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Business Unit TORO

TORO brand launched in 1946 

Sale 2007 TORO retail: 1 500 MNOK

760  employees

3 factories in Norway
- TORO Arna 145 mill. units 
- R&S Elverum 45 mill. units
- Bøe Lefsebakeri 13 mill. units

- Retail          33.000 ton
- RFI               5.000 ton
- FoodService 4.000 ton

- Market leader in dehydrated food 
- 17 No1 positions 
- 7 brands 
- Sales force for King Oscar and Denja

- One of Norway's most valued retail 
brands

- Focus on innovation
- Main market is Norway; Export to 

Iceland and Sweden



The Market

TORO-Retail:  
4 retail chains
Sale, 200 mill consumer units / 2 mill households   
Every Norwegian households buys 2 Toro products pr. week.
500 SKU’s.              

Foodservice-Norway: One dominant customer (65% market share)
500 SKU’s   

Food Ingredients-Norway: Several World Wide customers
500 SKU’s   



The strategy influence the TORO SC

We source raw materials and trading goods from all over the world

Long lead times on raw materials and packaging materials makes it difficult 
to meet targets on stock values and planning. Forecasting with long 
time horizons are challenging

“Local taste champion / leading brand builder” goal in the strategy gives 
broad product portfolio.

Several new products are launched every year to secure our position.

Lead time on customer orders, 24 – 48 hours. Limited visibility on customer 
stock values and forecasts.

TORO SC includes three business units with different needs.

In total this gives us a complex logistic.



The ”Baseline” (Where we were)

Dedicated work force. Good investments were done in infrastructure and IT.

”Supplier of the year-2007” (Norwegian retailers).

High Self confidence (challenge)! 

Unclear roles and responsibilities. Supply chain was not aligned with sales 
and had limited understanding of our performance and influence. 

The paradox 
(High stock, high forecast accuracy, high waste and poor service level).

Performance management (Measures, targets etc). 
Few measures, not specific and detailed.

Data quality and analysis
Large amounts of data, limited information

runs

http://www.sap.com/index.epx


Project overview - three project work 
streams
S&OP Process Definition

Report
Definition

SAP Training

Process
Training Cycle 1Roles &

Responsibilities Cycle 2 Cycle 3

KPI
Definition

Report 
Development

Data
Cleansing

Set up Interim
Reporting

Data
Validation

Planning
Strategy

S&OPImplementation

KPIs

PlanningAlignment



What is Sales and operations planning?

Sales and operations planning (S&OP) is a business process including 
several functions from supply, demand and finance

S&OP enables us to predict how the supply chain performs compared to 
the business plan, and uncover future challenges

In Toro we evaluate the forecasts and compare with our business plan

We have implemented a set of KPI’s to show the development in our 
Supply chain work

There are two key elements: How do we exchange information, and how 
do we make decisions



Sales and operation planning process 
(TORO-S&OP)

Week 3Week 2Week 1

45 min telly conference 
to explain gaps of 

forecast to business 
plan

Generate 
Toro retail 
forecast

Generate 
foodservice 

forecast

Generate 
food 

ingredients 
forecast

Review 
Toro retail 
forecast

Review 
foodservice 

forecast

Review 
food 

ingredients 
forecast

Central 
forecast 
review

Inter-company 
demand?

MPS** 
Arna 

(~50%)

MPS 
Elverum 
(~35%)

Traded 
goods 
(~15%)

MPS review 
Arna 

(including 
raw material 
& packaging)

MPS review 
Elverum 

(including 
raw material 
& packaging)

MPS review 
traded goods

Pre-S&OP

*PIPO / new products

Financial 
review

Week 4

Executive 
S&OP

Weekly review Weekly review Weekly review

Meeting Process
Notes:
*PIPO – phase in phase out
**MPS – master production schedule



KPI’s and analytical tools 

Supply chain (1. tier KPI’s).



KPI hierarchy example 
Forecasting

KPIs – 1st Tier

Process Indicators – 2nd Tier

Process Indicators – 3rd Tier

Forecast 
accuracy (other 

off sets)
Bias

Demand volatility

Forecast 
accuracy (+ 1 

month)

This picture summarises the forecasting KPIs in the hierarchy. 
The first tier KPI is the main measurement which is distributed to 
key people from Rieber while the second and third tier KPIs are 
measured to identify why the forecast accuracy is trending as it 
is.

“If you cannot measure it, you cannot improve it”



Forecast accuracy, analysis to identify 
“worst case” products
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The KISS way (Keep It Smart & Simple)



What we have achieved

Good buy-in across the business – especially at the top level 

A Monthly management meeting in SC, chaired by BU Director

The business process is defined and more aligned between the different 
functions. Decisions are being made as a result of the S&OP process 

We are much more action oriented

We have installed KPI’s to secure objective measures and improvements

Supply chain KPIs developed for TORO have been adopted at Group 
Level



Further work to improve the SC
Changes to the organisation to align it more with responsibilities for the 
KPI’s

Forecast – Resource planning –outbound logistics

Anchoring the S&OP in production and align it with a new 
production/planning philosophy

Improvements in KPI’s and data quality

The cost of complexity associated with the high number of FI and FS 
SKUs needs to be investigated 



Learning from the implementation 
project.

Get the BU director on board. Involve key personnel in the project to secure 
necessary understanding and buy-in in the supply chain.

We had a very good executive brief that got the whole management in Toro on 
board.

Do not aim for perfection. Start and then improve the process. (K.I.S.S.)

Roles and responsibilities must be defined. This is an important condition for 
cross-functional work.

Let S&OP replace informal meetings and support the decision process in the 
supply chain by giving structured information. This will reduce risk and secure that 
decisions are made at the right level and based on correct information.

An ERP system can only support good business processes.

Data quality. Make sure there are enough resources to generate information.



Norway: A beautiful country 
(not for transportation)
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