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If your organization wishes to increase their Trade Promotion Management capabilities, from 
both a process and tools perspective, we have written a simple guide to help you build a 
business case to make these improvements.

In this paper, you will learn:

What is Net Revenue Management?

What is Trade Promotion Management?

The six steps to create a business case

How to overcome the blockers

The benefits gained from increasing your TPM capability

About Exceedra:

Exceedra is the largest pure play consumer goods solution provider that strives to continually 
create business value for our clients. We equip consumer goods companies with smarter sales 
and distribution capabilities that improve agility, increase efficiency, and enable better 
decisions, in order to increase profitability. We provide assurance that our clients are partnering 
with a trusted industry expert that understands their business and is committed to continuously 
driving value for their company.

Our clients have achieved greater performance in trade promotion management/optimization
for retail and foodservice, retail execution, customer business planning, joint business planning,
demand planning, and sales and operations planning.

Exceedra has 18 offices globally and clients in over 30 countries across Asia Pacific, Europe, 
Latin America and North America. If you’d like more information on Exceedra, please visit our 
website www.exceedra.com or email: sales@exceedra.com

Client benefits:
Trade investment improvements 1-10%
Forecast accuracy +10% annual planning cycle reduced
Improve visibility and confidence in the plan and insights
Improved organizational efficiency
Identify performance gaps to improve in-store executions
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Net Revenue Management is both a capability and a function within the consumer goods 
industry. Other terms used to describe NRM include: revenue management, revenue growth 
management, price and promotion planning. Teams responsible for NRM often work in channel 
and customer planning or market strategy and planning.

The three areas NRM covers include:

What is Net Revenue Management (NRM)?
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Governing Trade Spend
Optimizing pricing and promotions
Coordinating delivery of net revenue and profit targets across brands and customers

This paper will focus on optimizing promotions and their related trade spend. This requires a 
detailed understanding of what and why past promotions have worked and the ability to predict 
what will work forfuture promotional offers. Implementing a solid NRM strategy can significantly 
improve trade spend ROI and margins.

Best-in-Class Capabilities:

Brand Portfolio Pricing:1.

“Pricing optimization is in our DNA - we 
maximize value creation for the company and 
retail partners, leveraging consumer, shopper, 
price elasticity and customer data to meet key 
price points, deliver a premium and standard 
offer and maximize portfolio profitability, 
whilst driving category value.”

2.Mix:

“Proactive management of SKU mix by 
Channel, Retailer and Brand driven by clear 
segmentation and executed by disciplined 
Sales Teams who understand how to 
maximize retail sales value whilst also 
delivering margin improvements in the JBP 

for both parties”

3. Price Pack Architecture:

“The organization fully embraces the science 
and art of delivering a pack, pricing 
architecture that maximizes value creation for 
the company and retail partners, leveraging 
consumer, shopper, price elasticity and 
customer data to maximize portfolio 
profitability and create category value.”

4.Trade Terms:

“Integrated modelling capability that brings all 
investments together in customer business 
planning to ensure investments are skewed 
to the retailers what deliver the best return 

and where conditionality can be applied.”

5.Integrated Business Planning:

“Sales, Supply Chain and Finance have the 
same source of the truth, with one connected 
solution that models the impacts of changes 
and ensures full visibility of accurate forecasts 

across all levels of the organization.”
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Trade Promotion Management (TPM) is defined as managing the entire life-cycle of trade 
promotions, and includes budgeting, planning, payments, processing of customer short-pays, 
deduction resolution, and post-promotion analysis. CPG organizations spend millions of dollars 
a year on promotions that are applied with the aim of increasing their market share and revenue. 
However, it is often unclear how many of these promotions have been successful in terms of 
increasing revenue, profit and market share.

Successful TPM is defined by being able to see the effectiveness of trade spend, track which 
promotions are producing the most of ROI and having the ability to counteract competitor’s 
activity and increase market share. 

What is Trade Promotion Management (TPM)?
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Best-in-Class Capabilities:

Strategic & Customer Account Planning:1.
“Alignment of company strategic objectives with 
customer / market changes to identify key investment 
areas and generation of customer plans that allow 
understanding of your and customer P&L.”

