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Introduction
Sales & Operations Planning (S&OP) is an integrated process that 
allows an organization to combine disparate data sources, review and 
update unconstrained demand scenarios, compare that demand to 
supply constraints, and drive to a balanced consensus demand and 
supply plan. It helps organizations accomplish all these things while 
also continuously monitoring the financial impacts of scenarios and 
final plans. S&OP has captured much attention as a result of the 
globalization of the supply chain and the dual requirements of meeting 
customer demand and providing optimal operational efficiencies. 
Traditionally, the marketing, sales, operations and finance groups 
within an organization have operated in “silos” with different goals, and 
inconsistent systems which may threaten overall enterprise objectives. 
But increasingly, companies are recognizing the need for a robust 
S&OP process that allows the various groups to jointly address 
operational issues affecting overall corporate goals.

The basic components of an S&OP process include:

•	 An integrated model that provides internal groups with both 
visibility and the ability to collaborate

•	 Quick response and delivery to customers and distributors in 
order to remain competitive

•	 Cost- and time-efficient planning for manufacturing and 
distribution operations 

•	 The ability to plan for new products, so that ever-increasing 
demand for the “latest and greatest” can be met

The IBM Cognos Sales and Operations Planning Blueprint offers 
an integrated performance management model that allows companies 
to effectively plan sales across customers, distributors or distribution 
centers, and operations across manufacturing plants down to the 
production-line level. The blueprint ensures that plans align with 
corporate goals and enables information sharing and more efficient 
analysis among the various groups.
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Overview
The IBM Cognos S&OP Blueprint provides organizations 
with a ‘quick-start’ template for success. These models give 
demand planners the ability to drive to a consensus demand 
plan, supply chain planners the capability to drive to optimized 
supply and production plans, and financial planners the ability 
to immediately review the financial impact of operational 
decisions.

The blueprint provides:

•	 Collaboration:
 – Alignment of different teams in the organization 
around a common plan

 – Streamlined reconciliation with company-wide 
strategic financial plans, managing consistency 
between top-down and bottom-up plans

 – A visual scorecard to display the status of the planning 
process, so that appropriate actions can be taken to 
complete it

 – Alerts so that approved plans are communicated to 
stakeholders, ensuring they are aware of initiatives 
that will impact S&OP

 – Integrated operational and financial planning for 
immediate insight into resource requirements and 
future consolidated business results for various 
scenarios

 – Real-time calculations of results, workflow and 
reporting to enhance collaboration and to manage 
and consolidate plans. 

 – Text annotations further improve collaboration

•	 Modeling:
 – What-if modeling — allows managers to perform 
multidimensional and multi-scenario analysis to test 
the impact of different  scenarios 

 – Methods to identify variances between different 
versions of the plan

 – Methods to identify production constraints, 
overcapacity problems, trends, anomalies, and 
opportunities, and model the effect of drivers 
against various scenarios

 – Ways to understand the impact of increased or 
decreased production volumes on inventory, revenue, 
income statement, cash flow and balance sheet. Custom 
dating capabilities with no limit on time dimensions

 – Plans by week, period, quarter, or year
 – Scalable architecture with proven deployments

•	 Ease	of	use:
 – Various systems of record to obtain both projected 
and historical volumes, as well as financial data needed 
as a starting point for the planning process

 – Plans at multiple levels (including time, product 
hierarchy, region, and production facility) with the 
ability to allocate targets for production, revenue and 
expenses from across these levels

 – Web- or Excel-based deployment of models for data 
collection and consolidation with easy version control

 – Drop-down validation lists to ensure data consistency
 – Offline capabilities

Blueprint benefits
The IBM Cognos S&OP Blueprint provides a performance 
management framework — including planning, metrics, and 
reporting — that allows the manufacturing organization to 
plan consensus demand, allocate that demand to plants, 
suppliers, and production lines, and determine where there 
may be supply constraints. These operational decisions are 
also linked to the financial and strategic goals of the 
organization. The blueprint is designed to reconcile 
company-wide strategic plans, so that all parts of the 
organization are planning with a single set of financial goals 
and business objectives.

The blueprint includes proven practices in model design 
that greatly reduce investment in implementation time 
and resources. The blueprint’s S&OP process is based on 
years of IBM experience working with customers and analysts 
to implement highly effective S&OP processes.  Using the 
predefined data model, customers can focus on applying the 
technology to solve business problems, rather than dealing 
with fundamental process analysis and technical design.



