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Reinventing S&OP:
How Industry-Focused
Planning Drives Agility
and Resilience

> Spot your S&OP Gaps with a Quick Assessment inside.

crontech.com



[=] IGRON

Optimized decisions made simple

Table of Contents

Click any heading to navigate directly to that page.

Introduction 03
Common Mistakes in S&OP Processes 04
The New Era of S&OP: From Forecasting to Decision-Centric Planning 05
From Functional Metrics to a Balanced Scorecard 05
Focus on Improving Decisions Instead of Decision Support 06
Market-Driven Instead of Sales-Driven 06
Aligning Sales, Operations, and Finance in Real Time 06
Scenario Modeling and "What-If" Analysis at Scale 07
Al-Powered Dynamic Decision Support 07
Spot Your S&OP Gaps - Take this quick assessment! 08
At a Glance: S&OP in Key Industries 09
Consumer Goods 09
Industrial Manufacturing 10
Automotive & Mobility 11
Pharmaceuticals & Life Sciences 12
Chemicals 13
What's Next: 5 S&OP Trends Shaping the Future 14
Autonomous Planning with Al 14
ESG-Driven Planning Priorities 15
Demand Sensing and Short-Term Adaptability 15
Integrating Supply Chain Finance into Planning 16
Collaborative Ecosystem Planning 16
ICRON in Action: A Customer-Centric S&OP Solution 17
References 18

02 - ICRON E-book

www.icrontech.com



[=] IGRON

Optimized decisions made simple

While sales and operations planning (S&OP) The most successful organizations are
may still be effective for businesses in certain discovering that these solutions eliminate
industries and sectors, it is clear that some the noise of separate or siloed systems
organizations are in need of change. The and fragmented data, so business leaders
proof lies in the data, with only 21% of can focus on the KPIs that truly matter. By
organizations reporting “highly effective” using tools like intelligent notifications,
S&OP processes.' streamlined workflows, and automated
prioritization, they can quantify problems,
This means that more than three-quarters of rank them by business impact, and share
organizations must take action — and in doing actionable insights across the organization.

so, reimagine their approach to S&OP. They
can do so by using refined methodologies
and technologies that allow them to
effectively address limitations, approach new
challenges, and navigate sudden supply chain
disruptions.

The challenge extends beyond process
improvement. Organizations need S&OP
solutions that give them complete control over
their planning environment, and that deliver
tangible improvements in decision-making
speed, accuracy, and strategic alignment.

In this e-book, we will focus on how these S&OP platforms work, touching on:

Reasons why S&OP processes may be declining in efficacy for some organizations

How the future of successful S&OP involves a shift from forecasting to decision-centric
planning

How effective S&OP processes can drive success in key industries, including consumer goods,
industrial manufacturing, automotive, pharmaceutical, and chemical

Five trends shaping the future of S&OP strategies across industry

OO © 006

How ICRON'’s Al-driven platform can help you develop and implement an S&OP strategy that
readies your organization for the future of supply chain management

03 - ICRON E-book | Table of Contents www.icrontech.com



[=] IGRON

Optimized decisions made simple

Common Mistakes

While it might not be accurate to declare traditional S&OP an
outdated concept, there are myriad reasons for its decline in
efficacy. Often, this is precipitated by a widespread
misunderstanding of S&OP itself; it is easy —and all too common
— for companies to view it as a supply chain process, when
S&OP is in reality a comprehensive business process requiring
total organizational alignment.

Many companies also struggle with a lack of coordination
between S&OP and Sales and Operations Execution (S&OE),
which can create a dangerous gap between planning and
execution.

Issues continue when considering static, forecast-based
planning methodologies that are particularly problematic as
market volatility increases and decision windows shrink, leaving
organizations unable to effectively respond to rapid changes.

Additionally, S&OP processes and tools that focus on reporting
rather than decision-making, result in participants leaving
meetings without clear commitments that stick throughout the
entire organization. The same goes for cross-functional
alignment, which, while necessary, can prove insufficient without
processes for accountability and commitment.

