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n 2014, Mizkan America, one of the leading manufacturers of 

condiments and sauces in the United States, was sold by Unilever

triggering a requirement to develop and deploy a new distribution

network. Trade-dollar investment and return on investment (ROI) 

became a top priority and thus the search was on for a best in class 

solution. Tim Carrigan, Mizkan America’s director of sales, planning 

and operations, said it was a fast-track process. Search to selection 

to implementation needed to be completed in 6 months, with go 

live starting by July 2015.

“We had a three-month window to do an RFP; sit down with different

suppliers and review their solutions, the opportunities, the pros 

and cons; make a decision on who to go with; solidify the contracts;

all in really short order,” Carrigan recalled.

The criteria for a trade-planning solution included seamless inter-

operability with the company’s planned SAP ERP implementation. 

“We had to ensure that the solution we selected would seamlessly 

integrate with SAP and the internal SAP modules, like BW, our ATO 

demand-planning system; our FI finance modules; our business-

planning system, as well as peripheral systems such as BPC, CO-PA 

and GENWEB¹,” Carrigan said, meaning the extracts and the data 

flows that would go back and forth sharing information were seamless 

and wouldn’t experience any hiccups or breakdowns.
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Another big piece was the install team. The company wanted to find 

a team that was extremely strong in customer service and 

install support, from mapping it, planning it, executing it, and 

then relooking at it to overcome any issues that would arise.

Finally, there was the solution itself. Carrigan recalled the company 

wanted a system that could account for inputting business objectives, 

including gross revenue, trade spend, net sales and profitability 

measures. It definitely had to have trade planning for both direct 

and/or customer/banner child relationships, he added. It had to 

account for volume planning as well as forecasting. Deduction and 

check settlement were key application requirements as well. And 

reporting capabilities, obviously, are always a must, he said. It had 

to be able to receive the extracts from SAP in a simplified fashion 

and account for shipments and invoice sales. Longer term, Mizkan 

America wanted the solution to generate ROI including an expanded 

set of post-promotion analytics, and to also identify increased 

profitability opportunities.
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It was a long list of demands — and Mizkan was running the selection 

process even as it was installing SAP. But after vetting a dozen vendors

in March 2015, it chose AFS Technologies — and, yes, the Trade 

Promotion Management system was fully installed by July 1, smoothly, 

on time, in scope and on budget, Carrigan said. It struggled initially 

because the young company was putting out so many fires it 

admitted it didn’t do a lot of training or even create training manuals 

or policies and procedures that would have helped users during the 

configuration and go live process. So it brought back the AFS team, 

and after some intense days — trainers to train and develop users 

and finally developing the needed policies and procedures and user 

guides — the company came out the other end with mastery of the 

system and the benefits it provides.

“It’s paid huge dividends. It’s allowed us to get a good foundation 

underneath us,” Carrigan said. With the AFS software, Mizkan 

America was able to improve volume, revenue, and market share 

while reducing spend levels.

Spending on trade promotion still represents the second-largest 

line item for most Consumer Packaged Goods (CPG) companies. 

According to Consumer Goods Technology, more than $500 billion 

is spent annually around the world. And yet, according to Gartner, 

67% of trade programs don’t break even. One of the biggest 
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challenges that account for this disparity is the inability of CPG 

companies to efficiently track and share data in real time. In a fall 

2017 survey, 92% of CPG executives acknowledged that digital 

transformation was a business imperative for their organization — 

yet only 29% of those executives identified trade promotion as a 

specific “priority area” for change². 

Companies that expect to effectively plan, manage and evaluate 

complex go-to-market strategies and trade spends that yield strong 

ROI need to have best in class automated workflow and scenario 

evaluation. Shareable, real-time insights that are fast and easy to 

access can mitigate losses and improve strategic planning. It makes 

sense, and yet a Supply Chain Insights study³ found that it takes CPG 

companies an average of four weeks to measure the effectiveness 

of trade campaigns; only 19% are able to measure results in a single 

day. Companies that have been frustrated with their systems — or 

those that have been functioning off simple spreadsheets typically 

have two choices — they can opt for multimillion-dollar customized 

solution or, as a better option, opt for a cost-effective, configurable, 

out-of-the-box solution built on industry best practices.

It’s paid huge dividends. 
It’s allowed us to get a good 
foundation underneath us.”
Tim Carrigan, Mizkan America’s
director of sales, planning and operations

“
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CPG Pain Points

Even in our technology driven world, it’s not uncommon to find 

some food manufacturers tracking trade activity on individual 

spreadsheets, forcing these companies to perform several tedious 

steps to sync data to accounting systems. On top of that, teams who 

use these outdated practices have limited capabilities for trade-

promotion analytics and forecasting. 

That’s not an unusual scenario for a lot of companies, explained AFS 

Technologies’ Sharon Fay, Sr. Vice President of Global Operations. 

