
Trade Promotion Management
a Müller Case Study

“We engaged AgilityWorks to help us  
define our Commercial Management IT  
Roadmap. The AgilityWorks approach fully  
engaged the Business and allowed senior  
stakeholders to sponsor the key initiatives that  
are increasingly critical to our business success.”
Seb Jones, Supply Chain Director, Müller Dairy (UK)

·  Accelerated Deployment Methodology

·	 	Significantly	improved	forecast	accuracy

·  Business-wide transparency

·	 	Integrated	Trade	Investment	Management	(ITIM)
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The	joint	team	included	both	specialist	SAP	consultants	from	AgilityWorks’	
Consumer	Business	and	Müller’s	dedicated	cross-functional	business	team. 

The project was delivered using AgilityWorks’ Accelerated Deployment Methodology 
incorporating the best elements of waterfall and agile tool-sets to balance risk, cost  
and quality. A feature of this approach was regular solution playbacks delivered to the 
business during the project build phase, giving early visibility and feedback to  
business representatives.
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The Business Challenge
Müller	are	one	of	the	UK's	leading	
dairy companies.  In order to 
succeed, they must win, consistently 
in	one	of	the	UK's	most	highly	
promoted grocery categories, 
yoghurt and chilled desserts. The 
short	shelf-life	of	the	category	brings	
unique challenges in integrated 
sales and supply chain management 
including	the	need	to	forecast	at	day	
level	in	order	to	produce	accurate,	
meaningful	results.

Müller had become experts in the 
design	and	use	of	complicated	
integrated spreadsheet solutions 
to manage this complexity; this 
necessitated	lots	of	manual	activity	
to keep spreadsheets aligned and 
convoluted	approval	processes	that	
were	not	adding	any	real	value.

The	processes	involved	in	managing,	
maintaining and updating these 
spreadsheets	were	a	significant	
drain	on	the	time	of	National	
Account Managers; they made it 
difficult	to	model	multiple	business	
scenarios	and	therefore	to	respond	
to	customers'	requests	in	real-
time.		With	no	view	of	the	return	
on	investment	for	individual	trade	
activity	it	made	justifying	future	
investments	challenging.		One	of	the	
primary	drivers	for	the	business	was	
to	achieve	an	accurate	and	reliable	
evaluation	of	demand	that	could	be	
refreshed	daily.

Determining	what’s	important	and	where	to	start

AgilityWorks were engaged by Müller to deliver a Commercial Management IT 
Roadmap Assessment. Through a lightweight structured set of workshops and 
interviews, a set of business issues and pain points were uncovered. To address 
these points, discrete solutions were identified and assessed by benefit, timescales, 
effort and cost. These solutions were then logically grouped and sequenced to form 
a roadmap of projects for the Commercial division.

Trade Promotion Management and Commercial Forecasting were ranked as two 
high priority dependent solutions with the business value being dependent on both 
elements being delivered as a single integrated solution and process.

The Journey

Project	delivery

•   An improvement in the alignment of 
the Sales and Supply Chain function on 
critical topics such as promotional uplift 
improving forecast accuracy

•   Improved efficiency in both the trade 
investment approval process with fewer 
re-approvals required, and set-up process 
with a single input

•   Sales team able to spend more time with 
their accounts and less time in systems

•   Significantly reduced cycle times in 
producing and calculating commercial 
business forecasts

•   The capability to measure  
the performance of individual  
trade marketing activities and  
to use this insight in the  
planning and execution of  
future activity for  
improved returns

•   Improved accuracy and detail in  
long-range planning and forecasting 
processes with a P&L level breakdown 
built from customer, day, sku,  
promotion level up

•   Business-wide transparency in  
the performance of individual  
accounts, account plans and trade 
marketing activities 

•   Significantly reduced  
spreadsheet dependency

Business	benefits
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About Müller
Müller Dairy is a multinational 
producer of dairy products and is 
currently run by Theo Müller who took 
over the family business in 1970 and 
since then has helped the company 
expand greatly. Müller produces 
a substantial number of popular 
yogurt brands, including Müllerlight, 
Müllerice and Müller Corner. 

