
Oliver Wight Asia Pacific - Customer Profile www.oliverwight.com

An ‘A-mazing’ journey 
A large food company has undergone an ‘A-mazing journey’ 
to transform itself into a market leader in its industry. As a 
result of an Oliver Wight change management programme 
supported by the implementation of Integrated Tactical 
Planning and Integrated Business Planning the company 
is leading the way in supplying food products to the Asian 
market. By overturning a declining market share and 
poor team morale, not only has the organisation seen its 
revenues rise significantly, but also the productivity of its 
people has been truly transformational. Forecast bias has 
been eliminated, demand plan accuracy has improved 
by 100 per cent, DIFOT is sustainable at 95 per cent and 
inventory costs have been slashed by US$4.3million.  
All of which has been recognised in its award of the 
Oliver Wight ‘Class A Foundation acknowledgement for 
Integrated Business Planning’. 

Food Manufacturer 
in Asia   Class A Foundation acknowledgement

   Inventory costs cut by US$4.3million

  Returns reduced by US$723K

  Demand plan accuracy improved by 100%

   Number one product in the market

Benefits at a glance
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History 

Since the business was established over 35 years ago, it has 
been focusing on providing highly nutritious foods to both the 
consumer market and food service sector. 

With all manufacturing previously undertaken in one 
region, the business saw an opportunity to invest in its first 
manufacturing site in Asia.  The location was a strategic choice 
to utilise the area’s dry port and ensure operations were 
located in one area, which in turn would help drive logistical 
efficiencies. This allowed the company to meet the demand for 
its products, which it forecast to increase by five per cent per 
annum. Today, the site delivers over 85,000 packs of one of its 
products per year to more than 60,000 retail outlets catering 
for the region’s increasing demand. However, in getting to this 
stage the organisation had to overcome some hurdles. 

Problems

With its sparkling new manufacturing site, the company was 
expected to grow quickly and there was enormous top-down 
pressure from Senior Regional and Global Management for the 
team to meet expectations. 

However, while the market was buoyant in Asia and the 
company’s overall performance compared to the rest of the 
region wasn’t bad, the organisation was struggling to achieve 
its targets and couldn’t optimise opportunities.

Promotions were not working, and there were often multiple 
SKUs on promotion in stores at the same time. There were also 
too many discounts because marketing activity was planned in 
silos, and without support from sales. The lack of integration 
meant the organisation was not working in harmony.  As a 
consequence, team morale was at an all-time low. People were 
dispirited because they worked so hard, but the results never 
matched expectations. 

Added to this was a high level of forecast bias which was 
significantly impacting both the supply chain and stock 
levels. Inaccuracies with forecasting meant that when 
demand dropped, the company was promoting products that 
consumers were not buying, leaving them with too much stock 
and high returns. This ultimately led to sales being below 
forecast for 30 consecutive months and a diminished market 
share. It also didn’t help that one of its leading products was 
not positioned well in retail outlets. Rather than being at 
eye-level on shelves, it was moved lower down in favour of its 
competitors’ products.

The company was under-performing and falling behind its 
competitors, which was partly down to the lack of new product 
development making it to launch stage. Its competitors 
were talking about it with their suppliers, who were also 
their suppliers. This had a knock-on effect on the company’s 
credibility with its suppliers which wasn’t healthy for 
the business.  

There was also an impact on staffing and recruitment. With its 
own people unhappy and frustrated, the company was finding 
it difficult to keep staff as well as attract new employees. 
They were good people but the way the company worked 
impacted their happiness. It was very hard to get talent into the 
organisation and because the country was growing, it was also 
easy for people to leave for another job. Consequently, staff 
turnover was high with retention no more than a year.

‘A-mazing’ journey 

Fortunately, there was a solution on the way with a 
transformation programme set to start with Oliver Wight. The 
intent of the programme was to achieve a consistent approach 
to business management through the deployment of Integrated 
Business Planning and Integrated Tactical Planning processes. 

The aims were clear; 1) to ensure the company’s processes were 
well defined and delivering results and 2) to prove the new 
ways of working were sustainable. Thereafter an accreditation 
process was to be put in place to ensure processes matured and 
were maintained at the Oliver Wight Class A, standard. Thus, the 
company began its self-styled A-mazing Journey. 

