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Title: Optimizing Demand Planning and Print Processes: A Strategic Initiative for a $7 Billion Food 
Company 

 

Executive Summary 

In the competitive food industry, efficient demand planning and production processes are critical 
for reducing waste, optimizing costs, and enhancing operational efficiency. This business case 
explores a demand planning project undertaken by a $7 billion food company. The project involved 
a comprehensive analysis of operations, meal recipes, equipment, ink usage, and kraft paper 
sleeves used for packaging. By implementing defined deadlines for changes to printed nutritional 
information, negotiating favorable terms for replacement ink cartridges, and accurately forecasting 
the quantities of kraft sleeves, the company achieved an 8% reduction in waste and optimized its 
print process. 

 

Introduction 

The global food industry is characterized by tight margins, high competition, and rapidly changing 
consumer preferences. Companies must continuously seek ways to optimize their operations, 
reduce costs, and minimize waste to maintain profitability and market share. Demand planning 
plays a pivotal role in aligning production with consumer demand, ensuring that resources are 
utilized efficiently, and that products meet quality and regulatory standards. 

This business case discusses a demand planning project conducted for a $7 billion food company 
specializing in prepared meals. The project focused on analyzing various aspects of the production 
and packaging process, including operations, meal recipes, equipment, ink usage, and kraft paper 
sleeves used for packaging. The objective was to identify inefficiencies and implement strategies to 
optimize the print process, reduce waste, and improve overall operational efficiency. 

 

1. Background and Objectives 

1.1 Company Overview 

The company is a leading player in the prepared food sector, offering a wide range of meal options 
to consumers across multiple regions. Its operations involve complex production processes, 
stringent quality control measures, and adherence to regulatory requirements for food labeling and 
nutritional information. 

1.2 Challenges Faced 

▪ Excessive Waste: High levels of waste due to last-minute changes in printed nutritional 
information and packaging materials. 
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▪ Inefficient Printing Processes: Frequent adjustments to packaging design led to increased 
ink usage and inefficiencies in the printing process. 

▪ Inventory Management Issues: Inaccurate forecasting of kraft paper sleeves resulted in 
overstocking or stockouts, disrupting production schedules. 

▪ Cost Overruns: Rising costs associated with ink cartridges, packaging materials, and waste 
disposal impacted profitability. 

1.3 Project Objectives 

▪ Analyze Operations: Evaluate the existing operational processes to identify bottlenecks 
and inefficiencies. 

▪ Assess Meal Recipes and Equipment: Examine how meal recipes and equipment usage 
affect packaging and printing requirements. 

▪ Optimize Ink Usage: Identify opportunities to reduce ink consumption and negotiate better 
terms with suppliers. 

▪ Improve Packaging Processes: Enhance forecasting and inventory management of kraft 
paper sleeves. 

▪ Implement Deadlines: Establish defined deadlines for changes to printed nutritional 
information to minimize last-minute alterations. 

▪ Reduce Waste: Achieve a targeted reduction of at least 8% in waste associated with 
packaging and printing. 

 

2. Analysis of Current Processes 

2.1 Operations Analysis 

The operational analysis involved mapping out the entire production and packaging process, from 
meal preparation to final packaging and distribution. 

▪ Workflow Mapping: Detailed diagrams of the production line were created to identify 
stages where inefficiencies occurred. 

▪ Process Timing: Time studies were conducted to measure the duration of each process 
step. 

▪ Resource Utilization: Assessed the allocation of labor, equipment, and materials 
throughout the operations. 

2.2 Meal Recipes and Equipment Assessment 

The diversity of meal recipes and the equipment used had a significant impact on packaging 
requirements. 

▪ Recipe Variability: A wide range of recipes led to different packaging needs, affecting the 
standardization of packaging materials. 

▪ Equipment Compatibility: Evaluated whether existing equipment was suitable for 
handling standardized packaging materials efficiently. 

2.3 Ink Usage Analysis 
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Ink usage was a critical factor due to frequent changes in packaging designs and nutritional 
information. 

▪ Printing Requirements: Assessed the frequency and volume of printing runs for packaging 
materials. 

▪ Ink Consumption Rates: Measured the amount of ink used per printing run and identified 
factors contributing to high consumption. 

▪ Supplier Terms: Reviewed existing contracts with ink suppliers to evaluate pricing and 
replacement terms. 

2.4 Kraft Paper Sleeves Evaluation 

Kraft paper sleeves were used extensively for packaging, and their management was crucial for 
operational efficiency. 

▪ Inventory Levels: Analyzed historical inventory data to identify patterns of overstocking or 
shortages. 

▪ Ordering Processes: Evaluated the lead times and ordering frequencies for kraft paper 
sleeves. 

▪ Waste Generation: Quantified the waste generated from unused or obsolete sleeves due to 
changes in packaging requirements. 

 

3. Key Findings 

3.1 Inefficiencies in Operations 

▪ Bottlenecks Identified: Delays occurred at the packaging stage due to last-minute 
changes in packaging design. 

▪ Inconsistent Processes: Variability in meal recipes led to inconsistent use of packaging 
materials, complicating inventory management. 

3.2 Impact of Meal Recipes and Equipment 

▪ Non-Standardized Packaging: Diverse meal offerings required different packaging 
configurations, hindering economies of scale. 

▪ Equipment Limitations: Equipment print speeds not able to print higher volumes with the 
narrow time window when finalized recipes were made available. 

3.3 Excessive Ink Usage 

▪ Frequent Design Changes: Regular updates to nutritional information and branding led to 
increased printing runs and ink consumption. 

