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Today’s	Conversa-on	|	What	we	will	cover	

1	 Iden-fy	challenges	faced	by	the	industry	and	Bimbo	Bakeries	

2	 Explain	RGM	evolu-on	and	approach	at	Bimbo	Bakeries	

3	 Q&A	
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It	kind	of	feels	a	liJle	like	this!!!	



CPG	Sales	|	Mul-ple	Headwinds	

Low	growth	rates	in	
mature	categories	/	

markets		

Smaller,	agile	players	
taking	market	share	
from	bigger	players	

Hyper	compe--ve	
retail	landscape		

Economic	
Dichotomy	



CPG	Sales	Growth	|	Driven	by	Price/Mix	

Dollars	

Volume	

Price/Mix	

2018	2012	 2017	2013	 2014	 2016	
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Source:	IRI	|	Growth	Leaders:	How	CPG	Companies	are	winning	today	

With	flat	unit/volume	
growth,	category	dollar	
sales	and	retailer	
margin	dollars	are	
driven	by	price/mix	
improvements		
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Consumer	Response	|	Decreasing	Promo	Li[s	

Decreasing	promo	li[	&	
merch	effec-veness,	
leading	to	more	and	
more	base	units	being	
subsidized	

2016	2015	2014	 2017	 2018	 2017	2014	 2015	 2016	 2018	

Category	%	Lift	 Category	%	Subsidized	Base	

Source:	BBU	RGM	|	IRI	Syndicated	Data,	MULO	
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Consumer	Response	|	Grocery	Retailer	X,	Pack	Y	

Source:	BBU	RGM	|	IRI	Syndicated	Data	

Understand	root	cause	of	
performance	difference	

• Merch	

• Comp	price	

• Poraolio	price	

• Irrelevant	week	

• Pantry	loading	

ASP	

$	Share	

<	50%	ACV	Disp	 >	50%	ACV	Disp	
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Each	dot	represents	a	week	



Consumer	Response	|	Grocery	Retailer	A,	Pack	B	

Source:	BBU	RGM	|	IRI	Syndicated	Data	

Understand	individual	
event	performance	

Clearly	iden-fy	good	and	
bad	events	to	take	out	or	
cure	by	pack	and	retailer	

Build	guardrails	for	future	
promo-onal	events	

	

	

ASP	

$	Sales	

<	50%	ACV	Disp	>	50%	ACV	Disp	
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Each	dot	represents	a	week	



Revenue	Growth	Management	|	Principles	
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Custom	BBU	Model	

Top	AI/Machine	
Learning	Packages	

Predic-ve	
Analy-cs	
Features	

TPR	Disc	%	

Seasonality	

Post-
Promo	
Slump	

Decreasing	
Promo	Li^s	

DSD	

Holidays	

Weekday	

EDP	

Model	features	designed	
around	specific	BBU	

Business	needs	

	Approach	 Rela-ve	
Accuracy	

	Current	Custom	BBU	ML	 -	
	Neural	Network/AI	 -1.6%	
	Opcmized	Random	Forest	 -6.3%	
	Default	Random	Forest	Package	 -8.1%	
	Opcmized	Decision	Tree	 -10.3%	
	Default	Decision	Tree	Package	 -14.8%	

Founda-on	of	RGM	Response	|	Data	and	Predic-ve	Analy-cs	
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An	example	of	a	“good”	model	fit	



Collect		 Organize	 Analyze	 Create	

Post	Promotional	Event	Library		

Approach	to	TPO	|	Build	Knowledge	Base	

Build	Institutional	
Knowledge		

Plan	 Activate	Experiment/	
Forecast	
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HeatMap	Parameters Total	Business Total	Promo	Weeks Total	Base	Weeks

Output	Value Promo	Strategy
Base	
Retail

Promo	
Retail

Total	Net		
Sales	,	$K

Total	
VCM-AVD	

,	$K

Total	
Volume,	
000's

Avg	
Rlzn

Total	Net		
Sales	,	$K

Total	
VCM-AVD	

,	$K

Total	
Volume,	
000's

Promo	
Rlzn

Base	Net		
Sales	,	$K

Base	
VCM-AVD	

,	$K

Base	
Volume,	
000's

Base	
Rlzn

Output	Mode Total	VCM-AVD $4.49 $2.99 $273.5 $150.6 83.5 $3.27 $26.5 $11.3 11.1 $2.39 $247.0 $139.3 72.4 $3.41
Minimum	Realization $2.83 Total	Net	Sales $2.49 $1.29 $328.3 $94.3 191.2 $1.72 $39.9 -$4.2 38.6 $1.03 $288.5 $98.5 152.5 $1.89
Promo	Retail	Margin 20.0% ROI $5.79 $4.29 $233.4 $143.9 54.4 $4.29 $20.0 $10.9 5.8 $3.43 $213.4 $133.0 48.5 $4.40
Base	Retail	Margin 24.1% Current $3.79 $2.99 $289.7 $146.7 102.4 $2.83 $24.6 $10.4 10.3 $2.39 $265.2 $136.2 92.2 $2.88