The project started, with a diagnostic of the business by Oliver 
Wight to evaluate the challenges and recommend the best 
course of action. A significant issue was that the most important 

ingredient for a change management programme was missing; 
that is to say a full complement of lead-team members, a 
situation that was to continue throughout the programme. 
Nonetheless the first workshops and education were scheduled, 
as the search for new lead- team members continued (most 
notably a Marketing Director and Sales Director). The initial 
focus was to get the company’s Integrated Tactical Planning 
process up and running as quickly as possible to establish 
stability in the short-term and improve the integrity of the 
demand plan. This was split into two parts, beginning with the 
business servicing the consumer side followed by servicing the 
food service (or catering) channel.

Rod Hozack, Partner at Oliver Wight, says the company was 
highly innovative in its design and evolution of Integrated 
Tactical Planning: “There was a clear financial focus to 
ensure any changes were assessed for their impact on profit 
projections, and the required behaviours were embedded from 
the outset,” he says. Once the process had settled in, ownership 
was accepted by the sales and marketing lead team members 
and the results started to come. With a weekly rhythm, the 
Integrated Tactical Planning process improved very quickly 
operating at a high level of integrity. 

However, the demand planning area had a much slower uptake. 
Eliminating bias was the biggest challenge; no easy task, given 
years of embedded behaviour to turnaround. “It didn’t help 
that there were four Sales Directors across the lifetime of the 
programme, and the Marketing Director didn’t come on board 
until almost a year after it started,” states Hozack. 

“The number of iterations to get the demand planning and 
forecasting process working well was a big challenge,” he 
says. “The key issues were a prevailing short-term focus 
and the knee-jerk reaction to being behind their corporate 
commitment. Initially, this drove people to take short cuts 
rather than spending time on the underlying assumptions 
to fully understand the key drivers of the demand plan. For 
example, there was so much disagreement in just being able to 
align on a baseline forecast, before adding promotional uplift, 
that the Demand Review often took all day and spilled over 
into the next day, and most of the discussion was about the 
numbers, not the thinking behind the numbers.” 

The reliance on Excel spreadsheets was a further barrier to 
improvement. Too much time was being spent on manual 
manipulation of the data, with a lack of real understanding 
on what the data was telling the team. Using Excel was labour 
intensive and prone to human error taking up to three days to 
prepare a forecast for meetings. 
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1.  Top-down pressure to meet strategic growth  
challenges

2.  Chronic forecast bias with monthly sales below  
forecast for 30 consecutive months

3. �New�lead-team�members�and�continued�staff�
turnover�for�the�first�year�of�the�programme

4.  Long lead times and uncertain delivery performance
5.  Volatility of price in a commodity; pre-IBP decisions 

resulted in too much inventory at an unacceptably 
high cost

Top five company challenges
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Oliver Wight insisted that for the company’s demand planning 
process to be sustainable, dedicated demand planning 
software was essential to support the process. The organisation 
implemented Anaplan 18 months into the programme and it 
proved a turning point. 

“The software was a very good tool for the company and it 
changed the way they did forecasting,” says Hozack. “The 
sales and marketing teams love it. What would take four hours 
using spreadsheets, takes just seconds. It allows them to look 
at forecasts for different areas and work from a single set of 
numbers. By automating manual processes, it has helped them 
reclaim their time so that the demand planner, for example, 
can do further analytical work to help facilitate the company’s 
overall planning.” 

However, there was an even more significant breakthrough. 
It came when the supply team, decided to reach out to 
assist other areas of the company, including the demand 
management team. This was particularly evident at the time 
when the Managing Director position had been vacant for 
around eight months. Hozack himself was both surprised and 
delighted, “It was a demonstration of true cross-functional 
team work and a shared vision.” 

He explains, ““It demonstrated that the team had reached a 
maturity level well beyond their starting point. Supply usually 
makes a head start in programmes like this and they reached 

their minimum 95 per cent DIFOT at first promise very quickly. 
However, assistance is a two-way street, so you have to have 
people willing to give assistance, but you also have to have 
people willing to accept assistance. Often organisations’ have 
turf wars that impede working together effectively, but the 
culture of the company had already sufficiently developed to 
embrace collaboration despite the old, deeply embedded ways 
of working. It was impressive.” 

