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Integrated Business Planning (IBP) 

is no longer a luxury reserved for 

global enterprises—it’s becoming 

a competitive necessity for mid-

sized companies facing complex 

decisions, constrained resources, 

and increasing pressure to connect 

strategy to execution.

This eBook is designed for 

supply chain, operations, and 

finance leaders at mid-market 

companies who want to move 

beyond traditional S&OP. Whether 

you’re struggling to align plans 

across functions, justify planning 

technology investments, or get buy-

in from your executive team, this 

guide provides a practical, step-by-

step roadmap to evolve toward IBP 

without disrupting your business.

This isn’t a blueprint for billion-dollar 

transformation. It’s a grounded, 

actionable playbook to help you 

move from reactive to strategic—on 

your terms, at your pace.

Because mid-sized companies 

deserve world-class planning too.

EXECUTIVE 
SUMMARY

WHAT YOU’LL LEARN:

• What IBP actually means—and 

how it differs from S&OP

• Common misconceptions that 

derail mid-sized companies

• How to assess your planning 

maturity and IBP readiness

• What real-world IBP looks like 

(beyond vendor demos)

• How to start small and scale 

with confidence

• What tools, processes, and 

conversations drive adoption

• How to frame the business case 

for executive approval
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The pace of change in today’s supply chains has made one thing clear: siloed, static 

planning is no longer good enough. From inflation shocks to geopolitical disruptions, mid-

sized companies are dealing with the same volatility and complexity as the Fortune 500—

but with smaller teams, fewer tools, and tighter margins.

That’s why more mid-market leaders are turning to Integrated Business Planning (IBP) 

as a way to navigate uncertainty with greater confidence. IBP connects strategic goals, 

financial targets, and operational realities across departments—so that planning becomes 

not just more efficient, but more aligned, forward-looking, and resilient.

Yet for many companies, IBP still feels out of reach.

They associate it with massive transformation programs, enterprise platforms, and long 

lead times. And while those associations aren’t wrong for large enterprises, they miss a key 

point:	IBP is not a software. It’s a mindset. And mid-sized companies are often better 

positioned to adopt it—because they’re more agile.

CHAPTER 1:

Introduction – Why IBP, Why Now?
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The Mid-Market Planning Gap

Most mid-sized businesses today have some form of Sales & Operations Planning (S&OP). 

It’s functional, often Excel-driven, and typically focused on short-term supply and demand 

balancing. But when strategy shifts, when budgets tighten, or when customers behave un-

predictably, that framework starts to crack.

Here’s what we hear from mid-market leaders:

“We can’t get operations, finance, and sales on the 
same page.”

“Our forecasts and budgets are disconnected.”

“We keep planning based on what already happened—
not what might happen next.”

What these companies are describing isn’t a failure of 
S&OP. It’s a natural sign they’re ready to evolve.



IBP: Not Just for the Giants
Gartner defines IBP as “a planning process that aligns 

strategic, tactical, and operational plans across functions to 

drive better business outcomes.” But let’s break that down.

For a mid-sized business, IBP means:

• Finance is part of the planning process—not just 

approving budgets after the fact

• Scenarios are modeled before decisions are made—not 

after problems occur

• Plans tie directly to strategy and margin—not just SKU 

volumes and shipments

And critically, it means you don’t have to build it all at once.

“IBP is a journey—not a project. The best companies start with 

a business challenge and build capability to solve it.”

— McKinsey & Company, 2022

What This eBook Will Help You Do
If your S&OP process is up and running—but your 

leadership is still making decisions in isolation, planning 

cycles are slow, and spreadsheets are stretched to the 

limit—this eBook is for you.

We’ll help you:

• Understand what IBP really involves (and what it doesn’t)

• Identify when and why to shift beyond S&OP

• Build a roadmap tailored to your company’s needs

• Select tools and capabilities that support—not 

overwhelm—your team

• Communicate value in language your CFO and CEO will 

support

You don’t need to be a global enterprise to benefit from 

integrated planning. You just need the right next step.
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Integrated Business Planning (IBP) is often misunderstood—especially in the mid-market. 

