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Road Map for Milling Supply Chain Excellence Assess your Milling supply chain with 10 step
approach
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Hyderabad, India improvement. Focus on aligning supply chain strategy with organizational objectives,

optimizing material flow and planning processes, and enhancing financial, structural, and

skills-based efficiencies.
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Supply Chain Health Check fruisce

Step 1: « Understand the business strategy and how the supply chain enable
sustainable food security in the region.

Aligning Supply Chain with
Business Strategy

« This step ensures that every component of the milling plant and
supply chain contributes to the strategic goals of the organization.

» The detailed process also includes best practices that reinforce
alignment and promote supply chain excellence.

Shaik Abdul Khadar
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Supply Chain Health Check fruisce

Step 1: Aligning Production & Supply Chain with Business Strategy

Objective: Ensure that the supply chain structure, processes, and performance metrics align with
the overarching business strategy.

Strategy Map

Increase share

il ) Activities:

Increase
Gross
Margin

Reduce Grow
Costs Revenues

} . Review Strategic Objectives: Identify the company’s key goals, such as cost leadership,
R food security, sustainability, and growth. Confirm that supply chain strategies directly support
these business goals.

3 Ontime delivery - (Quality & Price) Distribution

Win With Supply Chain Customer & Consumer Intimacy Unlocking Value

Optimize Better Forevasting Lower Cost of
curemer

= . . Evaluate Supply Chain measures (KPIs): Analyze existing KPIs and metrics to ensure they
. support strategic objectives, including quality, lead time reductions, delivery on time, cost

’ e efficiency, or best value.

Business
Partnership

ermal

Deliver the right Customer &
rtfalio mix in consumer
target categories insights

‘Customer
Management

Optimize Sustainable product
Formulation & performance
quality

. Prioritize Key Initiatives: Rank strategic initiatives within the supply chain, such as new
i o e product innovations, alternative raw materials, procurement optimization, better formulation,

& improvement Efficiency Relationships Project
Source Talent & Right Organization Manage Risks Management

e cinse & Betaver e e Sdscpne reduce waste, depending on the business strategy.

. Map Dependencies: Identify cross-functional dependencies (e.g., between supply chain,
finance, and sales) that are essential for achieving these objectives.

. Document Misalignments: Note any areas where supply chain activities or performance
indicators do not support strategic priorities, such as overstocking to meet demand variability
without considering inventory costs.

. Develop Recommendations for Realignment: Propose adjustments to the supply chain
approach, such as modifying inventory policies, improving customer service levels, or
reconfiguring planning processes to better support strategy.

Shaik Abdul Khadar
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Supply Chain Health Check

Step 1: Aligning Production & Supply Chain with Business Strategy
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1. Review and Understand the Business Strategy

. Understand Strategic Objectives: Understand the business strategy,
including growth targets, market positioning, financial objectives, o -
customer objectives, and value proposition. - L @ Sl |

. Evaluate Core Focus Areas: Determine whether the business strategy Ty ) @ €2 s,
emphasizes sustainable food security, cost leadership, customer s s
service, agility, innovation, or any other unique strategic focus. This is T T~
iImportant to understand and the set the expectations of supply chain.

« Break Down Goals into Supply Chain Requirements: Translate high-

- - - . - - Theme: Operating Efficiency Objectives Measurement Target Initiative
level goals/objectives into specific requirements for the supply chain, ey
such as reducing lead times, increasing flexibility, reducing costs, e | e || pwoimecss | sucacn
increase quality, or improving service levels etc., = et || S| B )
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Supply Chain Health Check fruisce

Step 1: Aligning Supply Chain with Business Strategy

2. Define Supply Chain Objectives and Metrics

“)88190
« Set Key Supply Chain Objectives: Based on the business strategy, define
specific objectives for the supply chain, such as improved efficiency, required et
flexibility, optimized inventory, reduced costs, better working capital flows, close i
skills gap, right organization structure, sustainability, and enhanced customer e PR o M gy SR Ty N oy .-
satisfaction. 1 ————
. Establish Measures/Key Performance Indicators (KPIs): Choose imrommes_/
Measure/KPIs that align with business objectives and can measure success in &
areas such as feed conversion ration, extraction rates, on-time delivery, lead time Objectives & Themes Measures Targets & Gaps Initiatives & Resources
reduction, inventory turnover, cash to cash cycle, production efficiency, capacity 'E;Li}i%ys.%ssaof o | B b, | EREE
g . create value a
utilization, cost per ton etc. _ - Translate objectives " Stretch Expectations - | FVRTMAEW TR SN
+ Define the logic of your * Define Gaps portfolios
strategy + The critical few * Manage Results

+ Strategic investments

« Benchmark Against Industry Standards or any Reference: Use best practices el

and industry benchmarks to set realistic and competitive targets for each KPI.
This gives you reference to validate performance.

Shaik Abdul Khadar
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Supply Chain Health Check

Step 1: Aligning Supply Chain with Business Strategy

3. Conduct a Gap Analysis of Current
Supply Chain Capabilities

o Assess Current State: Map out the current supply chain
processes, capabilities, and resources to understand where
they stand relative to strategic goals.

. Identify Capability Gaps: Look for gaps where current
capabilities fall short of strategic requirements, such as a lack
of flexibility, high lead times, or high inventory holding costs.

« Prioritize Gaps for Action: Rank the identified gaps based
on their impact on strategic goals, making it easier to
prioritize improvement initiatives.

Page 7 STEP 1

Strategic
Themes

The corporate goal was to
reduce the combined ratio by 37

points in five years

Operational

Cus\é&r
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Effectiveness Management Innovation
Improve Align
agency’s el @I T underwriting Upgra_d_e
uctivit markets - underwriting
YEAR DICOUETMILY TOTAL
1
2 -1 6 a7
3 -4 2 -6
4 -4 -5 -9
5 -2 -3 -5
TOTAL 11pts | | 6pts | | -10pts | | -10pts -37pts
revenue (8) N Val
$ 4. New Channel Growth
—
4.1 — New Verticals $aa

Growth Cap ($XX)
A

4.2 —Key Alliances

3. New Product Growth
« 3.1- Service Businesses $bb
3.2— Outsourcing Business

‘ 2. Channel Expansion

o Sce
2.1 — Dealer Acquisition

1. Organic Growth
‘ 1.1 —Reinforce Dealer Business $dd
1.2 —Reinforce Direct Sales

TOTAL GROWTH

To +1

+2
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Supply Chain Health Check

Step 1: Aligning Supply Chain with Business Strategy

4. Define the Strategic Role of Each Supply Chain Function

fruisce

. Map Functions to Strategic Priorities: Assign specific strategic priorities to each function within the supply chain, such as procurement, logistics, port silos and
storage, flour milling, feed milling, distribution center, transportation, and customer service.

. Establish Cross-Functional Linkages: Identify how functions interact and depend on one another to achieve the broader strategic goals, such as procurement
supporting cost reduction or customer service enhancing satisfaction.

. Integrate with Sales & Operations Planning (S&OP): Ensure S&OP processes align with strategic goals to drive collaboration across functions and support the

strategy.

Page 8 STEP 1

SAMPLE

Strategic Priority

Port Unloading

Port Silos &
Warehouses

Plant Silos &
Warehouses

Flour Mill

Feed Mill

Customer Service

Cost Efficiency

Cost per Ton
Unloaded,
Efficiency of
Equipment Usage

Storage Cost per
Ton, Inventory
Holding Costs

Storage Cost per
Ton, Inventory
Holding Costs

Production Cost
per Ton, Energy
Efficiency

Production Cost
per Ton, Feed
Formulation
Efficiency

Order Processing
Cost, Cost of
Customer Returns

Production Lead

Production Lead

Order Fulfillment

Customer Service |[Turnaround Time [Availability of Availability of ] ] Rate, Customer
- - - Time, Product Time, Product ) )
Excellence for Ships Grain Inventory  |Grain Inventory i ! Satisfaction
Consistency Quality
Score
Production Production Response Time to
Agility and Unloading Speed |Stock Rotation Stock Rotation Flexibility Index, |Flexibility Index, |Customer
Flexibility and Flexibility Frequency Frequency Batch Batch Requests, Order
Changeover Time |Changeover Time |Accuracy
Equipment Storage Storage Yield Nutritional New Se"_"ce ]
. . Improvement Introduction Time,
Innovation Modernization Technology Technology Formula
Rate Utilization Utilization Rate, Energy 1, ovation Rate | CUStomer
Reduction Rate Feedback Loop
Carbon Egig{n tion Egig{n tion Emissions per Emissions per Customer Support
Sustainability Emissions per phion, ption, Ton, Waste Ton, Waste on Eco-Friendly

Ton Unloaded

Waste Reduction
Rate

Waste Reduction
Rate

Reduction Rate

Reduction Rate

Initiatives
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Supply Chain Health Check fruisce

Step 1: Aligning Supply Chain with Business Strategy

5. Align Supply Chain Policies with Strategic Objectives

« Review and Adjust Inventory Policies: Determine if planning parameters, supply chain and inventory policies (e.g., safety
stock, reorder points, triggers, etc., ) are consistent with the business strategy—whether that’s lean operations, high availability,

or demand flexibility.

« Optimize Sourcing and Supplier Relationships: Adjust sourcing strategies to support business goals, such as reducing
costs or ensuring rapid delivery through closer supplier partnerships.

« Reassess Distribution and Fulfillment Strategies: Align distribution practices with strategic priorities, focusing on factors like
speed, cost, and regional coverage.

Shaik Abdul Khadar
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Supply Chain Health Check
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Supply Chain Health Check fruisce

Step 1: Aligning Supply Chain with Business Strategy

6. Enhance Agility and Flexibility in Supply Chain Operations

. Identify Areas Requiring Flexibility: Recognize parts of the supply chain where flexibility is essential, such as variable demand
periods, seasonal fluctuations, or high-value customer segments.

« Develop Contingency Plans: Create scenarios and contingency plans to maintain operations during disruptions, aligning
resilience plans with strategic goals.

« Enable Cross-Functional Collaboration: Encourage real-time data sharing and decision-making across departments to improve
responsiveness.

SAMPLE

Shaik Abdul Khadar
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Supply Chain Health Check

Step 1: Aligning Supply Chain with Business Strategy

fruisce

7. Align Technology and Data Systems with Strategic Requirements

« Assess Current Technology Stack: Review the technology stack, such as ERP, WMS, TMS, MES, formulation programs, control systems,
optimization tools, and analytics platforms, to ensure they support strategic data needs.

. Prioritize Real-Time Data and Analytics: Enable real-time data access and insights for decision-makers, focusing on areas that drive
competitive advantage, like demand forecasting or supply chain visibility.

« Explore Automation Opportunities: Look for areas where automation can support strategic goals, such as in order processing, inventory
tracking, or predictive maintenance.

ENCEVEN STEP |

Function Immediate (0-6 months) Short-Term (6-12 months) Medium-Term (1-3 years) Long-Term (3+ years)
- Implernent demand o .
. . forecasling lool - Enhance forecasting with Al - \nteg.rate predictive _ Optimize planning with ML-
Planning & Forecasting o Troalime S&0P analytics for demand driven dermand forecasin
- Integrate S&OP system ~mpementreaime planning 9

dashboard

Procurement

- Deploy supplier management

software

- Automate RFP processes

- Supplier risk monitoring

- Integrate with supplier data
exchange platforms

- Al-driven procurement
recommendations

Inventory Management

- Implement WMS in key
locations

- Enable real-ime inventory tracking

- Infroduce inventory
optimization algorithms

- Autonomous inventory
management

SAMPLE

Manufacturing &
Production

#NAME?