Another reason for S&OP's decline is that product rationalization
tends to remain largely manual and subjective, causing
companies to maintain bloated portfolios that drain resources
while delivering minimal value.
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in S&OP Processes

Scenario planning capabilities are equally inadequate, with
teams typically exploring only a handful of predictable
scenarios rather than leveraging automation and Al to uncover
truly insightful alternatives. This limitation is compounded by a
widespread failure to incorporate formal risk and opportunity
quantification into planning processes, resulting in scenarios
that lack proper balance and context.

The most critical gap, however, is the inability of most S&OP
systems to anticipate disruptions before they cascade through
the supply chain. Without proactive disruption detection and
automated response capabilities, organizations remain
reactive. While the ability to quickly react is a positive quality, a
solely reactive approach results in higher costs and erodes
customer confidence, as service levels can become
unpredictable.

Taking things a step further, many S&OP processes still lack
customer differentiation and financial alignment. Organizations
often focus on aggregate volumes without considering how
decisions affect specific customer segments or the broader
financial impact.

As a result, high-value customers may receive the same —or
even worse —service levels as marginal accounts, undermining
profitability and strategic priorities. By integrating customer
segmentation with financial impact analysis, organizations can
align operational decisions with business value, ensuring
resources are prioritized where they drive the greatest return.

The consequence is a planning approach to S&OP that fails to
reflect business priorities, creates misalignment between
functions, and ultimately delivers suboptimal results, especially
as market conditions become more challenging.
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The New Era of S&OP: From Forecasting
to Decision-Centric Planning

Leading organizations are redefining S&OP by
shifting from a forecast-centric approach —where
plans revolve primarily around predicting future
demand — to a decision-centric model, which
emphasizes making timely, informed choices that
align operations with strategic goals.

In a forecast-centric model, success depends
heavily on the predictions’ accuracy, often leaving
businesses vulnerable when forecasts are wrong.
In contrast, a decision-centric approach equips
teams to evaluate multiple scenarios, weigh
trade-offs, and act decisively, even in the face of
uncertainty.

The result is dramatically improved
responsiveness to both short-term market
fluctuations and long-term strategic shifts.
Organizations can pivot quickly when
immediate opportunities arise while
maintaining alignment with multi-year
business objectives. This dual capability —
tactical agility combined with strategic
consistency — becomes the foundation for
sustainable competitive advantage.

This shift helps overcome the limitations of
traditional planning and creates a more agile,
outcome-driven S&OP framework. To make
this transition, organizations can focus on
several strategical aspects.

> From Functional Metrics to a Balanced Scorecard

World-class S&OP processes are abandoning
siloed functional metrics for comprehensive
performance measurement systems. The
concept of Forecast Value Added (FVA) stands
at the center of this evolution, measuring the
economic contribution of forecasting activities
rather than simple statistical precision.

This balanced scorecard approach prevents
individual functions from optimizing at the
expense of overall business performance,
encouraging the cross-functional alignment that
is necessary for any successful S&OP strategy.®
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2 Focus on Improving Decisions Instead
of Decision Support

The distinction between decision support and
decision quality is another showcase of S&OP’s
ongoing evolution. Successful and effective
processes tend to focus on what good decisions
look like?, taking into account clear
accountability, risk assessment, financial
alignment, and execution commitment.

o= NdwsL o

2 Market-Driven Instead of Sales-Driven

Moving from sales-driven to market-driven planning integrates multiple demand signals — such as
point-of-sale data, consumer sentiment, economic factors, and competitive intelligence — to create a
comprehensive view of the market. This can reduce reliance on judgement-based forecasts while enabling
more effective differentiation between customer segments, channels, and geographies.

2 Aligning Sales, Operations, and Finance
in Real Time

Modern S&OP transcends the traditional Such real-time alignment depends on shared
monthly cycle to achieve alignment across sales, visibility into KPIs, emerging trends and issues,
operations, and finance. While formal review and changing market conditions that provide
meetings still have a place, they become all functions with a single source of truth. It also
waypoints in an ongoing dialogue rather than facilitates a culture of continuous

isolated planning events. improvement, which can triple the success rate

of any business transformation.’
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> Scenario Modeling and "What-If"

Analysis at Scale

Advanced scenario modeling capabilities
distinguish modern S&OP from traditional
approaches. Rather than evaluating a handful of
manual options, leading organizations rely on
technology solutions to simultaneously explore
multiple potential futures.

