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Five key factors to speed 
up your successful IBP 
journey: Intelligent solutions 
meet your integrated process
Complex solutions do not automatically lead to better decision-making.  
To deliver profitability in a complex and volatile market, you need focus for 
effectiveness. Answering the right questions is key to ensuring your IBP 
design is intelligent and responsive.



T H E O L I V ER W I G H T W H I T E  PA PER S ER I ES

2

The state of play –  
from old to new

Introduction

Every year has its challenges. Some are more dramatic than others. Who predicted 
and planned for Covid-19, for example? Who saw lockdowns, supply chain 
shocks and widespread skills shortages? Today, as we look forward to 2023 
and what the IMF predicts to be a year of uncertainty and slowing growth, how 
organizations increase their agility and build resiliency will determine their 
stability and profitability.

Understandably, organizations are looking to their planning capabilities to bridge gaps and 
enable business development and fulfilment but to date, it’s not been plain sailing. As McKinsey 
recently suggested, few businesses have the processes and therefore capability to balance 
cross-functional trade-offs effectively or to facilitate decision-making to the P&L of the entire 
business. Legacy technologies, data silos, extended supply chains, irrelevant big data and IT 
and process complexity are getting in the way.

Integrated Business Planning (IBP) has never been more relevant. A forward-looking,  
change-focused process that aligns business ambition to a changing reality and support 
responsive decision-making has to be the way to go in this new reality.

https://www.imf.org/en/Publications/WEO/Issues/2022/07/26/world-economic-outlook-update-july-2022
https://www.mckinsey.com/capabilities/operations/our-insights/a-better-way-to-drive-your-business
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But how does it fit into this world of 
increased IT and data complexity and the 
tempting promise of modern technology 
that can manage everything, but at a cost 
that is often out of sync with budgets or 
an implementation burden that can take 
forever? The key here is to understand what 
IBP seeks to do, and then ensure that the 
business (people, process, and tools) is 
aligned to this purpose.

The purpose of IBP is to provide leadership 
with a common integrated and trusted 
forward view of the business, updated for 
change, and then effectively escalate the 
consequences of this change in terms of 
business impact and decision requirements. 
To this it seeks to integrate all the functions 
of the business, including finance, and 
deliver both plans and urgency in terms of 
gaps to executives in a way that they can 
trust what they see. 

Whether you are starting your IBP journey 
or are looking for ways to make it better 
or more effective, you will be considering 
how to integrate your process focus with 
the right tools to ensure success, without 
overburdening your teams with complexity 
that is either difficult to deliver or impossible 
to manage.

In this paper we outline five key steps to 
enabling a more integrated, sophisticated 
and cost-effective IBP integration.

Align and connect  
to your strategy 

Support the  
Executive Agenda

Five ways to architect intelligent IBP

Ensure an effective  
response to change

Deliver dynamic 
financialization

Facilitate seamless synchronization
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According to Gartner, about 40 percent of executives believe their enterprise 
accountability and leadership are not aligned on strategy execution. These execs 
have blamed insufficient visibility and control, a short-term ‘firefighting’ mentality and 
employee change fatigue.

IBP is designed to help leaders understand 
what drives the business forward and plan 
for what comes next. It can also maximize 
the contribution of individuals to deliver the 
business strategy, and ensure the business 
works to one agenda. 

An aligned and connected strategy 
should focus on bottom-up and top-down 
planning. This is the single source of truth 
needed to enable intelligent planning and 
decision-making. Through optimizing 
processes around this connected strategy, 
organizations can start to identify people 
and process gaps and react accordingly.

As strategies change, plans will change. 
Robust trusted data and a complete picture 
of processes enables transparency and 
confidence to make better decisions early. 
But this requires visibility on gaps and 
gap closing. In short, through aligning and 
connecting strategies with IBP, organizations 
can react more quickly and with greater 
relevance to the demands of the market.

For IBP to be effective, your process and 
tools must be able to effectively and visibly 
show strategic targets, and transparently 
show any gaps to the delivery of these 
targets. This means that that strategic 
objectives have been converted into delivery 
plans that align with your IBP process and 
toolset, and effectively reported against. And 
that leaders have the courage to focus on 
strategic delivery as opposed to a myopic 
obsession with short-term delivery.

