The real-time
advantage in
food production
How analytics can help your company
make more valuable decisions

There are no decisions that can be
made in the past.
If you want to know what has happened,
your ERP system will have it all. It will tell
you exactly what happened, and that’s great
because it helps to know what happened in
the past.
If you want to know what’s happening right
now, you probably have some sort of execution
system that tells you about the approximate
‘right now’ – it shows the very recent past,
what happened in the last few hours. It also
reaches into the future a little bit, but it’s a
future that you can’t really change anymore.
But when you go further into the future, a few
hours from now, you have all these choices
that branch out into more choices and more
choices until you see an infinite number of
possible futures that you can still shape.
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The problem is these futures are not all
equal. All these futures have a different
evaluation. In some cases you’ve missed
that enormously important order for a
customer and now they’re cancelling some
contracts, they’re demanding some demerits
or penalties. In other cases, you’ve done just
great. The question is: how do you navigate
all these possibilities?
This is what the missing piece is.”

Victor Allis,
Chief Puzzle Solver at Quintiq

Blink and you’ll miss it
Food manufacturing has always been a
challengingly dynamic business. With so many
variables coming into play – from volatile weather
conditions to evolving standards of food safety
around the world – your supply chain can transform
in the blink of an eye. Now more than ever, with
technology ramping up the pace of business, the
most critical business decisions happen in the
moment. Are you keeping up? If business is slow, it
might be because you’re doing business too slowly.
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Planning and doing become one
As the pace of change increases, the lines between
strategy and execution blur. Supply chains and the
decisions that build them are now driven by big data
– a real-time stream of structured and unstructured
data. Decision makers have at their fingertips the
information that could enable them to make far better
decisions. But data alone won’t generate profits. It’s
what you do with it that counts.
In this guide, you’ll discover how to access the full
potential of big data to do better business when it
matters most – in real time. Also inside, find out
who the new decisions makers are, and how you can
empower them to grow your business.

If business is slow,
it might be because you’re
doing business too slowly.”
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The new
decision makers

Who in your organization would you describe as a
“decision maker”? A small group of men and women in
suits may come to mind. But there are no suits on the
shop floor at 4am when an excess of required but highly
perishable raw ingredients arrives from the supplier.

In other words, the decisions made about your
business in the moment – when many of the most
critical decisions have to be made – may not drive your
business in the direction you intended. Those which do,
perhaps only by chance.

Many businesses suffer from a significant disconnect
between strategy and operations: Ineffective
communication between the executive suite and
the shop floor. When asked what constitutes a good
decision, those responsible for execution typically apply
criteria far removed from the business goals or key
performance indicators defined during the long-term
planning process.

The definition of “decision maker” is by necessity
becoming broader, more democratic. The global supply
chain never stops – decisions have to be made 24
hours a day, seven days a week. Technology is driving
the demand for rapid responses, and enabling those
responses to have immediate effect. Organizations that
embrace this new definition – and the sense of shared
responsibility it entails – are embracing the culture of
digital business.
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When leaders put control
into the hands of their people,
at all levels, they unlock
incalculable potential.”
– Dennis Bakke,
The Decision Maker, 2013

The BIG impact of
small decisions

The customer
clarifies that the
order was put in
twice by accident.

A spur-of-the-moment decision made
by a person on the shop floor may seem
almost inconsequential, but in reality it
has the potential to branch out and make
a big impact on your bottom line – for good
or bad. Let’s see how such a decision can
play out with the given scenarios.

Steve prioritizes the
customer’s order.

At 9am

Other customers have pending orders for the same
product, so none of it is wasted.

There is no inventory space for the excess product;
it spoils, resulting in revenue loss.

Production continues without a hitch.
The order is fulfilled.
The customer calls to
confirm the order.
Putting this order on priority causes delays for orders from
other customers, causing a few to terminate their accounts.

4am on the shop floor.
Steve, a foreman,
notices that a regular
customer has placed
an order of double the
usual amount.

