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THE RETAIL
INDUSTRY IS
CHANGING…

The challenges facing the retail industry are growing in
both volume and complexity, creating a perfect storm of
issues that need to be handled on a daily basis. Shifting
retail formats, an over-abundance of consumer choice,
exponentially advancing technological change and an
increasing focus on quality and price are now the new
normal. Worse, these are mixed in with a fragile and
nervous economic climate, ever increasing compliance
and legislation and the usual operational challenges of
managing all this and still making a profit.
This increase in complexity and number of product ranges
combined with the new number of possible channels and
demand signals means that this is both the best, and worst, of
times for retailers.

Best in terms of their ability to reach a wider group of
people, worst because the consumer has the same, if not
better, information than the retailer about pricing and stock
availability. Information they use to make real-time snap
decisions whether to buy from you – or from your competition.
Consumers now demand an ever increasing variety of
cheaper, higher quality, socially responsible products,
delivered across multiple channels, consistently and in less
time. Today’s shopper is focused on convenience and driving
the demand, and they expect their retailer of choice to be able
to provide this convenience across all channels. Failure to do
so is fatal, for switching to another supply source has never
been easier.

…the consumer has
the same, if not better,
information than the
retailer about pricing
and stock availability.

KNOW MORE. ACT FASTER. 2

THE
CHALLENGE

However, there are three retail challenges that
remain consistent, regardless of the channel or
technology used:
1.

Ensuring goods are in stock when your customer
needs them

2. Optimize levels of working capital to reduce the
likelihood of obsolescent stock
3. Manage the end-to-end value chain in a cost
effective way
To master these challenges you need to:
•

Understand the root causes of demand deviations,
stock-outs, write-offs and customer complaints,
in order to…

•

Control the level of working capital throughout the supply
chain, in order to…

•

Improve customer service, cash flow and profitability

In order to even be able to start to address these challenges,
first you need to have the information available in order to
understand the root causes of issues that prevent them from
being achieved; understanding enables control and control
enables improvement. The converse is true – you cannot
control what you do not understand; only react. Likewise it is
nearly impossible to sustainably improve elements that you
cannot control.

It is with this in mind that leading business analytics provider
Every Angle has developed a unique proposition for retailers
who use SAP. In five days they will be able to help you
understand whether you are in control of all of the elements
needed to meet the three challenges above – data, inventory
and service.
This eBook describes how Every Angle’s Business Value
Assessment (BVA) offering can help you to identify and
monetize the current cost of data integrity issues, excess
inventory and inefficiency. How it can help you to understand
the financial cost of uncertainty and lack of control in your
organisation. This enables businesses to make immediate
tactical decisions but also identify strategic changes to their
processes and data management regime that could prove
the difference between a profitable and future focused year,
and one where the focus is continually on cutting costs and
reducing overheads.

...you cannot
control what
you do not
understand.
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FIVE DAYS TO
UNDERSTAND
THE COST OF
UNCERTAINTY

Every Angle’s Business Value Assessment is designed
to provide a current ‘snapshot’ of the amount of cash
tied up in the supply chain – cash that could be released
and redirected to more value adding activities. It sets
the scene for identifying where weaknesses exist,
where there is a lack of control and where significant
long term improvement opportunities lie.
1. Ensuring your goods are ‘in store’ not ‘in storage.’
The first challenge facing retailers is ensuring that the goods
are on the shelf when the customer needs them, and not
stuck in storage or even worse, not available at all. There is no
second chance anymore. An empty shelf or online shopping
basket equals a lost sale, and worse, it probably guided the
customer to another provider.

Day

1

Day

2

Day
Day

5

4

Day

3

Likewise, because profitability margins are constantly being
squeezed, it is imperative to reduce the amount of cash that
is tied up in excess and unnecessary inventory; especially for
items that have a short shelf life. Minimizing inventory whilst
optimizing on-shelf availability is a constant challenge for
retailers in every segment.
2. Cash flow is still king
The second challenge is one all business leaders are familiar
with – cash flow. Cash allows business to innovate, to invest,
to diversify. Lack of cash kills businesses – even if they have a
healthy order book. There are a host of reasons why there can
be too much cash tied up in the supply chain:

