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Improving availability for 

Customers

Confidential - Joe Dybell Dairy Farm 

Doesn't buy Doesn't buy Doesn't buy Doesn't buy 

anythinganythinganythinganything

9%9%9%9%
Buys different sizeBuys different sizeBuys different sizeBuys different size

16%16%16%16%

Buys brand Buys brand Buys brand Buys brand 

elsewhereelsewhereelsewhereelsewhere

21%21%21%21%

Buys a different Buys a different Buys a different Buys a different 

brandbrandbrandbrand 37%37%37%37%

Returns laterReturns laterReturns laterReturns later

17%17%17%17%

Source: Roland Berger / ECR EuropeSource: Roland Berger / ECR EuropeSource: Roland Berger / ECR EuropeSource: Roland Berger / ECR Europe

46% lost 
opportunities 
for 
Manufacturer

30 % lost 
opportunities 
for Retailer

Why is availability important?
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 Very frustrating  A little frustrating

 Not very frustrating  Not at all frustrating 

What do customers feel?

Improving availability builds trust and loyalty

We don’t have a problem...

Chorus
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Create value 

by maximising shelf 

availability

The  Supply Chain main The  Supply Chain main The  Supply Chain main The  Supply Chain main 

purpose ispurpose ispurpose ispurpose is

Logistic operationsLogistic operationsLogistic operationsLogistic operations

Warehouse and platform flows

Interface StoreInterface StoreInterface StoreInterface Store

Interface supplierInterface supplierInterface supplierInterface supplier

DIRECT

FLOW

ProductionProductionProductionProduction

CustomerCustomerCustomerCustomer

Receiving Shelf replen .

LogisticsLogisticsLogisticsLogistics

Supply ChainSupply ChainSupply ChainSupply Chain

Forecast Repl. Performance monitoring

Transport

Transport

From Logistics to Supply From Logistics to Supply From Logistics to Supply From Logistics to Supply 

ChainChainChainChain

What does supply chain do?

6

LogisticLogisticLogisticLogistic

NetworkNetworkNetworkNetwork

OptimisationOptimisationOptimisationOptimisation

SupplierSupplierSupplierSupplier

CollaborationCollaborationCollaborationCollaboration

OperationalOperationalOperationalOperational

ExcellencyExcellencyExcellencyExcellency

Monitoring Merchandise FlowsMonitoring Merchandise FlowsMonitoring Merchandise FlowsMonitoring Merchandise Flows

Monitoring Information FlowsMonitoring Information FlowsMonitoring Information FlowsMonitoring Information Flows

Gap CheckGap CheckGap CheckGap Check

Stock Stock Stock Stock 

accuracyaccuracyaccuracyaccuracy

ConsistentConsistentConsistentConsistent

replenishreplenishreplenishreplenishtttt

algorithmsalgorithmsalgorithmsalgorithms

EDIEDIEDIEDI
VMIVMIVMIVMI

ServiceServiceServiceService

levelslevelslevelslevels

PromotionPromotionPromotionPromotion

ProcessProcessProcessProcess

MultipickMultipickMultipickMultipick

MultidropMultidropMultidropMultidrop

Security Security Security Security 

CheckCheckCheckCheck

MoreMoreMoreMore

CentralisationCentralisationCentralisationCentralisation

ServiceServiceServiceService

LevelLevelLevelLevel

Voice PickVoice PickVoice PickVoice Pick

BestBestBestBest

PracticesPracticesPracticesPractices
ProductivityProductivityProductivityProductivity

On ShelfOn ShelfOn ShelfOn Shelf

eeee----POS dataPOS dataPOS dataPOS data

sharingsharingsharingsharing

Master dataMaster dataMaster dataMaster data

GDSGDSGDSGDS

Availability requires whole chain improvement



Measure

performance

Get 

management 

attention

Consistent delivery & 

replenishment

Inventory accuracy

Promotions 

management

Ordering algorithms

Merchandising plans

All supported by root cause investigation

There are 7 streams of work

Strategic AlignmentStrategic AlignmentStrategic AlignmentStrategic Alignment1111

Checking 

procedure

1.1 (End) 1.2 (Cont)
แ ผ น กแ ผ น กแ ผ น กแ ผ น ก อั น ด ั บอ ั น ด ั บอ ั น ด ั บอ ั น ด ั บ Unilever Code Tesco Code สิ น ค  าสิ น ค  าสิ น ค  าสิ น ค  า Min amount No of item on shelf No of item 