- MES implementation

- Integrate quality control with
predictve maintenance

- Fully automated production
lines

Logistics & Transportation

- Implement TMS

- Route optimization

- GPS tracking integration

- Autonomous fleet trials

- Fully autonomous and
opimized logistics

Customer Service

- CRM integration with supply
chain data

- Order management system

- Customer self-service portal

- Real-tme order tracking for
customers

- Al-driven customer service
and personalization

Data & Analytics

- Establish data lake for
centralized access

- Develop analytics platform

- Predictive analytics for
demand, lead time, and
costs

- End-to-end supply chain
digital twin
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Supply Chain Health Check fruisce

Step 1: Aligning Supply Chain with Business Strategy

8. Reinforce a Culture of Continuous Continuous Improvement
Initiatives
Improvement

« Implement Continuous Improvement Initiatives: Encourage a
culture of improvement with processes like Lean, Six Sigma, or

. o Strategy & Operational Reviews
Kaizen to foster strategic alignment.

& Actions

« Conduct Regular Strategy and Performance Reviews:
Schedule regular reviews to assess supply chain performance
against strategic objectives & measures (KPIs) and adjust as

needed.

« Promote Cross-Functional Learning and Development: Invest
in training that enhances strategic alignment, such as skills in data Cross-Functional Learning
analysis, S&OP, and risk management. & Development

Shaik Abdul Khadar
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Supply Chain Health Check fruisce

Step 1: Aligning Supply Chain with Business Strategy

I Perf Charts | Dashboard ; e I
9. Communicate Strategy and Goals e e fuStrategy |+ e g
Across the Supply Chain =

« Align Team Goals with Strategy: Ensure that each team
within the supply chain has goals directly connected to the
broader strategy.

« Promote Transparency and Accountability: Establish
clear expectations and accountability for meeting strategic
supply chain targets.

« Use Dashboards for Real-Time Strategy Tracking:
Implement dashboards to give all stakeholders a view of
performance against strategic KPIs.

Shaik Abdul Khadar
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Supply Chain Health Check fruisce

* The goal of this step is to map the supply chain structure to visualize the
physical flow of materials across various points, which include ship
unloader, port storage, flour mills, feed mills, distribution warehouses,

Plotting the Supply Chain and transportation, and customers

Material Flow « By creating a detailed view of how materials move, this process helps
identify potential inefficiencies, bottlenecks, and areas for optimization.

Step 2:

* Understanding material flow is critical for improving lead times, reducing
costs, and enhancing overall performance

* Plotting the Supply Chain and Material Flow, you will gain a holistic view of
the entire supply chain, including manufacturing plants and last-mile
delivery.

Shaik Abdul Khadar
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Supply Chain Health Check fruisce

Step 2:
Plotting the Supply Chain and Material Flow

Objective: Map the entire supply chain structure to understand the physical flow of materials and identify potential points of inefficiency.
Activities:

. Map Components and Flows: Document the full material flow across the supply chain, including items, customers, lead times, storage
points, transport routes, and others.

. ldentify Flow Bottlenecks: Highlight any areas that may slow down the flow, such as silos, warehouses, yards, flour mill routing, feed mill
routing, transit times, or any other checkpoints.

« Create Visual Flow Diagrams: Use network diagrams to illustrate the flow of materials from suppliers to manufacturing, warehousing,
and ultimately to customers, including critical transit points and lead times.

. Document Key Constraints: Note issues such as stockouts, overstocking, delayed shipments, or complex hand-offs that may disrupt the
smooth material flow.

Shaik Abdul Khadar
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Supply Chain Health Check

Step 2:

Plotting the Supply Chain and Material Flow

Milling Supply Chain

Bulk &
Bags

Transport
through
Ship

Overseas
suppliers

Port
Unloading

Cargo
Loading

Warehouses

Local >

suppliers

ECEYAN STEP 2

Milling Plants

Raw
Material
storage

fruisce

Distributors Customer
Flour Mill Distributor Livestock
Customers
Feed Mill Distributor
Bulk .
Storage Dairy Customers
Starch & Glucose Distributor
. . Bag Manufacturers
Rice Mill Storage
Corn Mill o > Consumers
Liquid
Storage
Barley Malting Plant
Consumers
—»  Wholesalers Retailers
Speciality Mill
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Supply Chain Health Check fruisce

Step 2: Plotting the Supply Chain and Material Flow

1. Map Components and Flows

. Document Material Flow:

o Create a detailed map of the supply chain, covering raw materials, semi-finished goods, and finished goods.

o Include the full range of entities such as suppliers, manufacturing plants, warehouses, distribution centers, and customers.

o lIdentify lead times for each stage, from raw material sourcing to manufacturing, warehousing, and distribution.

o  Capture the stocking points at various stages, including raw material storage, work-in-progress (WIP) at manufacturing plants, finished goods storage, and last-mile delivery hubs.
. Include All Relevant Entities:

o  Suppliers: Map out local and global suppliers, noting lead times, reliability, and geographic location.

o Manufacturing Plants: Detail each manufacturing site, capturing data on production lead times, capacity, shift schedules, and WIP inventory levels.

o  Warehousing and Distribution Centers: Identify where goods are stored and processed before reaching the customer, including both centralized warehouses and regional distribution
centers.

o Last-Mile Delivery: Include the final delivery stage, detailing transit times, delivery routes, and partnerships with logistics providers (e.g., local couriers, 3PL providers).
. Capture Transportation Details:
o  Document transport routes connecting suppliers to manufacturing plants, plants to warehouses, and warehouses to customers, noting transit times and transportation modes (road, rail, sea, air).

o ldentify critical factors in last-mile delivery, such as geographic coverage, delivery time windows, and the impact of traffic congestion on urban deliveries.

. Output: A comprehensive map of all entities involved in the supply chain, including suppliers, manufacturing plants, warehouses, last-mile delivery hubs, and customers,
with detailed information on lead times, transportation modes, and inventory levels.

Shaik Abdul Khadar
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Supply Chain Health Check

Step 2: Plotting the Supply Chain and Material Flow

1. Map Components and Flows

Page 19

STEP 2

Data Category

Details to Collect

Data Inputs

Source of Data

Supplier
Information

Supplier name, location, lead times,
reliability

- Supplier Name

Procurement

- Location

Supplier database

- Lead Time (days)

- Reliability Score (1-10)

- Backup Suppliers

Raw Material Data

Types of raw materials, average
costs, and availability

- Raw Material Type

Procurement

- Supplier

Inventory Management

- Avg. Cost

- Lead Time

- Safety Stock Levels

Manufacturing Data

Manufacturing locations, production
cycle time, capacity

- Manufacturing Plant Name

Production Team

- Capacity (units/day)

Plant Managers

- Avg. Cycle Time (hours)

- Shift Schedules

- Work-in-Progress (WIP) Inventory

Inventory
Information

Stock levels at warehouses, lead
times for replenishment

- Warehouse Name

Inventory Management

- Location

WMS

- Stock Levels (SKUs)

- Reorder Point

- Lead Time (days)

- Safety Stock
- Route Name Logistics Team
. L - Mode (Road, Rail, Air) Carriers
Transportation Transit t!mes, modes of transport, Carrier
Data and carriers used ~Avg. Transit Time (days) Q A I\/I D
- Delays % A7 NVl | m— -
- Delivery Region
- Carrier

Last-Mile Delivery

Delivery routes, time windows,

- Avg. Delivery Time

Last-Mile Delivery

Customer
Information

delivery performance - - Partners
yp - On-Time Delivery %
- Traffic/Congestion Data
- Customer Name Sales

Customer locations, demand
variability, service levels

- Location

Customer Service

- Demand Variability (Units)

- Service Level Agreement (SLA)

- Returns Rate %

- Warehouse Name

Warehouse Managers

Capacity, stock levels, inventol - Location WMS
Warehouse Data pactty, ’ Y - Capacity Utilization %
turnover "
- Inventory Turnover Ratio
- Stock-out Incidents
- Stage (Supplier to Plant, Plant to Procurement
Lead Time Supplier to warehouse, plant to Warehouse, etc.)
Information warehouse, warehouse to customer | - Avg. Lead Time (days) Logistics
- Delays % Warehouse
- Technol in Use (ERP, WMS, TMS IT
Technology System usage (WMS, ERP, TMS, Scnnology In -se ( : : ) -
Utilization etc.), real-time tracking availability - System Capabilities Operations Team
s - Real-time Tracking (Y/N)
- -Ti I 0,
i ) . ) KPI Type (On-Time Delivery %, Operations
Performance KPlIs like on-time delivery, inventory | Inventory Accuracy %, etc.)
Metrics accuracy, cost per unit - Current Performance Logistics

- Target

Customer Service

fruiIscCE
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Supply Chain Health Check

fruiIscCE

Step 2: Plotting the Supply Chain and Material Flow

1. Map Components and Flows

Typical Milling Supply Chain

g
3

P /FARN\N
I ‘ %

. Super/Hyper

‘ ) Flour Mill Finished Markets

n ] N Product Storage v

I e ~—— -

e T T [

7 'E Eﬁ Port Silos

FLOUR MILL
A 8t

b

=]
.ﬁ
w - Al
Cargo Ship Unloader !MQ Bulk Storage = _9 m
SOURCE AN i) wn VN Local Bakeries/
PORT m@ m ee N o0 ocal Restaurants/
DESTINATION |~® mﬂ m Groceries  Food Services
PORT Wareh Port varg WH Storage RETAILERS/
arenouses aras
DISTRIBUTION CONSUMERS
PORT STORAGE ~ CENTER m
N
e Oy )
i oy ,
Feed Mill Feed Storage u .
FEED MILL LIVESTOCK/ POULTRY/
PLANT COMPLEX DAIRY FARMS

ENTFV STEP 2



Supply Chain Health Check

Step 2: Plotting the Supply Chain and Material Flow

1. Map Components and Flows
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Supply Chain Health Check fruisce

Step 2: Plotting the Supply Chain and Material Flow

2. Identify Flow Bottlenecks

« Pinpoint Areas of Delay:

o Manufacturing Delays: Review production processes to identify bottlenecks such as machine breakdowns, capacity constraints, labor shortages, or long
changeover times that disrupt the flow of WIP through the plant.

o Inventory Holding Locations: Analyze stock levels at key points in the chain, such as port silos, port warehouses, plant silos, plant warehouses and distribution
centers, to determine if excess inventory is causing delays or if stockouts are slowing down fulfillment.

o Last-Mile Delivery Delays: Assess delays in the final stage of delivery, particularly in urban areas where traffic congestion or poor route optimization can impact
delivery lead times.

« Capacity and Resource Constraints:

o Assess storage capacity at manufacturing plants, warehouses, and distribution centers, ensuring there’s adequate space to handle current and future demand
without creating bottlenecks.

o Evaluate supplier capacity, especially for critical raw materials, to see if delays in sourcing are affecting production schedules.
o Analyze last-mile delivery constraints, such as insufficient delivery vehicle fleets or limitations in regional coverage.

. Output: A detailed report listing bottlenecks in manufacturing, warehousing, transportation, and last-mile delivery, along with factors contributing to these delays, such
as capacity constraints or inefficient processes.