• P
 oor inventory control settings such as erroneous
stock reordering parameters
• A
 ccounts payable issues (e.g. by paying suppliers
too soon)
• A
 ccounts receivable delays (e.g. by billing too late
or by receiving the money too late)
• Excessive process lead-times.
3. Effectively managing the chain
Managing complexity and rapid change is probably the
most difficult thing for a retailer to do, yet it is necessary
if they want to maintain an efficient operation. Lack of
communication, collaboration and consistency across
organizations are hampered by silos of data and lack
of visibility across key supply chain functions. One area of
great waste within the retail is the effort - in the form of
personnel expenses, automation, cost of errors, depreciations
of stock etc. that has to be spent in execution and
management processes.
There is still a large dependency on manual and cumbersome
processes which holds companies back. Retail businesses
are increasing finding that their operations running on
spreadsheets are not scalable. According to a 2014 Supply
Chain Benchmark study from Boston Retail Partners; 46
percent of North American Retailers still rely on static
spreadsheets to manage their supply chain planning. These
spreadsheets are often houses of horror, hiding many a cash
flow nightmare.
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MANAGING
COMPLEXITY

One of the primary causes of issues within the retail
supply chain has been the challenge of managing an
ever increasing amount of complexity. This is caused
by a dramatic growth in the number of SKU’s, mostly
through constant promotional activity, combined with
an ever increasing volume of daily sales transactions.
Fast and flawless automated support throughout the logistics
processes is essential in order to cope with the increase in
volume and complexity. This automated support must display
three characteristics:
1.

E
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It must be completely trustworthy so that the
transactions and proposed planning decisions can be
automatically executed.

2. It has to effectively highlight exceptions that need
immediate corrective actions.
3. It has to be able to identify (as far as possible) the cause
of the exception (root cause analysis).
If the system is not fast enough or if this data is erroneous
or polluted then people will lose faith in the system, causing
them to build their own ‘information reality’, typically in Excel.
Managing these processes takes considerable time, time
that cannot then be spent on more value adding activities
or preventative maintenance. It is therefore important to
retain and restore confidence in the system and its planning
proposals in order to cope with the level and volume of
complexity.

In order to conduct analysis of both the process and product
flow, a vast amount of data needs to be collected, combined
and analyzed from various information sources – information
on inventory, delivery performance, sales documents, sales
prices, profit margins, demand characteristics, etc. Business
analysts often approach the task of carrying out these
analyses in an ad hoc way, by downloading data into Excel,
identifying and checking for pain points, hypothesizing about
the probable causes, and then rechecking these again in the
(likely Excel) pool of data.
Whilst these analysis often uncover areas where there is too
much stock, or too little, they often result in only temporary
improvements.

What if there was a better way?
There is.

Fast and flawless
automated support
throughout the logistics
processes is essential in
order to cope with the
increase in volume and
complexity.
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FROM
UNCERTAINTY TO
UNDERSTANDING
USING
EVERY ANGLE

This task can’t simply be done by downloading and
reporting on data – it can only be achieved by tools
that actually understand what it is looking at, and
understand what it is looking for. Tools like Every Angle
and the Business Value Assessment approach for Retail.
Every Angle is a unique business analytics application for
SAP ERP / HANA that provides the speed, flexibility and
analytical power needed to cope with issues of complexity.
Every Angle’s Business Value Assessment offers a rapid way
to understand and monetize the current cost of managing that
complexity. This is the first step to controlling the elements
of inventory, data and cash, and in doing so create long term
improvements in profitability.
Every Angle’s Business Value Assessment is a specific, five
day engagement designed to:
•	Understand the cost of any lack of control within the
retail value chain
•	Highlight opportunities for better control of category
management activities and operational and logistics
processes
•	Measure and monetize the potential immediate and longer
term improvement opportunity
Every Angle empowers companies that use SAP with
actionable insight; regardless of whether this is just ECC,
HANA or the Retail Industry Solution. There are a number of
areas that Every Angle examines in order to address the retail
supply chain control burden and to restore the confidence in
the SAP ERP system.

These are:
• Data Pollution
• Poor Supplier Performance
• Highlighting Cash flow issues
• Managing the Lifecycle
Data pollution
Data pollution is one of the leading reasons why stock and
supply planners download data and perform manual planning
and execution activities. This costs the business both time
and money, and is responsible for poor decision making –
decisions that result in excess stocks (working capital), empty
shelves (lost sales) and excessive lead times (working capital).
Every Angle is uniquely able to also identify sources
of data pollution that undermine or reduce the trust in
automatically generated order and delivery proposals. It
can then highlight whether this data needs updating, or
whether it can be eliminated, increasing the accuracy and
quality of decision making.

Every Angle is
a unique business
analytics application for
SAP ERP / HANA that
provides the speed,
flexibility and analytical
power needed to
cope with issues of
complexity.
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GAIN CONTROL
OF YOUR
SUPPLY CHAIN

Poor Supplier Performance

Product Lifecycle Management

Every Angle has the inbuilt ability to provide immediate
measurement of the delivery reliability of suppliers and
warehouses for open and closed orders – to original promised
date AND against the confirmed date.