Solution Brief
IBM Business Analytics Industrial

3

Blueprint business benefits include:

•	 Improved discipline, coordination and communication 
between cross-functional teams and greater management 
control

•	 Increased customer service levels through better planned 
demand and inventory levels

•	 Increased plant productivity 
•	 Decreased inventory levels and obsolescence through better 

demand and supply balancing
•	 Decreased freight costs through better visibility to demand 

and optimization of inventory-stocking locations
•	 Better decisions with decreased time for decision making
•	 Better financial planning with decreased time to create 

financial plans
•	 Future-focused planning and decision making

IBM Cognos S&OP Blueprint process flow
As the S&OP process matures in organizations, it evolves into 
a supply chain-wide process that reconciles operational plans 
throughout relevant business operations. An effective S&OP 
process combines the initial creation of a sales and operations 
plan with a periodic executive review. The S&OP Blueprint 
provides models that enable each of these areas, as shown 
in Figure 1. 
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The IBM Cognos S&OP Planning Blueprint in Action 
The blueprint delivers value to manufacturers whose plants 
and production lines are capable of producing single or 
multiple products. It is realistic to also assume that different 
production lines are capable of producing the same product 
and that production allocation decisions are based not only on 
capacity, but also on other factors, such as geography or plant 
production costs. The models and processes described in this 
document are relevant for most manufacturers and can be 
configured to support alternative model requirements and to 
accommodate planning in any environment.

The blueprint enables a multistep implementation approach 
to driving the maturity model of S&OP:

1. Data gathering: Collects actual results; accesses 
transactions systems; provides clean, robust, meaningful 
data in a single environment.

2. Demand planning: Enables planning and consensus 
meetings; provides reconciliation between sales, marketing, 
promotions and new product introduction. The S&OP 
Blueprint is complemented by the Demand Planning 
Blueprint that facilitates detailed product-level demand 
planning by multiple dimensions such as customer, product 
hierarchies, distribution location hierarchies and channel 
by week. The Demand Planning Blueprint deploys product 
level demand planning to the appropriate level in the 
organization (salespersons, sales managers, demand 
planners, marketing planners, manufacturers’ 
representatives and category or product managers) and 
potentially to customers to plan anticipated demand for a 
region or selected channel. Planners view a current-year 
baseline statistical forecast together with the prior year’s 
forecast and actuals by product. They make adjustments to 
the forecast based on their knowledge of the market. 
Corporate planners can provide overall pricing and other 
assumptions to drive the process. Updates to the plan are 
automatically tracked by workflow. When all planners have 

submitted their plan, management can use the model to 
drive to a consensus between different demand, such as 
statistical baseline, prior-year demand, sales, demand 
planners or finance. IBM Predictive Analytics can be 
utilized to calculate and seed baseline versions.  

3. Supply Planning: The operations model provides an easily 
updated, constrained supply plan that includes production 
allocation logic, critical components material plans, cost 
plans linked to financial plans, and rough-cut capacity 
planning at the production line, plant and overall 
organization level. The model requires very little input 
from supply managers. Through centrally controlled 
assumptions, a planner can analyze and determine the 
production allocated to specific production lines and 
plants. The production allocation drives the production 
constraint calculations required to meet the demand. 
The master planner can perform multiple iterations of 
this plan to accommodate changing customer demand, 
best- and worst-case scenarios, and balance production 
throughout plants. The model also calculates production 
costs by product and by plant, so manufacturers can base 
decisions about where to produce on the most efficient 
model, balancing between operating cost and customer-
service levels.

4. Consensus Meeting: Integrates the demand and supply 
plan and provides a model to drive conflict resolution.

5. Executive Meeting: Aligns corporate goals through 
executive review, links to integrated financial plans, 
provides a review process for action items from previous 
months, reviews consensus meeting output, and analyzes 
financial, operational and strategic metrics. 

The blueprint presents information in many forms, with the 
capability to view more detailed analyses. It also includes 
up-to-date information spanning multiple transactional and 
planning systems and portals and dashboards to drive the 
decision-making and review process. 
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Business Scenario for the IBM Sales and Operations 
Planning Blueprint
The sales and operations planning workflow review (Figure 2) 
shows an example of the workflow and the ability to track the 
status of S&OP steps, with owners assigned. In the following 

example you can see that some of the tasks needed have 
been completed, but there is still some work to do on the 
production line-SKU constraint and the production 
requirements areas.

Figure 2: S&OP Workflow Review
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First, let’s make sure we have come to a consensus on demand. 
The consensus demand forecast review report shows variances 
of the selected source (1) of demand to the consensus forecast 
version. This helps to drive to a consensus. In this case, we 

can see the variances between the demand planner forecast 
and the consensus forecast but, it looks like we are in good 
alignment. But all is not perfect…

Figure 3: Consensus demand analysis
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We have some forecast accuracy problems (indicated by the 
red alerts) in the Charlotte DC. We can see there are some 
significant variances between actuals and the consensus plan. 

We need to make some adjustments to the plan to account for 
these variances.