Shaik Abdul Khadar
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Supply Chain Health Check

Step 2: Plotting the Supply Chain and Material Flow

2. ldentify Flow Bottlenecks

Flow Bottleneck Identification Template for a Milling Organization

SAMPLE TEMPLATE

fruisce

Process Stage

Potential Bottlenecks

Indicators to Monitor

Causes of Bottleneck

Possible Solutions

. Port Unloading

Delays in unloading raw
materials from ships

Queue time for unloading, berth
occupancy rate, time taken per
vessel

Lack of berth space, slow
customs clearance, inefficient
unloading equipment

Increase unloading equipment
capacity, streamline customs
processes, coordinate with port
authorities

. Port Silos & Warehouses

Storage congestion, degradation
of raw matenal due to improper
conditions

Silo occupancy rate, spoilage
rate, temperature/humidity levels

Inadequate storage capacity,
poor temperature/humidity
control

Expand storage capacity, implement
advanced monitoring systems for
storage conditions

. Transportation to Plant

Delays in transporting raw
materials from port to plant

Lead time from port to plant,
vehicle availability, on-time
delivery rate

Limited fleet availability, road
congestion, lack of transport
scheduling

Increase fleet capacity, optimize
scheduling, explore alternative routes

4.

Plant Silos and Warehouses

Insufficient storage space or
suboptimal material handling at
the plant

Silo occupancy rate, inventory
turnover, rate of matenal spoilage

Limited storage, outdated
handling equipment

Expand plant storage, upgrade
material handling equipment

Production delays, equipment

Production rate, equipment

Equipment malfunction, lack of

Implement predictive maintenance,

3. Flour Mill breakdowns, inefficient milling . . . preventive maintenance, streamline production scheduling,
downtime, quality deviation rate | _ .
DPrOCESSEeS inefiicient workflow train operators
6. Feed Mill Feed production backlogs, Output rate. equipment Poor guality of raw matenal, Ensure quality control in raw matenal,
) inconsistency in product quality |utilization, guality control reports |frequent equipment breakdowns |conduct preventive maintenance
. Delaw_:,rs in. packaging and . Packaging line tlhrnughpu‘lf. stock Lack of packaging supplies. Maintgin buﬁe.r sltcu:k of papkaging
7. Packaging labeling, inadequate packaging |levels of packaging materials, . . . materials, optimize packaging
. S . inefficient packing process
material availability rate of packaging defects workflow
' ' : Poor coordination with dispatch  |Implement digital tracking, streamline
- Delays in order processing, Customer complaint rate, order . . .
8. Customer Service team, lack of digital tracking order processing, improve

issues in order accuracy

processing time, order accuracy

system

communication between teams

. Distribution

Delivery delays to customers,
high logistics costs

On-time delivery rate,
transportation costs, customer
feedback on delivery

Inefficient route planning, lack of
distribution network coordination

Use route optimization software,
establish partnerships with logistics
providers

Shaik Abdul Khadar
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Supply Chain Health Check fruisce

Step 2: Plotting the Supply Chain and Material Flow

3. Create Visual Flow Diagrams

« Network Diagrams:

o Create a flowchart or network diagram that visually maps the entire supply chain, showing the flow of materials from suppliers to manufacturing plants, through to
distribution centers, and finally to customers.

o Highlight key hand-off points between stages, such as the transition from manufacturing to warehousing, and warehousing to last-mile delivery.
« Mapping Manufacturing Plants Flour Mills, Feed Mills, and others
o Include each manufacturing plant in the flow diagram, capturing the movement of raw materials, WIP inventory, and finished goods through the production line.
o Note lead times and cycle times at each production step, identifying any in-process inventory buildup or production slowdowns.
« Mapping Last-Mile Delivery:
o Show the final leg of the supply chain, where goods are transported from regional distribution centers to customers via delivery routes.
o Highlight last-mile logistics challenges, such as traffic congestion, urban delivery windows, and the complexity of delivering to high-density areas.
o Include transit times and the role of logistics providers or third-party delivery services (e.g., FedEx, UPS, local couriers).
« Lead Time Overlays:

o Use color coding to differentiate between normal flow (green), potential delays (yellow), and bottlenecks (red). Include lead times for each stage of the flow.

. Output: A detailed visual representation (network diagram or flowchart) of the end-to-end supply chain, showing material flow from suppliers through manufacturing,
warehousing, distribution, and last-mile delivery.

Shaik Abdul Khadar
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Supply Chain Health Check fruisce

Step 2: Plotting the Supply Chain and Material Flow
4. Document Key Constraints

Page 25

Stockouts and Overstocking:

o Document any stockouts (where inventory runs out) or overstocking (where excess inventory ties up capital) that occur at manufacturing plants, warehouses,
or during final delivery to customers.

o Analyze the causes of these constraints, such as poor demand forecasting, slow replenishment from suppliers, or inefficient inventory management.
Production Delays:
o Record any delays in manufacturing caused by equipment failures, capacity issues, or labor shortages.

o Highlight situations where lead times between production stages (e.g., raw material to WIP, WIP to finished goods) are excessively long, causing disruptions
in the downstream supply chain.

Last-Mile Delivery Constraints:

o ldentify challenges in the last-mile delivery stage, such as inefficient route planning, lack of delivery fleet capacity, or logistical challenges in serving rural
or urban areas.

o Note any customer dissatisfaction due to delayed deliveries or poor communication regarding delivery status.
Transportation Delays:

o Assess transportation issues, such as delayed shipments from suppliers, transit time variability between manufacturing plants and distribution centers, or
congestion during last-mile delivery.

Output: A detailed list of key constraints affecting material flow through manufacturing plants, warehouses, and last-mile delivery, with identified causes and areas for
improvement.

Shaik Abdul Khadar
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Supply Chain Health Check

Step 2: Plotting the Supply Chain and Material Flow

Key Constraints Documentation Template for Milling Industry

Process Stage

Constraint Description

Impact on Operations

Root Cause Analysis

Proposed Solution

1. Port Unloading

Delays in unloading due to limited
berth space and slow customs
clearance

Increased lead times and higher
demurrage costs due to vessel delays

Limited berth availability,
inefficient customs process

Expand berth capacity, streamline
customs with pre-clearance for
known suppliers

2. Port Silos & Warehouses

Storage congestion and material
degradation due to inadequate
storage capacity and poor
environmental control

Increased storage costs, higher risk of
spoilage, and loss in raw material

quality

Insufficient silo capacity, lack of
temperature/humidity controls

Increase storage capacity, implement
automated temperature and
humidity control systems

3. Transportation to Plant

Delays in transporting raw materials
from port to plant due to fleet
limitations and road congestion

Production delays and inconsistent
material supply to plant

Limited transportation fleet,
frequent road traffic congestion

Expand fleet, improve route
planning and scheduling, explore
alternative routes

4, Plant Silos and Warehouses

Limited plant storage capacity causing
inventory pile-up at port and supply
chain disruptions

Potential production halts and
increased material handling costs

Inadequate silo and warehouse
capacity at the plant

Increase storage capacity at plant,
streamline transfer processes
between port and plant

Frequent equipment breakdowns and

Production slowdowns, increased

Lack of preventive maintenance,

Implement regular preventive

inefficient processes

costs

packaging processes

5. Flour Mill inconsistent milling process maintenance costs, and quality aging equipment, inefficient maintenance, upgrade machinery,
efficiencies variation milling processes optimize milling workflows
Production backlogs due to frequent uality issues in raw materials, Strengthen raw material quali
P : & ) q ... |Reduced output, lower product Quality ] Et_ _Q_ ty
6. Feed Mill machine breakdowns and variability in K i . lack of regular machine checks, implement predictive
. . quality, and potential delivery delays | R
raw material quality maintenance maintenance
Shortage of packaging materials and  |Packaging delays leading to late Poor inventory management of Maintain a buffer stock of packaging
7. Packaging delays in packaging line due to shipments and increased operational |packaging materials, outdated materials, upgrade packaging line

equipment

8. Customer Service

Delays in order processing and issues
with order accuracy

Customer dissatisfaction, increased
complaints, and potential loss of
business

Lack of real-time tracking system,
inefficient coordination with
distribution team

Implement order tracking system,
improve communication and
coordination between departments

9, Distribution

Delivery delays and high logistics costs
due to inefficient routing and limited
distribution network coverage

Higher distribution costs, delayed
deliveries, and potential customer
dissatisfaction

Inefficient route planning, limited
distribution network partnerships

Use route optimization software,
establish partnerships with regional
logistics providers

Page26 [ ool
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fruisce

+ At this step, main focus is on
plotting the supply chain for
material flows.

* While plotting material flows,
some of the solutions may
be identified. Try to put
them into this table.

 After planning process
mapping, you will be in a
position to identify the
gaps both in planning
and material flows.

www.fruisce.com |

www.datalabsindia.com
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Supply Chain Health Check fruisce

Step 3.

To assess and map all key planning processes within the manufacturing and
supply chain, ensuring they are aligned with the business strategy and

Mappmg Organ izational identifying inefficiencies or missing processes that could hinder performance.

Planning Processes

Shaik Abdul Khadar
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Supply Chain Health Check

P
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fruiIscCE

Step 3: Mapping Organizational Planning Processes

Objective: Review and document all supply chain planning processes to identify
gaps and ensure integration with strategic goals.

Activities:

. Identify Core Planning Processes: List and map out each planning function,
including Sales & Operations Planning (S&OP), Master Production Scheduling
(MPS), Material Requirements Planning (MRP), inventory planning,
replenishment planning, and transportation planning.

. Analyze Planning Process Efficiency: Evaluate each process for efficiency
and effectiveness, documenting timeframes, data flow, hand-offs, and
decision points.

. Identify Disconnects and Overlaps: Look for gaps or redundant tasks that
may cause delays, misalignment, or inefficiencies.

. Create Visual Process Maps: Use process diagrams to illustrate each
planning process and its integration points with other departments or
functions.

. Document Key Gaps: Identify areas for improvement, such as delays in data
flow, misalignment of planning cycles, or lack of standardized metrics across
functions.

Shaik Abdul Khadar

www.fruisce.com | www.datalabsindia.com | sak@datalabsindia.com | +91 7799798333



Supply Chain Health Check

Step 3: Mapping Organizational Planning Processes

HIGH LEVEL DATA FLOWS

Strategy & business plans

1. Identify Core Planning Processes

OPEX

CAPEX & STRATEX

Long term plans

Purpose: The aim of this step is to ensure that all
critical planning processes are identified and
assessed. If any process (e.g., S&OP, MPS, MRP,
transportation planning) is missing, it should be
documented to create a more comprehensive and
integrated planning system.

Purchase contracts
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Short term plans

Purchase delivery

|

Transfer &
Stock raw materials

4

Accounting & history

Sample

Purchase invoice

<

4

fruisce

Strategic projections

Business planning Sales forecast (long term)

<

Budgeting

Sales forecasts

Purchase-decisionsupport
Sales contracts

Raw material positions

Production Capacity

Order Entry
Production

{1 1

Route Scheduling loading

Stock finished products Delivery

Accounting

{

Sales invoicing

Ledger
Margin reports
Reporting

SR STEP 3

www.fruisce.com
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Supply Chain Health Check

Step 3: Mapping Organizational Planning Processes
Sales & Operations Planning (S&OP):

1. Id en“fy Core Pl ann | n g Processes - Assess the presence and effectiveness of a formal S&OP process. If this

process is absent, document the gap, as it is critical for aligning demand with

Business Planning & Budgeting: supply and enabling strategic decision-making. Key points include:

« How demand forecasting, supply planning, and production scheduling are

- Evaluate how well the capital expenditure (CAPEX) initiatives align with the _
synchronized.

overall corporate and supply chain strategy. Ensure that investments in

manufacturing, logistics, procurement, inventory, and related areas are driven by
strategic objectives. Key considerations include:

How supply chain and manufacturing decisions, such as expanding capacity or

improving warehouse management, are incorporated into the budgeting process.