Many companies believe it’s either too complex, too expensive, or only valuable for 

massive global organizations. But these assumptions hold mid-sized businesses back from 

reaching the next level of planning maturity and business performance.

Let’s break down the most common misconceptions—and what you should be thinking 

instead.

CHAPTER 2:

What Mid-Sized Companies Get 
Wrong About IBP
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Myth #1: “IBP Is Just a Fancier Name for S&OP”

S&OP

Aligns demand and supply

Typically focused on short to mid-term

Operations-driven

Tactically focused

IBP

Integrates strategy, finance, and execution

Looks 24–36+ months ahead

Cross-functional, including finance and C-suite

Strategically focused with scenario modeling

Myth #2: “We’re Too Small for IBP”
IBP isn’t about company size—it’s about decision complexity.

Even mid-sized companies are  
managing:

• Multiple product lines and  
geographies

• Dynamic customer demand

• Rising supply risk and cost pressures

• Pressure to tie operational plans to 
financial outcomes

IBP helps you manage these realities by  
enabling:

• Better decisions with scenario modeling

• Aligned views across departments

• Confidence in long-term investment or  
hiring plans

“IBP creates a business-wide lens through which trade-offs can be evaluated in terms of 
both strategy and financial impact. That’s relevant no matter your size.”

— McKinsey, “The Business Value of IBP,” 2022



Myth #3: “IBP Requires a Huge Technology Investment”
You don’t need to rip and replace your systems to start IBP.

Many mid-market companies evolve toward IBP using:

Making IBP Work for the Mid-Market  										          7

• Existing ERP + lightweight planning  
overlays

• Tools that plug into Salesforce  

(e.g., ketteQ)

Myth #4: “We’re Not Ready Until Our Data Is Perfect”
Perfect data is a myth. Progress matters more.

In fact, IBP helps expose and improve data gaps—by forcing cross-functional alignment, 
creating shared assumptions, and spotlighting where inconsistent data is slowing 
decisions.

You don’t need pristine systems to begin. You need a process to get people talking 
and thinking the same way across functions.

• Point solutions that support inventory 
optimization or scheduling

• Scenario modeling in Excel or Power BI 
to get started

The key is to build capability in layers—focusing on the biggest gaps or risks first.

“IBP doesn’t begin with buying a platform—it begins with enabling better business  
conversations.”

— Gartner, “Midsize Enterprise Strategic Planning Primer,” 2023

The Truth: Mid-Sized Companies Are Ideal for IBP— 
If Done Right
Because mid-sized companies are more agile than large enterprises, they can often adopt 

IBP more effectively—as long as it’s tailored to their scale and priorities.

That means:

• Starting with process and people, not just software

• Focusing on business decisions that matter most

• Layering in technology to support—not drive—the process

• Aligning around one version of the truth

IBP isn’t reserved for billion-dollar businesses. With the right approach, it can be your next 

step to better alignment, faster decisions, and more resilient growth.



The term “IBP” is thrown around a lot, but let’s face it—many companies chasing IBP 

haven’t truly mastered Sales & Operations Planning (S&OP) yet.

For mid-sized businesses, the critical question isn’t “Should we do IBP?”—it’s “Have we 

taken S&OP as far as it can go?”

This chapter helps you assess whether your business is ready to take the leap—or if 

refining your S&OP process might be the smarter next step.

S&OP: The Foundation You Can’t Skip
S&OP isn’t a stepping stone you rush through—it’s the operational backbone of planning.  

A strong S&OP process delivers:

• Consensus-driven demand plans

• Feasible supply plans aligned to constraints

• Inventory and capacity visibility

• Executive review and course correction

But S&OP has limits. It often stops short of integrating financials, long-term strategy, and 

scenario-based decision-making. That’s where IBP starts.

