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This summary distils insights from a series of candid
conversations & interviews with experienced S&OP
practitioners and COOs. 

The discussions echoed their real-life experiences & decades
of collective experience across multiple different industries,
geographies, & organisations.

Our aim is simple: to provide senior leaders with practical,
experience-based reflections on why S&OP matters, what
benefits it delivers, & the common pitfalls to avoid. 

Think of this as peers sharing their hard-earned lessons over
coffee (or beer)—not a lecture, but a conversation that
invites you to reflect on your own approach to leading
S&OP.

Introduction



Sales & Operations Planning (S&OP) is often described as the
heartbeat of the business. It’s the rhythm that synchronises
commercial ambition with operational reality. At its core, S&OP is
the process that enables organisations to align demand, supply, &
financial plans. 

When it is working well, S&OP delivers strategic & operational
advantages that directly impact the bottom line.

Here are some of the benefits we highlighted & explored.

S&OP & its Benefits

Enable Profitable Growth

Improve Customer Service

Release Cash

Increase Resilience

Optimise Effectiveness

Reduce Operating Costs

Drive Accountability

Making S&OP the heartbeat
of your organisation means it
drives not just plans, but the

conversations that shape
culture



S&OP and its Benefits

Align sales forecasts with production
capacity & supply chain constraints,
ensuring growth without margin
erosion. Prioritise high-value
customers &  products to avoid
costly over-promises.

Optimised inventory reduces excess
stock & frees up liquidity for strategic
investments. 

Enable Profitable Growth
Reliable fulfilment builds trust &
strengthens market position. S&OP
creates visibility across functions, reducing
missed deliveries & improving OTIF (On
Time In Full) performance.

A robust S&OP process helps to
anticipate volatility (whether demand
spikes, supply disruptions, or
geopolitical shocks) & enables proactive
scenario planning.

Integrated planning reduces waste,
improves resource utilisation, &  aligns
capacity with demand. It shifts the
organisation from firefighting to forward
planning.

Better decisions mean fewer last-
minute, expensive, remedies like the
need for premium freight or emergency
production runs. S&OP helps avoid the
hidden costs of poor coordination.

S&OP creates a single version of the truth,
fostering collaboration between
commercial, supply chain, & finance
teams. It moves conversations from “why
didn’t you?” to “how do we?. It’s a cultural
shift that underpins sustainable
performance.

Improve Customer Service

Release Cash Increase Resilience 

Optimise Effectiveness Reduce Operating Costs

Drive Accountability



Despite its benefits, S&OP is not without its challenges. Here are
the most common, & often underestimated, pitfalls we explored:

Key Challenges in Implementing

Cultural Resistance & Silos

Data Quality & Timeliness

Leadership Engagement

Drowning in Data

Process Discipline

Short-Term Firefighting

Focus on people, not
just process;

technology won’t fix
cultural issues

You don’t buy a Ferrari
on the day you pass your

test



Perseverance
is critical

Key Challenges in Implementing

Moving from siloed thinking to cross-
functional collaboration is a behavioural
shift, not just a process change.
Commercial teams may prioritise
revenue, while operations focus on
efficiency. Without a shared language &
aligned incentives, meetings become
debating shops rather than decision-
making engines.

S&OP must be championed from the top.
When senior leaders delegate ownership
too far down, the process risks becoming
tactical rather than strategic.

Cultural Resistance & Silos
Poor data is the Achilles’ heel of S&OP.
Incomplete forecasts, outdated
inventory records, & inconsistent master
data undermine trust in the process.
Leaders are often left wondering if they
are making decisions based on facts or
personal assumptions!

Too much granularity slows progress;
too little undermines credibility. The art
lies in focusing on exceptions &
decisions that materially impact the P&L,
not drowning in data for its own sake.

Tools enable efficiency, but they do not
replace governance, accountability, &
behavioural change. Investing in software
without fixing the process fundamentals
is like buying a sports car when you’ve
never learned to drive.

Many organisations struggle to escape
the tyranny of the seemingly urgent.
S&OP fails when meetings become
forums for resolving last month’s issues
& next week’s challenges rather than
shaping next quarter’s outcomes.

Data Quality & Timeliness

Leadership Engagement Drowning in Data

Process Discipline Short-Term Firefighting



S&OP is not a silver bullet, but it is a proven framework for
enabling profitable growth & operational resilience. 
The organisations that succeed treat S&OP as a living process
with people at its heart. 

They recognise that it will evolve with market dynamics &
changing business priorities.

Have you considered how well your current approach to
planning supports profitable growth? Or whether your
operational decisions truly reflect your strategic intent? Do you
know what resilience looks like for your business in the next 12
months? 

These are the kind of questions that help to separate firms that
thrive from those that merely survive.

Final Thoughts & Reflections

If S&OP becomes the source
of truth for the whole

business, it’s no longer a
meeting it’s a mindset



Next Steps

We have developed a diagnostic tool that we use as a start point in
assessing S&OP readiness or effectiveness.

Whether you have an S&OP process that is not fully delivering or is
in the early stages of being defined, the Iter Diagnostic tool will
provide valuable insights into your S&OP Capability, specifically: 

Degree of Alignment 
Level of Commitment 
Focus & Purpose 

 
This free-to-take self-diagnostic will give 5 of your key stakeholders
the opportunity to answer a series of highly tuned yes/no questions.  
 
It will provide a holistic understanding of your S&OP across your
organisation.  
 
In short are you all on the same page or not. 

You will receive a bespoke report, with
comments & suggestions from one of
our team of experts.  
 
If you would like to talk this through with
our team, that’s all part of the service!

S T A R T
D I A G N O S T I C  

You can also book a call with us
here ⟶ Contact Us

https://www.iterconsulting.com/operations-planning-optimiser-diagnostics/
https://www.iterconsulting.com/operations-planning-optimiser-diagnostics/
https://www.iterconsulting.com/contact-us/