The customer calls to
inquire on when the
order can be delivered.
Assuming an error
was made, Steve
decides to process
only half the order.
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The second half of the order is delayed; the customer
is unhappy and requests compensation.

The second half of the order is rushed through; this strains
the delivery chain and causes delays for other customers.

At 9am

Steve’s manager
informs him that the
order was a mistake
and that Steve had
made the right call.

Steve made the right decision,
but can he make the right
decision EVERY time?

The cost of not knowing
When your decision makers are presented with new
information at the moment of execution – whether that’s
a potential deal or a disruption – do they know how best
to respond? Under pressure to make rapid decisions,
facing an overwhelming volume of data, they have no
choice but to rely on instinct and rules of thumb. There
is simply no way to assess the merits of the innumerous
plausible options and outcomes in time. But snap
decisions aren’t always good decisions, because the
most profitable choice often isn’t the most obvious.
You can empower everyone in your organization to
make the right decisions by giving them access to
insights into the past, present and future, and the
ability to re-plan and re-optimize as needed. The key
word is insight, rather than information. And those
insights must be available in real time to be of real use.
Because opportunity won’t wait.
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Why your ERP system
isn’t empowering your
decision makers
An ERP system delivers the bad news but was never
intended to function as a real-time decision-support
tool. It’s great at informing planners when something
didn’t go according to plan. It provides little help in
responding intelligently to changing circumstances.
If you want to know what’s happening right now, you
probably have some sort of a manufacturing execution
system that is more or less real time – the very recent
past, and perhaps what’s going to happen before the
end of the shift. But when you go a little further into
the future, suddenly you have all these choices. And
more choices. Very quickly, you’re looking at an infinite
number of possible futures.
The problem is, the outcome of these futures isn’t equal.
In some cases, you’ll run late with that time-sensitive,
seasonal product order for a large retailer. And in
other cases, you’ll exceed expectations and win a loyal
customer. With an infinite number of possibilities, under
pressure of time, how can your planners know they’ve
made the best decision for your business?

Seeing isn’t solving
Visibility tells you what’s happening in the present.
This can be helpful, but it certainly isn’t enough.
What’s needed is “targeted visibility” i.e. decision
support. Intelligent decision support constantly
calculates the impact of decisions, thereby enabling
planners to respond in the best possible way: Now
this has happened, your best response is to do this
and then this. And so on. Planners can use decision
support in two ways: to determine how to respond to
changed circumstances, and to see the impact of the
decisions they consider making.

Enterprise resource planning
(ERP) system

Planning and optimization system

Collects data and keeps it in order.

Uses data to solve puzzles.

Calculates costs.

Saves money by cutting your operating costs.

On its own, does not generate more sales.

Helps you make money by improving your
resource utilization. It allows you to handle
more orders with more variety, enabling you to
serve customers better.

Tracks data from the past and the present.
It holds data on inventory, seasonal supply
and demand, and past disruptions.

Looks at the future. It uses data from the ERP
to find the optimal way to complete tasks today,
tomorrow and beyond.

Keeps you at the same level with your competition.

The ROI from a planning system can be
realized in months.

The ROI from ERP can take years to achieve.

Helps you stay ahead of the competition.

With only ERP, communicating changes
to current plans to all levels of your
company takes time.

Immediately updates information across
the board, keeping everyone who needs to
know, in the know.

You never reliably know how well your
plan will perform.

You always know how optimal your plan is by
reviewing your KPIs.

Gives you information to make a plan.

Helps you create an optimal plan.

To make significant
improvement on KPIs,
you need optimization
Typical business intelligence tools and ERP can provide
useful insights, but those insights don’t help decision
makers to make significant improvement on key
performance indicators. For that, you need optimization.
Optimization is the process of “big calculations”
– the data crunching needed to extract valuable
insights from big data. The best results are achieved
by intelligently combining the most appropriate
algorithms, depending on the type of problem to
be solved. In this way, optimization delivers reliable
predictions and recommendations that optimize your
key performance indicators.
Read on to discover the three capabilities that must
work in combination with optimization to set the
successful opportunist apart from the rest.

