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Agenda

• PAS introduction

• Planning at PAS prior to IBM Cognos 8 Planning

• Business needs, project objectives

• Project operation – summary of the project

• Planning solutions for PAS’ business needs

• Key success factors

• Post go-live experiences



PepsiAmericas

• PepsiAmericas, with $4.9 billion in revenues, is the world’s 
second-largest manufacturer, seller and distributor of PepsiCo 
beverages and snacks with operations mainly in the U.S. and 
Central and Eastern Europe (CEE). 

• We have operations in CEE including Romania, Poland, 
Ukraine, Hungary, the Czech Republic and Slovakia. 

• CEE headquarter is in Budapest.

• Key figures of PepsiAmericas CEE
– Net Sales in 2008: $1.2bn

– 7600 employee

– 13 production facilities

– 45 distribution facilities
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Planning at PAS prior to IBM Cognos 8 
Planning
• Different local planning systems

– Microsoft Excel

– Microsoft Access

– Oracle Financial Analyzer (OFA)

– Oracle Hyperion

• Different planning methods & calculations in the countries.

• Local product codes.

• Countries sent plans in Excel to the HQ, then these were 
consolidated manually by HQ Planning Team.

• Communication in email and phone.

• Lack of an organized workflow.



Business needs, project objectives

• Automate information flow and consolidations

• Minimize time to roll up data 

• Simplify and standardize planning process

• Better leverage benchmark analysis

• Provide visibility and eliminate inconsistencies in calculations

• Eliminate calculation and report duplications

• Maximize time on analyzing information
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Project operation
• Project organization

– Project management provided by PAS IT.

– Business function (PAS FP&A Team) owned the definitions.

– Workgroups for each thread (Revenue, COGS, P&L) led by one Subject Matter 
Expert and included Planners from all countries.

– PAS IT contributed to the development and provided co-ordination between 
vendor and PAS FP&A Team.

– Axis led system design, development and conducted trainings.

• Timeline 2009 Mar - Aug

– 2 months project preparation (Scoping, Contract, CAPEX)

– 2 months requirement analysis, system design, prototyping

– 5 weeks development

– 1 week training

– 3 weeks testing
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The delivered solution
• We are using the following Planning applications

– Contributor – used for data entry, data storage and consolidation

– Ca. 30 interlinked Contributor applications developed

– Manager – used by administrators to maintain the major dimensions

– Analyst – used for modeling purposes only, no data entry and storage; 
administrators change calculations, add new measures in this tool

• Users
– 6 countries, 2 sub-regions, total CEE level

– 20+ Contributor users

– 1 Analyst/Manager user per country and 2 Analyst/Manager users in the HQ
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The delivered solution

• Areas covered
– Sales and production volume

– Gross revenue & discounts

– Raw material spending & COGS

– Other cost allocation – Marketing, Production related

– Consolidation to Gross Margin; P&L

• Main dimensions
– Common product dimension created with 1500 items

– Common raw material dimension created with 350 items

– 2 reporting currencies and many purchasing currencies implemented
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Consolidation
• Automatic aggregation among 

the organizational hierarchy 
within one application -> as soon 
as a country saves the plan, the 
numbers are aggregated to CEE 
without any development needs

• Common master data -> easy 
aggregation to CEE level because 
countries are using the same 
planning tables

• Aggregation from the detailed 
plan to the corporate P&L -> end 
users run or schedule links that 
aggregate detailed data to P&L 
level
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Workflow
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• Traffic lights show the 
status of the plan; 
reviewers see status signs 
like ‘Not Started’, ‘Work in 
progress’, ‘Locked’

• When a country has 
finished with the plan of a 
certain area, submits it to a 
higher level. Reviewers can 
then reject or submit it 
forward.



Importing Excel data
• Links are defined by end users

• Links can be saved into xml format 
and shared with other users

• Different users may use different 
templates for the same target table in 
Contributor

• Quick import process – links run in a 
few seconds from a text file and in a 
few ten seconds from an excel file
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Standardization vs. Flexible planning 
methods - Standardization
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• Users may change their view but 
not the structure and calculation 
formulas

• Common financial measures and 
calculations have been created 
for the countries; only HQ 
administrators are able to change 
these

• HQ enters the exchange rates, 
and controls values for volume 
conversion rates

• Only the HQ is allowed to create 
new product items and so the 
dimension remains unified

• Countries became comparable 
thanks to the common measures 
and common master data



Standardization vs. Flexible planning 
methods - Flexibility

• Bottom-up <-> Top-down planning within one sheet

• Planning based on forecasts <-> Planning ‘from scratch’

• Planning based on last years’ data (ratios)

• Write – Read – Hidden rights by cells -> countries may see 
different cells
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Administration
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• IBM Cognos Planning Manager 
screens have been designed for 
updating key dimensions like 
products, raw materials.

• Major dimensions have to be 
maintained in a single excel file.

• Most application administration 
tasks are performed by the HQ 
Planner Administrator.

• IT support only necessary for 
operating the IT environment, 
setting the user rights and fixing 
problems.

• Administrators are working in 
the development version of 
the database and the system 
is updated during the nights 
by scheduled jobs.



Key success factors
• Realistic scope at the beginning

– Focusing on the critical/high-impact business areas. (i.e.: raw material prices).

– Non-critical elements still planned in Excel, then loaded to the system to provide P&L.

• Continuous fight against scope creep.

• Relentless focus on the project deadline.

• Allowed enough time for system design and prototyping.

• Subject Matter Experts were assigned to the project, gained knowledge and 
are able to provide 1st level support for the FP&A Team.

• One voice from PAS to Axis. Solved division VS HQ issues and divisional 
differences before we turned to Axis.

• Extended “road show” training to engage all users in the new system and 
process.
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Post go-live experiences

16

• Some countries have not worked in a complex planning 
system before. It results in longer learning curve but with 
open and positive approach.

• Co-ordination is even more important in a centrally 
orchestrated planning process.

• Support workload
– PAS: 60% of 1 HQ Planner during AOP process.

– PAS: 70% of 1 IT Application Analyst in the first month…

– … dropped to 10% by now.

– Axis: 4 man-days in the first month… dropped to 0-1 by now.



Q&A
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