The integration of Sales & Operations Execution (S&OE), if applicable, to
ensure that daily operations reflect the outcomes of the S&OP process.

Many organizations don’t practice formal S&OP process there by end up with
disconnect to business planning to operations. Some organizations don’t do

S&OP properly making it only either Sales or Operations focus and forget about

- Whether these decisions contribute to achieving long-term goals, such as cost )
the balancing act.

reduction, improving service levels, or enabling business growth.

- Make sure the Operational expenditure (OPEX) budget is aligned to the
strategy. Usually this is the gap in the organizations. They take the last year
numbers and project proportionately to make it easy. But this step is important
to do to align with the strategy.

Master Production Scheduling (MPS):

Analyze how sales forecasts, order fulfillment requirements, and production
capacity are balanced. Assess the effectiveness of the master schedule in

If any Strategic Expenditures (Stratex) is identified to enable strategy aligning production with demand. Identify any gaps, such as:

execution, they have to identify at the budgeting. Stratex could be part of Opex

or Capex from accounting point of view. Mismatches between production capacity and forecasted demand.

If we don’t put the proper budget provisions for supply chain, later it will be Bottlenecks in fulfilling orders due to poor scheduling or capacity constraints.

difficult to obtain the budget even if you have valid reasons.

CLEEN STEP 3

Shaik Abdul Khadar
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Supply Chain Health Check

Step 3: Mapping Organizational Planning Processes

1. Identify Core Planning Processes

Detailed Scheduling and Planning:

Dive deeper into specific planning areas, including:

- Material Requirements Planning (MRP): Ensures materials are available for
production without overstocking.

- Capacity Planning: Verifies that equipment, labor, and facilities are used
efficiently to meet demand.

- Transportation Planning: Coordinates inbound and outbound logistics to
minimize costs and delays.

- Inventory Planning: Balances stock levels to meet demand without excessive
holding costs.

- Ensure that all these plans are integrated and aligned with strategic priorities,
and document any missing planning processes.

- Every organization have some unique planning process required for their
business. You need to see what works for you. The whole ideais to have
integrated planning.

CCS STEP 3

fruiIscCE

PLANNING ENGINE FLOWS
Business Planning
(Yearly)
N
A 4
Forecasting Forecast Sales & Operations Rough-cut capacity
> Planning < Planning
(monthly*) (monthly) (monthly)
A A A
Feed
Demand RM
W Plan Demand
Plan
MaStel:yS;g:tdu“ng L M| Detailed capacity
Y Ead -
Feeds (Weekly) Planning
Customer 1 v
Orders
Formulation
(on-line) Formulae x RMs
A 4
RM sales MRP
By plant «———> Shipping plan
(Weekly/ Daily)
RM sales Weekly
Delivery Purchase
Schedule requests
Execution
Sales Production B ) Materials Purchasing
Transportation
Finance
* Incase of big variance or sudden market changes, Plants: Yanbu : Feed Mill
the forecastis revised on ad-hoc basis
Shaik Abdul Khadar
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Supply Chain Health Check

Step 3: Mapping Organizational Planning Processes

2. Analyze Planning Process

Planning Process Efficiency Analysis Template (Sample Data)

DfEfa~na Annmsr
Timeframes: Review the duration of each
planning cycle and identify areas where delays
may exist. For example, does S&OP take too
long, delaying decision-making in production or
procurement?

Data Flow: Examine how information moves
between teams (sales, manufacturing, logistics).
Are there delays or inaccuracies in data that
hinder planning efficiency?

Decision Points: Assess whether decision-
making is timely and supported by accurate,
actionable data. Identify any bottlenecks in
obtaining necessary approvals or aligning cross-
functional decisions.

fruisce

Planning Process

Timeframes

Data Flow

Decision Points

Bottlenecks

Improvement
Opportunities

Business Planning &
Budgeting

Annual, revised quarterly

- Data from finance,
procurement, logistics,
and manufacturing -
Budget proposals
reviewed manually

- CFO & department
heads approve budget
allocations

- Misalignment between
capital expenditure for
supply chain and strategic
goals - Slow approval
process

- Automate data
submission and approval
process - Improve
alignment between CapEx
initiatives and strategy

Sales & Operations
Planning (S&OP)

Monthly cycle, takes 3
weeks to finalize

- Data from sales
forecasts, production, and
logistics - Manual data
entry, outdated ERP
system causes delays

- Decision approval from
Sales, Manufacturing, and
Finance teams

- Delayed data collection
from sales and
manufacturing -
Misalignment between
demand forecasts and
production capacity

- Implement real-time data
tools (e.qg., cloud-based
ERP) - Synchronize
demand and production
planning cycles

Master Production
Scheduling (MPS)

Weekly, covers 4-6 weeks
of production

- Sales forecasts,
inventory levels,
production capacity fed
into MPS system

- Plant managers and
production planners
approve schedules

- Frequent changes to
sales forecasts cause
rework in scheduling -
Communication gaps with
production team

- Improve integration
between sales forecasting
and production planning -
Implement predictive
forecasting tools

Material Requirements
Planning (MRP)

Weekly review, daily
updates

- Inventory levels, supplier
lead times, and demand
forecasts - Data updated
in ERP but manual review

- Procurement managers
approve material orders

- Long lead times for
critical materials -
Stockouts due to
inaccurate demand
forecasts

- Collaborate with
suppliers to reduce lead
times - Automate
replenishment planning
based on demand
forecasts

Inventory Planning

Monthly cycle, bi-weekly
adjustments

- Inventory levels from
warehouses, safety stock
policies - Data flows
between ERP and WMS
systems

- Inventory managers
decide on reordering,
safety stock levels

- Overstocking due to
conservative safety stock
policies - Inconsistent
data between ERP and
WMS

- Adjust safety stock levels
based on real-time
demand - Integrate WMS
and ERP for consistent
data

Transportation Planning

Weekly planning, adjusted
daily

- Transport routes, lead
times, carrier availability -
Manual data input from
logistics teams

- Logistics managers
approve routes and
carriers

- Carrier delays and
availability issues - Long
lead times and poor route
optimization

- Optimize routes using Al-
driven software - Build
partnerships with reliable
carriers to reduce delays

SAMPLE FOR ILLUSTRATION ONLY

Shaik Abdul Khadar
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Supply Chain Health Check

fruisce

Step 3: Mapping Organizational Planning Processes

3. Identify Disconnects and Overlaps

. Communication Gaps Between Departments

Review how different teams (sales, production, procurement, etc.) share data and communicate decisions.
Ensure timely and accurate information flow to avoid delays and misaligned actions.

. Redundancies in Planning Activities

Look for instances where multiple departments perform the same tasks (e.g., inventory checks or forecasting)
independently. Eliminate duplicate efforts by consolidating activities or automating processes.

. Misaligned Planning Cycles

Compare the planning cycles of each function (e.g., finance, production, inventory) to ensure synchronization.
Align schedules to prevent bottlenecks or resource conflicts caused by out-of-sync cycles.

. Conflicting Priorities Between Functions

Identify competing objectives between departments (e.g., procurement focusing on cost reduction vs.
production aiming to meet service levels). Align department KPIs with the broader supply chain strategy to
ensure cohesive goals.

. Technology Integration Issues

Evaluate how well planning systems (ERP, MRP, WMS) are integrated. Disconnected systems lead to manual
workarounds and slow decision-making. Improve data exchange by integrating software platforms.

. Misalignment of Long-Term and Short-Term Plans

Ensure that short-term operational goals (e.g., weekly schedules) support long-term strategic objectives (e.g.,
cost reduction). Implement rolling forecasts and regular reviews to align decision-making.

. Demand Forecasting Disconnects

Ensure that demand forecasts are shared across all relevant departments. Real-time access to accurate
demand data can prevent overproduction, stockouts, or delays in procurement and production planning.

Common Disconnects and Overlaps:

Siloed Systems: When different departments use
separate, unintegrated systems, it can lead to data
discrepancies and misalignment of decisions.

Redundant Tasks: Multiple teams may be
conducting the same forecasting or inventory
analysis, leading to wasted effort and potential
conflicting data.

Misaligned Timelines: Different teams operating
on different planning cycles can cause inefficiencies
and slowdowns in responding to demand or
changes in strategy.

Competing Priorities: One department's goal to
reduce costs may conflict with another’s focus on
reducing stockouts, leading to inefficiencies in the
supply chain.

www.fruisce.com |

CLEE STEP 3
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Supply Chain Health Check fruisce

Step 3: Mapping Organizational Planning Processes

3. Identify Disconnects and Overlaps

1. Communication Gaps Between Departments
Review how different teams (sales, production, procurement, etc.) share data and communicate decisions. Ensure timely and accurate information flow to avoid
delays and misaligned actions.

2. Redundancies in Planning Activities
Look for instances where multiple departments perform the same tasks (e.g., inventory checks or forecasting) independently. Eliminate duplicate efforts by
consolidating activities or automating processes.

3. Misaligned Planning Cycles
Compare the planning cycles of each function (e.g., finance, production, inventory) to ensure synchronization. Align schedules to prevent bottlenecks or resource
conflicts caused by out-of-sync cycles.

4. Conflicting Priorities Between Functions
Identify competing objectives between departments (e.g., procurement focusing on cost reduction vs. production aiming to meet service levels). Align department
KPIs with the broader supply chain strategy to ensure cohesive goals.

5. Technology Integration Issues
Evaluate how well planning systems (ERP, MRP, WMS) are integrated. Disconnected systems lead to manual workarounds and slow decision-making. Improve data
exchange by integrating software platforms.

6. Misalignment of Long-Term and Short-Term Plans
Ensure that short-term operational goals (e.g., weekly schedules) support long-term strategic objectives (e.g., cost reduction). Implement rolling forecasts and regular
reviews to align decision-making.

7. Demand Forecasting Disconnects
Ensure that demand forecasts are shared across all relevant departments. Real-time access to accurate demand data can prevent overproduction, stockouts, or
delays in procurement and production planning.

Shaik Abdul Khadar
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Supply Chain Health Check

fruisce

Step 3: Mapping Organizational Planning Processes

Note: The proposed solution here is only preliminary
understanding for next step 4 & 5

4 Document Key Gaps in Planning Processes

Template: Document Key Gaps { \
After analyzmg each process, Description of . Prlquty ] Responsible | Timeline for
. . . Category Impact Root Cause Proposed Solution | (High/Med/ .
clearly document inefficiencies Gap Low) Team Resolution
and misalignments. Key areas . . |Lack of formal S&OP
. Unreliable production framework and Implement formal Sales
to focus on include: . e.g., Inconsistent |forecasts, leading to O S&OP process with |, . "
Planning Process communication High Operations, 3 months
o . S&OP Process  |stockouts and between sales & regular cross- Supply Chain
Delays in information flow overproduction ) functional meetings PRy
hat disrupt planning cycles broduction feans
tha ptp gcy . Manual data entry . .
Technolo e.g., ERP not leading to delavs and Disconnected Upgrade or integrate
Misalignment between oy integrated with g0 y systems due to ERP and WMS for  |High IT, Operations |6 months
Integration errors in inventory
. . WMS outdated technology |seamless data flow
planning and execution management
(e.g., the S&OP plan doesn’t e.g., Forecasts iy Lack of real-ime dat@ | \ o ate data
. . Demand not shared with Stockouts of critical |sharing between sharing through Medium Procurement, 2 months
reflect daily operations). Forecasting raw materials demand planning and |; 9 9 Planning
procurement integrated software
] procurement teams
Lack of standardized e.g., MRP does . . . Enhance MRP
i i Capaci not éccount for Inefficient resource | Machine downtime system to include reak
metrics to measure planning P . v . utilization, delays in  [not considered in 'y . High Production, IT |4 months
effectiveness Planning machine production schedules |planning tools ume capacity
' downtimes adjustments
Absence of key planning Supplier e.g., Long lead Sjsl?gri; 2:32?29 Limited pool of Diversify supplier Procurement,
processes such as S&OP, Performance tlmes_from key increased inventory sgppllers, reliance on base,_ renegotiate Medium Supplier 5 months
. suppliers single vendor lead times Management
MRP, or transportation costs —
. . . e.g., Lack of Limited traini Invest in training and
plannlng, if they are missing. . advanced Inaccurate planning Imited training .on development for . HR, Supply
Skills Gap lanning skills in  [and forecastin advanced planning supply chain Medium Chain 3 months
pianning 9 tools (MRP, S&OP) PRY
key roles planners

SAMPLE
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Supply Chain Health Check fruisce

Step 4:

» Step 4 and Step 5 have to be done together after doing

Identifying Disconnects in Step 1 to Step 3.
Planning Processes

* Now it is the time where you identify the disconnects of
planning processes and material flows.