3 critical real-time-planning capabilities
Control
Automation has its place. But you need to
know when to automate and when to optimize
with the input of a decision maker. No system
can fully account for those unexpected but
lucrative opportunities. And the value of the soft
knowledge of your people on the ground cannot
be overstated. It’s about interactive automated
planning. Planners need to interact with the
system – working with it rather than for it – to
make a good plan even better.
For example, in a situation where it is clear that
some orders will be late, the planner – but not
the technology – will know which customers are
willing to tolerate late orders, and which aren’t.
While it is possible to create rules that define
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which customers should be given priority, there
are risks when you hand full control over to a
system. It is far more precise for planners to
intervene manually than to keep updating such a
table. Planners who are in control can configure
the optimizer to capture changing priorities, for
example by prioritizing due dates at the expense
of inventory levels or vice-versa.
Effective real-time planning isn’t about pushing
a magic button and hoping for the best. It’s about
creating the most profitable plans by combining
a knowledgeable planner with a practical,
business-focused approach to optimization,
always with the ultimate goal of optimizing the
supply chain.

Speed
Reoptimizing an entire plan on the day of execution
causes more problems than it solves, typically
rendering the plan unusable. Effective real-time
planning balances the time taken to optimize a plan
with the quality of the solution – getting that balance
right is critical.
Imagine that – during the pre-holiday season – a
supplier informs you at the last minute that a
shipment of non-perishable ingredients for a specific
product will be delivered earlier than expected. This
creates an immediate problem, as the resources you
had allocated to store those ingredients, process
them and deliver the end product are being fully
utilized by the manufacture of a seasonal product.
If the entire production plan is reoptimized to
jointly process the new shipment of ingredients
alongside the current production, it could hamper
the production speed and eventual delivery of the
seasonal product, thus minimizing profits and
negatively affecting your company’s relationship with
its customers. However, if the plan for the production
and delivery of the seasonal product were to be
optimized on its own, your customers’ orders would
still be met, while freeing up resources in stages to
store and process the new shipment.
Dynamic real-time planning relies on the ability to
optimize plans selectively. Planners can focus the power
of real-time planning technology on urgent, businesscritical planning decisions, allowing them to react swiftly
to and minimize the impact of unexpected events.
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Accuracy
It’s critical that your technology has the intelligence
and speed to cope with this degree of change. When
planners change one piece of data, all other dependent
variables must automatically be recalculated to
reflect that change. This then leads to subsequent
calculations and deductions in real time in response
to events and planning decisions. This goes far beyond
the speed and capacity of a human planner.
The same applies when external information changes,
for example feedback from the shop floor via the
MES, or updated weather and traffic information
from your logistics team. It allows planners to invest
their time in making planning decisions rather than
modifying steps, calculating and recalculating values,
interpreting data to make deductions. This enables
them to step back and see the bigger picture on how
their planning decisions impact the company’s KPIs,
and also receive instant feedback on the quality of
their decisions. It reduces the risk of error, making
planning and optimization solutions more robust and
reducing the need for double and triple checking
when changes are made.

13

The real-time advantage can transform
your business: Are you ready for it?
Big data can be a game changer in food manufacturing,
but only if you use it well. The free-flow of information
along the chain creates opportunities to respond to
your customer on a scale that has never been seen
before. You’re able to respond more quickly to requests,
anticipate your customers’ needs, mitigate risk and
prevent escalating disruption. You’ll also be able to offer
more precise terms and dates and make highly effective
decisions on the spot. The end result: happier, better
served customers, and better business in the long run.

In a world where food is a constantly evolving need,
where every single decision – no matter how small –
is crucial to your production process, can you rely on
your ERP to consistently deliver the best results for
your business? It’s time to unlock new opportunities
for enhanced profits with proven, real-time planning
technology. Explore further by contacting Quintiq or
visiting the Quintiq website.
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