Articulating and integrating your strategy is 
the key – too many organizations keep their 
strategic goals separate from their business 
management processes, with high-level 
reconciliation of targets happening outside 
of their systems. 

When designing or evaluating your process 
and tools, ask yourself if you can see your 
strategy in your plans. And if the answer is 
not clear, consider solving this first.

Align and connect  
to your strategy 
“ Through optimizing processes around this connected 
strategy, organizations can start to identify people and 
process gaps and react accordingly.”

https://www.gartner.com/smarterwithgartner/the-five-pillars-of-strategy-execution
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This is easier said than 
done, mainly because 
we need to enable this 
by addressing two 
clear questions:

1.  Does our process provide comfort and capability to receive 
change signals early and transparently?

2.  Do we create empowerment for implementation because 
the response from our process and tools is trusted and 
understood and the actions are clear?

“ To respond to change, we need to ensure that we have  
the right information early, and that as our plans change,  
we have trust in those changes from the business owners 
who will deliver this for us.”  

Ensure an effective  
response to change

The challenge is that many systems are 
set-up with detailed bottom-up planning 
logic that requires a complex and detailed 
amount of data manipulation to simply 
rebuild the plan, and the agility of execution 
is lost in the mist of data management. 
Creating one plan is difficult. Creating 
multiple views of the same plan is nigh 
impossible. And the consequence is that 
organizations “fall into the short term” 
and end up dealing with change through 
situational responses and firefighting  
(and often claiming that this is simply the 
new normal).

Being responsive is not just about behavior 
but also about information design. If your 
ambition is to deliver effective integrated 
business planning at speed to respond 
to change across the value chain, you 
need to ensure you have a design that can 
tolerate this. Maybe it is time to re-evaluate 
whether the way you are approaching tool 
integration is alienating your business from 
your process and separating your planning 

systems from the business leaders who 
make important decisions.

Assumption driven aggregate planning 
removes relationally driven complexity while 
it is simple to manage variabilities through 
opportunities and vulnerabilities. It allows 
plans to be updated quickly as the external 
environment changes and gives the ability to 
manage optionality and scenarios through 
opportunities and vulnerabilities without 
complex bottom planning.

From our perspective, any good process 
and technology that supports IBP should 
be able to use assumptions, opportunities, 
and vulnerabilities at an aggregate level to 
manage scenarios, options, and trigger 
contingencies to effectively manage 
our response to change. This is easily 
understood in principle, but if your process 
and technology design does not clearly 
define how this will be managed in practice, 
then it is an important area to address.
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Out of complexity find simplicity. It’s important to identify how IBP can reduce complexity 
through a single operating model and plan across the business. How can organizations 
build confidence in the data and subsequently any plans and planning history?

The key to this is connectivity and integration, which in turn, enables alignment. To align and 
connect, the organization needs to be able to bring people and processes into the planning 
model. IBP can enable this, without the need for separate planning structures or multiple plans, 
because it is designed around functional integration.

Why is this important? Essentially, many organizations create internal complexity through a 
misalignment of priority and performance goals, and the information sources that support 
functional delivery. What you end up with is so-called “silo-thinking”. This does not only permeate 
business behavior but often also functional process and tool design and implementation.

Facilitate seamless 
synchronization
“ Any planning strategy requires performance goals and 
measures to be set around business priorities.”

1.  Align the business to a common agenda and one-set of 
numbers, so that everybody works from the  
same plan

2.  Formally integrate each part of the business by 
ensuring deliberate and focused escalation of major 
plan changes across the business

3.  Formalize accountability so that business areas take 
ownership of future plans in a way that is clear and 
unambiguous

Integrated planning seeks 
to address this in three 
fundamental ways:
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“ Traditionally there is a disconnect between the planning 
integration model and the financializaton model used by 
leadership. The challenge is that when finance competes 
with planning for management attention, finance often wins.”

Deliver dynamic 
financialization

While the Covid-19 pandemic triggered uncertainty in the supply chain, global inflation is 
now creating economic forecasts and pressures that demand understanding and action. 
The problem many organizations face is joining the dots between the various functions 
to deliver a plan that is costed and transparent. And in these times of uncertainty, CEOs 
are leaning heavily on their CFOs to reforecast the business continuously to assure them 
that they are still on track to deliver their targets.