This collaboration was a pivotal moment in the organisation’s 
journey to sustainable performance. The change process had 
engendered a resilience that doesn’t usually materialise until 
further along in the deployment. Although there were several 
new lead-team members and staff turnover continued for 
another year after the programme commenced, the process 
of induction and familiarisation with the business’ Integrated 
Business Planning and Integrated Tactical Planning processes, 
was rigorously applied to anyone new to the business, including 
its Managing Directors. As a consequence, improvement 
continued to flourish. 

The stated intent of the Integrated Business Planning 
implementation itself was to focus on EBIT, increasing the visibility 
of financial projections as well as the company’s traditional 
volume focus. In the area of demand Integrated Business Planning 
aligned sales planning and delivery with marketing strategy, 
supported by a robust set of assumptions for understanding 
the underlying drivers of the demand plan. With the software 

providing analytics, insights and simulation capability, the 
company now has a genuinely unconstrained demand plan, with 
visibility of both the constrained and unconstrained times where 
extended supply constraints were known. 

A-mazing outcomes’

It took a further 20 months before the holy grail of forecast bias 
was brought under control but it now operates at +/- 2 per cent 
compared to 20 per cent before the programme began, which 
Hozack says, was: “The most outstanding process result of all.” 

The company fundamentally changed the way it forecasts, 
moving from challenging the numbers to challenging the 
assumptions around the numbers. “It has a list of assumptions 
for each stream of the Integrated Business Planning process and 
measures their accuracy,” explains Hozack. “If the actuals for 
the month show big gaps against the plan, there is always an 
analysis prepared and if an assumption change is required, the 
plans will change. Assumptions lead the numbers; not the other 
way around.”

Previously everyone had their own definition of the baseline 
forecast, even dismissing highly-qualified statisticians’ 
recommendations. By working from one set of numbers and 
one system, their demand planning improved as well as the 
company’s predictions for the impact on profit. Consequently, 

forecast accuracy improved from just 40 per cent prior to the 
change management programme, to 80 per cent. 

Ultimately, Integrated Business Planning means there is only 
one set of numbers that the entire organisation is chasing and 
everyone knows exactly what their role is to achieve them.

Regardless of the key personnel missing during the Integrated 
Business Planning programme, the team proved it could 
adapt and embrace the challenges.  The biggest change 
since implementation of Integrated Business Planning was 
unquestionably the behaviour of its people.  “The number one 
enabler of Integrated Business Planning is people and without 
them coming on board, it was unlikely the company would 
change. Before the programme, the company’s people were not 
happy, but now they are,” states Hozack. 

People plans are now integrated into Integrated Business 
Planning and this is evident in the results of the company’s 
internal climate survey, undertaken two years after the 
programme began. It shows key improvements compared to 
results from the previous year. The workforce is invited to score 
key attributes of the organisation from one to five. Overall 
satisfaction is now 4.2 out of 5, that’s a 0.5 improvement on the 
previous year. Staff retention has also improved significantly. 
Before, around one per cent of staff were resigning each month, 
but now it is only one per cent every six months. This has seen 
recruitment costs reduced by US$26K (23.7%). 
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“ The number one enabler of 
Integrated Business Planning is 
people and without them coming 
on board, it was unlikely the 
company would change. Before 
the programme, the company’s 
people were not happy, but now 
they are.” 
Rod Hozack - Partner at Oliver Wight



Oliver Wight Asia Pacific - Customer Profile Oliver Wight Asia Pacific - Customer Profile www.oliverwight.com www.oliverwight.com

This new found positivity and commitment to success, is the net 
effect of the changes during the progression of the Integrated 
Business Planning implementation, typified by the reduction 
in time people spend in meetings. Before Integrated Business 
Planning, forecast meetings would extend over three days, 
now it’s under 90 minutes. Staff now go to meetings prepared 
and instead of only talking about what is happening in the next 
month, they look ahead over the coming year and 24 months 
which is really positive.  