2.

3.

4.

5.

Base & Incremental in Pre-Evaluations:

“We use base and incremental ROI using consumption 
Data (EPOS) to determine incremental margin on 
promotion spends.  Calculations consider incremental 
terms spend when you promote.”

Scenario Planning of Financials:

“Users can easily create new scenarios and compare 
side by side variance and identify differences within 
plans with both Manufacturer and Retailer P&Ls.”

Post-Event Analysis:

“Have a robust post evaluation process that allows us 
to quickly identify drivers of demand and where 
proportional activity does not work.”

Settlement & Accrual Management:

“Have efficient closed loop process in both post 
promotion settlement and analytics of actual payments 
made against each promotion or customer investment 
activity, including correct SKU allocation. Accruals are 
accurate, forecasted in line with plan and actuals at the 
activity level.”

6.Integrated Analytics:

“Commercial teams have a comprehensive set of KPIs 
and decision ready reports to help them make better 
decision as they complete planning and they are being 

used.”

7.Cannibalization & Consumption Data:

“In building plans cannibalization effects and 
consumption data (EPOS) is used to get more accurate 

calculations of real cost and ROI/”

8.Promotion Execution & Monitoring:

“While running a promotion - automated POS feeds 
allow monitoring of performance via exceptions to 

drive in-running interventions.”

9.Predictive Analytics:

“Have promotion predictive models that are proven to 
be more accurate than the Sales Team prediction.”

10.Promotion Planning & Budgeting:

“Integrated, streamlined and closed loop promotional 
planning and budgeting process that allows account 
managers to see immediate impact of promotional 
changes on full P&L and gap to budget.  Finance fully 
trust the numbers.   All customer spends are correctly 

allocated to SKUs and customers.”
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The best place to start is by defining your objectives. What is your desired outcome and what is 
achieveable for your business.

A solid business case will help you to:

The six steps to building a successful business case

4.
sales@exceedra.com

Best-in-Class Capabilities:

Create a burning platform1. 2. 3.

4. 5.

Define a process for auditing your business and a framework/vision of a desired future 
state
Understand the common challenges faced when proposing change
Identify what resources and skills will be needed to deliver a successful business 
outcome
Establish framework for getting your peers and senior leadership to invest in improving 
Trade Promotion Management capability
Identifying and using the key steps of building a business case for improved TPM & NRM

To build a full end-to-end business case, you need to ensure you have covered the six steps 
below:

Identifying a vision for a 
better future

Aligning the organization

Demonstrating the value Overcoming the blockers Landing the change6.
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Burning platforms are very powerful drivers of strategic change, you will need to identify to 
people within your organization that:

STEP 1: Create a burning platform

Disconnected Business Processes and Systems:
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There is a real and immediate issue/crisis
There is a limited number of difficult and challenging choices
Each of the choices are irreversible

When creating your burning platform, you need to consider what will 
achieve senior stakeholder buy-in. 

The best way of doing this is to consider:

“What keeps your senior team awake at night?”

Common drivers for change that we have seen in consumer goods organizations include:

Lacking “one source of the truth” - everyone working off their own views
No integrated business planning
Systems disconnected, working seperately 
Data administration overload for all business units

Growth and Profit Challenges

Lack of forecast accuracy and alignment
Lack of timely visibility affected key business decisions (reactive vs proactive)
No visibility of contribution and ROI
Unable to do post-promotional analysis

However, it may fall on deaf ears...
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Identifying the challenges is not enough, you need to create a vision for how you will improve 
ways of working within your organization and show what the outcomes of these improvements 
could be.

STEP 2: Identifying a vision for a better future
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A good starting point is to identify where the issues and opportunities 
are internally vs externally. 

Some common examples below:Lacking “one source of the truth” - everyone working off their own views
No integrated business planning
Systems disconnected, working seperately 
Data administration overload for all business units INTERNAL EXTERNAL

Productivity study with sales to find 
out how their current tasks will be 
affected

Engage with finance to build credible 
business case

Gather opinions from those doing the 
work: what holds them back and 
could be simplified

Understand how key business 
processes will change or be improved

Knowledge sources such as Gartner. 
Learn what you can... there are many, 
many articles that can help frame your 
thinking

Conferences and events are great to 
build a wider network and learn from 
others

Reference calls with solution vendors 
for supplier validation but also for 
learnings and project planning

PEOPLE  SYSTEMS PROCESS

Forecast is 
inaccurate

So much 
wasted 

time

Multiple numbers, 
what’s the truth?