Businesses want to be able to make decisions and immediately have some idea of the financial 
impact of those decisions. Businesses also want their forecast models to be able, at any point 
in time to have a financial impact analysis. But this is easier said than done, and we find many 
businesses spending way too much time updating budgets and forecasts manually, or over-
focusing on backward looking variance analysis to explain why they missed the numbers.

And while this makes sense in principle, it also implies we need to relook at the way our 
technology supports IBP. Cross-functional visibility of plan changes and the ability to interact 
with the toolset across the business is important to build trust in the numbers. And efficiency in 
delivering information and managing performance is key to not alienate business leaders from 
planning tools (and therefore fall for the temptation to work around the system).

The question you need to ask is, “do my tools and process allow my business leaders to 
interact with our integrated planning process in an efficient way, without getting bogged 
down in the detail? And can they trust the IBP forums to get their work done, or do they 
still hold on to their own meetings and plans outside of the process?” 

Exclusive process, trusted information, focused on exception – this should define Integrated 
Planning. Where are you?
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Often there is a disconnect between the planning integration model and the financializaton model, 
usually as a result of complexity, either of data sets or the tools themselves. This can result in 
complex integration projects driven by people and spreadsheets to convert volume to value, or to 
update margin and price models when underlying drivers change.

While some departments use financial tools 
to understand business profitability, they will 
not be able to determine whether a plan is 
feasible. On the other hand, supply chain 
planning tools can tell you whether a plan is 
feasible but won’t be able to tell whether that 
plan is profitable. Then, of course, there is 
the question of “which number is the right 
one?” Financializing the plan often leads 
to a result that is not in line with business 
expectations, and then the temptation is to 
change the plan to show the right result. This 
cannot be right. Good financial integration 
allows for visible gap management, outside 
of the foundational plan, to both protect the 
integrity of the plan and to drive the right 
management conversations.

So, IBP takes a different view. The right focus 
of IBP is not supply chain executions but 
financial performances. As plans change, so 
do the financial impacts and implications. This 
can be done automatically and dynamically, 
but this must be embedded in your technology 
and process design. Business gaps can 
consequently be identified, and forecasts 
updated with clarity of assumption.

Dynamic financialization does not have to 
be complex, but it has to be purposeful in its 
intent. You should not build a plan, and then 
figure out how to financialize it. Integrated, 
updated financials should be part of your 
journey from day one.

The roadmap to deliver integrated financials is 
now clear and available, but it is not intuitive. 
Do you have a clear strategy to bring finance 
into your IBP process, and do you understand 
how to do this without overburdening 
your finance teams with complexity and 
spreadsheets? If the answer is no, then 
finding it challenging to deliver your IBP 
implementation should not be a surprise. 
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Support the  
Executive Agenda

Each organization is different, at different stages of transformation, with different data 
sets and a mix of manual and automated processes. Companies with often substantial 
investments in data and infrastructure technologies may still be looking for ROI. What is 
the same for each business though is that the leadership teams believe they know where 
the issues are, and what they need to address. 

One of the biggest challenges we see with 
IBP implementations is that organizations fall 
into the trap of believing that the process and 
tools they deploy will “magically” surface the 
real business issues. And then when this does 
not happen, executives disengage, instead of 
providing guidance on what they need.

It is also important to recognize a negative 
behavior we often see from leaders which 
is to confuse accuracy with relevance, or 
deliberately use rework and detail to avoid 
difficult decisions. Future planning is by its 
very nature uncertain, and overfocusing on 
the decimal points and failure in detail often 
distracts from the known and visible issues 
requiring attention.

This is where facilitated design and delivery 
comes in. You need to build your IBP 
process and technology in a way that it 
answers to the executive agenda without 
obscuring it with detail and data. Plans that 
are biased or changes that happen at a 
market or category level require a response 
at that level and this must be visible.

Good IBP process leaders know that 
the success of the process depends on 
understanding the business priorities and 
issues in the eyes of leaders and using 
the process to respond appropriately to 
address them. This means that information 

is available, trusted, understood, and 
presented in a way that answers the right 
questions. And they know that this does not 
happen by accident.

