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In the previous three parts of this white paper series we spent
some time discussing concepts that underpin the Portfolio
Review. We also deep-dived into the ongoing shaping of an
organization’s portfolio and more specifically innovation strategy
and management.

Now, in this final part, we will focus on why brand growth principles and marketing
campaigns (whether they be consumer or customer-centric) need to be integrated and
managed through the portfolio steps of Integrated Business Planning (IBP).

In aid of this we need to think about the right Key Performance Indicators (KPIs) and
how we set up a decision-making matrix (RACI) that both helps us identify owners of
measures and define who is the ultimate decision maker in our portfolio IBP process.
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Broad principles

A large number of organizations spend a considerable part of their marketing budgets on
building plans to make their products and brands both easy to think of and easy to find. The
Ehrenberg-Bass Institute for Marketing Science talks to this in the form of mental and physical
availability and the role these have in improving brand penetration. The Portfolio Review in the
IBP cycle plays a key role in ensuring these plans stay in synergy and are delivering the right
return for the organization. IBP ensures they are integrated effectively in the business plan and

are feasible.

The output of the Portfolio step of IBP should
provide the clear assumptions that sit behind
these campaigns and galvanize any broader
action to ensure brilliant execution, as well

as ensure the demand plan is shaped in
accordance with the assumptions, or any
misalignment is aired and resolved. To aid
this we need clear accountability to enable
decisions to be made both in design and
implementation.

Across the commercial team (broadly the
sales and marketing organization) we need
to ensure we are working together to build
plans that facilitate the growth of brands

and products (within the broader portfolio),
achieve the triple win (customer/consumer/
company), and ultimately deliver the strategy.
Ultimately we are driving for plans that deliver
a healthy portfolio. As the Ehrenberg-Bass
Institute for Marketing state this is both
driving mental availability or salience (i.e.
establishing the memory structures that
mean brands are thought of at the moment
of purchase) and physical availability (making
products and brands easy to buy by being
both available, easy to find, and accessible).
IBP provides the framework to enable and
evaluate these plans, react to any course
correction needed, and will ultimately drive
for far better execution.

Newspaper

Billboard Magazine

Advertising

Social
Media
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From a marketing perspective in a complex FMCG/CPG organization, the brand or
category reviews can look at key elements of planning and evaluating the campaigns.
These are then brought together at the Portfolio Review where they are evaluated at total
portfolio level to see if they are delivering the overall expected impact and working in
synergy with each other. This enables the organization to ensure resources and priorities
are balanced across different categories or markets, and then ultimately confirm that they
are deploying the portfolio strategy.

Building in evaluation and a broader continuous improvement mindset should also be used
as a key driver to shape future plans. The Portfolio Review should ensure the marketing
ecosystem is learning across all of its component parts.

As a key output of the Portfolio step (supported by systems or key documents) the
optimized signed-off portfolio plan can then be passed around the IBP cycle in the form

of a portfolio master plan (covering key product introductions and delists), and a Through-
the-line activity calendar (covering any Above-the-line (ATL)/Below-the-line (BTL) for key
customer, consumer or buyer campaigns), to ensure the assumptions and any ongoing
changes remain visible. Any misalignment to these assumptions can then be addressed to
build consensus and keep the business orientated to one plan and one set of numbers.

Example of a portfolio master plan
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How 1o Use clear decision-
Making rights to enable
ne process

As an key enabler for reaching consensus on portfolio plans we must make sure we have
defined the right decision-making rights and accountability across the Commercial Team.
This can be established by looking at the type of decision and the value, the risk profile or
investment associated with the decision. As a key principle we are looking to decompress
an organization with IBP so where possible we should aim to push decision-making
further down the organization to empower and liberate the business.

One way of framing the type of decision is to frame it against the ‘5 Ps’ of marketing.
For example:

Product: who in the organization
has the decision-making rights

to introduce a new product to or
remove an existing product from
the marketplace? How and where
are prioritization calls made on what
products to develop or launch or
re-engineer?

Price: who in the organization has
the decision-making rights to set or
recommend the optimum consumer/
customer price for our portfolio or
products and what does this look like
for different RTM structures (B2C/B2B
etc)? When do these need to change
e.g. due to inflationary pressure, who
is the ultimate decision-maker on
price and promotional intensity? Who
establishes how the available profit
pool is split and how is this applied
across a wide range of products?

3 Place: who in the organization has

the decision-making rights to set and
change where the brands and products
should be placed and sold - in which
markets, geographies, and channels,
and to which customers?

Promotion: who in the organization
has the responsibility to build and
execute the through-the-line / ATL /
BTL campaigns and depending on
investment at what level is this signed
off? Who signs off what the split should
be by brand or product?

People: who in the organization has

the decision-making rights to shape the
team delivering the plans and/or service
or identify, and build gaps in the team’s
capability needed to sell a new product?
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By establishing, recording, and communicating who the key decision maker is against key
criteria, organizations can not only speed up decision-making but also liberate teams of people
to focus on their part of delivering the plan. We commonly observe decisions either going round
and round or being unpicked where this is not clear.