This "what-if" analysis at scale — which

two-thirds of supply chain organizations are
beginning to implement alongside other
scenario planning tools® — delivers several
important advantages, such as:

Expanded exploration of possibilities

Probabilistic analysis instead of point
estimates

Comprehensive constraint modeling

Intelligent scenario comparison

ONONCENONO

Al-driven recommendations for fast
issue resolution

2 Al-Powered Dynamic Decision Support

Artificial intelligence has transformed S&OP capabilities beyond improved forecasting to include:

>

Anomaly detection

Continuously monitoring data streams
to identify emerging issues

Optimization under uncertainty

Developing robust strategies across
multiple scenarios

When implemented effectively, Al-driven S&OP
processes can lead to overall operational improvements,
such as enhanced decision-making and boosted
efficiency.’

Integrating Large Language Models (LLMs) into S&OP
platforms is another example of how Al can help reinvent
S&OP. By processing large amount of unstructured data
— like market reports, supplier communications, customer
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2> Root cause analysis

Rapidly evaluating potential causal
factors

2 Institutional learning

Capturing outcomes to continuously
improve recommendations

feedback, and regulatory updates —these tools can
ensures that otherwise-valuable insights don't get
lost in technical complexity.

LLMs also offer query capabilities, allowing users to
ask sophisticated questions like "What would
happen to our Q3 profitability if our primary supplier
in Southeast Asia experiences a 20% capacity
reduction?" and receive comprehensive, contextual
answers within seconds.
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Spot Your S&OP Gaps
- Take this quick assessment!

Question Yes No

Are your S&OP plans misaligned with day-to-day

1. . .
operational execution?
5 Is your process focused on predicting demand more than
i making informed decisions?
3 Do sales, operations & finance focus on their own metrics
i rather than aligned goals?
4 Is product rationalization still manual and subjective, with
' low-value SKUs draining resources?
5 Is it challenging to explore a broader perspective, beyond
’ a few predictable “what-if” scenarios?
6 Do high-value and marginal customers receive differing service
' levels, leading to a misalignment of resources?
> Are your responses reactive to market changes as they
} outpace your monthly planning?
3 Is your planning data scattered across disconnected systems,
i resulting in blind spots in your planning overview?
9 Do you lack a planning context because risks and
' opportunities cannot be formally assessed?
If you answered 'No' to most of the questions - If you answered 'Yes' to most of the questions - your
Congratulations! You have an effective S&OP strategy that organization is ready to re-imagine its approach to S&OP.
drives profitability and customer satisfaction. The few areas The good news? Leading companies are already working
where you answered 'Yes' are your only improvement areas. with ICRON to transform their planning processes with
You can find out more about this in the following chapters of Al-driven technology and customer-centric decision-making
this e-book. tools. Read on to learn about the impact of an effective

S&OP platform on your business.
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At a Glance: S&OP in Key Industries

S&OP implementation can vary dramatically across industries, as each face unique challenges that

require tailored approaches.

» Consumer Goods

Al-powered Sales & Operations Planning goes beyond process improvement to include:

Consumer goods manufacturers face constant
volatility from promotional activities, seasonal
fluctuations, and changing consumer preferences,
as well as challenges posed by products with
short shelf lives. S&OP tooling often fails here
due to its inability to quickly incorporate
point-of-sale data and promotional impacts. They
also tend to lack the agility necessary to respond
to real-time demand fluctuations, which can result
in misaligned inventory levels, lost sales
opportunities, and increased waste.

Y.
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Reinvented S&OP processes, however, thrive
on visibility and adaptability. Using real-time
insights across global operations, businesses
can anticipate disruptions before they occur -
especially with Al-powered, smart forecasting
that can reveal hidden patterns. Thoughtful
network design takes things further, as it helps
balance inventory management with
production efficiency.

How Al-driven S&OP Impacts
Consumer Goods businesses:

() Improved gross margins by minimizing
markdowns through accurate demand
forecasting

(¥) Reduced working capital tied up in
excess inventory

(©) Aligned promotional spend with RO
through better scenario planning

() Increased service levels without
inflating costs via smarter
replenishment

www.icrontech.com
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2 Industrial Manufacturing

Industrial manufacturers often struggle with the
contradiction of long lead times and short order
windows, as well as complex BOM and extensive
configuration or customization requirements from
customers. Conventional S&OP processes typically
separate capacity planning from customer-specific
requirements, creating service gaps.