CHAPTER 3:

Do You Really Need IBP—Or Just 
Better S&OP?
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Is Your S&OP Ready to Scale into IBP?
Use this checklist to assess your S&OP maturity:

If you’re checking 5 or 6 boxes, you’re likely ready to start layering in IBP capabilities. If 

you’re below that, refining your S&OP process will have greater impact in the short term.

“Companies without a stable, mature S&OP process tend to struggle with IBP. The foundation 

has to be strong before you extend it to strategic planning.”

— Gartner, “How to Evolve From S&OP to IBP,” 2023

The Risks of Jumping to IBP Too Early
Going too big, too fast can backfire. Mid-sized companies that attempt full IBP rollouts 

without S&OP discipline often face:

• Technology fatigue from overcomplex tools

• Conflicting inputs from departments still working in silos

• Lack of trust in data, leading to decision paralysis

• Burnout or disengagement from teams overwhelmed by process

Instead of transformation, you get confusion—and resistance.

The Smart Approach: Strengthen, Then Scale
Rather than rushing into IBP, the best approach is incremental:

1. Stabilize your S&OP cycle | Tighten up your meeting rhythm, ownership, and KPIs.

2. Bring finance into the conversation | Introduce margin, cash flow, and working capital 

implications into reviews.

3. Pilot scenarios | Start small—“What if demand drops 10% next quarter?”—and grow  

from there.

4. Document planning assumptions | Get your team aligned on what’s driving decisions—

not just the numbers.

This crawl-walk-run path builds organizational readiness while showing value at every step.

Capability								                Yes	      No

Regular cadence with strong executive participation  		            ✓

Clear ownership of demand and supply inputs  		                         ✓

Cross-functional collaboration (Sales, Ops, Supply Chain)  	                       ✓

Planning horizons extending at least 12–18 months  	 	           ✓

Data credibility and trust in shared assumptions  		                         ✓

Outputs lead to actionable decisions—not just alignment  	                        ✓



Still Not Sure? Look at Business 
Symptoms
Sometimes the need for IBP isn’t obvious from process 

maturity alone. Watch for these signs:

• You miss budget targets due to unexpected demand shifts

• Your strategic plans aren’t grounded in operational 

feasibility

• Finance and operations are planning in parallel—but not 

together

• It takes too long to respond to disruption or supply 

constraints

• Planning is too siloed, too manual, or too reactive

These are indicators that better S&OP won’t be enough. 

You need a way to integrate planning with broader business 

outcomes. That’s IBP.

Conclusion: Don’t Buy IBP—Build 
Toward It
You don’t “flip the switch” from S&OP to IBP. You evolve 

toward it.

If your current planning process is struggling to support 

growth, agility, or strategic alignment, it may be time to take 

the next step. But if your S&OP foundation is shaky, start 

there first.

IBP is powerful—but only when it’s built on the right base.

Making IBP Work for the Mid-Market  				    				    	 10



When most people hear “Integrated Business Planning,” their minds go to slick vendor 

demos—polished dashboards, automated forecasts, and perfectly aligned KPIs. But real-

world IBP doesn’t look like that at first. It’s messier. More human. More iterative.

IBP is less about shiny tools and more about how your organization thinks, plans, and 

makes decisions.

This chapter pulls back the curtain to show what IBP looks like in real operations—when it’s 

working, when it’s evolving, and how it’s different from the hype.

At Its Core, IBP Is a Governance Model
IBP isn’t a system—it’s a business management process. And at the heart of it is 

governance:

• Cross-functional decision-making: Sales, finance, supply chain, and executives are part 

of one planning process, not parallel ones.

• Unified planning cadence: One calendar governs demand planning, supply alignment, 

financial forecasting, and strategic reviews.

• Escalation pathways: Clear rules determine when trade-offs (e.g., margin vs. service) are 

escalated to leadership for resolution.

• Ownership by business leaders—not just planners.

