aligns with theoretical enablers and
challenges. Success depends not only on tools and structure but also on leadership, culture,
collaboration, and clear commitment to change. Addressing both technical and

organisational dimensions is essential to realise the full potential of S&OP.

6.1. Addressing the research questions

Next each research question is examined in the light of both the existing literature and the

case company’s current and future state, as revealed through interviews.

The first research question was “What is Sales and Operations Planning (S&OP), and how
does it function within an organisation?” Sales and Operations Planning (S&OP) is a
structured, cross-functional business process that aims to balance demand and supply by
integrating various organisational functions such as sales, marketing, finance, and
operations. It serves as a decision-making framework that aligns operational plans within the
company’s strategic objectives and enables proactive responses to market dynamics.
Literature emphasises key enablers of an effective S&OP process, including leadership
commitment, trust-based collaboration, robust data infrastructure, and formalised roles and
routines. Within the case company, S&OP is transitioning from a reactive and siloed process
towards a more strategic and future-oriented model. Interviewees indicated that the new
S&OP model is expected to foster improved transparency, enhance demand forecast
accuracy, and facilitate better coordination across functions. This aligns with the theoretical

understanding of S&OP as a critical tool for organisational alignment and agility.

The second research question was “What concrete actions are needed for the implementation
of the S&OP process, and how can they be addressed?” Implementing a successful S&OP
process requires a combination of technical, organisational, and cultural actions. Literature
suggests that these include establishing structured governance, clarifying ownership,
improving data reliability, and creating performance metrics. Empirical data from the case
company reinforces these themes. Interview participants highlighted the importance of

leadership in providing strategic direction and facilitating cross-functional collaboration. On
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a practical level, key actions include investing in automation tools. Ensuring high-quality
master data, and formalising planning routines. The introduction of new technologies like
SAP IBP and S/4AHANA underscores the need for better technical skills and continuous
support. Furthermore, change management is crucial, as the shift may create resistance or
uncertainty. Proactively preparing for such reactions through transparent communication,

early engagement, and ongoing training is essential to foster acceptance and commitment.

The third research question was “How does the integration of a new demand planning
process, particularly through the S&OP process, influence supply planning in the case
company? What are the potential benefits and risks?” The integration of a new demand
planning process via the S&OP framework has a significant influence on supply planning
by enhancing forecast reliability, increasing planning visibility, and enabling more strategic
decision-making. The literature suggests that such integration supports agility and efficiency
in supply operations. Empirical findings confirm that supply planners in the case company
anticipate substantial benefits, including reduced manual work, better delivery reliability,
improved customer service, and more balanced inventory levels. The shift allows planners
to move from reactive problem-solving toward more analytical and proactive roles.
However, several risks are associated with the transition. These include potential issues with
data accuracy, limited technological maturity, and employee discomfort due to unfamiliar
tools and expectations. To mitigate these risks, the company must provide sufficient training,
ensure continuous user support, and foster a culture of learning and adaptability. Transparent

communication regarding roles and benefits of the new systems also essential.

The last research question was “What challenges can the case company face when aligning
demand planning with supply planning, and how can these challenges be addressed?”
Aligning demand and supply planning presents a range of challenges, as identified in both
academic literature and interview findings. Common barriers include data silos, misaligned
metrics, limited visibility across functions, and resistance to cultural change. In the case
company, interviewees noted that traditional working methods, unclear responsibilities, and
insufficient cross-functional coordination are present challenges. The introduction of the
S&OP process offers an opportunity to address these issues, but only if supported by clear
communication, mutual understanding, and aligned goals. Specific solutions include
establishing shared KPIs, improving accessibility and accuracy of planning data, and

promoting trust through regular collaborative forums. Additionally, continuous training and
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role clarification will be essential to ensure both planners and other stakeholders understand
and embrace the integrated planning process. A summary of the research questions and key

findings can be found from the figure below (Figure 5)

Actions for implementation (RQ2)
Leadership and ownership, structured routines, data quality and upskilling,
change manangement

Impact on supply planning (RQ3)

Forecast accuracy, reduced manual work, delivery reliability, risks: data and
user adoption

Challenges and alignment (RQ4)
Data silos, role clarity, trust and shared KPI: s, training and cultural change

Figure 5. Summary of research questions and key findings.

6.2. Managerial and employee implications

The implementation of the new S&OP process at the case company carries significant
implications for both management and employees, particularly those involved in supply
planning, demand forecasting, sales, and operations. For management, the findings highlight
the importance of fostering a culture of collaboration, transparency, and shared
accountability across departments. Leaders must actively promote the S&OP process by
providing strategic direction, ensuring adequate resourcing, and facilitating open
communication between teams. Top management support will be crucial in setting
expectations, removing silos, and reinforcing the importance of cross-functional integration.

