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S&OE: execution in operations
management as the bridge between
planning and day-to-day business

S&OE stands for Sales and Operations Execution and refers to the short-term, daily or weekly
execution control of demand, inventories and capacities. The term complements classic S&OP
(Sales and Operations Planning), which plans on a medium to long-term basis, by ensuring
continuous alignment between forecasting, materials management and delivery capability in
day-to-day business. For buyers and supply chain managers, S&OE is where plan deviations
show up first — and where order quantities, delivery dates and priorities are corrected quickly
and reliably. Those who operate S&OE in a structured manner reduce last-minute schedule
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changes, expedited air freight and costly excess stock.

Key facts at a glance
01 S&OE is the operational execution level below the S&OP process and typically works
with horizons from one day to about twelve weeks.

02 Its core content is daily or weekly coordination rounds on demand, inventories,
capacities, open purchase orders and bottlenecks.

03 S&OE connects sales, planning, purchasing, production and logistics in a fixed rhythm
with clearly defined escalation levels.

04 In purchasing, S&OE directly influences planning parameters, order approval cycles
and the response to customer change orders.

05 Typical effects in practice are shorter response times to demand changes, lower
inventories and more stable delivery reliability.

06 Prerequisites are cleansed master data and ongoing data cleansing, as S&OE builds
on reliable planning data.
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| Definition: S&OE

S&OE (Sales and Operations Execution) is the short-term control process that translates the plan
values defined in S&OP into concrete daily and weekly decisions. It operates in the window in which
fixed capacities already exist but demand and inventories can still be actively corrected.

Distinction from S&OP

S&OP typically plans monthly and on a medium to long-term basis, aligns sales, production and
financial planning and sets the framework. S&OE covers the period below this, from today to
approximately the end of the S&OP horizon, and deals with concrete orders, order line items,
shortages and capacity conflicts. The two processes are interlinked: the S&OP decision provides the
target specification, S&OE ensures its implementation and reports systematic deviations back. Without
this feedback loop, a planning gap emerges between strategic planning and actual stock and delivery
positions.

Position within the procurement processes

For purchasing, S&OE is not a stand-alone process but an interface: demand shifts from sales directly
affect open purchase orders, delivery schedules and the maintenance of planning parameters. In
framework agreements with call-off logic or in kanban systems, S&OE determines when and in what
quantity call-offs are actually made. Quality aspects also play a role: a scrap problem at a supplier,
handled within supplier quality management, creates short-term inventory and delivery date decisions
that must be answered within the S&OE cadence.

| Methods and approach in the S&OE process

S&OE follows a fixed meeting cadence with clearly defined roles, data sources and escalation paths. In
practice, a weekly main cycle with daily short coordination sessions has proven effective.

Meeting cascade and cadence

A three-tier structure is typical: daily, a short-notice exception review of bottlenecks and hot orders;
weekly, an S&OE meeting with planning, purchasing, production and logistics; and monthly, the
feedback loop into the S&OP cycle. The weekly round reviews demand signals, inventory coverage,
open purchase orders and supplier risks. Decisions are minuted with an owner and deadline, otherwise
the meeting degenerates into a status round. A fixed decision proposal in advance — e.g. "reduce the
order quantity for item X by 20%" — significantly shortens the discussion.

Exception-driven control

S&OE should not discuss every detail but deliberately focus on exceptions: critically low inventories,
dated bottlenecks, quality blocks or short-term change orders. For this purpose, a prioritised exception
list is maintained, generated from the ERP or planning system. Data quality is the critical factor here:
without regular cleansing of master data, lead times and lot sizes, the systems produce false alerts and
the team loses confidence in the exception list. Routine activities such as standard materials planning,
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by contrast, remain automated and are only interrupted when exception criteria apply.

The role of purchasing in S&OE

Purchasing contributes three things: the supplier perspective (current delivery dates, capacity
notifications, confirmations), the procurement decisions (order approval, alternative supplier, quantity
adjustment) and market information. Supplier capacity checks are closely linked here: if the S&OE
forecast points towards a bottleneck, it is checked whether the supplier can accommodate additional
quantities or whether direct sourcing or a second source must be activated at short notice. Conversely,
S&OE gives purchasing reliable, short-term demand signals instead of slow forecast updates — an
essential foundation for credibility with the supplier.

| Key S&OE metrics and effect sizes

S&OE is steered by a small number of clearly interpretable metrics that reflect planning quality and
execution reliability.