Annual budgeting has also become much easier, with the 
budgeting process itself becoming a snapshot of the latest
Integrated Business Planning cycle. Hozack explains, “It is 
common in organisations not doing Integrated Business 
Planning, that budgeting is a separate process, but since the 
company is planning over 24 months and reviewing it properly, 
there is no need for budgeting. The budget is coming from 
Integrated Business Planning.” 

With processes and company culture transformed, the 
organisation has also stepped up its development of new 
products and has already launched three NPDs in the first half of 
its financial year. It has plans to launch another two in the year. 

Even more remarkable is that one of its products has become 
number one in the market with shares rising from 54 per cent 
to 60 per cent. Plus, it is now a market challenger with another 
product. Its positioning in retail outlets has also literally reached 

new heights, with its products back in prime position at eye-level 
on shelves. 

The contributing efforts of the company’s journey and notable 
changes has meant that its financial outcomes have been 
impressive. A declining market share and downward revenue 
trend over the previous couple of years have been reversed, 
with revenue showing an eight per cent increase year-on-year. 
Inventory has been cut by US$4.3m and returns have decreased 
by US$723K (Figure 1). 

Having delivered on Oliver Wight’s transformation philosophies 
of people, processes and tools and demonstrating results 
and sustainable performance, the company has received 
recognition of its achievements - Class A Foundation Integrated 
Business Planning Acknowledgement. “The Integrated Business 

Planning process is a systematic way of managing a business 
and the Foundation Acknowledgement affirms that not only 
does the company have this embedded, but more importantly, 
it will continue to deliver value for the foreseeable future,” 
states Hozack. 

Future outlook 

Today, things are different to how the company was when it 
began its transformation three years ago. It now maintains a 
position as market leader with plans to deliver and improve 
for the foreseeable future in place. The company is now keenly 
focused on strategy, looking at new initiatives and how to make 
them happen. This includes a continued focus on profitability 
and a broadening use of technology to further free people’s time 
and support the company’s Integrated Tactical Planning and 
Integrated Business Planning processes. 

The organisation is now aiming at the next level of accreditation 
for the full Class A certification which it hopes to receive by the 
end of the year. “We have already scheduled a follow-up review 
in November to see how far they have come in terms of its 
process maturity towards Class A,” says Hozack. 

 “The Integrated Business Planning journey has truly been a 
transformative one. Not only has it added a common framework, 
language and cadence across the business unit, but it has 
transformed those who are part of the process. They have 

become confident business owners who know what it takes to 
make things happen, challenge themselves and others to do 
what’s right and work together to deliver results. It has been an 
absolute joy to watch the business learn and grow throughout the 
journey of implementation and accreditation,” concludes Hozack.
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‘000 USD Annual Improvement 
Revenue (total)  +8%

Returned Goods Costs Decreased by US$723K (20%)

Distribution Costs Decreased by US$577k

Inventory Reduction One-time inventory 
reductions US$4.3m

Out-of-stock impact of 
improved customer delivery 
performance

Value of improved customer 
delivery performance 
US$169k

Figure 1 - Financial results

“ The Integrated Business Planning 
process is a systematic way of 
managing a business and the 
foundation acknowledgement 
affirms that not only does the 
company have this embedded, 
but more importantly, it will 
continue to deliver value for the 
foreseeable future.” 
Rod Hozack - Partner at Oliver Wight
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Oliver Wight Asia Pacific
118/3 Male Street, Brighton, Victoria 3186, Australia

T: +61 (0)3 9596-5830
F: +61 (0)3 9596-5840
email@oliverwight.com

www.oliverwight.com

Oliver Wight EAME

The Willows, The Steadings Business Centre
Maisemore, Gloucester GL2 8EY, UK

Oliver Wight Americas

P.O. Box 368, 292 Main Street
New London, NH 03257, USA

When you talk to Oliver Wight about improving your business, we’ll assume you want results, not just better 
processes - things like increased revenues and margins and greater market share. If you have the ambition, 
it is possible to make improvements that truly transform the performance of your organization and create 
more fulfilling roles for the people within it. We believe this can only be delivered by your own people. So, 
unlike other consultancy firms, we transfer our knowledge to you; knowledge that comes from nearly 50 
years of working with some of the world’s best-known companies. 


