
Martin Pesch, 24.5.2023

S&OP
DOES ANYONE NEED IT OR
CAN IT GO AWAY?.
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1988
Walter Goddard und Richard Ling

„Orchestrating Success: Improve Control of 
the Business with Sales and Operations Planning“



HOW MANY APPROACHES SAP DID 
TO SUPPORT THE S&OP-PROCESS?

4

| ©
 AFLEXIO

 G
ESELLSCH

AFT FÜ
R PRO

ZESS- U
N

D M
AN

AG
EM

EN
TBERATU

N
G

 M
BH

.
2023



5

| ©
 AFLEXIO

 G
ESELLSCH

AFT FÜ
R PRO

ZESS- U
N

D M
AN

AG
EM

EN
TBERATU

N
G

 M
BH

.
2023

4
Walter Goddard und Richard Ling
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BEFORE WE START 
– WHAT IS S&OP 
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PROCESS VIEW: SALES AND OPERATIONS 
PL ANNING.
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S A L E S  &  D E M A N D  P L A N  
D E M A N D  R E V I E W

S U P P L Y,  C A P A C I T Y  &  
I N V E N T O R Y  P L A N  |  

S U P P L Y  R E V I E W

Unconstrained 
Demand Quantity

Supply & Capacity Utilization and 
Planned Inventories

E X E C U T I V E  R E V I E W
Financial Demand 
& Supply Plans

D E M A N D  &  
S U P P L Y  R E V I E W
Constrained Demand
& Feasible Supply Plan



DIFFERENT HORIZONS.

G R A N U L A R I T Y

F I N E - T U N I N GM A K E  I T  F I TP R E P A R E
C R E A T E  A  F R A M E W O R K
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E X E C U T I O NO P E R A T I V E

› Rapid response to change
› Fast decision making
› Adapt supply plans
› Fulfill sales orders
› Deployment planning

› Order-based planning within smaller time-
buckets

› Forecast-driven operational planning process
› Plan distribution, production, procurement

› Time-bucket based planning approach
› Forecast driven
› Cross-organizational collaboration
› Focus on plan deviations (e.g., long-term plans, 

flawed KPI's)
› Structured collaboration & review by 

management

T A C T I C A L



DIFFERENT HORIZONS.
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E X E C U T I O NO P E R A T I V E

T A C T I C A L

› Rapid response to change
› Fast decision making
› Adapt supply plans
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› Deployment planning
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E X E C U T I O NO P E R A T I V E

T A C T I C A L

› Rapid response to change
› Fast decision making
› Adapt supply plans
› Fulfill sales orders
› Deployment planning

› Order-based planning within smaller time-
buckets

› Forecast-driven operational planning process
› Plan distribution, production, procurement

› Time-bucket based planning approach
› Forecast driven
› Cross-organizational collaboration
› Focus on plan deviations (e.g., long-term plans, 

flawed KPI's)
› Structured collaboration & review by 

management
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(I promissed)



SET THE RIGHT FOCUS
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The big question is not How
but What!



QUESTIONS WITHIN S&OP
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Strategic Targets
Company result

Customer
satisfactionRevenue

Forecast quality

Material
availability

Supply-
Chain costs

Logistics
costs

Inventory
costs

Forecast

Replacement 
time

Availability
target

Economical lot 
size

Production
costs

Production 
sequence Setup costs

Available 
capacity

Operational
realization

Demand/ Supply 
Balancing

What is the 
optimal balance 

between Demand 
& Supply?

What are my 
future customer 

demands?

How can I reach the 
highest possible 

material availability?

How do I reach 
availability with the 

lowest possible 
inventory costs?

What is the actual 
available 

capacity and what is 
the capacity 

required?

………………………….



SIMILAR PLANNING PROCEDURES
DIFFERENT RESULTS.

S & O P  P R E PA R E S  V S .  S & O E  E X E C U T E S

S & O P. S & O E .
Production Levelling
Check for sourcing alternatives
Adjust capacity offering
Priortize competing demands
Planning Parameters
Allocations

Plan and keep multiple Scenarios

Production Orders / Req.
Stock Transfer Orders / Req.
Purchase Orders / Req.
Order Confirmations

Plan multiple, execute one Scenario
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USE THE SWARM
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EX AMPLE:  DEMAND PL ANNING.  

1 7
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Sales - ServiceKey-Account Demand
Planner

Supply
Planner

I know my customer 
needs this volume and 
I want to place specific 

promotions.

The Key-Accounter
always overestimate –

I make it less.

I can’t use the planners 
Input, they are always 

wrong. I trust my 
statistics.

The consolidated 
volumes are crap –

they will never happen.



EX AMPLE:  DEMAND PL ANNING.  
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Sales - ServiceKey-Account Demand
Planner

Supply
Planner

I know my customer 
needs this volume and 
I want to place specific 

promotions.