A specific challenge we encounter is the lack of clarity between sales and marketing,
concerning who owns either the demand plan over multiple years or the building blocks
underpinning this plan expressed as assumptions. Is it essential this is clearly understood to
enable both accountability and positive challenge. Accountability depends on the industry and
organizational design but often we would find Product in the Portfolio Review and Price, Place,
Promotion, and People in the Demand Review.

Some of these facets can be seen in how we depict our commercial backbone below:

The commercial backbone

Market / Portfolio /
Brand strategy

Commercial objectives

Assumptions/ & segmentation Analytics and
parameters modeling

Portfolio
optimization
Targeted

commercial Targeted marketing

activity & sales planning Portfolio

Segmented demand planning
planning

Place

) Product
Promotion ,
People N Sales activity ¥
planning
Demand
execution

Deploying the
commerial go to
market strategy
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The importance of
building the right KPIs to
ensure brand health and
strategy deployment

The health of brands, products, and the broader portfolio can be looked at through a
number of input and output metrics and these should be reviewed as part of the IBP
Portfolio step in brand/category and ultimately the Portfolio Review.

The aim should be to drive down to the ones that really impact performance because too
many will drain energy from the organization as they try and stay on top of multiple data
sources and changes. The “Key” in KPI is there for a reason!

We have already discussed in the previous papers some of the topics we would want to
view through KPIs such as:

e Vitality index e.g. the percentage e Pack & price architecture
of business delivered through and key category metrics
innovation. such as “incrementality” and

“substitutability”
e Health of the Stage & Gate funnel e.g.

project match to filter, attrition rates, e Copy effectiveness/distinctiveness
business case accuracy. —-media and marketing spend needs
to have a rate of return and in the
landscape of a complex portfolio,
distinctive assets can ensure brands

e Market penetration and some of stand out in the marketplace.
the critical building blocks such as
mental market share, and physical
availability measures such as
distribution.

¢ Product Quadrant Analysis model
e.g. ‘Blockbuster’ conversion targets.

One of the core enablers for business and brand growth is driven by an effective and
distinctive visual identity which can be effectively measured by dedicated KPIs reviewed
in the Portfolio Review.
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Example portfolio performance indicators

0‘ e
Lo

e Existing portfolio performance e % ideas that reach market

e Milestones on time % (attraction)

H o,
e Gates on time (including data * Innovation as % of sales

fully ready) e Portfolio complexity
e Lunchontime % e Funnel health & fit to strategy
e Business case bias ® Net promoter score
e Time to market (duration) & time e New products % sales

to profit

Brands and products are often substitutable and unless there is a clear distinctive pillar and
effective media strategy to drive salience and keep high awareness of the brand and product,
a brand can erode equity and relevance. This has a direct correlation to the advertising spend
as part of the profit calculation. An effective brand identity with distinctiveness drives sales

— distinctiveness helps the brands to stand out throughout the entire product chain (from
customer to consumer).
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From a broad brand and portfolio health perspective, the objective of growing/maintaining
household or customer penetration is a clear output KPI that should be considered. To
support this, we need to understand the key input metrics that drive this output metric. As
already discussed and as the Ehrenberg-Bass Institute have demonstrated with evidence
based marketing, many organizations frame these around those that drive mental and physical
availability. Whereas we should also spend some time thinking about which meeting in the IBP
cycle these sit against, who is both accountable to provide the input and who takes the action
when they are off track.

Where organizations use external agency partners and media agencies there is an opportunity
to ensure they both understand IBP and are clear on how the information and content they
create is used through the process. For example, ensuring they support IBP by bringing key
campaign assumptions and measures as a key input into brand reviews and aggregating to the
Portfolio Review at a portfolio level.

The success of brand and broader portfolio KPIs in IBP relies heavily on the accuracy and
validity of the assumptions we make about market dynamics, consumer behavior, and
economic factors. Ultimately how we use the process to drive continuous improvement when
looking at both KPIs and assumptions will be critical for improving the health of portfolios and
brands to deliver the broader business strategy.
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Our marketplaces are changing at a pace
never before experienced and as the
boundary between sales and marketing
channels blur, and elements like “live
commerce” continue to appear, we will
need to think differently about how we have
historically built and executed plans.

Customers, consumers, and governments
are playing a key role in changing the
external landscape impacting the portfolio
at a pace that organizations need to react
to, so ensuring they can deploy the strategy
and drive growth. What we do know,
however, is that IBP gives us the framework
to have the right people working through
the right content across a time horizon that
allows us to meet these changing dynamics
head on and not be caught out.

Ben Collins
Partner at Oliver Wight

Alexandra Lott

Consultant; former Director Business
Transformation Europe, Turkey & CIS
and Lead of Regional PMR Mars GmbH
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About Oliver Wight

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 over

50 years of working with some of the world’s best-known companies.

Oliver Wight has a long-standing They will coach, guide and inspire
reputation for innovation and we your people to drive change
continually challenge the industry throughout your organization,
status quo, so you always get the allowing you to create a culture
latest in new thinking. Your Oliver of continuous improvement and
Wight partners will use their real- innovation that simply becomes for
world experience to ensure your you ‘the way we do things around
people, business processes and here’. It's a proven, sustainable
technology are fully aligned and approach that will deliver results
integrated right across your straight to the bottom line.
organization.
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