« Usually, the disconnects in material flow and planning
flows are interlinked and hence they have to be done
together.

* Once we eliminate the gaps in this, the whole supply

St e p 5 : chain processes work smoothly.
* Pinpoint inefficiencies within the material flow that lead to

ldentifying Gaps in Material Flow delays, increased costs, or service-level failures, ensuring
smoother movement of goods throughout the supply
chain.
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Step 4: Identifying Disconnects in Planning
Processes

Objective: Identify inefficiencies within planning processes that affect the overall supply chain
performance and responsiveness.

Activities:

. Review Integration of Planning Processes: Examine the degree of alignment between each
planning function, such as S&OP, MRP, and production scheduling.

. Identify Key Disconnects: Look for gaps, such as misaligned schedules, inconsistent demand
forecasting, or insufficient communication between planning and operations teams.

. Evaluate Data Flow and Process Accuracy: Check for manual interventions, delays, or data
discrepancies that hinder accurate and timely planning.

. Document Process Gaps: Summarize disconnects in planning processes, such as lack of
standardized formats, delays in forecast updates, or mismatched inventory planning.

. Provide Recommendations: Suggest solutions, such as integrated planning tools, automation,
or enhanced cross-functional communication, to streamline planning activities.

Shaik Abdul Khadar
Page 37 STEP 4 www.fruisce.com | www.datalabsindia.com | sak@datalabsindia.com | +91 7799798333



Supply Chain Health Check

fruisce

Step 4: Identifying Disconnects in Planning Processes

1.

Identify Missing Planning Processes:

Begin by reviewing mapped planning processes, including Business Planning,
S&OP, Master Production Scheduling, Material Requirements Planning, and
others (Capacity Planning, Inventory Planning, Procurement Planning, etc.).

Check if any core processes, such as Sales & Operations Execution (S&OE),
Transportation Planning, or Inventory Replenishment, are absent or
insufficiently developed.

Ensure all relevant planning processes are in place and aligned with the supply
chain strategy.

Identify Gaps at Each Intersection:

Communication Gaps: Are there any breakdowns in communication between
departments (e.g., sales, procurement, and manufacturing) that lead to
inefficiencies or delays?

Data Disconnects: Is data from one planning stage flowing accurately and in real
time to the next? For example, inaccurate demand forecasts flowing into
production plans can cause excess inventory or stockouts.

Manual Interventions: Are there any manual, non-standardized processes that
create delays or introduce errors between planning stages?

Mismatched Timelines: Is the planning horizon for different processes
inconsistent (e.g., long-term production plans vs. short-term sales forecasts)?

Page38 Sy ==l

Review Intersections of Planning Processes:

Intersection 1: Business Planning & S&OP — Check how the long-term budgeting and business planning aligns with
the monthly or weekly S&OP process. Are there disconnects between financial plans and operational targets?

Intersection 2: S&OP & Master Production Scheduling — Review the transition from high-level demand forecasts to
detailed production schedules. Are there any gaps where demand planning does not translate effectively into
production plans?

Intersection 3: MPS & Detailed Scheduling — Evaluate the link between master scheduling and specific planning
processes like MRP, capacity, and inventory. Is there a smooth handover of data?

Intersection 4: Planning & Execution — Assess the execution of plans, ensuring there are no delays,
miscommunications, or deviations between plans and actual execution, such as missed production or logistics
deadlines.

. Evaluate Data Flow & Process Accuracy:

Examine how data flows between systems or teams (e.g., demand forecasting tools, ERP systems, supply chain
management software). Are there delays or discrepancies in transferring data?

Review accuracy and timeliness in the updates of data (e.g., outdated forecasts, misaligned production schedules,
delayed order updates).

. Document Key Disconnects:

Example: Demand planning is done monthly, but production schedules are adjusted weekly, leading to mismatches
between forecasted and actual production volumes.

Example: Lack of a formalized S&OE process causes gaps between what is planned in S&OP and the actual
execution of production and distribution

Shaik Abdul Khadar
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Supply Chain Health Check

Step 4: Identifying Disconnects in Planning Processes
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Supply Chain Health Check

Step 5: Identifying Gaps in Material Flow

Objective: Pinpoint obstacles or inefficiencies within the material flow that contribute to
delays, increased costs, or service issues.

Activities:

Analyze Material Flow Dynamics: Review flow constraints that may cause bottlenecks,
such as insufficient Silos or warehousing capacity, manufacturing capacity,
transportation delays, or stockouts.

Evaluate Inventory Policies: Check if inventory levels, safety stock, and reorder points
are optimized for demand variability and lead times.

Conduct Bottleneck Analysis: Identify critical points where material flow is delayed or
becomes inefficient, focusing on factors such as supplier reliability, transportation, and
warehouse handling.

Document Observations: Note specific issues impacting material flow, including high
lead times, frequent backorders, or excess handling time.

Provide Recommendations for Flow Improvement: Suggest improvements, such as
increasing warehouse capacity, improving supplier lead times, or adjusting inventory
policies for faster response times.

fruiIscCE
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Step 5: Identifying Gaps in Material Flow

Pinpoint inefficiencies within the material flow that lead to delays, increased costs, or service-

level failures, ensuring smoother movement of goods throughout the supply chain. ) :
2. Analyze Material Flow Dynamics:

1. Observe Each Intersection in Material Flow: Begin by reviewing mapping of physical movement of goods from suppliers through

+ At every key handoff point (e.g., supplier to warehouse, warehouse to production, to the end customer. Review constraints at each stage of the supply chain, such as:
production to distribution), observe the activities, timings, and materials involved. - Warehousing capacity (e.qg., insufficient space leading to delays).
» By focusing on what happens at each intersection, you can identify specific gaps, - Transportation inefficiencies (e.g., delays in delivery or long transit times).

such as delayed transfers, quality issues, or quantity mismatches. This detailed

observation helps to uncover issues that may not be apparentin high-level _ _ _
analysis - Physical flow disruptions caused by regulatory or customs procedures.

- Stockouts and overstocking situations.

- Manufacturing lead times and capacity constraints.

4. Conduct Bottleneck Analysis:
3. Evaluate Inventory Policies: Identify areas within the supply chain where material flow slows down, such as:

Review current inventory management practices: . e . .
y g P « Supplier reliability issues, where lead times are longer than expected or deliveries

« Are inventory levels optimized for actual demand variability? are inconsistent.

 Are safety stock levels properly aligned with lead times and consumption rates? « Transportation delays, whether due to poor scheduling, lack of coordination, or

. . : . external disruptions (e.g., road conditions or shipping delays).
+ Are reorder points set correctly to avoid shortages or excessive overstocking?

« Warehouse handling inefficiencies (e.g., slow picking/packing processes or
inadequate handling equipment).

« Manufacturing bottlenecks, where production capacity doesn’t meet demand.

Shaik Abdul Khadar
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Step 5: Identifying Gaps in Material Flow

Pinpoint inefficiencies within the material flow that lead to delays, increased costs, or
service-level failures, ensuring smoother movement of goods throughout the supply chain.

5. Document Observations:

, ) ) 6. Provide Recommendations for Flow Improvement:
Record all observations made during the analysis:

+ Identify stages of high lead times. Based on your observations, suggest actionable improvements, such as:

* Highlight frequent backorder situations. + Increasing warehousing capacity or introducing more efficient layouts to reduce

+ Note excess handling times or rework due to improper material handling. handling time.
- Capture any constraints from suppliers or transport partners that affect timely - Improving supplier agreements to shorten lead times or increase reliability.
delivery.

« Adjusting transportation scheduling or modes of transport to better meet delivery
windows.

+ Revising inventory policies to optimize stock levels for faster response to demand
spikes or supply chain disruptions.

« Introducing or upgrading technology (e.g., automated warehouse systems or real-
time tracking tools) to streamline material flow and enhance visibility.
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Step 5: Identifying Gaps in Material Flow

High level supply chain flows : Cross-section S3 High level supply chain flows - Cross-section $3

Weekly Delivery Schedule:
Statogy & Business Pl 83 Master Production Scheduling (MPS) team of planning department prepares weekly delivery schedule as below:
Non-livestock: .

The sales exacutives complete the data entry of weekly requirements (by Monday). Arasco food recently sendi
requirements | : e o

sitem. s | High level supply chain f|
—_— = MPS team veri

- Customer sery

g the weekly
Aars far Aracra Fand farms in Aaah

ows : Cross-section 53

Maijor concerns in weekly delivery scheduling process (Except Wafi):

*The process of preparing weekly scheduling is
= MPsteamprinf print some good sche-t

transportation «The process is rlgid

- Highlevel caps) ! laborious since it is done manually. The BaaN system is customized to
1o senorte byt the verification and other activities are done manually.
High Tevel SUpply chain lows : Cross-section S3

Livestock additions and cancel
. - Livestock (' .
*Our manufacturiny .
Plannlng 0 inDFMarefil | e to mullipleE! Daily Delivery Process:

" (& formulation) EM1 g Pramixes <There is no link to I (GDO printing-> Truck Allocation -3 Gate-in> Loading-> Gate-Out=> Customer Receipts).
= o - Premix produc The stocks are not s Non-livestock:

K *The s
= Sales 3 production sch

= =)

=] I =
U Receipts

“The major part of sales is with credit facility and minor part is with cash,
Additional orders and ¢, *MPS team only preg
Customer Service _
Materials

5 daily be +For cash, the production and delives
Deliveries, Currently the s | €xecution on daily bal 5 -1’ the stock and s not con
icing 48 hoursin|
ippil Invoicing
SN Management cancellation of
—  Earlier the add!

over to custom

ry part will start after receiving cash, There isa sub-process for making payment. If the product is

flicting with credit deliveries, then the deliveries against cash sales are made,

*The customer service team recommends Quantity to be included in the weekly schedule for the cash sales,

*Poor service level fc .ror cradn sales, the ERP system verifies the credit limit and blocks. Currently the blocking level is at print GDO step (print picking list report
There is a major (f 15 customized for GDO). The Sr. Manager and VP are authorized to unblock the GDO.