Established in 1896 by Ludwig Müller, 
Müller currently employs around 6,000 
people across the UK and Ireland. 

Company: Müller UK

HQ: Market Drayton, Shropshire 

Industry: Consumer Goods 

Revenue: £1.5bn (UK & Ireland)

Brands/Products: Müller Corners, 
Müller Rice, Müllerlight, Müller Wiseman

Customers: Large multiple retailers, 
buying groups, wholesalers and trade 

Website: www.mullerdairy.co.uk

The	solution	provided	a	single	
integrated application that included:

Demand	Plan	Financial	Evaluation	(DPFE) 
Underpins the overall solution; taking 
the business-wide demand forecast and 
converting it to a P&L statement by taking 
customer-specific prices, terms and 
promotions into consideration as well as 
current production and freight costs.

Integrated	Trade	Investment	
Management (ITIM) 
This capability joins up the key trade 
marketing phases of planning, execution 
and analysis for both long-term trade 
discounts and short-term trade 
promotions. The solution enabled Sales 
and Supply Chain to work together 
more effectively through integrated 
systems and processes. ITIM directly 
integrated with the Account Planning 
and DPFE applications to provide 
connected account plans, joint customer 
business plans and commercial 
forecasts, delivering a single ‘version  
of the truth’.

Account Planning 
National Account Managers were 
provided with the capability to create 
multiple scenario versions of an account 
plan to compare different promotional 
mix and discount scenarios before 
agreeing a Joint Business Plan with the 
retailer. Report on the profitability of 
accounts based upon both the Müller 
and retailer financial year.

Top-Down Business Planning 
A solution to set high-level targets 
for the organisation planned against 
a number of dimensions including 
financial year, category/brand and 
account.  This includes the facility to 
disaggregate targets over divisions  
of the business, specific categories  
and individual accounts. Additionally  
a tool for rough-cut and driver-based  
planning is provided to model the 
macro impact of key changes in the 
circumstances of the business such  
as cost-price increases.

“The joint Müller and AgilityWorks 
team provided a strong mix of 
business, process and technical 
capability. Once the baseline  
design and build was completed 
and played back to the key business 
stakeholders, a series of tweaks 
were made to the solution that 
were deemed critical for business 
adoption. An example being the 
intricacies of the solution for 
scenario modelling promotional mix 
within the account plan.”
Seb Jones, Supply Chain Director,  
Müller Dairy (UK)

The	challenges	faced	
We thought you might be interested to 
know about some of the challenges that 
were faced during the project: 

•   The exceptions to the rule: 
while wherever possible process 
standardisation and simplification was 
undertaken it is made more challenging 
by the nature of the historic 
commercial agreements in place  
with customers. 

•   Decision by consensus: the 
integrated nature of processes and 
solutions meant that a wide range of 
stakeholders were required to make 
the right decisions for key aspects of 
the solution.

•   Testing: encompassing a full spectrum 
of scenarios with the variants that exist 
across key customer segments. 

•   Business transition: ensuring Key 
Account Managers do not revert to  
pre-existing ways of working. 

•   Data: gaining alignment with sales, 
finance and supply chain on customer 
and product hierarchies and data 
integration elements.

About AgilityWorks
AgilityWorks is a high growth, award 
winning multinational solutions and 
consulting business, headquartered 
in the UK, with deep specialisation in 
Consumer Industries. Our proposition 
is predicated on delivering agile 
business solutions and we consistently 
deliver on our promises.

Our Consumer Industries Centre 
of Excellence (CoE) cover the full 
spectrum of Commercial Solutions 
encompassing Trade Investment 
Management, Retail Execution, Field 
Sales and B2B Collaboration. 

The Solution
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