Selected	What-If $4.49 $2.99 $273.5 $150.6 83.5 $3.27 $26.5 $11.3 11.1 $2.39 $247.0 $139.3 72.4 $3.41
Overall	Recommendation Variance(What-If	-	Curr) $0.70 -$0.00 -$16.2 $4.0 -18.9 $0.45 $1.9 $0.9 0.8 $0.00 -$18.2 $3.1 -19.7 $0.53

Total	
VCM-AVD	

Total	Net		
Sales	,	$K ROI,	%

Base	Retail
Promo	Retail

Base	Retail
$2.29 $2.49 $2.79 $2.99 $3.29 $3.49 $3.79 $3.99 $4.29 $4.49 $4.79 $4.99 $5.29 $5.49 $5.79

$1.29 $81.7 $94.3 $109.0 $116.4 $124.7 $128.7 $133.0 $134.8 $136.3 $136.7 $136.5 $135.9 $134.5 $133.4 $131.3

$1.49 $86.4 $99.2 $113.9 $121.3 $129.5 $133.4 $137.4 $139.1 $140.4 $140.6 $140.2 $139.5 $137.9 $136.6 $134.3

$1.79 $90.2 $103.3 $118.4 $125.9 $134.2 $138.1 $142.1 $143.7 $144.8 $144.9 $144.3 $143.5 $141.7 $140.3 $137.8

$1.99 $91.3 $104.6 $119.9 $127.6 $136.0 $140.0 $144.1 $145.7 $146.9 $147.0 $146.3 $145.4 $143.6 $142.1 $139.6

$2.29 $91.7 $105.3 $120.9 $128.8 $137.5 $141.7 $145.9 $147.6 $148.8 $149.0 $148.4 $147.5 $145.7 $144.2 $141.6

$2.49 $91.5 $105.2 $121.0 $129.0 $137.9 $142.1 $146.5 $148.3 $149.6 $149.8 $149.3 $148.4 $146.7 $145.2 $142.6

$2.79 $90.9 $104.7 $120.6 $128.8 $137.9 $142.2 $146.8 $148.7 $150.2 $150.5 $150.1 $149.3 $147.6 $146.2 $143.7

$2.99 $90.4 $104.1 $120.2 $128.4 $137.6 $142.0 $146.7 $148.7 $150.3 $150.6 $150.3 $149.6 $147.9 $146.5 $144.1

$3.29 $89.6 $103.3 $119.4 $127.6 $136.9 $141.4 $146.2 $148.3 $150.1 $150.5 $150.3 $149.7 $148.1 $146.8 $144.4

$3.49 $89.1 $102.8 $118.8 $127.0 $136.3 $140.9 $145.8 $147.9 $149.8 $150.3 $150.2 $149.6 $148.1 $146.8 $144.5

$3.79 $88.5 $102.0 $117.9 $126.1 $135.5 $140.1 $145.0 $147.2 $149.2 $149.8 $149.7 $149.2 $147.9 $146.7 $144.4

$3.99 $88.1 $101.5 $117.4 $125.5 $134.9 $139.5 $144.5 $146.7 $148.7 $149.3 $149.4 $148.9 $147.6 $146.4 $144.3

$4.29 $87.6 $100.9 $116.6 $124.8 $134.0 $138.6 $143.6 $145.9 $148.0 $148.6 $148.7 $148.3 $147.1 $146.0 $143.9

$4.49 $87.3 $100.6 $116.2 $124.3 $133.5 $138.1 $143.1 $145.3 $147.4 $148.1 $148.3 $147.9 $146.8 $145.7 $143.6

$4.79 $86.9 $100.1 $115.6 $123.6 $132.8 $137.3 $142.3 $144.5 $146.6 $147.4 $147.6 $147.2 $146.1 $145.1 $143.1

$4.99 $86.8 $99.9 $115.3 $123.2 $132.3 $136.8 $141.8 $144.0 $146.1 $146.9 $147.1 $146.8 $145.7 $144.7 $142.8

Note:	/	=	Rule	Violation					\	=	Minimum	Realization	Violation					X	=	Both Select	any	cell	to	update	Promo	and	Base	Retail	prices	What-Ifs

P
ro
m
o
	R
e
ta
il

Total	VCM-AVD,	$K
Totals
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The	Pricing	
Heatmap	
evaluates	
total	
promo-onal	
behavior	by	
looking	at	the	
rela-onship	
between	base	
and	promo	
pricing.			

Can	op-mize	
results	on:	

Margin,	
Revenue,	
Units,	or	ROI.	