Managers must also recognise that the transition to a more mature S&OP process is not
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solely a technical upgrade but an organisational change initiative that requires continuous

leadership involvement and follow-through.

From a practical standpoint, managers at the case company need to invest in capability
building by offering training on new tools like SAP S/4AHANA and SAP IBP and ensuring
that employees understand their role within the broader planning framework. They must also
monitor key performance indicators to measure progress and identify areas needing
improvement, aligning those KPIs across departments to reduce conflicting priorities.
Additionally, the interviews revealed a need for clearly defined roles within the planning
functions, which is a managerial responsibility that must be addressed to avoid confusion

and inefficiencies.

For employees, the new S&OP process introduces both challenges and opportunities. It
demands stronger collaboration with other functions and a shift from reactive, short-term
thinking to a more proactive and data-driven planning mindset. Employees, particularly in
the supply planning team, will need to adapt to increased use of new systems and analytics,
which requires both more advanced technical skills and openness to adopting new ways of
working. As automation reduces manual workload, planners will be expected to contribute
more to other tasks, such as scenario planning, risk identification, and process optimisation.
Embracing transparency and shared accountability will also be critical, especially as

performance measurement becomes more standardised across functions.

The transition may create initial resistance or uncertainty, especially among employees
unfamiliar with the new systems or those concerned about changing responsibilities.
Addressing these concerns proactively is essential for a smoother transition. To mitigate the
problems, the company should ensure structured onboarding for the new process, offer
ongoing support and coaching, and promote open dialogue around concerns and feedback.
Ultimately, both managers and employees stand to benefit from the new S&OP process, as
it promises greater alignment, operational efficiency, and long-term strategic value. If
implemented thoughtfully, the process can lead to a more resilient and agile planning
environment that enhances employee satisfaction, strengthens customer service, and drives

business performance.
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6.3. Future research suggestions and limitations

This study provides valuable insights into the impact of a new S&OP process on supply
planning within the case company. However, there are several limitations that should be
acknowledged. The research was conducted within a single organisation, which limits the
generalisability of the findings. The results are strongly influenced by the specific
organisational context, culture, and supply chain maturity of the case company and therefore
may not be directly applicable to other companies or industries. Additionally, the study relied
mainly on qualitative interviews, which allowed for in-depth exploration of participant
perspective but may have introduced subjective biases based on individuals’ roles,

experiences, or willingness to share openly during the interviews.

Moreover, the new S&OP process was still in an early transitional phase during the time of
the research, meaning that the long-term impacts of the process and supporting technologies
such as SAP S/4AHANA and SAP IBP, remain uncertain and may evolve as the organisation
gains more experience. The scope of the interviewees may have been limited in representing
other important areas such as finance or sales, which could have enriched the findings by
providing more perspectives. Lastly, the absence of quantitative data analysis means that the
study does not provide measurable evidence of improvements which could complement the

qualitative insights.

Therefore, for future research, quantitative methods could be incorporated to be able to
assess the impact of S&OP implementation more objectively. This could include analysing
key performance indicators such as forecast accuracy, inventory optimisation, service levels,
and cost efficiency before and after the process is introduced. Quantitative analysis would
provide measurable evidence of improvements and enable more data-driven decision-
making to complement qualitative insights. With the rapid development of Al and
automation technologies, future research could also investigate how these tools reshape
planning roles and enhance the agility and responsiveness of S&OP processes. Additionally,
given the increasing importance of sustainability, future studies could explore how
environmental, social, and governance (ESG) factors can be integrated into S&OP to support

more sustainable supply chain practices.
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Appendix 1. Semi-structured interview questions

General Background:
1. What is your role in the company?

2. What is your level of expertise?

Challenges and Risks:

1. What challenges do you see in the implementation of the new S&OP process?

2. What risks could arise if the transition to the new S&OP process is not successful?

3. What steps do you consider crucial for a smooth transition to the new S&OP process?

What about for the supply planning team?

Benefits and Necessity:

1. What key benefits do you expect the new S&OP process to bring to the company?
2. Do you believe that the new S&OP process is necessary at this point in time? Why?
3. How do you believe the new S&OP process will improve the efficiency of demand

planning? How do you think it will impact overall business performance?

Future Outlook:

1. How do you think the new S&OP process will shape the company's operations in the
long term?

2. What long-term strategic advantages do you see in an improved S&OP process?

3. How do you believe improved demand planning will affect customer service levels and
order fulfillment?

4. What role do you see technology such as SAP IBP / SAP S/4HANA playing in the

success of the new S&OP process?
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