CHAPTER 4:

What IBP Actually Looks Like in 
Practice (Not Just in Vendor Demos)
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“Integrated Business Planning is not a supply 

chain process. It’s a business process owned by 

leadership, supported by operations.”

— Oliver Wight, “Executive Guide to IBP,” 2023



What IBP Looks Like Month to Month
Here’s a simplified monthly IBP cadence in practice:

Each meeting builds on the previous one. Rather than debating numbers every month, 

teams focus on evaluating assumptions, pressure-testing risks, and agreeing on aligned 

actions.

Scenario Thinking Becomes the Norm
One of the biggest differences between S&OP and IBP is the use of what-if scenarios to 

support decision-making.

For example:

• “What if our top supplier goes offline for 6 weeks?”

• “What’s the margin impact of adding a shift vs. outsourcing?”

• “If sales drop 15% in Q3, can we defer CapEx?”

These aren’t side analyses—they’re embedded into planning meetings. And they help shift 

decisions from gut feel to structured choice.

“Companies with mature IBP processes were 2x more likely to use scenario planning as a 

regular part of decision-making.”

— Gartner, “State of Supply Chain Planning,” 2023

Finance Is a Full Partner
In many S&OP processes, finance is looped in late—to check numbers or validate budgets. 

In IBP, finance is at the table from the start.

• They help set guardrails (cash, margin, ROI targets)

• They translate operational changes into P&L impact

• They connect strategic investments to operational feasibility

This makes the planning process more holistic—and increases credibility with the C-suite.
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Week	        Focus					    Participants

Week 1	          Demand Review				   Sales, Marketing, Demand Planners

Week 2	          Supply Review				    Operations, Manufacturing, Logistics

Week 3	          Integrated Reconciliation		  Finance, SCM, BU Leads

Week 4	          Executive Review			   CEO, CFO, COO, CSCO, Business Heads



It’s Not Always Perfect— 

And That’s OK
In practice, IBP doesn’t mean 100% alignment or flawless 

forecasts. Companies still deal with:

• Late data

• Disagreements between teams

• Gaps in system integration

•Manual processes (yes, even in IBP)

What changes is the decision quality. Even when 

information is imperfect, teams have a shared framework 

for evaluating trade-offs and moving forward.

“IBP is not about achieving planning perfection. It’s about 

enabling better decisions faster—with the best information 

available.”

— BCG, “From Insight to Action: Making IBP Work,” 2022

What Success Looks Like
When IBP is working, you’ll see these outcomes:

• Strategy and operations are tightly linked

• Forecasts are more reliable and trusted

• Decisions are made faster, with fewer escalations

• Teams speak the same planning language

• Business outcomes—revenue, margin, inventory—improve

It won’t happen overnight, and it won’t be perfect. But done 

right, IBP becomes a competitive differentiator—not just a 

planning tool.
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If you’re a mid-sized company, you don’t need a massive digital transformation budget—or 

a team of data scientists—to implement IBP. But you do need a roadmap that aligns with 

your reality.

Too many companies jump straight to enterprise-grade software or complex governance 

models before they’ve built the foundation. The result? Burnout, shelfware, and stalled 

progress.

The crawl-walk-run approach helps you implement IBP in phases, matching each step with 

your company’s current capabilities, culture, and goals.

CHAPTER 5:

The Crawl-Walk-Run Path to IBP  
for Mid-Sized Companies
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Crawl: Strengthen S&OP and Start Aligning the Business
In the crawl phase, the focus is on establishing consistency and discipline in your 

planning process.

Key Activities:

• Establish a regular S&OP cadence 
(monthly at minimum)

• Define planning roles, responsibilities, 
and decision rights

• Align on core KPIs: forecast accuracy, 
inventory turns, OTIF, etc.

• Build a shared planning calendar across 
sales, supply, and operations

• Ensure participation from cross- 

functional leaders

Outcomes:

• Planning becomes predictable and  
repeatable

• Teams begin trusting data and each  
other

• “One number” mindset starts to take 
hold

• Decisions shift from reactive to  
proactive

“Companies that rush into IBP without a consistent S&OP foundation spend more time 

managing process breakdowns than making better decisions.”