— Currently Aras No¥ Earhe a huge gating o :
Weekly meeting at KFV orders in BaaN L entl the sl department succesfuly compete
Cash Manufacturing, tran are heavy canc X
the wee Arasco Food tc
e Arasco Food VEE Everyday, in the evening GDOs will be printed and given to the transportation for next day deliveries. (Recently they have reduced to give
— Wedon' thavil GDOs by shift but this is not standardized to the optimum level.)
following:
0 this gap and trl .rancoortation gives the GDOs to truck drivers based on .
I - There should b — stocks available in bins or In bags (based on the shared excel report updated by manufacturing showing stocks)
N I h“:al‘r!;‘?‘a — Trucks available
i BaaN. In

DS: Delivery Schedule (+Additions & Cancellations) ROCE

GDO: Goods Delivery Orders

PR : Purchase Requests ——

PO : Purchase Orders :
M +In case of customer
Critical Information
Material flow

Cash flow

T

rucks, the GDOs are given to the drivers of cu: omers directly by customer service team.
trucks, the GDOs are gl u 5t ly by
.

the gate man allows the truckinside. If the stock is not
rs or more at gate for loading

.The truck goes to the gate and register their GDOS.

gased on the product availability,
t3to4 h
available the truck needs to wait at the gate. There

Cross Section S3: SAMPLE ONLY
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Step 5: Identifying Gaps in Material Flow

Page 44

STEP 5

SAMPLE

(GCYAJI Ml | © Incomplete Policies

* Manual Costing system

* Too many chart of accounts .
1 = Difficult business planning process .

Poor decision making process due to non
availability of timely and accurate
management reports

High cash-to-cash cycle

Too much data entry

High costs

Not so robust alignment of business
processes to strategic objectives

Silo thinking from top management
No process ownership

Poor coordination among top and
middle management

Low team spirit and morale
Forecast bias

Ne— == = === ====r-—-—===-9==-=-==--

Suppliers

Receipts

|
|
|
ool

Purchasing

Research & Development

Planning

(& formulation)

Materials

Management

Manufacturing

FM1

FM2

fruisce

Sales

Customer Service

—— ash oW

Non-optimal procurements I *
Lead times not stable
High custom clearance

problems .
Commodity Risk management

exposure s
Off-spec raw materials .

Delayed supplier payments

Space utilization in-efficiencies

High demurrage costs
High raw material losses
Excess inventories
Sub-optimized formulae

High and expensive data entry

mistakes

Unable to settle shipments
Imbalances of materials across supply

chain

www.fruisce.com |

Customers

* Poor unloading of RM
* High rework

vs actual CORM

parts

* Low manufacturing productivity

* High raw material losses
« High Variance between planned

* Data entry delays and mistakes
* Non-unified coding for spare

www.datalabsindia.com |

* Pricing need optimization

* Poor handling of customer
complaints

* Poor order intake process

* Poor customer service level

* Credit control issues.

I * Low transportation productivity
|
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Gaps for Planning & Material Flow

Template for Reporting Gaps in Planning and Material Flows

Section 1:
Executive Summary Objective: Summarize the purpose of the gap analysis,
outlining key issues found in both planning processes and material flow.
Key Findings: Briefly list the major gaps identified in both planning and

material flows, along with high-level recommendations for improvement.

SAMPLE TEMPLATE

Shaik Abdul Khadar
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Step 6:

L. : To uncover inefficiencies and bottlenecks in the manufacturing process,
ldentifying Gaps in ensuring alignment with overall supply chain goals and strategic objectives.

Manufacturing Processes

Shaik Abdul Khadar
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RN STEP 6

Step 6: Identifying Gaps in Manufacturing Processes

Objective: Ensure manufacturing processes support overall supply chain efficiency and align with strategic
objectives.

Activities:

Evaluate Manufacturing Capabilities: Review the ability of manufacturing processes to meet demand,
focusing on lead times, production scheduling, and quality control.

Identify Process Bottlenecks: Look for inefficiencies that disrupt the flow, such as equipment downtime, skill
gaps, or inadequate capacity planning.

Assess Capacity and Batch Sizes: Determine if current production batch sizes and scheduling align with
supply chain demand and customer requirements.

Document Gaps: Highlight issues such as long changeover times, capacity constraints, or inconsistent quality
standards.

Recommend Improvements: Propose changes, such as lean manufacturing practices, capacity upgrades, or
adjustments in batch sizes, to ensure manufacturing aligns with supply chain needs.

Shaik Abdul Khadar
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Step 6: Identifying Gaps in Manufacturing Processes

1. Evaluate Manufacturing Capability: 2. ldentify Bottlenecks:

« Formula/Bill of Materials: Review whether the BoM is accurate, up-to- - Capacity Constraints: Review the production capacity of equipment,
date, and optimized for production. Misalignments in BoM can lead to machinery, and labor. Determine if there are choke points in the
production delays or material waste. production flow where capacity is insufficient to meet demand.

+ Routing: Make sure that the routing is properly defined which include - Machine Downtime and Maintenance: Identify bottlenecks caused
Receiving and cleaning, conditioning, grinding/milling, blending and by machine downtime, breakdowns, or slow maintenance response
enrichment, packaging and storage, and other steps. times.

« Production Scheduling: Analyze if the scheduling aligns with customer - Workforce Skills: Evaluate if operators are skilled and trained enough
demand and available production capacity. Identify any gaps between to handle equipment efficiently. Identify gaps in training that could slow
forecasted and actual production. down production.

- Lead Time: Evaluate if the time taken to produce items meets customer - Automation Gaps: ldentify areas where manual processes can be
expectations. Long or unpredictable lead times can indicate process automated to reduce bottlenecks, improve speed, and ensure
inefficiencies or bottlenecks. consistency.

Shaik Abdul Khadar
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Step 6: Identifying Gaps in Manufacturing Processes

3. Assess Capacity Planning and Material Balancing:

o

Capacity Planning: Ensure that capacity planning is accurately forecasting
future demands, including for seasonal changes or new product introductions.

Material Balancing: Examine how materials flow in and out of production.
Check for imbalances, such as excessive work-in-progress (WIP) inventory or
raw materials, which can strain storage and disrupt flow.

. Operational Time Stamps and Lead Time Reduction:

Assess the time spent in each operational step (or "stamping") of the
production process, from receiving raw materials to finished goods. Look for
steps where too much time is spent, leading to excessive lead times or delays.
The PCS generates all the data and this data can be used to find the
inefficiencies.

5. Quality Control:

o

Quality Management: Review the effectiveness of current quality control
processes. ldentify any gaps leading to inconsistent production quality, rework,
or product returns.

Waste Reduction: Identify processes or steps that generate excess scrap or
waste. Evaluate how these affect production efficiency and overall cost.

CEEN STEP 6

7.

)

fruisce

Data Flow and Systems Integration:

Review the integration between shop-floor systems, ERP, and MES.
Misaligned systems or manual data entries can slow down processes and
create errors in planning and execution.

Ensure real-time data flow from production to inventory and supply chain
planning systems. Delays in data exchange can lead to inaccuracies in
decision-making.

Compliance and Safety Standards:

Ensure that the manufacturing process adheres to all industry-specific
compliance and safety standards. Failure to comply can lead to
interruptions, penalties, or even shutdowns.

Shaik Abdul Khadar
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Step 6: Identifying Gaps in Manufacturing Processes

FM1

Port Silos & WH

Capacity :
Storage : 130 KT to 400KT 1 Mio T to 2_2 MioT
Unloading: 12 KT to 24 KT

WinCos #1 WinCos # 2

SAMPLE

Legend
—> Road
e

Rail

Capacity :
0.65MioTto1.9 MioT

Interfaces

- Plants
- System

WinCos #3

* [ I

i‘ A4
o ‘
Y A\ Y
IMOS Brill E lati Fleet Management
Shipping System ril Formuiation m System
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Step 6: Identifying Gaps in Manufacturing Processes

SAMPLE FLOW

EEN STEP 6

Extemal & Internal Purchases

Feed Mill: Settlement Inventory Diagram

fruisce
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| cleaning Plant |
Coarse Mix Bags
Horse Mix q;» Storage
| Plang Bagging Scale Truck Scale
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| & Bags by numbers & Rail Scale |
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Raw Material A de'?,i"g Silo Reading of Feed Mill |
Tuck Scale Silos Based on Grinding Scales RM Bins
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| Scale Feed |
Bins i
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Step 6: Identifying Gaps in Manufacturing Processes

Manufacturing Gaps Template for Milling Industry (Flour & Feed Milling)

Page 52

Area

Current State

Gaps Identified

Impact

Recommendation

Manufacturing
Capability

Advanced milling equipment with high
output but limited flexibility for varying
product types

Inflexibility in switching between
product grades or formulations

Limited product variety and slower
response to changing customer
demands

Invest in versatile milling equipment
to support multiple product types

BOM/Formula

Standard BOMs for various flour and feed
products are well-documented

BOMs lack flexibility to accommodate
ingredient variability

High reliance on specific
ingredients can cause issues if
supply is disrupted

Develop adaptable BOMs with
alternative ingredients for flexibility
in sourcing

Defined routing process from raw

Some routing stages are inefficient,

Reduced production efficiency,

Optimize routing steps, upgrade

with lead times of 60-90 days

surplus

high inventory holding costs

Routing o ) causing bottlenecks (e.g., grain ) cleaning and grinding equipment to
material intake to packaging . - longer lead times "
cleaning and grinding) streamline process
. Long lead times for raw material . Implement advanced schedulin
Production Weekly scheduling based on forecast g . . ) Production delays or P €
. availability complicate scheduling . . software to account for long lead
Scheduling demand for flour and feed products overproduction of certain products | )
accuracy times and improve forecast accuracy
. ) ) Unpredictable international shipping Develop buffer stocks for critical raw
) Raw materials sourced internationally R Increased costs due to stockouts or . .
Lead Times delays, causing frequent stockouts or materials, engage in contract-based

shipping for reliability

Capacity Planning

Plant capacity can meet current demand
but lacks flexibility for seasonal or
demand spikes

Limited ability to scale up production
in peak seasons

Inability to meet demand surges,
leading to potential lost sales or
customer dissatisfaction

Enhance flexibility through additional
shifts or modular equipment that can
be scaled up

Quality Control

Quality checks performed at various
stages (input, in-process, finished)

Manual quality checks lead to
inconsistencies and variability in final
product quality

Potential customer complaints due
to inconsistent product quality

Introduce automated quality control
systems for consistent testing across
stages

Material Balancing

Inventory levels tracked manually, with
stockouts occurring occasionally

Manual tracking leads to inaccurate
inventory levels and poor material
balancing

Production delays and increased
waste due to imbalanced material
flow

Implement digital inventory
management for real-time material
balancing

Operational Time
Stamps

Process steps are time-stamped
manually, creating a record of operational
history

Manual time-stamping is prone to
errors and leads to unreliable data

Inaccurate performance tracking
and inefficiencies in analyzing
process improvements

Automate time-stamping with digital
tracking for accurate real-time data

Other
(Maintenance)

Preventive maintenance scheduled
monthly for critical equipment

Reactive maintenance due to lack of
predictive monitoring

Increased equipment downtime,
reduced production efficiency

Implement predictive maintenance
using loT sensors for critical

eguipment

fruiIscCE
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St e p 7 Identify inefficiencies within financial processes linked to the supply chain,
assess cash flow dynamics, and evaluate costing practices to optimize

Financial Flows & Cost overall financial performance.

Assessment

Shaik Abdul Khadar
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Step 7: Financial Flow and Cost Assessment

Objective: Map financial flows across the supply chain to uncover areas for cost savings and efficiency
improvements.

Activities:

. Document Financial Processes: Outline financial flows related to supply chain activities, including supplier
payments, inventory holding costs, and revenue cycles.

. Identify Financial Inefficiencies: Look for areas that may add unnecessary cost, such as high holding costs,
delayed payments, or inefficient payment terms with suppliers.

. Conduct Cash Flow Analysis: Analyze the timing of cash outflows and inflows within the supply chain, noting
any misalignments that impact liquidity or cost.

