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Agenda	
•  About	Arla	
•  Sustainable	business	benefits	
•  Deliver	fast	and	agile	
•  Driving	change	in	your	TPM&TPO	journey	





Arla	is	the	largest		
organic	dairy	supplier	
in	the	world	

11,000+ 
OWNERS 

19.000 
COLLEAGUES 

14 BL. KG. 
MILK INTAKE 

10+ BL. EURO 
REVENUE 

4 GLOBAL 
BRANDS 



To secure the highest value for our 
farmers' milk 
while creating opportunities for their 
growth  

Our mission 

Our vision 
Creating the future of dairy  
to bring health and 
inspiration  
to the world, naturally 
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CHALLENG
ES 

•  Lack of trust in 
numbers  

•  Multiple solutions &  
heavy resource load 

•  Manual insights (if any)  
& optimization  

•  Waste, out of stocks,  
claims & penalties 
 

How	to	secure	the	highest	value	for	our	farmers'	milk?	

 
 
 
 

STEP 
CHANGE 

FU
TU

R
E

 
B

IG
 •  Trust in numbers 

•  ONE solution for 
better 
decision-making 

•  Better forecast 
accuracy 

•  Automated 
settlements 

•  Maximize ROI 

Improve the way we manage our Trade Investment to  
drive profitable Growth for Arla and our Customers ! 

OPTIMIZING 
ARLA’S  
TRADE 

INVESTMENT   
 
 
 

Supported by:   
•  Correct data 

foundation 
•  Artificial 

intelligence 



Building	up	the	Benefit	Tree	
Direct impact: 

Volume / Turnover  / Profit 
Market Share etc. 

CBP 

… 

… 

… 

… 

Promo Planning 

 ROI 

Do the 
right 

Promos 

P
ro

du
ct

 m
ix

 

Fr
eq

ue
nc

y 

…
 

Do the 
Promos 

right 

M
ec

ha
ni

cs
 

D
ep

th
 o

f 
D

is
co

un
t 

…
 

… 

… 

Indirect impact: 
Business Processes Improvements 

Efficiency Gains 

S&OP 
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MVP1:		
Short	Term	Promo	
Pre	Evalua$on	

Workflow	/	Approvals		

MVP	3:	
CBP	

Long	term	Agreements	

MVP	4:		
AI/machine	learning	

MVP	2:	
E2E	Integra$on	
Post	Evalua$on	

Claims	Integra$on	

Integrated	
Commercial	
Planning	

Promo$on	
planning	and	
pre-evalua$on	

Contracts	and	
long-term	

agreements	*	

Trade	
seTlements	and	
financial	accrual	

mgmt.	*	

Trade	
Investment	
analysis	(Post	
evalua$on)	

Trade	Promo$on	
predictability	

Capabili$es	by	Release	/	MVP	

Integrated	
Commercial	
Planning	

Promo$on	
planning	and	
pre-evalua$on	

Contracts	and	
long-term	
agreements	

Trade	
seTlements	and	
financial	accrual	

mgmt	

Trade	
Investment	
analysis	(Post	
evalua$on)	

Trade	Promo$on	
predictability	

Integrated	
Commercial	
Planning	

Promo$on	
planning	and	
pre-evalua$on	

Contracts	and	
long-term	
agreements	

Trade	
seTlements	and	
financial	accrual	

mgmt	

Trade	
Investment	
analysis	(Post	
evalua$on)	

Trade	Promo$on	
predictability	

Integrated	
Commercial	
Planning	

Promo$on	
planning	and	
pre-evalua$on	

Contracts	and	
long-term	
agreements	

Trade	
seTlements	and	
financial	accrual	

mgmt	

Trade	
Investment	
analysis	(Post	
evalua$on)	

Trade	Promo$on	
predictability	

Applied	gradually	
(depending	on	Data	
Quality	/	Availability)	



Target	Se[ng	–	finding	the	baseline	

Using	the	4	Quadrant	model:	
•  track	BC	benefits	and	con$nuous	improvement	
•  Target	se[ng	for	markets,	BUs,	Customer	teams	and	individuals	

20%	

40%	

40%	

25%	

40%	

35%	

Historical		
Promos	

UGL	
1st	Q.	

Baseline 	 	Target	

PosiNve	TO,		
posiNve	profit	

PosiNve	TO,		
negaNve	profit	

NegaNve	TO,	
negaNve	profit	



Why	Agile…	

”Walking	on	water	and		
developing	so3ware	from	a	specifica8on	
are	easy…	if	both	are	frozen”	 Edward	V.	Berard	



How	is	Agile	different?	



How	do	I	structure	my	team?	



Start	with	a	good	blueprint…		

If	you‘re	going	to	build		
a	$me	machine	into	a	car,		

why	not	do	it	with		
some	style?	



Need	vs.	Want	
		



What	is	Change	Leadership?	



Mo$vate	people	during	change	
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The	typical	change	curve	

ProducNvity  

Time	

1.	Shock	

2.	Denial	

4.	Acceptance	of	new	reality	

5.	Trial	

6.	Understanding	

3.	Resistance	

7.	IntegraNon	



!	SINGLE	MOST	IMPORTANT	FACTOR	

"  ASSESMENTS	THROUGHOUT	THE	PROJECT	

!	CHANGE	SUCCESS	FACTORS	

Focus	on	the	leadership	role		
in	change	processes	
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30% 

70% 

Fail to achieve target impact 

Achieve target impact 

39		

33		

14		

14		

Employee resistance  
to change 

Reasons for failure: 

Other Obstacles 
Inadequate Budget 
or resources 
Management behavior 
does not support  
the change 

THE	STATISTICS	

	McKinsey	2012.	

•  Business Readiness  
•  Go Live Readiness  
•  Business Adoption (Compliance) 

•  Employees' immediate managers 
Prosci	2013	

•  Active and visible sponsorship 
•  Open communication about the 

change  
•  Employee engagement and 

participation 
•  Support from middle management 

Prosci	2014	



Why Change Management 

Processes	
Analyse	the	gap	between		
As-Is	and	To-Be	processes		

and	provide	basis	for	training		

People	

Performance	
Management/	KPI’s	

Establish	measurements	for		
future	behavior	

OrganisaNonal	Design	
Clear	roles	&	responsibiliNes	

And	provide	training		

Systems	/	IT	SoluNons	
Enhance	users	friendly	experience		

And	provide	training		



Defining	future	ways	of	working	
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AS-IS	

TO-BE	

IDEAL	

1

2

3
Market	
specific	

How	we	work	today?	

What	we	aim	for?	

Future	ways	of	working?	
Where	do	we	start?	

Generic	

4
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Good	Growth		
is	our	iden$ty		
We	want	to	grow	and		

we	care	about	how	we	do	it	



	
	
	
	

Any 
Questions? 



Thank	you	!	