— Gartner, “Building IBP on S&OP Foundations,” 2023
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Walk: Introduce Finance, Scenarios, and Strategic  
Planning Horizons
Once S&OP is stable, you can begin layering in the elements that elevate it into IBP.

Key Activities:

• Involve finance as a core participant, 
not a downstream checker

• Begin connecting operational plans to 
financial outcomes

• Extend planning horizons to 24–36 
months

• Introduce what-if scenario modeling in 
key planning reviews

• Document and align on planning  

assumptions

Outcomes:

• Operations and finance speak the same 
planning language

• Strategic plans are grounded in  
operational feasibility

• Trade-off decisions are framed in terms 
of both margin and service

• The business becomes more agile—able 
to course correct faster

“What distinguishes IBP is its ability to quantify trade-offs and connect plans to 

financial performance in real time.”

— McKinsey, “Unlocking Value with IBP,” 2022

Run: Integrate Technology and Institutionalize IBP
With process and people alignment in place, you’re ready to scale IBP through smart 

technology and governance.

Key Activities:

• Implement planning tools that support 
scenario modeling, data integration, and 
executive visibility

• Automate data flows from ERP, CRM, 
and financial systems

• Define a clear escalation path for  
decision-making

• Establish executive sponsorship and 
governance routines

• Incorporate risk management and  
longer-term strategy into planning cycles

Outcomes:

• Planning becomes strategic, not  
just operational

• Technology enables better  
collaboration—not just automation

• IBP becomes embedded in how the 
business runs—not a project

• The company is better equipped to 
manage volatility and capitalize on  
opportunities



Matching Investment to Maturity
Each phase of the crawl-walk-run journey supports a different level of planning maturity. 

Don’t let perfection be the enemy of progress. Instead of trying to leap to best-in-class, 

aim for:

The goal isn’t to check every IBP box—it’s to drive better decisions that align with your 

business strategy.

Conclusion: Go As Fast As You Can, As Slow As You Must
Mid-sized companies have a strategic advantage in IBP implementation: they’re more 

nimble. With fewer silos and faster decision-making cycles, they can often move from crawl 

to run faster than large enterprises—if they follow a phased approach.

Don’t wait for everything to be perfect. Just start—with intention, sponsorship, and a focus 

on the next best step.
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Phase	        Focus					    Investment Style

Crawl		           Process stability			   People + basic tools (Excel, Power BI)

Walk		           Strategic alignment			   Scenario modeling + initial tech overlays

Run		           Enterprise-wide enablement		  Integrated tech platforms, advanced 

								        analytics



If S&OP is where most companies begin their planning journey, Excel is almost always the 

first tool they use. And for good reason: it’s flexible, familiar, and free.

But as your planning process evolves—more products, more markets, more scenarios—

Excel can quietly become your biggest bottleneck. It wasn’t built for connected planning, 

collaborative forecasting, or financial integration.

Integrated Business Planning requires more than spreadsheets. It requires systems that 

enable shared visibility, real-time scenario modeling, and business-wide alignment.

Where Excel Falls Short
Excel is great for ad hoc analysis, but it struggles as a planning platform:

“Most IBP failures stem not from bad strategy but from using tools that can’t support the 

process.”

— Gartner, “Planning Technology Maturity,” 2023

CHAPTER 6:

Technology’s Role in IBP—And  
Why Excel Won’t Get You There
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Challenge		  Why Excel Struggles					   

Version control		  Multiple stakeholders = multiple versions, conflicting assumptions

Scenario modeling		  Difficult to manage assumptions, scale models, or run simulations

Cross-functional		  Emailing spreadsheets back and forth kills alignment and speed

collaboration

Auditability			   No clear history of changes or decisions

Real-time 			   Doesn’t connect easily to ERP, CRM, or finance systems

integration



What Does the Right Tech Stack Look Like?
You don’t need to rip out your ERP or spend millions on transformation. But you do need 

systems that:

• Connect data across departments (ERP, CRM, Finance)

• Allow for multi-scenario modeling and assumption tracking

• Support cross-functional collaboration with transparency

•Integrate financial and operational metrics in real time

• Scale with your organization—without adding complexity

This could be an end-to-end planning platform like Kinaxis, or a Salesforce-native solution 

like ketteQ, or a modular approach using tools like PlanetTogether for production 

scheduling.