. Document Observations: Summarize key financial gaps, such as inconsistent payment schedules or cash
tied up in inventory.

. Suggest Financial Improvements: Recommend adjustments, such as renegotiating supplier payment terms
or reducing inventory levels, to improve financial flow.
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Supply Chain Health Check

Step 7: Financial Flow and Cost Assessment

1. Document Financial Processes

o Objective: Map out the key financial flows within the supply chain. This includes processes
related to:

o  Supplier Payments: Frequency, payment terms (e.g., Net 30, Net 60), and methods
(automated, manual).

o Inventory Holding Costs: Costs associated with storing goods, including
warehousing, insurance, and depreciation.

o Revenue Cycles: Timing and process of receiving payments from customers and
cash inflows from sales.

Steps:
. Review supplier contracts to understand payment terms and deadlines.

. Analyze the process of payment disbursement to suppliers, identifying any delays or manual

interventions.

. Evaluate inventory holding cost metrics, breaking down storage, depreciation, and handling
costs.

. Examine customer payment cycles and any issues in the invoicing process that impact timely
cash inflows.

Outcome:

A detailed map of financial processes in the supply chain, highlighting any issues in timing, manual
interventions, or cost accumulation.

ST STEP 7

fruisce

2. Identify Financial Inefficiencies

o Objective: Uncover inefficiencies within the financial flow that add cost or reduce liquidity,
including:

o High Inventory Holding Costs: Excess stock leading to increased
warehousing costs and capital tied up in inventory.

o Delayed Supplier Payments or Revenue Collection: Late payments to
suppliers leading to penalties, or delayed payments from customers affecting
cash flow.

o Inefficient Payment Terms: Unfavorable supplier payment terms that
negatively impact cash flow, e.g., upfront payments or short payment
deadlines.

Steps:

. Review payment schedules to suppliers and assess for delays or misalignments with
inventory management.

o Analyze holding costs by breaking down the specific storage durations and associated costs
for different materials or finished goods.

. Cross-check supplier terms with industry standards to evaluate competitiveness.

Outcome:

A list of specific financial inefficiencies, including areas where delays, misaligned terms, or excess
costs exist.
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Step 7: Financial Flow and Cost Assessment

3. Conduct Cash Flow Analysis

. Objective: Review the timing of cash outflows and inflows and assess
whether there are misalignments that create liquidity constraints or cost
inefficiencies.

Steps:

. Analyze the timing of major cash outflows (e.g., supplier payments, inventory
procurement) and inflows (customer payments).

. Assess mismatches between supplier payments and customer payment
cycles, particularly where cash outflows occur before sufficient cash inflows,
leading to liquidity stress.

. Review bank financing arrangements (such as lines of credit) used to address
cash flow gaps and assess their cost-effectiveness.

Outcome:

A clear picture of cash flow timing mismatches and their impact on the business,
highlighting areas where changes in payment terms or process alignment could
improve liquidity.
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4. Document Observations
. Objective: Summarize all identified financial gaps and inefficiencies.
Steps:
. Note specific issues such as:
o Payment delays with suppliers causing penalties or friction.

o High holding costs due to overstocking or inefficient inventory
management.

o Mismatched cash flow timing that leads to short-term liquidity issues or
costly short-term borrowing.

. Highlight areas where supplier contracts or revenue collection processes can
be optimized.

Outcome:

A comprehensive list of key financial gaps, with a focus on cash flow
misalignments, unnecessary costs, and inefficiencies in financial transactions.
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Supply Chain Health Check

Step 7: Financial Flow and Cost Assessment

5. Suggest Financial Improvements

. Objective: Recommend changes to improve financial processes and reduce
costs, enhancing overall supply chain efficiency.

Steps:

. Propose improvements such as:

o

Renegotiating Supplier Payment Terms: Extend payment terms
where possible, reduce upfront payments, or move to more favorable
terms.

Inventory Reduction: Adjust inventory policies (e.g., reducing safety
stock levels) to decrease holding costs while maintaining service levels.

Accelerating Customer Payments: Improve invoicing practices to
speed up cash inflows (e.g., offering early payment discounts,
automated invoicing).

Cash Flow Optimization: Align supplier payment schedules with
customer payment cycles to reduce cash flow gaps and reduce reliance
on expensive financing options.

Outcome: A set of actionable recommendations designed to optimize financial
processes, improve liquidity, and reduce unnecessary costs within the supply

chain.
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6. Review Costing Practices

Objective: Assess current costing practices to ensure accurate cost
allocation, efficient resource usage, and pricing accuracy across the supply
chain.

Steps:

Activity-Based Costing (ABC): Consider implementing ABC to assign costs
more accurately to products, customers, or activities based on resource
consumption.

Cost Optimization: Analyze costs associated with production, procurement,
and logistics, identifying opportunities to optimize by re-evaluating suppliers,
transportation modes, or production methods.

Overhead Analysis: Review overhead costs and allocate them more
precisely to specific departments or products to avoid over- or under-costing.

Outcome: An accurate breakdown of the cost structure, identifying areas for
reduction, reallocation, or refinement, resulting in better decision-making and
pricing strategies.

Shaik Abdul Khadar

www.fruisce.com | www.datalabsindia.com | sak@datalabsindia.com | +91 7799798333



Supply Chain Health Check

Step 7: Financial Flow and Cost Assessment

Page 58 STEP 7

1. Financial Process M

apping Template

Process Description Frequency Cost Impact Current Status

Supplier Payments Description of supplier Monthly High/Medium/Low On-time/Delayed
payment process

Inventory Holding COSJFS a;souated with Continuous High/Medium/Low Optimized/Excessive
holding inventory

Revenue Collection Process for collecting ey /Monthly High/Medium/Low Timely/Delayed
payments

2. ldentifying Financial Inefficiencies Template

Area of Financial Flow Identified Inefficiency Details Impact

Supplier Payments

Delayed payments to
suppliers

Payments often
delayed beyond due
date

Increased penalties

Inventory Holding Costs

Excessive inventory
holding costs

High storage costs due
to overstocking

High holding cost

Payment Terms

Unfavorable payment
terms with suppliers

Short payment terms
that strain cash flow

Reduced liquidity

3. Cash Flow Analysis

Template

Cash Flow Component

Outflow (Frequency)

Inflow (Frequency)

Observations

Impact on Cash Flow

Misalignment with

Supplier Payments Monthly N/A . Strains cash flow
revenue inflows
Late customer payments :
Customer Payments N/A Monthly affecting cash availability Delayed cash inflow
Inventory Purchases Quarterly N/A Bulk purchases result in Cash tied up in inventory

large outflows

SAMPLE TEMPLATE

fruisce
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Step 7: Financial Flow and Cost Assessment

4. Documenting Observations Template

Financial Gap

Observation

Impact on Cost or
Liquidity

Notes

High Inventory Holding
Costs

Excess inventory leading
to storage costs

High holding costs

Stock level adjustments
needed

Misaligned Supplier
Payment Terms

Short payment terms
with suppliers

Reduces cash
availability

Renegotiate for extended
terms

Delayed Revenue Collection

Late payments from key
customers

Creates cash flow
shortfalls

Potential improvement
with early pay incentives

5. Financial Improvement Recommendations Template

Area Recommendation Expected Outcome Priority Timeline
. Renegotiate supplier .
Supplier Payments terms to Net 60 Improved cash flow High 1-2 months
Inventory Management Reduce safety stock Decrease in holding Medium 3.6 months
levels costs
Customer Payments Implement early payment Faster cash inflow High 1-2 months
discounts
Automate invoice Reduction in manual
Payment Processing . errors and faster Medium 2-3 months
processing
payments
6. Costing Analysis Template
Cost Element Cost Type Current Cost Cost Driver Recommepdat.lon e Potgntlal
Optimization Savings
Inventory Holding Cost x\;i:;?:;use storage and $50,000/month High safety stock Reduce stock level $10,000/month
Supplier Payment Cost Early payment penalties |$15,000/month Delayed payments Extend payment terms $5,000/month

Financing Cost

Short-term borrowing

$8,000/month

Cash flow misalignment

Align supplier payments
with inflows

$3,000/month
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SAMPLE TEMPLATE
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Step 8:

Org anizational Structure Gaps Evaluate the current structure of the supply chain team to identify any
: . misalignments, skill gaps, or process inefficiencies that may impact
In Supply Chain

responsiveness, decision-making, and alignment with strategic goals.
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Step 8: Organizational Structure Gaps in Supply Chain

Objective: Evaluate the supply chain organization structure for efficiency, clear role delineation, and alignment with
objectives.

Activities:

. Assess Roles and Responsibilities: Review the organizational setup, focusing on role clarity, responsibility
allocation, and accountability.

. Identify Structural Gaps: Look for areas with insufficient staffing, role overlaps, or isolated teams that hinder
collaboration.

. Document Findings: Highlight specific structural issues impacting supply chain performance, such as siloed
functions or overlapping responsibilities.

. Provide Structural Recommendations: Suggest improvements, such as realigning roles, creating cross-
functional teams, or introducing new roles to close identified gaps.

Shaik Abdul Khadar
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Step 8: Organizational Structure Gaps in Supply Chain

« Role Clarity & Alignment: Ensure roles and responsibilities are clearly
defined and aligned with the supply chain strategy.

« Decision-Making Authority: Assess if the team has the necessary
autonomy to make timely, effective decisions.

« Cross-Functional Collaboration: Evaluate coordination with other
departments like sales, finance, and production.

. Staffing & Workload Balance: Determine if staffing levels are
adequate to handle workload and achieve strategic goals..

Shaik Abdul Khadar
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Supply Chain Health Check

1. Role Clarity & Alignment

Step 8: Organizational Structure Gaps in Supply Chain

Role/Position

Current Responsibilities

Gaps ldentified

Impact

Recommendations

Supply Chain Manager

Oversees operations but
limited strategic role

Strategic alignment
lacking

Misalignment with goals

Redefine role with
strategic focus

Demand Planner

Forecasting and demand
planning

Overlapping with Sales
Planning

Duplicated efforts,
inconsistency

Clarify scope with Sales
Planning team

2. Decision-Making Authority

Current Level of

Process/Decision Area : Gaps Identified Impact Recommendations
Authority
Inventory Adjustments Requires multiple Slows response time Delays in meeting demand Delegate authority to
approvals Inventory Manager

Supplier Contract
Negotiations

Handled by procurement
only

Limited input from supply
chain team

Misalignment with supply
chain needs

Include SC team in
negotiation process

SAMPLE TEMPLATE
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3. Cross-Functional Collaboration

Step 8: Organizational Structure Gaps in Supply Chain

fruisce

Current Level of

Department : Gaps ldentified Impact Recommendations
P Collaboration P P
. Budgeting not aligned with|Lack of communication on , Monthly cross-functional
Finance _ : . Budget constraints : :
operational needs spending priorities planning meetings
: S&OP coordination Different metrics and : o Standardize planning
Production Planning misalignment

inconsistent

priorities

metrics

4. Staffing Levels & Workload Balance

Team/Function

Current Staffing

Identified Gaps

Impact

Recommendations

Inventory Management

3 full-time staff

High turnover, overtime
frequently used

Risk of burnout, errors

Add 1-2 staff, balance
workload

Demand Planning

2 full-time staff

Seasonal demand spikes
reguire extra support

Inconsistent forecasts

Hire temporary support
during peak times

SAMPE TEMPLATE

N STEP 8
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Step 9:

Identify current and future skill requirements within the supply chain team to

Skills and Traini ng Needs ensure team members are equipped with the competencies needed for
operational efficiency and strategic growth.