IBP creates the framework around which 
organizations can define that sort of 
information. You need to focus on relevance. 
This means understanding the data you are 
collecting and only feeding data into the IBP 
tool that will contribute to the overall goal. 
It’s about aligning end-to-end capabilities to 
ensure a responsive, relevant flow to drive 
decision-making and supporting executive 
decision with information they can trust.

The question here is this: is your IBP 
infrastructure and the way it delivers 
information supporting your executives 
with information that is relevant, timeous, 
financialized and presented in a way that 
allows them to focus on relevance? And 
does your ability to escalate the important 
exceptions give them a level of trust in the 
underlying data that keeps them away from 
unnecessary detail?

Or alternatively, have you fallen into a trap 
where you believe the ability to see, understand 
and manage every detail is the best way to 
support leadership decision-making?

“ You don’t need to focus on accuracy. You need to focus on relevance.”  
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Simplicity is key
What will 2023 bring and will we be prepared? As organizations continue to ride the 
economic rollercoaster, elements of this will resonate but without a fully integrated and 
costed plan, will they ever really know if it was the right course of action to take?

How do organizations approach volatile economies and markets? How do organizations 
understand whether plans will be profitable?

A well-integrated IBP process, supported 
with the right technology, is essential for 
modern business but not all IBP tools and 
strategies are equal.

Here are some key points to consider:

  IBP should not require full digital 
transformation. Far from it. IBP can 
sit at a high level and integrate with 
varying levels of transformation. 
In fact, IBP can help make 
transformations more effective.

  Data integration on a single 
platform is key to its success. 
This means clarity, ease of use 
and a complete picture of the 
organization. There must not be 
secret sources of information, or 
alternative areas of review. But it 
also requires a clear understanding 
of aggregate planning and how it 
integrates the modern business.

  Optimization in IBP is achieved 
through removing complexity, 
not enabling it, which in turn 
enables alignment of people 
and processes. While we can 
deliver complex intelligence, the 
application must be practical and 
doable. Integrating a total business 
requires a focus on efficiency.

  The exception proves the rule. 
Leaders that over-engage with 
information and detail often do 
it from a position of distrust, and 
with the scars of past surprises. 
If we can reliably escalate the 
critical exceptions requiring action, 
then the consequence is that what 
is not reviewed is trusted as well.
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Oliver Wight have always believed that you cannot solve behavior with technology, only with 
knowledge, and today that knowledge is not only about the process, but about how to enable 
it in the right way. If you understand how to deliver the process, then you will make the right 
decisions about your technology solution.

The key is integration from day one. It doesn’t need to be complex. It doesn’t need expansive 
technology with high cost of ownership. It doesn’t need a considerable capital investment. 

What it does need is for leaders to look at their IBP investment differently. Simplicity at speed, 
integration before complexity, and relevance before impossible accuracy. The solution exists if 
you ask the right questions.

https://oliverwight-eame.com/biography/monte-maritz
https://www.linkedin.com/in/davefood/
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Oliver Wight EAME LLP
Corinium House, Barnwood Point,  
Corinium Avenue, Gloucester GL4 3HX

T: +44 (0)1452 397200
E: hello@oliverwight.com

www.oliverwight-eame.com

Oliver Wight Asia/Pacific

Ground Floor, 470 St Kilda Road,
Melbourne, Victoria 3004, Australia

Oliver Wight Americas

P.O. Box 368, 292 Main Street 
New London, NH 03257, USA

About Board

Board’s Intelligent Planning Platform delivers solutions that help over 2,000 organizations worldwide 
plan smarter — enabling actionable insights and better outcomes. Board helps leading enterprises 
discover crucial insights which drive business decisions and unify strategy, finance and operations through 
more integrated and intelligent planning to achieve full control of performance. Partnering with Board, global 
enterprises such as H&M, BASF, Burberry, Toyota, Coca-Cola, KPMG, and HSBC have digitally transformed 
their planning processes. 

Founded in 1994, and now with 25 offices worldwide, Board International is recognized by leading analysts 
including BARC, Gartner, and IDC.  

board.com


