
 
Enabling FMCG Supply Chain Excellence in 3rd Party Operations 

INTRODUCTION 
Enchange is an international supply chain consultancy founded in 1993.  Working in 
Europe, Central & Eastern Europe, Africa & the Middle East, Enchange has delivered 
in excess of 500 projects for more than 100 clients in over 60 countries.  Our 
sector expertise is FMCG, Pharmaceuticals and Telecommunications.  
 
Why do clients use Enchange?   
 

We make things happen.   
We do it quickly.   

We deliver bottom line results. 
 

INTEGRATED 3RD PARTY SUPPLY CHAIN OPERATIONS 
Enchange has been working with some of the foremost FMCG companies since 
1993.  During that time we have developed an approach to supply chain performance 
improvement within these organisations and in collaboration with their supply chain 
partners.  This includes improving the performance, and integrating the operations of 
3rd Party Operations, including licenced factories and co-packing operations. 
 
• Many blue-chip FMCG companies use 3rd party manufactures to provide low 

capital and flexible solutions to product sourcing networks. 
• 3rd Party Operations often suffer from disorganised and reactive supply chain 

planning, sometimes acerbated by reactive planning from the ‘Primary Producer’. 
• Remote management of the client-3rd party relationship places a unique challenge 

on people and systems. 
• An imperfect 3rd party operation 

can significantly affect supply 
chain costs and adversely impacts 
P&L, working capital, quality and 
customer service levels. 
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IMPROVEMENT OF 3RD PARTY OPERATIONS – 3 STAGE PROCESS 

 
Step 1. Walk Through Assessment.  A ‘Walk Through Assessment’ measures 

the performance of 3rd Party operations to international best practice standards.  
This assessment can also be conducted against the ‘blueprint’ of pre-defined 
performance standards. 

Step 2. Implementation of identified supply chain improvements usually includes 
integration of S&OP operations and data exchange. 

Step 3. Continuous Improvement includes a performance management process 
to sustain the changes and is usually supported by Service Level Agreements 
(SLA) and agreed supply chain metrics (KPIs). 

 
Step 1 - ‘Walk Through’ Assessment? 

As implied by the name, a Walk Through is a short piece of work that quickly 
identifies supply chain and related improvement opportunities, specifically related to 
the relationship of 3rd Parties and their Primary Producer customers.  It is not an 
exhaustive analysis that delivers a long report.   
 
The Walk Through is an ‘inclusive process’ that involves a small team of Enchange 
consultants working in partnership with The Producer and 3rd Party Management -  
it is not an audit.  Our ‘working style’ is to openly and constructively challenge 
processes and working practices in the Producer / 3rd Party relationship. 
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Scope can include: 

Processes 
• Demand Review - Forecasting & 

Management 
• Supply Review 
• Capacity Planning (RCCP) 
• Production Planning 
• Materials Planning (MRP) 
• Supplier Management 
• Distribution Requirements Planning 
• Logistics – operations and facilities 
• Sales & Operational Planning (S&OP) or 

equivalent consensus process 
• Customer Services & Order Management  
• Quality Control & Assurance 

Other 
• Supply Chain Strategy 
• IT Systems – Enterprise 

Resource Planning (ERP) 
utilisation including systems 
integration and reporting. 

• Data management 
• Key Performance Indicators 

(KPIs)  
• Output Reliability 
• HR – change readiness 

assessment including 3rd party 
management and staff 
competency levels to support the 
client requirements. 

Deliverables 
1. Assessment Review - report on current 3rd party operational status 

benchmarked to international best practice standards. 
2. Recommendations & Plan – recommendations, prioritised within an outline plan, 

to implement improved performance in the Producer / 3rd Party operations. 
3. Business case – to support the plan. 
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CASE STUDY - REGIONAL S&OP PROGRAMME  
PAN AFRICA & MIDDLE EAST, FMCG & 3RD PARTIES 

• As part of a global process convergence initiative, Enchange was selected to 
support a 3rd party manufacturer activation programme in the Africa & Middle East 
(AME) Region. 

• Enchange designed a simple, robust & standardised set of processes & 
procedures designed to integrate Owned Operations and Third Party Operations.  
In effect the Third Parties were treated the same in terms of process and 
integrated within the total factory and operational network.  

• The programme was rolled out in over 30 Third Party and Owned Operations 
across AME. In addition, regional supporting S&OP processes incorporating the 
3rd party relationships 
were designed and 
implemented. 
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THE BENEFITS OF ENCHANGE SERVICES 

SSTTRRAATTEEGGIICC  BBEENNEEFFIITTSS  
 A key enabler of growth.   
 Risk mitigation - Enchange experience is that poorly performing supply 

chain operations can significantly hinder growth including expansion of 
portfolio. 