The right S&OP solution for industrial
manufacturing will synchronize maintenance,
tooling, and production capacity constraints within
a unified planning environment. The result is
realistic order promising based on actual capacity
availability rather than theoretical lead times.

Scenario modeling also allows manufacturers to
evaluate the impact of new orders on existing
commitments, creating a dynamic balance
between capacity utilization and customer service.
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How Al-driven S&OP Impacts
Industrial Manufacturing
businesses:

() Improved on-time delivery rates to
increase customer satisfaction and
retention

() Reduce capital expenditures by
optimizing capacity utilization

(“) Decreased cost-to-serve by aligning
production with high-margin orders

(¥) A boost in revenue predictability
through accurate order promising

) »
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> Automotive & Mobility

The automotive industry's complex bill-of-materials
(BOM) structures and global supplier networks
create planning challenges that traditional systems
may not be able to adequately address. With
thousands of configurable options and multi-tiered
supplier dependencies, standard planning tools
can quickly reach their limits.

An effective S&OP solution for the automotive
industry can efficiently and quickly handle complex
product configurations and component
relationships, even with millions of variable
combinations.

Coupled with supplier collaboration capabilities
that extend visibility across the supply chain,
organizations will be able to synchronize activities
between OEMs and tiered suppliers, reducing
safety stock requirements and improving service
levels.
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How Al-driven S&OP Impacts
Automotive businesses:

(¥) Lower inventory carrying costs via
streamlined supplier collaboration

@ Reduced production downtime,
protecting revenue streams

() Improved cash flow through better
alignment of supply and demand

(¥) Optimized profit margins by
prioritizing configurations with higher
returns

www.icrontech.com
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> Pharmaceuticals & Life Sciences

Pharmaceutical companies face unique challenges
in balancing strict regulatory requirements with

commercial flexibility. Traditional S&OP processes How Al-driven S&OP Impacts Life
typically create artificial boundaries between Science businesses:

clinical and commercial supply chains, which can

cause businesses to miss valuable optimization (*) Avoiding revenue loss from stockouts
opportunities. or overproduction

() Reduced compliance costs through

Success here hinges on balancing inventory with - J
. ¥ v efficient planning

shifting demand patterns. Organizations that use
visibility provided by real-time data will gain the (©) Maximized ROI of production lines by
agility to respond to market changes while synchronizing with demand shifts

maintaining regulatory compliance.
919 i P (¥) Improved forecast accuracy to better

align commercial and clinical

By integrating production efficiency with scenario )
y 9 gp y Investments

planning, companies can prevent bottlenecks,
manage manufacturing partnerships, and build
resilient supply networks suitable for long-term

-
‘”‘@
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> Chemicals

Chemical manufacturers operate in environments

where capacity constraints, batch production, and How Al-driven S&OP Impacts
i i | . .

hazarc?lous material handling create complex Chemical Manufacturing

planning challenges. businesses:

Conventional systems typically address these

constraints in isolation. However, forward-thinking © Enhanced EBITDA by reducing waste

o . . and rework
companies in the chemical industry can integrate
sustainability goals which are especially important ) Aligned planning with profitability of
with hazardous materials — with customer-centric specific product lines

planning. They can also use Al to anticipate

. o timized batch sizes to reduce cost
demand fluctuations and supplier risks. © Optimiz

per unit
Automated production scheduling can also help (©) Improved financial forecasting
businesses adapt to complex manufacturing accuracy via integrated
processes, ensuring regulatory compliance without supply-demand planning

sacrificing operational efficiency.

13 - ICRON E-book | Table of Contents www.icrontech.com



[=] IGRON

Optimized decisions made simple

What's Next:

5 S&OP Trends Shaping the Future

As S&OP continues to accelerate alongside new technologies, business priorities, and market dynamics,
organizations are beginning to embrace several emerging trends that will allow them to gain a

competitive edge.

2 Autonomous Planning with Al

Al-powered planning systems are transitioning to
autonomous planning engines capable of making
and executing routine decisions without human
intervention.