Every Angle is able to assist the decision support process in
Category Management through the provision of a product
lifecycle report. SAP Retail uses assortments, planograms and
listings in order to ensure that it can get references at the right
place in the right stores. If these structures contain any flaws
in their data, then this may result in an empty shelf, or at best,
manual corrective actions needing to be taken in order to
resolve the issue.

This continuous measurement of the delivery reliability
of suppliers and 3PL’s helps to identify those partners that
can potentially jeopardize the overall performance of the
supply chain.
Every Angle also has the unique ability, through its supply
and demand matching capability, to link sales order demand
to the related purchase order activities, and identify whether
an overdue purchase order is urgently required, can be late
without impacting customers, or actually is not needed at all
and should be cancelled.
Cashflow
Every Angle is able to ascertain the necessary level of
inventory needed to satisfy demand, and therefore identify
levels of unneeded or dead stock. This is effectively wasted
cash – cash that could be released and reallocated elsewhere.
Often companies make decisions to cut costs without full
understanding of the potential savings available simply from
releasing this stock – and instead make more painful cuts into
employee numbers and training budgets.
The BVA process will also investigate Accounts Payable
issues – situations where suppliers are being paid in a timeframe different to their payment terms, and also accounts
receivable; where customers are not paying their invoices in
time. Both of these affect the amount of cash the business
has available.

Every Angle is able to provide this kind of end-to-end lifecycle
reporting by making connections between data sources that
are traditionally hard to combine, and in doing so is able to
turn data into insight; insight that points the user in the right
direction, and defines the next steps that they need to take in
order to permanently resolve the issue.
For example, Every Angle is able to analyze information stored
on change documents in order to identify and correct any
master data issues. It is also able to provide insight as to the
consistency in the ‘references-assortments – planograms
– listings’ chain, which enables the identification of any
inefficiencies and enables the business to improve the
correctness of the basic data, again saving time and money.

Every Angle is
able to ascertain the
necessary level of
inventory needed to
satisfy demand, and
therefore identify
levels of unneeded
or dead stock.
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THE METHOD

IDENTIFY IMPROVEMENT POSSIBILITIES

1

INVENTORY
MANAGEMENT

2

SUPPLIER
CASH CONTROL

3

OPERATING
EXPENSES CONTROL

4

CUSTOMER
CASH CONTROL

OPTIMAL AVAILABILITY AT LOWEST COST

FIRST TIME RIGHT P2P

• Distinguish between needed and unneeded stock
• Match stock shortages and excesses between plants
• Identify stock shortages before they impact customer
service levels

•
•
•
•

Prevent the acquisition of more unneeded stock
Ensure first time right availability
Reduce correctional costs
Optimize payment behaviour
(when and how much to pay)
• Optimize procurement behaviour
(when and how much to pay)
3
ELIMINATE PROCESS WASTE

FIRST TIME RIGHT O2C
•
•
•
•

Improve OTIF performance
Shorten the Order of Cash cycle
Investigate and resolve late payments
Investigate and resolve missed billing

• Correct the cause of ‘Not First Time Right’ actions
• Correct cash draining solution behaviour
(e.g. let’s fly it in)
• Eliminate time & cash consuming IT requests
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THE RESULTS:

CASH SAVINGS IDENTIFIED DURING THE BVA EXERCISE
Examples of previous financial savings that have been identified through the Business Value Assessment
process are detailed below. We are not dealing with small numbers here. These are significant cash savings
that can then be used to grow the business elsewhere.

1

INVENTORY
MANAGEMENT

SAVINGS ON EXCESS SAFETY STOCK: $0.11M

2

SUPPLIER
CASH CONTROL

STOCK CLAIMED BY POLLUTED ORDERS: $0.45M

3

OPERATING
EXPENSES CONTROL

CONTROL BURDEN LATE ORDERS: $32K

4

CUSTOMER
CASH CONTROL

LATE PAYMENTS: $0.38M

$2.59M

$1.92M

$770K

$6.95M
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SUMMARY

Every Angle’s five day Business Value Assessment allows retailers to understand
where value is being lost, and directs them to the root cause for these losses.
The financial value associated with this is carefully examined with the business,
so all reported savings are realistic, achievable and not overstated. Every number
has to be agreed and signed off by your financial team.
Best of all, once you experienced the power of Every Angle, you will not only know what
possible improvements you can make right now – you’ll also see ways to empower your
team with the insight needed to control inventory, cash, service and profit moving forwards
– leading to sustained, substantial improvements in business value.

Every number
has to be agreed
and signed off
by your financial
team.
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