PP&&LL  IIMMPPAACCTT    
 Sales uplift e.g. from improved customer service, reduced stock outs, & 

improved distributor performance 
 Reduced supply chain costs & waste 
 Reduced stock loss 

BBAALLAANNCCEE  SSHHEEEETT  IIMMPPAACCTT    
 Reduced working capital as inventory is optimised to support service levels 

PPEEOOPPLLEE    
 Increased accountability as decision making is taken at the correct level of 

the organisation. 
 Improved communication. 
 Improved supply chain skills in areas impacted by the programme 
 Reduced workload as rework is reduced 

Return on Investment 
 
Enchange projects typically deliver an ROI (Return on Investment) of well over 500%; 
indeed Enchange projects have 
had ROIs exceeding 1,000% & 
beyond. 
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ENCHANGE BACKGROUND 

Client Testimonials 

National Order-to-Cash Project, FMCG, CEE 
[CLIENT] retained Enchange to re-design, from scratch, our order-to-cash process. 
This is the complete process from the moment we receive orders up to and including 
cash collection. This process was decentralized and executed differently in 5 different 
locations. The Project manager from Enchange, [Enchange Project Manager], 
delivered and implemented a fully functional, single, centralized and efficient order to 
cash process. The project was completed in time, on budget and at the required 
quality level. I would fully recommend Enchange for project management and 
process re-design challenges. They have excellent project managers, deep process 
experience and a common sense approach to business.  
CEO, Operating Company, FMCG Multinational 
 
Regional Supply Chain ERP Rollout, FMCG, Africa Middle East (AME) 
“Enchange advisors have become accepted almost as part of our own staff and are 
widely respected in our organisation. It is rare to find consultants of this calibre who 
can travel at short notice, demonstrate an awareness of local business conventions 
and integrate effectively with management and operatives while introducing new 
methodologies that gain immediate acceptance.” 
Senior Vice President, FMCG Multinational, AME 
 
Regional Supply Chain Redesign Project, FMCG, CEE 
“... very impressed by them [Enchange Project Managers] ....  you guys [Enchange] 
are really helping the business here. [Enchange Project Manager] is an expert ... 
could not have made a better choice.... Great value for money. ”  
Regional Supply Chain Manager, FMCG Multinational  
 
Distribution Design, FMCG, Private Equity Investment Exit, CEE 
“.... the distribution options presented have provided a clear view of the future that 
include very attractive savings potential. ... [Enchange] has made an immensely 
valuable contribution to the sale of the breweries  .....”. 
Chairman,  
 
Post Acquisition Supply Chain Integration, FMCG, Poland 
“… we cannot believe the progress you (Enchange client) have made in less than 2 
years …” 
(Post-acquisition internal audit following supply chain redesign &S&OP 
implementation by Enchange). 
Internal Auditor  
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Enchange Clients Include: 
• Advent (Private Equity) 
• Advantage Software Factory 
• Agip 
• Agrigel (Frozen Food) 
• AIG Central European Trust (Private Equity) 
• Akrikhin (Pharmaceuticals) 
• Apollo Insurance 
• Arctic (White Goods)  
• Astral (Telecommunications)  
• Bata Shoes  
• Bere Mures (Brewing) 
• Brau Union  
• Brewery Holdings (Romania) 
• British American Tobacco 
• Celtel Telecommunications 
• Coca Cola 
• Cogesal (Frozen Food) 
• Department for International Development (UK) 
• East Africa Industries (FMCG) 
• Efes Beverages  
• Ericsson  
• EBRD European Bank for Reconstruction & 

Development  
• Firestone  
• GED Capital (Private Equity) 
• Gilgil Telecomms Industries 
• Glaxo Wellcome 
• Global Finance (Private Equity) 
• GSK GlaxoSmithKline 
• Guinness  
• Heineken  
• IGAD (Intergovernmental Authority Djibouti) 
• Kenya Reinsurance 

• Knjaz Milos (Beverages, Serbia) 
• La Fourmi (Supermarkets) 
• London Economics 
• Lever Brothers  
• Mobilrom Orange 
• Nigerian Breweries 
• ODA - Overseas Development Agency (Ghana) 
• Ozone Pharmaceuticals 
• Pharmax (Pharmaceuticals) 
• Polpharma (Pharmaceuticals) 
• Proctor & Allen (FMCG) 
• Rolast (Industrial, Romania) 
• Romania American Enterprise Fund (Private Equity) 
• Romanian Post Privatisation Fund  
• Romstal (Construction, Romania) 
• SABMiller 
• Scottish Woodland 
• SDAL (Software Distributors Africa Limited) 
• Shell  
• Sicomed (Pharmaceuticals) 
• SMC International  
• SmithKline Beecham 
• Tata  
• Tempo (Advertising Agency) 
• Terapia (Pharmaceuticals) 
• Trade Partners UK 
• Uganda Associated Industries (FMCG) 
• Unilever  
• United Biscuits  
• Ursus (Brewing, Romania) 
• Valrom (Construction, Romania) 
• Vincon Vrancea (Wine) 
• Vodafone (Connex Vodafone) 
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