▪ Inefficient Printing Practices: Lack of optimization in print layouts resulted in higher ink 
usage per unit. 

▪ Replacement Ink Never Bid Out: Ink cartridges had a 10% reduction in price but were 
never bid out to qualified distributors. 

3.4 Ineffective Management of Kraft Paper Sleeves 
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▪ Poor Forecasting: Inaccurate demand forecasting led to excess inventory or shortages of 
kraft sleeves. 

▪ High Waste Levels: Obsolete sleeves due to packaging changes contributed significantly to 
waste. 

 

4. Recommendations and Implementation Strategies 

4.1 Establishing Defined Deadlines for Packaging Changes 

Objective: Minimize last-minute changes to printed nutritional information and packaging design. 

Implementation: 

▪ Cut-Off Dates: Set strict deadlines for any changes to packaging content prior to 
scheduled printing runs. 

▪ Approval Processes: Implement a formal approval process requiring higher-level 
authorization for changes after the deadline. 

▪ Communication Protocols: Ensure all departments are aware of deadlines and the 
implications of late changes. 

Expected Outcomes: 

▪ Reduced Waste: Fewer obsolete packaging materials due to last-minute changes. 
▪ Improved Scheduling: Enhanced ability to plan printing runs and production schedules. 

4.2 Negotiating Favorable Terms for Replacement Ink Cartridges 

Objective: Reduce ink costs and ensure a reliable supply of ink cartridges. 

Implementation: 

▪ Supplier Negotiations: Engage in discussions with ink suppliers to secure bulk purchase 
discounts and favorable replacement terms. 

▪ Alternative Suppliers: Explore options with multiple suppliers to increase bargaining 
power. 

▪ Long-Term Contracts: Consider entering into long-term agreements with suppliers in 
exchange for better pricing. 

Expected Outcomes: 

▪ Cost Savings: Lower unit costs for ink cartridges. 
▪ Supply Assurance: Reduced risk of ink shortages impacting production. 

4.3 Forecasting Quantities of Kraft Sleeves 

Objective: Optimize inventory levels of kraft paper sleeves to meet demand without overstocking. 

Implementation: 
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▪ Demand Forecasting Models: Develop forecasting models using historical sales data, 
seasonality, and promotional activities. 

▪ Inventory Management Systems: Implement or upgrade systems to track inventory levels 
in real-time. 

▪ Supplier Collaboration: Work closely with sleeve suppliers to improve lead times and 
order flexibility. 

Expected Outcomes: 

▪ Inventory Optimization: Balanced stock levels to meet production needs while minimizing 
excess. 

▪ Waste Reduction: Decrease in obsolete sleeves due to better alignment between inventory 
and demand. 

4.4 Optimizing the Print Process 

Objective: Improve the efficiency of the printing process to reduce ink usage and waste. 

Implementation: 

▪ Print Layout Optimization: Adjust layouts to maximize the number of sleeves printed per 
run with minimal ink usage. 

▪ Standardization of Designs: Where possible, standardize packaging designs across 
multiple products to reduce variability. 

▪ Equipment Upgrades: Invest in more efficient printing equipment if cost-benefit analysis 
supports it. 

Expected Outcomes: 

▪ Reduced Ink Consumption: Lower ink usage per unit due to efficient printing practices. 
▪ Operational Efficiency: Faster printing runs and reduced downtime. 

 

5. Results and Benefits 

5.1 Reduction in Waste 

▪ Achieved Reduction: The implementation of defined deadlines and improved forecasting 
led to an 8% reduction in waste associated with packaging materials and ink usage. 

▪ Environmental Impact: Reduced waste contributed positively to the company's 
sustainability goals and public image. 

5.2 Cost Savings 

▪ Ink Costs: Negotiated terms resulted in significant savings on ink cartridge purchases. 
▪ Waste Disposal Costs: Lower waste volumes reduced expenses related to waste 

management and disposal. 

5.3 Improved Operational Efficiency 
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▪ Production Scheduling: Defined deadlines allowed for better planning and smoother 
production runs. 

▪ Inventory Management: Optimized stock levels of kraft sleeves minimized production 
disruptions due to material shortages. 

5.4 Enhanced Supplier Relationships 

▪ Supplier Collaboration: Improved communication and collaboration with suppliers led to 
better terms and more reliable supply chains. 

 

6. Conclusion 

The demand planning project for the $7 billion food company successfully identified key areas 
where operational efficiencies could be enhanced. By analyzing the operations, meal recipes, 
equipment, ink usage, and kraft paper sleeves, the company implemented strategies that led to 
significant waste reduction and cost savings. 

Establishing defined deadlines for changes to printed nutritional information was a critical step in 
minimizing last-minute disruptions and reducing waste. Negotiating better terms for replacement 
ink cartridges lowered costs and ensured a steady supply of essential materials. Improving the 
forecasting of kraft sleeve quantities optimized inventory levels and further reduced waste. 

The project demonstrated the importance of comprehensive demand planning and cross-
functional collaboration in achieving operational excellence. The company not only realized 
immediate benefits but also established a foundation for continuous improvement and long-term 
sustainability. 

 

Recommendations for Future Actions 

• Continuous Monitoring: Regularly review and adjust forecasting models and inventory levels 
to adapt to changing market conditions. 

• Process Improvement Initiatives: Explore additional opportunities to optimize other aspects 
of operations, such as equipment efficiency and recipe standardization. 

• Technology Integration: Invest in advanced demand planning software and automation 
technologies to enhance accuracy and efficiency. 

• Employee Training: Provide ongoing training for staff on new processes and systems to ensure 
successful implementation and adoption. 
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