Planning and forecast quality

The central measure is forecast accuracy (or MAPE) in the short-term range, complemented by
forecast stability, i.e. how strongly short-term demand changes from week to week. Where sales and
planning have divergent demand pictures, an agreed consensus forecast helps, which is maintained
within the S&OE cadence and reported back monthly to S&OP. In practice, short-term forecast
deviations are often in the double-digit percentage range; what matters is the improvement in the trend,
not the absolute value.

Execution and delivery metrics

On the execution side, delivery reliability (OTIF), supplier on-time delivery, inventory coverage and the
rate of unplanned actions such as expedited freight or priority changes count. Quality also enters the
picture: metrics such as Cpk/process capability from supplier monitoring show whether process
variation at the supplier will cause future bottlenecks and should therefore be addressed proactively in
S&OE. The number of escalated line items per week is a pragmatic indicator of system strain: if it rises
permanently, planning or master data are at fault.

Economic evaluation

S&OE measures should also be assessed economically, for example by means of a simple
cost—benefit analysis: what does an expedited air freight or a priority change in production cost
compared with an early quantity adjustment at the supplier? In practice, it frequently emerges that a
purchase decision made just a few days earlier avoids freight and changeover costs in the low
single-digit percentage range of the order value. Such case values justify the meeting investment to
senior management.
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| Risks and controls in S&OE

In practice, S&OE rarely fails because of the method,; it fails because of data quality, unclear
decision-making authority and too many topics being discussed.

Data and system risks

Outdated lead times, incorrect lot sizes or unmaintained delivery times create false bottlenecks or
conceal real ones. Ongoing maintenance of planning parameters and periodic data cleansing are
therefore mandatory tasks, not optional extras. Another risk is the parallel maintenance of demand in
Excel and the ERP, which leads to contradictory signals. The control point is a clear system hierarchy:
the ERP planning system is authoritative; workbooks are only temporary and are regularly fed back.

Organisational risks

If the S&OE round only "recommends" decisions but no one is allowed to make binding ones, it
remains ineffective. Clear decision-making authority is required, for example for quantity changes up to
a defined value threshold, with anything above that escalated to senior management or S&OP. A typical
misbehaviour is bypassing the process through individual enquiries from sales or production directly to
purchasing; a binding channel helps against this: priority changes go through the S&OE list or not at

all. The contractual side and risk aspects also belong on the table: for critical items, purchasing
examines at an early stage whether safeguards such as a bank guarantee or clear Incoterms FOB or
Incoterms CIP arrangements make the impact of short-term changes manageable — the added value
thus created must always be examined on a case-by-case basis.

Control through prioritisation and escalation

Effective control instruments are a limited, prioritised exception list (typically the top 10 to 20 line
items), a visible escalation log and a monthly feedback loop to S&OP with the root causes. Systematic,
recurring deviations — for example a supplier with chronically fluctuating quality, visible in fluctuating
Cpk values — must not be “fired" afresh every week but move as a structural topic into supplier quality
management or the procurement marketing cycle. This keeps the S&OE cadence effective for genuine
exceptions.

| Current developments and implementation recommendations

S&OE is gaining in importance because volatility in demand and supply chains has increased and
classic monthly planning cycles are too slow for it.

Automation and the digital S&OE cadence

Modern planning systems support the S&OE cadence through automatic exception alerts, simulation of
demand scenarios and real-time delivery date monitoring. Al-supported forecasts can improve
short-term accuracy but do not replace the alignment between sales, purchasing and production. A
hybrid approach has proven itself in practice: systems detect and prioritise exceptions, people make
the decisions. When building up, it pays to start small — one plant, one product area, one fixed weekly
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rhythm — rather than with a company-wide grand solution.

Supplier-side S&OE and collaboration

S&OE does not end at the factory gate. With strategic suppliers, a joint short-term alignment cadence
is establishing itself, often enriched with elements of a joint business plan (JBP) for the structural level.
Tools such as a kanban system for C parts or VMI models reduce the number of line items that need to
come into the S&OE focus at all. Conversely, the process requires suppliers to provide reliable order
confirmations and capacity notifications — this is also where supplier capacity checks come in. Tools
such as the load display towards customers or a transparent freight cost breakdown at special
meetings help distribute the impact of priority changes fairly.