Right-Sized Tools for Mid-Sized Companies
For mid-market organizations, the key is fit-for-purpose technology. Here’s how some 

tools align with IBP phases:

“The best IBP platform is the one that fits your current capabilities—and grows with your 

ambition.”

— Lora Cecere, Supply Chain Insights
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Tool		        	    Best For	 IBP Value

Excel + Power BI	      Crawl		   Get visibility, build trust in numbers

PlanetTogether	      Walk		   Improve production alignment and constraint visibility

ketteQ		       Walk–Run		   Native Salesforce users building cross-functional plans

Kinaxis 		       Run			   End-to-end concurrent planning at scale



Integration Is the Real Differentiator
IBP doesn’t happen in one system. It happens across 

systems—if they can talk to each other.

That’s why integration is more important than functionality. 

A powerful tool that lives in a silo won’t deliver IBP. But a 

tool that sits inside your CRM or connects seamlessly to 

your ERP helps create a single version of the truth.

Look for planning tools that:

• Are built on open architecture

• Integrate into your existing tech stack

• Have customers with integrations to leading ERP or CRM 

systems (e.g., Salesforce, SAP, NetSuite)

• Deliver a user experience with a business first approach

Technology Enables IBP—but People 
and Process Drive It
Too many companies chase IBP by buying software. But 

without the right process and cross-functional commitment, 

the best tech won’t move the needle.

Think of technology as the scaffolding that supports your 

IBP process—not the engine that drives it. Start with the 

biggest constraint (manual data, broken handoffs, no 

scenarios) and find the simplest tool to solve it.

Conclusion: Outgrow Excel, Don’t 
Overengineer
The goal isn’t to eliminate Excel—it’s to know where it stops 

being helpful. As your planning process matures, your tools 

should too. 

Mid-sized companies need tools that support the agility, 

alignment, and visibility that IBP requires. 

Choose tech that matches your process—not tech that 

dictates it. 
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For many mid-sized companies, the biggest hurdle to implementing IBP isn’t technology, 

data, or even process—it’s leadership buy-in. 

Executives often see IBP as:

• Too resource-intensive for the size of the company

• A supply chain initiative, not a strategic one

• Something that can wait until after “we solve the basics”

But here’s the reality: mid-sized businesses can’t afford not to align strategy, operations, 

and finance. The cost of poor decisions, slow reactions, and disconnected planning is too 

high.

This chapter explores how to make the case for IBP in a way that resonates with business 

leaders—starting with risk, not process.

Focus on What Executives Actually Care About
To win executive sponsorship, you need to speak their language. That means shifting from 

“process improvement” to business impact:

“IBP is not a supply chain initiative. It’s an executive capability to make better decisions faster”

— BCG, “IBP as a Strategic Enabler,” 2023

CHAPTER 7:

How to Get Executive Buy-In for  
IBP When You’re Not a Fortune 500
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Executive Concern	   IBP Response					   

“We missed the revenue 		     IBP aligns supply, demand, and finance to drive predictability

target again”	

“Why are we sitting on $15		     IBP enables better scenario planning and inventory decisions

in inventory?”

“Our plans change every		     IBP creates a structured, repeatable planning cycle across funstions

quarter”

“We’re reactive to disruption”	    IBP supports proactive risk management with what-if analysis



Lead with Risk, Not Complexity
Trying to explain the full IBP process will overwhelm most executives. Instead, start with a 

specific pain point:

• Forecast inaccuracy is eroding margins

• We missed a major opportunity because operations couldn’t pivot

• Financial targets are disconnected from operational plans

Use these as a jumping-off point to introduce IBP not as a new process, but as a better way 

to make business decisions.