The Key-Accounter
always overestimate –

I make it less.

I can’t use the planners 
Input, they are always 

wrong. I trust my 
statistics.

The consolidated 
volumes are crap –

they will never happen.

There are many views on the same topic and all are valid!



THERE ARE GOOD REASONS TO INVOLVE.

K N O W L E D G E E X P E R I E N C E R E S P O N S I B I L I T Y U S E R  /  C U S T O M E R

› Knowledge somebody has 
because of his contacts 
and tasks.

› E.g. KAM, Customer 
Service

› Experience somebody 
gains because of his/her 
work with planning data.

› E.g. Demand Planner, 
Supply Planning 

› Responsibility somebody 
has because of his role

› E.g. Head of SC, Head of 
Sales

› Impact somebody has 
because he is a consumer 
of the planning results

› E.g. Supply Planner, 
Production Planner

1 9

| ©
 AFLEXIO

 G
ESELLSCH

AFT FÜ
R PRO

ZESS- U
N

D M
AN

AG
EM

EN
TBERATU

N
G

 M
BH

.
2023



ENJOY
CONFLICTS

3
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WHAT WE NEED TO CONSIDER WITHIN 
THE PROJECT APPROACH.

SCM

Cos t s Tu rnove r

Stock Holding

Preperation Costs

Transport Costs

Availability

Flexability

Customer Service
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S&OP = Target Conflict Moderation  



C O N S I D E R  P E O P L E .
Make a good split in interests – one 
person/departement can do this in once.

Ensure a balanced strength level and train the 
team to manage conflicts.

A D O P T  F O R M AT  A N D  TA R G E T S .
Establish formats to create a constructive 
consens and balance individual targets.

Establish well balanced sounding boards within 
the process.
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DIFFERENTIATE
TARGETS AND 

PLANNING
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Targets: e.g. Budget Planning
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Targets: e.g. Budget Planning
Planning: e.g. S&OP
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Targets: e.g. Budget Planning
Planning: e.g. S&OP

Differences are not wrong, the need action. 



PL ANNING CYCLES
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January February March April May June July August September October November December

Prep. Input for
Budget-
Planning

Cycle

Prep. Input for
Forecast 1

Prep. Input for
Forecast 3

Prep. Input for
Forecast 2
if relevant

S&OP S&OP S&OP S&OP S&OP S&OP S&OP S&OP S&OP S&OP S&OP S&OP

Budget Planning Version
- Fixed within Budget Planning - 

FC2
- Fixed within FC2 Planning - 

Budget
Comp

Budget
Comp

Budget
Comp

Budget
Comp

Budget
Comp

Budget
Comp

Budget
Comp

Budget
Comp

Budget
Comp

Budget
Comp

Budget
Comp

Budget
Comp



MAKE USE 
OF IT
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WHAT A GOOD S&OP-TOOL NEEDS
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T H I N K  A L O N G

S H O W

not infantilize

- Prepare alternative + 
create insides

not hide

- Strong Analytics and Alerts

C O N N E C T
not decouple

- One Source of truth

S U P P O R T
not interfere

- User Friendlyness



O N E  D ATA - M O D E L .
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3 0

Data Model
-

Where the 
Magic happens!

To work towards a 
common goal it needs: 

ONE data model, which 
allows DIFFERENT views!



IN A 
NUTSHELL.

1 .  S E T  T H E  F O C U S  O N  P R E P E R AT I O N .
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2 .  I N V O LV E  A L L  S TA K E H O L D E R S .

3 .  A C C E P T  T H E  U S E  O F  C O N F L I C T S .

4 .  M A K E  P L A N S  N O T  TA R G E T S .

5 .  M A K E  C O N S E Q U E N T  U S E  O F  I T.



THANK YOU.

JANA KOSKE
CEO
m:  +49 (0) 721 66 803 101
e:  jana.koske@aflexio.com

MARTIN PESCH
CEO
m:  +49 (0) 721 66 803 100
e:  martin.pesch@aflexio.com

aflexio Gesellschaft für Management- und 
Prozessberatung mbH, D-76133 Karlsruhe

Headquarter Karlsruhe  
Erzbergerstraße 113A

76133 Karlsruhe
Tel:  +49 (0) 721 66 803 000
Fax:  +49 (0) 721 66 803 700

Office Saarlouis  
Puhlstraße 1

66740 Saarlouis
Tel:  +49 (0) 6831 9389 900 
Fax:  +49 (0) 6831 9389 901 

Office Hamburg
Versmann Straße 32-34

20457 Hamburg
Tel:  +49 (0) 721 66 803 000
Fax:  +49 (0) 721 66 803 700

Martin Pesch
CEO
p: +49 (0) 721 66 803 100
e: martin.pesch@aflexio.com
l: www.linkedin.com/in/martin-pesch/
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