Using spreadsheets doesn’t offer a systematic approach for 

managing data or processes. And while food producers tend to find 

that 80% of their volume comes from 20% of their customers, they 

still have that balance of smaller customers that they plan for which 

requires automated business process support and decision making 

to facilitate better planning. Finally, smaller food-and-beverage 

companies often need to use distributors rather than shipping 

directly to retailers. Those indirect plans — with deposits and checks 

for events governed by a middleman — require a different method of 

management as compared to direct planning. 
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The spreadsheets 
are gone, and in 
their place are 
actionable insights.

With AFS Technologies’ TPM Retail, businesses can now make 

concise trade-spending decisions in a matter of days, not weeks. 

With forecasts and easy-to-access analytics on demand, trade 

promotion teams can instantly access a snapshot of its trade-

spending commitments and determine if a promotion proposed by 

a retailer can be executed along with its predicted profitability. The 

spreadsheets are gone, and in their place are actionable insights.

The bottom line is that food-and-beverage companies need to be able

to collect data and overlay the data and cost components, as well

as the timing, for an entire plan to manage the spend on an event — 

or multiple, simultaneous events — and evaluate their effectiveness. 
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It’s one thing to plan and track a trade promotion if you only have 

a single product with a single retail customer. But what if you’re a 

small company with several retail customers or a large manufacturer 

like Nestlé, Borden or SunnyD with perhaps 400 retailers, 10,000

products and multiple promotions? Tracking becomes astronomically

more complex. An effective solution for managing trade-spend 

promotion can manage this complex trade budget and offer a single 

set of shareable, accurate data in real time to facilitate smart decisions.

The right solution may not be a bottom-up, built-to-spec, customized 

approach. Except for the largest organizations that can afford to 

spend upward of $3 million on a system that takes two years to 

build, most organizations need a more cost-effective, configurable, 

out-of-the-box solution built on industry best practices. These 

solutions require a small fraction of that budget and are typically fully 

implemented in a three- to four-month timeframe.

The Benefits of a Trade Spend
Promotion Management Solution
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With a configurable, out-of-the-box solution, CPG companies can 

focus on underlying business processes that affect trade-promotion 

performance. It facilitates:

Managing complex go-to-market strategies.

Increasing loyalty-program performance.

Identifying optimal price points to achieve incremental lifts on 

targeted shelf space.

Maximizing retail trade, including working through distributors.

Streamlining deduction and settlement processes.

Leveraging predictive analytics to improve the outcomes of 

promotion planning.

Integrating with the company ERP platform.

And this kind of solution should grow as the company grows.

When KIND Snacks first implemented TPM in 2013, it was a much 

smaller company. It knew promotions were going to be a large part of 

the business and selected AFS TPM because of its ability to handle in-

direct accounts. According to KIND’s director of finance systems, Jill

Watson, the company’s goals were reporting and accrual management.
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“We wanted to have the visibility to know what we were planning 

to spend so we could accrue and keep our books in line with the 

expectations of the field,” she said.

Now that it’s a much larger organization, there’s more scrutiny on 

trade spend. In 2018, it put a solid effort into expanding the usage 

of the TPM system, enhancing the configuration to address the 

company’s evolving needs. 

“In partnering with AFS, I found that there’s a lot of openness to want

to scale with us,” Watson said. “For instance, as part of automation 

and process upgrades, we’re doing a lot more data extracts in the 

background, and then loading into our data warehouse and our cube

reporting. We needed the data in a certain way with certain data

elements so we went back to AFS and asked if they could get these

elements in the data for us in this way. It’s something that they’ve 

certainly responded to well. They’ve escalated the requirement for 

us as a top release priority to have in December. So coming into 

2019, we’ll have an improved data set which is more streamlined 

thus enabling improved data integration and automated extractions.”

In partnering with 
AFS, I found that 
there’s a lot of 
openness to want
to scale with us.”
Jill Watson, KIND Snack’s
director of finance systems

“
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The AFS TPM solution is a configurable, out-of-the-box, cloud-based 

solution with a very short implementation cycle, Fay explained. No 

custom development is needed. The application provides multi-level

planning capabilities for events, forecasting volume, corporate objec-

tives, budgeting and other critical needs. She noted that it even helps 

with supply-chain efficiency, waste reduction and event based ROI.

When a potential customer inquires about TPM Retail, AFS first 

engages through a discovery call. 

“We’ll ask, ‘What are your five pain points?’ and discuss how the 

system addresses each pain point. It could be, ‘I need to evaluate my 

business processes,’ ‘how I book accruals’ or ‘how I do planning.’ 

Then this is how we would configure the system. It’s configured 

around the highest priority business processes.

“The big thing,” Fay added, “is that the application is built on best 

practices of the industry. What if the customer’s process is broken? 