Success factors for implementation

Three factors are decisive: a clear process owner with a mandate, a reduced number of exception
items with genuine decision-making power in the meeting, and the consistent referral of unsolvable
topics to S&OP or structural projects such as idea evaluation and continuous improvement
management. Companies that start S&OE as just another extra meeting typically abandon it after a few
months; companies that establish it as a decision cadence with measurable metrics achieve
measurable improvements in inventories and delivery reliability in practice.

| Typical metrics

Metric Typical value

Forecast accuracy (short-term) typically 70-85%
Guideline value; the trend over several weeks is decisive.

Delivery reliability (OTIF) > 95%
Target value; values below this indicate structural bottlenecks.

Supplier on-time delivery > 95%
Inbound execution quality within the S&OE cadence.

Share of expedited freight < 2% of shipments
Drops significantly in practice after S&OE implementation.

Escalated exception items Top 1020 per week
A limited list keeps the process actionable.

| Practical example

A mid-sized mechanical engineering company with around 400 suppliers struggled with rising
expedited air freight and short-notice production stoppages, even though the monthly S&OP process
was formally running. The problem lay in the gap between the monthly plan and day-to-day operations:
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demand changes from customer change orders and supplier delivery date shifts were handled in an
uncoordinated manner in individual e-mail exchanges.

e Introduction of a weekly S&OE meeting with planning, purchasing, production and sales, plus a
top-20 exception list updated dalily.

e Short-term integration of supplier capacity checks: when a bottleneck looms, within 48 hours it is
checked whether additional quantities, dual sourcing or direct sourcing are possible.

e Regular maintenance of planning parameters and data cleansing for the 500 most expensive
articles to reduce false alerts.

e Monthly feedback of structural root causes into the S&OP process, such as chronically unreliable
suppliers and unstable customer forecasts.

| Conclusion

S&OE closes the gap between strategic planning and the realities of day-to-day business and is
therefore for buyers not an additional meeting but the steering instrument for short-term procurement
decisions. The process lives on a few reliable metrics, a clean data basis and genuine decision-making
authority in the meeting. Those who consistently focus S&OE on exceptions relieve the organisation of
permanent firefighting and create space for strategic topics such as supplier development and
procurement marketing. Coupling it with S&OP via monthly feedback prevents structural problems from
being worked through operationally again and again. Companies with established S&OE respond faster
to demand and supply changes — while at the same time achieving lower inventories and more stable
delivery reliability.

| Frequently asked questions

? What does S&OE mean in the supply chain?
S&OE stands for Sales and Operations Execution and refers to the short-term, daily or weekly
execution control of demand, inventories and capacities. It complements the S&OP process, which
plans on a medium to long-term basis. S&OE translates plan figures into concrete ordering,
production and delivery decisions and handles exceptions such as bottlenecks or short-term
demand changes.

? What is the difference between S&OP and S&OE?

S&OP is a monthly, medium to long-term alignment process between sales, production and
financial planning. S&OE operates in the operational horizon of days to about twelve weeks and
controls concrete orders, purchase orders and inventories. S&OP sets the framework, S&OE
ensures its implementation and reports deviations back.

? Who attends S&OE meetings?

Typical participants are representatives of planning/materials management, purchasing, production,
logistics and sales, moderated by a process owner with decision-making authority. Where required,
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quality management or internal sales staff also join. It is important that participants are allowed to
make quantity and priority decisions in the meeting and not merely report status.

? Which KPIs are used for S&OE?

Typical metrics are forecast accuracy and forecast stability, delivery reliability (OTIF), supplier
on-time delivery, inventory coverage and the number of escalated exception items. In addition,
quality metrics such as the process capability (Cpk) of critical suppliers are included. What matters
is the trend of these metrics over several weeks, not the individual value.

? How often does S&OE take place and how long is the horizon?

In practice, a weekly main meeting cadence with daily short coordination sessions on bottlenecks
has become established. The horizon extends from today to about twelve weeks, i.e. as far as until
the S&OP process takes over planning again. Below that, firmly booked production and transport
capacities begin, which can only be changed to a limited extent.

? How do you introduce S&OE in a mid-sized company?

A pilot in one plant or product area is recommended, with a clear process owner, a limited exception
list and a fixed weekly rhythm. A prerequisite is minimal data cleansing of master data and planning
parameters, otherwise the messages are ineffective. After stabilisation, the feedback loop to S&OP

is established and the scope is gradually expanded.

Find the right suppliers on Amplifa

Verified industrial suppliers in Germany, Austria and Switzerland. Describe your requirement and
receive comparable offers.
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