These systems:

(¥) Continuously monitor performance
() Detect deviations from set plans

(¥) Automatically implement corrective
actions

14 - ICRON E-book | Table of Contents

By automating routine decisions, planners can
focus their expertise on strategic choices and
exception management. Organizations
adopting autonomous planning technologies
report significantly faster response times to
market changes and improved forecast
accuracy through machine learning (ML), which
can capture complex patterns that human
planners might miss.®

e
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> ESG-Driven Planning Priorities

Customers care about the world in which

organizations operate. They are judging companies

differently, and the burden is now on the
organization to prove they are taking steps toward
operating more sustainably.

However, this is not possible without the right
tooling — and is a large reason why environmental,
Social, and Governance (ESG) considerations are
becoming central planning constraints rather than
secondary factors. This includes incorporating
carbon footprint modeling, ethical sourcing

verification, and regulatory compliance tracking
— all implemented alongside traditional metrics.

This approach entirely refocuses ESG from a
reporting exercise to a fundamental aspect of
planning that shapes corporate S&OP strategy.
As regulatory requirements around
sustainability continue to expand, organizations
with ESG-integrated planning processes gain
significant advantages in compliance efficiency
and market positioning.

2> Demand Sensing and Short-Term Adaptability

Because a monthly planning cadence is giving way
to continuous sensing and tools for real-time
response, advanced demand-sensing technologies
can use the following to provide early warning of
changes to demand patterns:

(+) Social media analytics
() Point-of-sale data
(“) Weather forecasts

(¥) Competitive intelligence
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This continuous flow of market signals enables
adjustments to plans without disrupting overall
execution frameworks. Combined with Al and
ML, data streams will continue to create
self-adjusting demand models that outperform
traditional statistical approaches to forecasting.
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2 Integrating Supply Chain Finance into Planning

Financial and operational planning integration is All told, we are witnessing S&OP change

moving beyond simple profit modeling to from a sequential to an integrated planning

incorporate: process across traditionally separate
domains.

(¥) Working capital optimization
@ Payment term management

) Inventory financing strategies

> Collaborative Ecosystem Planning

Organizations are replacing point-to-point supplier
and customer collaboration with integrated planning
platforms that create visibility and coordination
across multiple tiers of supply and distribution
networks.

This is accomplished by sharing
the following with ecosystem
partners:

(¥) Forecasts
@ Constraints
(¥) Scenarios

The result is an increasingly optimized network that
benefits all participants.
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ICRON in Action:

A Customer-Centric S&OP Solution

ICRON's S&OP solution addresses distinct, industry-specific

needs with purpose-built capabilities that can reimagine
how organizations align and make decisions across
functions, time zones, and ecosystem partners.

ICRON's platform eliminates the frustration of managing
multiple disconnected systems by providing a unified
configuration that brings all critical planning elements
together. This comprehensive approach eliminates
workarounds, reduces data inconsistencies, and ensures

that every decision is made with complete visibility into its

implications across the entire organization.

To do so, ICRON'’s S&OP solution hinges on:

> Customer centricity

ICRON also offers customer differentiation
capabilities that allow organizations to automatically
segment customers based on value, behavior, and
strategic importance. Such a granular approach
drives higher customer satisfaction by ensuring that
service levels, inventory allocation, and resource
prioritization align with each customer's actual
business value. High-value customers receive
premium service while maintaining cost-effective
operations across the entire customer base.

> Dynamic global pegging » Embedded analytics

Prioritizes customer needs in
planning decisions, driving
loyalty and enhancing

competitive market positioning.

Risk management

Identifies potential disruptions
before they impact business
operations

(“) 30% decrease in inventory levels

() 50% increase in OTIF delivery

performance

(¥) 50% increase capacity utilization

(v) S&OP preparation in minutes rather

than days
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Connects demand to supply
across complex networks for
clearer visibility and efficient
inventory management

Sustainability

Balances environmental
responsibility with business
objectives

Integrates real-time data
analysis within workflows, so
you can make faster, more
informed decisions

Adaptive scenario
planning

Simulates multiple future
potentialities to prepare for
market changes

Ready to create a resilient supply chain that
can quickly adjust to new challenges? ICRON
leverages real-time data for seamless
communication across departments, while
maintaining your customers as the focus of

every decision.

Book a 15-min Strategy Call Now

www.icrontech.com
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