Figure 4: Forecast Accuracy
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Let’s go to the consensus demand plan cube to make updates to 
the plan. We have the ability to slice and dice by products, DCs, 
versions, sources of demand, time and multiple measures 
(including units, average selling price, revenue, average cost, 
and gross margin). We’re provided with immediate feedback on 
our changes in the tabular and chart views. 

Figure 5: Consensus demand cube

These views also provide the ability to make changes to 
different versions for quick what-if analysis. We’ll make changes 
to the forecasted demand and then move through the balance of 
the model to determine the effects of our changes on supply.
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The finished goods inventory cube is immediately updated 
based on changes to the consensus demand plan. We can see 
there are some issues with forecasted negative inventory (1). 

We’ll have to pull production or purchase orders in several 
weeks in order to alleviate this problem. 

Figure 6: Finished goods inventory
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Any changes to the tabular views are immediately reflected in 
the dashboards and reports. In this example, we can view a 
typical demand and supply synchronization report. Other 
reports that help us in driving the S&OP process are the 

negative inventory report, plant utilization, and SKU-
production capacity report. We make further changes to 
balance demand and supply, and then use these reports to 
check for problems across all business units.

Figure 7: Demand and supply synchronization dashboard
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Figure 8: Critical components

Once we have updated the finished goods, we can see the 
impact of those changes on critical components, critical 
components bills of materials, and the critical components 

inventory. In this example we can see the impact on standard 
cost (1) of a critical component substitution (2).



Solution Brief
IBM Business Analytics Industrial

12

Figure 9: Production line assumptions

We’ve worked through the critical components; now let’s start 
checking on our ability to make the products required by the 
demand plan. These are the production-line assumptions 

which will drive the overall hours available for production at 
the line level. 
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Figure 10: Standard production allocations

We can now review and update the standard production 
allocations. We can see the products and production lines in a 
matrix with the standard allocation of product to each 

production line. We also see a real-time exception alert where 
we have allocated production and the “SKU cannot be 
produced on this line.”
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Figure 11: Production requirements

All of the demand, production orders, production allocations 
and other supply assumptions come together in the 
production requirements view. We can immediately see we 
have capacity issues that need to be addressed (1). We also 

have the ability to make changes to production assumptions 
such as adjusting scheduled production, number of days, shifts 
and hours.
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Figure 12: Plant utilization report

After making changes to the production requirements plan, 
we can review our changes and check for exceptions using 
some of the dashboards and reports we referred to earlier. In 

this case, we are using the plant utilization report showing 
details by production line and week with highlighted 
exceptions for forecasted over capacity (1).
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Figure 13: Integrated financial plan

All of our changes to demand and supply are linked to an 
integrated financial plan. In this view, we are reviewing the 
impact of our operational changes on the income statement. 

We can select to view the report from the S&OP dashboard 
showing multiple scenario versions (1).
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IBM Cognos S&OP Performance Blueprint
In addition to software solutions, IBM Business Analytics 
develops blueprints — predefined data, process and policy 
models that provide a best-practice approach. Available at 
no charge to IBM customers, IBM Cognos Performance 
Blueprints provide functionality, including dashboards, 
analytical reports and a preconfigured data model to 
facilitate rapid time-to-value in S&OP.

Designed in collaboration with industry leaders and many 
successful IBM Cognos customers, each Blueprint is designed 
for most manufacturing companies and can be configured to 
support alternative model requirements and accommodate 
planning in any environment.

Blueprints dramatically reduce the time required to deploy 
a new performance-management process by providing 
prepopulated common operational drivers and business 
structures. Manufacturers benefit from proven practices 
in model design that greatly reduce investment in 
implementation time and resources. Rather than reinventing 
the wheel on fundamental process analysis and technical 
design, companies can focus on applying technology to solve 
business problems.

About IBM Business Analytics
IBM Business Analytics software delivers data-driven insights 
that help organizations work smarter and outperform their 
peers. This comprehensive portfolio includes solutions for 
business intelligence, predictive analytics and decision 
management, performance management, and risk 
management.

Business Analytics solutions enable companies to identify and 
visualize trends and patterns in areas, such as customer 
analytics, that can have a profound effect on business 
performance. They can compare scenarios, anticipate 
potential threats and opportunities, better plan, budget and 
forecast resources, balance risks against expected returns and 
work to meet regulatory requirements. By making analytics 
widely available, organizations can align tactical and strategic 
decision-making to achieve business goals. For further 
information please visit ibm.com/business-analytics.

Request a call
To request a call or to ask a question, go to:  
ibm.com/business-analytics/contactus. An IBM representative 
will respond to your inquiry within two business days.

http://www.ibm.com/business-analytics
http://www.ibm.com/business-analytics/contactus
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