Reframe IBP as a Business Investment
Many executives view IBP as overhead. Flip that narrative by framing IBP as an enabler of 

strategic ROI:

• Faster decision cycles = quicker time to market

• Better supply-demand balance = reduced working capital

• Aligned investment planning = fewer resource misfires

Quantify the upside where possible—even in directional terms. For example, “A 5% 

improvement in forecast accuracy could free up $2M in working capital.”

“Executives support what they can measure. Don’t just say ‘IBP improves alignment.’ Show how 

it moves financial levers.”

— Gartner, “Business Case for Integrated Planning,” 2022
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Conclusion: Sell the Outcome, Not the Acronym
IBP doesn’t need to be called “IBP” to succeed. In fact, avoiding the jargon can help you 
get buy-in faster.

Sell the benefits:
• Better decisions	  • Faster responses   • Clearer trade-offs  • Strategic alignment

When the business sees IBP as a better way to run the company—not just plan it—
you’ve won.

Make It Real—Not Theoretical
Executives don’t want a textbook. They want relevance.

Bring IBP to life by:

• Sharing a real business decision that could’ve gone better with better planning (missed 

promotion, wrong inventory, last-minute expedite)

• Showing a simplified version of a what-if scenario they could use (e.g., “What happens if 

raw material costs rise 10%?”)

• Naming competitors or peers who are already on this path

If your leadership team has Salesforce or ERP fatigue, show how IBP can build on—not 

replace—their current investments.

Start Small, Win Early, Scale Fast
Buy-in doesn’t require a 12-month roadmap. It starts with one win:

• A cross-functional demand review that identifies risk early

• A what-if scenario that avoids a costly rush order

• A supply plan that clearly links to margin impact

Once leadership sees value, you can build momentum. Make the early process lightweight, 

visible, and tied to a high-priority initiative.

Executive Buy-In Is Built, Not Bought
You don’t need full executive alignment from Day 1. You need a champion—someone willing 

to pilot the approach, demonstrate value, and advocate for it.

Focus on:

• The CFO or COO: for financial and operational credibility

• The head of supply chain: for process leadership

• A business unit leader: for proof of impact

Build a coalition and grow support through results—not presentations



Moving Toward IBP Without Breaking the Business
If you’ve got a stable S&OP process in place—congratulations. That alone puts you ahead 

of many companies in your space. But what happens next?

At some point, your team outgrows the operational focus of S&OP. You find yourself facing 

bigger questions:

• How do we connect plans to financial outcomes?

• Can we prepare for multiple demand and supply scenarios?

• Are our strategic goals showing up in our operating plans?

That’s the moment to start thinking about Integrated Business Planning (IBP). But you 

don’t need to scrap what’s working. You need to evolve it—strategically, incrementally, and 

without overcomplicating the business.

CHAPTER 8:

You’re Doing S&OP— 
Now What? Moving Toward IBP 
Without Breaking the Business

First, Make Sure S&OP Is Truly Stable
Many companies think they’ve mastered S&OP, but still 

struggle with:

• Constantly revised forecasts

• Poor participation from sales or finance

• Lack of a monthly cadence or clear decision-making

Before building toward IBP, ensure you have:

• A regular planning cycle across functions

• A common planning calendar

• A shared view of demand and supply

• A way to resolve trade-offs and escalate decisions

If your current S&OP still runs in silos—or mostly in 

spreadsheets—focus on fixing that first.
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1. Introduce Scenario Planning
Start simple. Pick a high-impact variable (demand drop, supplier delay, 

pricing change) and model 2–3 outcomes. Use these to frame decisions in 

monthly meetings.

“Companies with scenario planning capabilities responded 30% faster to 

supply disruptions.”