on shelf >= Min on shelf < Min on shelf

HC 1 00710956 BZE 3000 60

HC 2 00710955 BZE 1500 80

HC 3 1216095 BZC 4500 22

HC 4 1216092 BZP 4500 22

HC 5 00851591 BZE Gold 1500 30

HC 6 00962341 Comfort family pack -orange 7

HC 7 01073367 Comfort x 4 Pure  300 CC 55

HC 8 1216094 OMO  4500 16

HC 9 00330299 Sunlight  700 CC 42

HC 10 00962345 Comfort Refill -orange  800 CC 26

#N/A

PC 11 01087218  ◌ู   400 Sunsilk pink CC 45

PC 12 01162815  ◌ู  Sunsilk Hair Cond Pink 380 CC 27

PC 13 01087219 ◌ู   200 ◌ีSunsilk Pink CC 82

PC 14 01155012 Clinic cool 380 CC 33

PC 15 01155021 200ซี ซ ีClinic Cond 156

PC 16 01150886 Dove SH 400CC-Blue 58

PC 17 01150892 Dove Cond  375 CC 54

PC 18 00842414 DOVE facial form oil free  100 gm 15

PC 19 01086702 AXE spray plus 150 ML 3

PC 20 00797583 Glaichit  160 gm 27

#N/A

SCC 21 00797590 LUX white bar 90 gm 33

SCC 22 01073169 Lux shower cream refill 250 ML 7

SCC 23 00810211 Vaseline yogurt  400 ML 28

SCC 24 00964657 Vaseline yellow soy bean 400 ML 18

SCC 25 01073215 Pond vital  100 gm 1

SCC 26 00810912 Pond skin lightening  70 gm 1

SCC 27 00810908 Pond skin lightening  80 gm 1

SCC 28 00810910 Pond skin lightening lotion 80 gm 1

SCC 29 01105578 Pond foam -orange  100 gm 30

SCC 30 01105537 Citra white lotion 250 gm 25

#N/A

No. 1 � � � � at     1.1 if the item 

>= min amount on shelf 

(End) If the item < Min 

amount  then � � � � at 1.2 

then continue on No.2 

Agree the definition, set Agree the definition, set Agree the definition, set Agree the definition, set 

and monitor the KPIand monitor the KPIand monitor the KPIand monitor the KPI2222

Establish Loss TreeEstablish Loss TreeEstablish Loss TreeEstablish Loss Tree3333

Found  Found  Found  Found  

40 (10%)40 (10%)40 (10%)40 (10%)

OH > 0  OH > 0  OH > 0  OH > 0  

219 (56.01 %)219 (56.01 %)219 (56.01 %)219 (56.01 %)

OOS OOS OOS OOS 

391 (100%)391 (100%)391 (100%)391 (100%)

OH < 0OH < 0OH < 0OH < 0

172 (43.99%)172 (43.99%)172 (43.99%)172 (43.99%)

Order  Order  Order  Order  

98 (25%)98 (25%)98 (25%)98 (25%)

Not Order  Not Order  Not Order  Not Order  

74 (19%)74 (19%)74 (19%)74 (19%)

Not found  Not found  Not found  Not found  

179 (45%)179 (45%)179 (45%)179 (45%)

OOS = 6.56%Tools and Techniques.Tools and Techniques.Tools and Techniques.Tools and Techniques.

5W+1H 5 Why

CPFR RRP

Process Mapping 4M

RFID 5S

Ranging and Merchandising

Stockless management

Root cause analysisRoot cause analysisRoot cause analysisRoot cause analysis4444

Objective: Objective: Objective: Objective: 

Halve the out of stocks Halve the out of stocks Halve the out of stocks Halve the out of stocks 

by Decemberby Decemberby Decemberby December

Implement SolutionImplement SolutionImplement SolutionImplement Solution
5555

A single process for each of the changes

Unilever



T-MINUS 44-

30 DAYS

• Conventional stock inbound for EM shipment and loading container from DC 
Sepang

T-MINUS 15-
11 DAYS

• TURN ON ordering with ASC input.  

T-MINUS 10-
6 DAYS

• Stock arrival at EM from DC Sepang and distribute to store according to 
schedule

T-MINUS 5-1 
DAYS

• Goods arrival at store 

T-MINUS 45-

DAYS

• Final list identified from W/M to E/M

• EM team to submit update promo list to supply chain team with Trend factor input.

• EM team to submit Forecast QTY to supply chain for  conventional stock.

T-MINUS 44-
43 DAYS

• Supply Chain to  upload the ASC & trend factor  into system based on store 
layout given by store 

PROMO START

Promotions are especially important to customers

Normal 
Replenishme

nt 

Shelf 
Capacity

Sales & Order 
pattern

Goods to SELL 

On 
Promotion 

+ Additional 
Shelf capacity 

+ Trend 
Factor 

System drives the ordering – Pull not Push…

Less interventions will allow stock to flow to the shelves



Peter Breig

Market leading availability…

28%

72%

DC

Direct Supply

Source of Supply Total Promo Lines Promo Lines OOS OOS By Source Of supply
Potential Loss 

(RM)

DC 53,884 2,492 28% 19,805.32

Direct Supply 61,139 6,287 72% 21,466.25

Grand Total 115,023 8,779 41,271.57

Centralisation is key for Promotion availability

• Most issues are direct to store

• Promotions are 3 times more 

likely to be out of stock if direct

• Centralisation to grow next year

• All suppliers who can – will.



Key take aways

• Improving availability Builds customer trust and 
Loyalty

• Direct to store is 3 times more likely to be out of 
stocks

• Centralisation will improve availability 
• And productivity

• Systems will deliver improvements

• We all need to work together
• Suppliers

• Merchants timelines and ranging

• Stores Inventory accuracy, gap check and replen
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Happy Customers more sales better business