Approach	to	TPO	|	Evaluate	Pricing	Behavior	



Facilitates	past	
promo-on	
evalua-on	and	
enables	‘what-if’	
analyses	

	

Iden-fies	poten-al	
opportuni-es	and	
op-mal	scenarios	for	
future	promo-ons	

S-Curve	
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Analyzing	Trade	Investment	|	S-Curve	
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S-Curve	

12	 9	 9	

134%	 48%	 -23%	

#	of	Events	

%	ROI		

52%	 30%	 18%	%	Trade	Spend		

Analyzing	Trade	Investment	|	S-Curve	



When	evalua-ng	
the	yellow	and	red	
zones	it	is	important	
to	understand	
impact	on	total	
profit	pool	and	not	
just	BBU	ROI	
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S-Curve	

Analyzing	Trade	Investment	|	S-Curve	
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Analyzing	Promo-ons	|	Diminishing	Returns	

VCM	Optimization

-$5.0

-$4.0

-$3.0

-$2.0

-$1.0

-

$1.0

$2.0

- $1.00 $2.00 $3.00 $4.00 $5.00 $6.00 $7.00

($
K)

Promo	Retail

Inc.	VCM Rec,	$4.39,	-$0.1K Curr,	$3.29,	-$0.2K

Inc.	Net	Sales Rec,	$1.49,	$1.5K Curr,	$3.29,	$0.7K

Understand	the	range	of	
profitability	across	a	
variety	of	price	points	
	
But,	DON’T	stop	there	



Plot	enables	an	account	
execu-ve	to	quickly	
understand	the	division	of	
the	profit	pool	across	a	
range	of	retailer	margins	
	

BBU	/	Retail	Profit	Distribution
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Analyzing	Trade	Investment	|	Profit	Pool	
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Analyzing	Trade	Investment	|	Profit	Pool	

We	seek	to	find	an	
equitable	sharing	of	
the	profit	pool	with	the	
retailer	when	designing	
promo-ons	
	
Depending	on	li[	and	
elas-city,	deeper	price	
promo-ons	are	likely	
to	yield		diminishing	
incremental	profit	pool	



TPM Intermediate Model AOP 

Execution of 
intermediate model 
should be relatively 
straightforward with 

some flexibility 

Approximation of 
promotional schedule 

allows for tractable 
optimization and 

strategic interpretation 

What’s AOP geared 
towards? Value, volume 

or VCM$, VCM%? 

Promo	Type	 Price	 #	
Wks	

Full	Revenue	 $4.99	 32	

BOGO	 $2.49	 4	

Promo	 $2.99	 12	

30%	off		 $3.49	 4	

2019	

Feb	 Mar	 Apr	

EDV	

BOGO	

Promo	

FULL	LINE	

EDV	
Impact	

Promo	
Impact	

List	
Impact	

PY	
Margin	

Cost	
Impact	

Volume	
Impact	

Churn	 CY	
Margin	

Prescripcve	analyccs	will	be	deployed	to	help	bridge	the	gap	between	the	top-down	
strategic	plan.		Given	a	set	of	guardrails,	opcmizacon	models	will	suggest	a	promoconal	
strategy	that	will	get	as	close	as	possible	to	the	strategic	plan.	

Integra-ng	Prescrip-ve	Analy-cs		
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RGM	|	Take	ACTion	
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Sharpen	promo-onal	
execu-on	to	increase	value	
for	manufacturers	and	

retailers	

Evaluate	pricing	landscape	
across	channels	-	develop	
an	Omni-Channel	price	plan	

1.  Align	accvity	with	criccal	
weeks	for	the	category	
and	retailers	as	well	as	
priority	customer	events	

2.  Understand	category	
capacity	to	absorb	
promocons	and	impact	of	
number	of	promocons	on	
overall	li^	

1.  Develop	and	deploy	
consumer	driven	price-
pack-channel	architecture	

2.  Analyze	shopper	price	
sensicvity	and	price	
percepcon	

3.  New	playbooks	for	new	
channels	(e.g.	E-comm)		

RGM	can	be	complicated.	
Create	a	transparency	based	

approach	-	internally	&	
externally	

1.  Focus	on	creacng	
transparency	around	
financial	impact	of	each	
RGM	lever	

2.  Don’t	be	too	focused	on	
deal	by	deal	vs.	creacng	
mutually	beneficial	annual	
plan	



Summary	|	How	to	put	it	all	together	

1	
Data	and	Tools	–	What	gets	measured	gets	
managed.	Data	and	analy-cs	are	the	lifeblood	
of	RGM	

2	

Take	the	long	view	-	ROI	of	a	single	promo-on	
can	be	nega-ve	IF	it	leads	to	a	more	posi-ve	
ROI	in	the	medium	term	–	i.e.	penetra-on		
	

3	

Be	customer	focused	–	Don’t	put	too	much	
emphasis	on	just	tool	and	analy-cs	but	rather	
execu-on	and	retailer	engagement	

4	

Focus	on	crea-ng	an	RGM	culture	for	
everyone,	everywhere	–	a	culture	of	data-
driven	decision	making	

22	

5	 Data	is	important.	So	is	Human	Judgement.	Let	
pragma-sm	prevail.			



QUESTIONS?	

FOR	MORE	INFORMATION	
	
	
	

Gurkan	Munsuz	
gurkan.munsuz@grupobimbo.com	
269.348.2477	
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This	Photo	by	Unknown	Author	is	licensed	under	
CC	BY-SA	