— McKinsey, “The Resilient Supply Chain,” 2023

Assess Your IBP Readiness
Use a simple IBP readiness checklist:

• Are finance and supply chain regularly collaborating?

• Do leaders have visibility beyond the next 90 days?

• Can you model basic what-if scenarios to support decisions?

• Are business strategy and operations reviewed in the same forum?

• Are planning assumptions tracked and reviewed?

If you answered “yes” to most—you’re ready to start integrating.

If not, the next step may not be IBP. It may be strengthening your cross-functional  

S&OP foundation.

How to Start Evolving Toward IBP
The transition doesn’t require a full system overhaul. Here’s a practical path to layering in 

IBP capabilities:

2. Invite Finance to the Table
Make finance a full partner, not just a checkpoint. Begin reviewing  

how demand and supply plans impact revenue, margin, and cash flow  

in your reviews.

3. Create a Reconciliation Step
Add a new meeting to bridge supply, demand, and finance inputs before 

executive review. This is a key IBP behavior and prevents rework at  

the top.
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What Not to Do
Avoid these common mistakes:

• Don’t launch IBP as a new project with a separate team or language

• Don’t overload your team with new meetings 

• Don’t aim for perfection—focus on progress

Your S&OP process is the springboard. IBP is the upgrade that links planning to strategy.

From Coordination to Strategic Control
When S&OP is working, your operations are aligned. When IBP is working, your business is 

aligned—strategy, finance, operations, and leadership all making decisions from the same 

set of plans, risks, and assumptions.

You’re no longer reacting to surprises. You’re shaping the future.

Final Note: It’s a Journey—But You’re Already on It
If you’re doing S&OP well, you’ve already done the hard part: building a regular, cross-

functional planning discipline.

Now the opportunity is to elevate it:

• From operational to strategic

• From tactical to financial

• From fragmented to fully aligned

You don’t need a big bang. You need a plan—and the confidence to take the next step.

4. Align Strategic and Operational Horizons
Use IBP to look out 24–36 months—not just the next two quarters. This 

helps ensure capital plans, headcount decisions, and product strategies  

are aligned.

5. Start Tracking Assumptions
A hallmark of IBP maturity is managing uncertainty. Document planning 

assumptions each cycle and review how they hold up. This builds 

credibility and improves forecasting.
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1. Assess your current S&OP maturity
Use the checklist from Chapter 3 to evaluate your process, participation, 

and performance. Identify where you have a solid foundation—and where 

you don’t.

Next Steps: Bringing IBP to Life in Your Business
No matter where you are on the planning maturity curve, the move toward Integrated 

Business Planning doesn’t have to be overwhelming. Here are five next steps you can take 

to start creating momentum:

2. Start tracking planning assumptions
Document the “why” behind your forecasts and decisions. This simple 

act builds accountability, fosters cross-functional trust, and lays the 

groundwork for scenario modeling.

3. Involve finance earlier
Don’t wait until the end of the planning cycle for financial validation. Start 

bringing finance into your monthly planning reviews—first for visibility, 

then for alignment.

4. Pick one decision to pilot IBP behaviors
Whether it’s a product launch, inventory investment, or make/buy choice—

walk through the process with integrated inputs from demand, supply, 

finance, and strategy.

5. Explore the right technology
Review your current planning tools and identify gaps. Consider solutions 

that work with your ERP or CRM, support scenario modeling, and enhance 

your current workflow.



Final Conclusion: IBP Isn’t a 

Destination—It’s a Smarter Way 

to Run Your Business
Integrated Business Planning is about making 

smarter decisions, faster—and connecting 

operations, finance, and strategy so everyone is 

working from the same playbook.

For mid-sized businesses, IBP is not just 

possible—it’s powerful. When approached in the 

right way, it helps you:

• See further

• React faster

• Invest smarter

• Grow more confidently

You don’t need to plan like a Fortune 500. But 

you can lead with the same clarity, alignment, 

and purpose.

The next step is yours.
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