The application would help remedy that. Typically, the complaint is 

they have no vision for what they’re spending. The system can analyze 

whether the spending is effective and control what is being spent. 

Finally, it’s in the analysis. With this application, you can learn if it was an 

effective spend. Did you get your ROI? Did you get your lift? What was 

your profitability with certain types of customers? The biggest obstacles 

we see companies having to overcome is change management — and 

Working with AFS TPM Retail
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TPM facilities the change management process through the application 

configuration process and interactive lab environment.”

The implementation for TPM comes in three phases, which in total 

take four to six months, depending on the client. A project manager 

will act as liaison between AFS and the customer throughout 

the implementation, along with a project manager backup, a 

business analyst and an IT resource. Phase one is the discovery and 

configuration phase. Here, all the business processes that are going 

to be used in the tool are identified. AFS defines and configures the 

The big thing is that the 
application is built on best 
practices of the industry.”
Sharon Fay, vice president at AFS Technologies

“

application — meaning building the hierarchies, setting up user ID’s, 

business flows and rules, for example. Phase two, about two months 

into implementation, is the promotion-planning phase, which allows 

the customer to go into the tool and start building promotions and 

events. This is when account managers are trained. Phase three is 

the settlement phase. The plan has been built and deployed, now 

comes managing the paying for the plan, including dealing with 

deductions and check requests. During that time, AFS uses a “train 

the trainer” approach. Finally, the on-site launch occurs with two 

days being spent documenting the client process. At this point, 

12



TPM is fully interoperable with the “system of record” applications 

containing all required data sets. 

“Essentially, we pass data between our system and other company 

systems,” Fay explained. “We’ve interfaced with everything from 

QuickBooks in the cloud to multiple versions of SAP, which is itself 

very configurable. TPM is very agnostic. If the customer is using 

Excel, it’s likely they’d buy an accounting system first. But the 

application can stand by itself if necessary.”

Once the implementation is signed off on, the project is placed into 

“hyper care.” The client has full access to the project manager as 

well as an International support team.

With the TPM application in place, customers notably see a clear 

vision for their plan and how it will deliver on their objective. Then, 

said Fay, the improved visibility exposes inefficient trade spend 

along with giving users the ability to make informed decisions about 

where they can reinvest to make their dollars more efficient. 
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“We saw significant improvement in visibility into our business 

plans, forecasting and other areas of the business. Moreover, we 

could measure the impact of these plans vs. annual objectives with 

regards to gross sales, trade spend, trade rates and net sales,” said 

Mizkan America’s Carrigan. “For perspective, FY 2015 was filled 

with a lot of change, and we over-deployed trade spend versus 

objective by 6%. Since 2015, we have reduced trade over-spends 

significantly. Case in point, our trade over-deployment reduced to 

1.2% during our 2017 fiscal year. As our 2018 fiscal year continues 

we continue in our efforts to use the system more effectively and 

deliver business objectives. Of course, our positive results are due 

a plethora of changes we made. The investment into people, 

training and development (user guides, policies and procedures) 

and reporting have paid huge dividends.”

Mizkan America also credits TPM for helping it reduce its deduction 

balance from $70 million, reflecting seven months of deductions 

in January 2016 that had been sitting in their SAP system, to now 

having an average open balance of $3.2 million. “And most 

importantly,” Carrigan said, “99.8% is now in that optimal zero-to-

60-days-and-under range. We’ve made a lot of inroads.”
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With an effective, easy-to-use TPM solution like AFS Technologies,’ 

trade-promotion teams can efficiently manage complex trade-

promotion plans and spends. They become better partners both 

internally within their organization and externally with retailers. 

Instead of being adversaries, this solution provides a single version 

of the truth to provide actionable insights and transparency that can 

lead to better collaboration. And it creates a landscape in which the 

team can produce a successful strategy that both enables them to 

pull back on ineffective spend and redeploy to help the business 

grow even faster.

As our 2018 fiscal 
year continues we 
continue in our efforts 
to use the system more 
effectively and deliver 
business objectives.”
Tim Carrigan, Mizkan America’s 
director of sales, planning and operations

“Sources

1. GENWEB is the AFS Sales and Order Management product for the 
Sales Agency marketplace

2. https://consumergoods.com/cgt-roadmap-journey-trade-
promotion-excellence

3. ibid
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AFS Technologies (AFS) is a leading provider of software solutions 

purpose-built for consumer goods companies. We are committed to 

generating improved outcomes at the point of purchase coupled with 

generating efficiencies in trade spend, retail execution and supply 

chain. With experience developed over its 33-year history, AFS serves 

more than 1,100 customers of all sizes in over 50 countries around 

the world. The AFS products are innovative, configurable solutions 

that are proven to optimize your potential with automated processes, 

improved productivity and rapid time to value.

LEARN MORE

http://www.tpm.afsi.com/