System is 
very old

Severly 
limited with 

current 
system

Cannot 
see ROI

Different 
reports set 

up

Retailer P&Ls are 
done in excel

Retailer P&Ls are 
done in excel

It takes weeks 
to run our JBP 

models
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PEOPLE  SYSTEMS PROCESS
GOAL: We must be able to see 

and improve our ROI.
GOAL: We must make more 
informed and timely choices.

Turning these issues and opportunities into one end goal that all departments and senior 
stakeholders can see a benefit from is a key aspect of getting your business plan approved.

END GOAL OF THE PROJECT: “Make promotion management and 
optimization a competitive advantage via best-in-class sales planning 

and forecasting”

You then need to identify the deliverables to achieve this end goal, for example:

Simplified ways of 
working

Transparency & accuracy 
of promo ROI

Better & quicker trade 
spend decisions

Scenario planning
Live P&Ls
Formal review process
System-generated forecast

Increased visibility and 
accuracy of promotional ROI 
(both revenue and 
contribution)

Driven by ROI, JBPs and P&Ls 
though the customer view as 
well as our own

Improved Time & Efficiency Promo Control & ROI New Technology

A Process first approach:

1 2 3 4
As is 

Process-Map
To-Be Process 

Map
Gaps & 

Requirements
Evaluate 
Solutions
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The next step is to align your business around the key financial and organizational benefits. You 
will need to identify the areas of improvement that are crucial to your business and give an idea 
of the ROI you expect from the project.

STEP 3: Aligning the organization around the financial and 
organizational benefit
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$Xm Reduction Trade Spend

3-5% Improved Trade Spend ROI

15% Improved Forecast Accuracy

15% Better Customer Plans

+$Xm Improved Settlement

Xdays per week Time Saving

Example
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Design a proof of concept to validate/ disprove the business case.

STEP 4: Demonstrating the value
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Ensure system is fit for 
purpose

Map processes

Provide evidence for ROI & 
time-savings

Clarify levels of customization 
& consultancy

Complete full risk 
evaluation

Detailed systems and 
people plan

External view of potential vendors
Review preferred solution in light of objectives

How will teams operate in a new world
What capability is enabled through new systems

ROI transparency & forecast accuracy business case
Time & efficiency business case

What extra costs (if any) are required to deliver the 
benefits

Risks to business case not being delivered

Documented key AS IS processes and changes, with 
timelines and deliverables

You will also need to link the deliverables to system process changes and relate some 
measurable benefits to these.

Making promo mgmt & optimization a competitive advantage via 
best-in-class sales planning and forecasting

SIMPLIFIED WAYS OF 
WORKING

Scenario planning, live 
P&L’s, SFDR process, 

system-generated 
forecast

TRANSPARENCY & 
ACCURACY OF PROMO 

ROI
Increased visibility and 

accuracy of Promotional 
ROI (both revenue and 

contribution)

BETTER & QUICKER 
TRADE SPEND 

DECISIONS
Driven by ROI, JBPs, and 

P&Ls through the 
customer view as well as 

our own

Time & Efficiency Promo Control & ROI New Technology

FTE savings based on 
time savings and 

efficiency

x% ROI improvement 
based on internal 

research & external 
reference calls

Better negotiations, 
better decisions, positive 

for all parties, 
conditionally
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STEP 5: Overcoming the blockers
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FINANCIAL WAYS OF WORKING

EXISTING SYSTEMS & 
PROCESSES

PEOPLE

Overcoming these blockers will lead to confidence, control, visbility and alignment

STEP 6: Landing the change

The final step of building a business case to increase TPM capability is landing 
the change. Show the people you work with the new ways of working, the 
systems and the processes and the data flow. Landing this change with your 
key stakeholders, your project management team and getting them to buy into 
that is the very last step to making this business case become a success. 
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