Assessment

Shaik Abdul Khadar
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Step 9: Skills and Training Needs Assessment

Objective: Identify skills gaps within the supply chain workforce and outline necessary training or development to
enhance performance.

Activities:

. Evaluate Core Skills: Assess key skill areas like data analytics, process optimization, and technical expertise
relevant to planning and operations.

. Identify Gaps and Training Needs: Highlight gaps where training or upskilling could improve performance,
such as in demand forecasting or technology use.

. Document Skills Gaps: Summarize required skill upgrades, including technical and soft skills critical for
efficient supply chain management.

. Recommend Training Programs: Propose tailored training or development programs to build competencies
in key areas.

Shaik Abdul Khadar
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Step 9: Skills and Training Needs Assessment

« Skill Assessment: Evaluate existing skill levels in critical areas (e.g.,
data analytics, demand forecasting, digital tools).

« Future Skill Needs: Identify skills required to meet long-term strategic
objectives and evolving supply chain demands.

« Training & Development Plan: Develop a targeted training roadmap
to bridge identified skill gaps.

CCCE STEP 9
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1. Skill Assessment

Step 9: Skills and Training Needs Assessment

fruisce

Role/Position Required Skills Current Skill Level Skill Gap Impact Recommendations
. Data analytics, demand . - Advanced analytical skills Limited data-driven decision- |Advanced training in
Supply Chain Analyst . Basic proficiency . . )
forecasting missing making data analytics
Inventory optimization, WMS . Expertise in WMS Inefficiencies in inventory WMS configuration
Inventory Manager Intermediate : . -
knowledge configuration management training
2. Future Skill Needs
Skill Category Description Importance Roles Impacted MRS EHES e
Development
Digital Supply Chain Tools Proficiency in digital SC tools High All SC team roles Prowde_: (_:ross—functlonal digital
and ERP tool training
Advanced Forecasting Predictive and prescriptive High Demand planners, analysts Specialized forecasting and

analytics

analytics training

3. Training & Development Plan

Skill Target Group Training Method Timeline Expected Outcome
Advanced Data Analytics Analysts, Demand Planners In-hou_s e workshops, Q1-Q2 improved demand forecasting
online courses accuracy
Supply Chain Risk Supply Chain Managers External certifications [Q2 B.etter preparedness for
Management disruptions
SAM PLE TEMPLATE Shaik Abdul Khadar
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Step 10:

Develop actionable solutions for each identified gap and create a phased
Soluti D | d iImplementation plan that considers organizational readiness, required
olution Deve Opment an Investments, potential success, complexity, and change management.

Implementation Roadmap
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Step 10: Solution Development and Implementation Roadmap

Objective: Provide targeted solutions for each identified gap and develop a phased roadmap for
implementation.

Activities:

Formulate Solutions for Each Gap: Develop specific, actionable solutions for each identified
gap, ensuring they align with strategic goals.

Prioritize Initiatives by Impact: Rank solutions based on their potential impact, feasibility, and
resource requirements.

Create an Implementation Timeline: Define phases, milestones, and KPIs to track progress,
ensuring a manageable, phased approach to addressing gaps.

Define Success Metrics: Set measurable goals for each initiative to ensure alignment with
strategic objectives and demonstrate value.

Shaik Abdul Khadar
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Step 10: Solution Development and Implementation Roadmap

Once you have done all the components of assessments
ready, you need to prepare the list of gaps to be closed in

Key Areas and Sample Initiatives:

below areas. « Supply Chain Strategy: Align strategic objectives, develop measures (KPIs), implement
performance tracking.

1. Supply Chain Strategy » Planning: Optimize S&OP, improve demand forecasting, enhance inventory planning.

2. Planning » Material Flows: Reduce lead times, optimize warehousing, improve supplier reliability.

3. Material Flows » Financial Flows: Renegotiate supplier terms, streamline payment processes, implement cash

4. Financial Flows flow forecasting.

5. Informational Flows » Informational Flows: Integrate ERP/WMS, establish data dashboards, improve data accuracy.

6. Technology « Technology: Modernize systems, implement analytics tools, automate reporting.

7. Skills » Skills: Cross-train employees, provide digital tool training, enhance analytical skills.

8. Organizational Structure » Organizational Structure: Redefine roles, enhance decision-making autonomy, improve cross-

functional collaboration.

All the listed initiatives can be assessed through scoring
criteria. The following scoring criteria can be used.

Impact: The potential positive effect of the initiative on supply chain

performance (1-5 scale). Assign Scores and Calculate Priority for Each Initiative

Resources Required: The level of resources needed (financial, human, L Resources : Priority o
and technical) to implement the initiative (1-5 scale). Key Area Initiative Impact (1-5) (1-5) Risk (1-5) Score Priority Level
Risk: The likelihood of encountering challenges during implementation, Supbly Chain _ |Develop and
such as technical issues, resistance, or delays (1-5 scale). pply P 4 2 2 16 High
Strategy Implement KPIs
Formula for Priority Score: Planning Optimize S&OP 5 3 3 45 Medium
Priority Score= Impact x Resources Requiredx Risk ] ]
Material Flows |Reduce Lead Times 5 4 4 80 Low

High Priority: Low score (close to 1, indicating high impact, low resources,
low risk).
Low Priority: High score (closer to 125, indicating lower impact, higher

resources, or high risk).

EVEREN STEP 10
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Step 10: Solution Development and Implementation Roadmap
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Step 10: Solution Development and Implementation Roadmap

Final Thoughts

Align with Business Strategy: Ensure every part of the supply chain aligns with overarching business goals. This alignment ensures the health check
identifies gaps that matter most to strategic growth.

Focus on End-to-End Integration: Assess the supply chain holistically, from suppliers to end customers, to identify inefficiencies and optimize the entire
process. Gaps in one area can impact overall performance, so consider the flow and integration across functions.

Prioritize Data-Driven Decisions: Use accurate, real-time data to guide the assessment. Analytics-driven insights improve gap identification and provide a
clearer foundation for impactful solutions.

Balance Immediate Wins with Long-Term Value: Identify quick wins to show early results but also invest in longer-term projects that support lasting
improvements. This balance helps sustain momentum and ensures meaningful progress.

Invest in People and Technology: Recognize that skills and digital capabilities are critical for a resilient supply chain. Address any skill gaps and explore
technology upgrades to support efficient and responsive operations.

Consider Financial Impact: Assess the cost-effectiveness of solutions and prioritize those with clear ROI. Aligning solutions with financial goals ensures the
health check contributes to profitability.

Prepare for Change Management: Implementing improvements often requires a shift in mindset, workflows, or technology. Plan for change management to
support adoption and mitigate resistance.

Embed Continuous Improvement: A health check is not a one-time effort; it's a foundation for ongoing improvement. Establish mechanisms for regular
assessments to adapt to market changes and emerging risks.
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MANUFACTURING &
SUPPLY CHAIN HEALTH CHECK SUPPLY CHAIN EXCELLENCE PROGRAM PROGRAM / PROJECT CONTINUOUS IMPROVEMENT

DESIGN MANAGEMENT

We adopt holistic approach for achieving excellence in end-to-end supply chain operations for supply chain organizations. We prefer to start with in depth assessment by
walking through all the processes, conducting detailed interviews, collecting process performance data, and analyze collected information. The output of assessment is the
list of identified organizational gaps in processes, people, systems, and structure. We analyze the gaps based on industry best practices, capability of implemented
systems, capabilities of people, and good practices already used. We identify possible high level to-be state of processes, systems, people, and structure. We work
through our customer teams to arrive at highly pragmatic road map considering all constraints and challenges for achieving to-be state.

The solution may contain the refresh of business strategy, alignment of operations strategy, designing new ERP initiative, launching ERP optimization initiative, designing
business process optimization initiative, launching supply chain optimization initiative, aligning organizational structure, and development of people skills. All the supply
chain components are reviewed for alignment with strategy, planning, and operations. We design initiatives, prioritize them, and promote in appropriate sequence to
execute strategy successfully. While doing so, we review the key performance measures and put appropriate targets to measure the success of initiatives. We use
balanced scorecard approach in executing strategies.

We adopt appropriate program and project management best practices for successful completing initiatives and closing the value gaps. Our experienced project
management consultants could establish PMO and help our customers to operate them successfully.

We will be associated with our customers continuously even after expected excellence is achieved. We do periodic audits and make appropriate recommendations to
sustain the improvement efforts. We also can do short term projects to identify any emerging strategies and implement any short term initiatives as per the needs of our
customers.

We adopt flexible engagements with our clients to ensure ROI and value addition. Our clients can take our help in any of the phases mentioned above. This gives our
customers flexibility to utilize our expertize more effectively and get high return on investment in our engagements.
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Expert Profile

Shaik Abdul Khadar

CEO & Principal Consultant

Data Labs India Solutions Pvt. Ltd
Hyderabad, INDIA
sak@datalabsindia.com
+917799798333

A business leader and expert in building and managing complex supply chain
organizations with experience in designing and deployment of strategy, planning,
and operations. Overall profit and loss responsibility, lead large and diversified
teams, and manage transformations. Drive global programs and projects, roll-out
strategic initiatives, build corporate competencies and provide strategic direction.
A strategist and expert in strategy execution, supply chain excellence, digital
transformations, business process re-engineering, performance management,

operations strategy, and ERP implementations.

EXPERIENCE

» Strategy Formulation & Strategy Execution

» Supply Chain Strategy, Planning, & Operations

* Business Planning, Forecasting & Budgeting

* Manufacturing Excellence

* Business Process Re-Engineering/Management

* Enterprise Resource Planning & EPM

* Supply Chain Execution Systems (WMS, MES, TMS, GTM,DP,CT, SCO)
* Project Management & PMO

* AI/ML & lloT

* Organizational Transformations
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NDIA

¢ dafalabs

INDUSTRIES

» Agri Food

* Mining

» Automotive

* FMCG

* Manufacturing
» Logistics

+ Government

* Retall

CERTIFICATIONS

* BSC Certified Graduate
+ PMP

+ CPIM

+ LSSBB

+ EPM (IBM PA)

+ ERP

* Explaining Strategy

+ Middle East, Africa, India
* 30+ Years

SOLUTION ARCHITECT
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Achieve excellence in your manufacturing and supply chain operations

We can help you to assess your supply chains and empower you to achieve excellence T HAN K YO U

We can support you throughout the transformation and guide you to make it truly world class

AR NERNEEN

Contact us to know more and to know about the supply chain health check assessment
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Our Global Presence

INDIA— DUBAI — SAUDI ARABIA — USA

THANK YOU FOR YOUR BUSINESS....

Corporate Office

Data Labs India Solutions Pvt. Ltd.
28-5-154-2, APHB Colony Main Road,
Anantapur— 515001

Andhra Pradesh State

INDIA

Phone : +91 08554248844

E-mail : info@datalabsindia.com

UAE Office

Data Labs International FZ
LLC

FDBCOO0O08 Service Block

Al Jazirah Al Hamra

RAKEZ Business Zone-FZ

Ras Al Khaimah,

United Arab Emirates

E-mail : info@datalabsint.com

Development Center & Sales Division
Data Labs India Solutions Pvt. Ltd.
Office Not: 301, AU Reddy Towers,
Begumpet, Hyderabad — 500016
Telangana State

INDI A
Phone : +91 04066441333
E-mail :

info@datalabsindia.com

USA Office
Data Labs America Inc.

16192, Coastal Highway

Lewes
County of Sussex
Delaware-19958

USA
sales@datalabsidia.com

Contact us for more information:

Shaik Abdul Khadar

CEO

E-mail: sak@datalabsindia.com
Phone: +91 7799798333



