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A year ago, companies were preparing for business as 
usual while trying to grapple with changes in consumer 
preferences, accelerated innovation and increased 
competition. Buzz words such as nimble innovation, 
best in class product development and cross-company 
collaboration were the order of the day. 

Introduction 

And then 2020 happened, bringing with 

it massive upheaval including extreme 

uncertainty. Companies scrambling to 

adapt to all the changes from short- and 

long-term funding, deciding on whether 

to shift businesses strategy to mitigating 

risks. Finance teams around the world 

have had to create financial projections 

to not only survive instability but thrive. 

Financial forecasting and planning for the 

coming year, something that is relatively 

straightforward in a normal year, caused an 

unparalleled level of uncertainty. 

Historically, planning is typically conducted 

with very little, or no, collaboration 

between departments. Data is produced 

independently from one another, resulting 

in a collection of disparate planning 

spreadsheets, sat in silos, which have been 

created without consideration of their 

impact on other areas of the business. 

Suddenly business leaders were looking 

to the data and finance teams to make 

rapid business decisions including scenario 

planning, supply chain, manufacturing 

impact or even emergent trends. 

Companies have had to plan for 

multiple scenarios, ignoring ‘baselines’ 

for goal setting and targets. Financial 

based incentive schemes had to be 

reimagined. Keeping top performers 

motivated was a balancing act of being 

realistic and affordable. To overcome this 

challenge, companies have turned to 

planning tools to have immediate access 

to a single source of truth, combining all 

data to create rolling forecasts enabling 

accelerated decision making. 

Moving forward, CPG companies should 

take bold action to emerge stronger 

from the current crisis. While stabilising 

near-term operations, they also should 

focus on strategic investments to 

reshape capabilities and cost structures, 

proactively reshape the structure 

of the industry itself and modernise 

workforces. A balanced mix of initiatives 

are required to deliver value over the 

near term as well as into the future.

“To overcome this 
challenge, companies 
have turned to planning 
tools to have immediate 
access to a single source 
of truth, combining all data 
to create rolling forecasts 
enabling accelerated 
decision making.” 
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In the immediate aftermath of the lockdown, consumers 
shifted behaviour towards price sensitivity and channel 
preferences, but more recently behaviours have shifted 
again, and three refined trends have emerged.

Recent changes  
in consumer behaviour

1. A major shift to online shopping
The shift to online accelerated in 2020, with both click 

and collect and home delivery. Protracted physical 

distancing has encouraged a mobile first consumer 

mindset, and it looks like it’s here to stay.

Demand variability during the pandemic has forced 

many CPG companies to consistently monitor trends 

and adjust their supply chains quickly. And whilst 

online trends may persist for a while after the economy 

reopens, uncertainty continues requiring companies to 

prepare for change. To deal with sustained uncertainty, 

companies will need to better manage how they 

anticipate and plan for fluctuations in demand. 

By using a combination of consumer insights, 

COVID-19 scenarios and their own customer data, CPG 

companies can better predict and mobilise against 

changes to consumption, channel mix and product 

demand by postcode.

“To deal with sustained uncertainty, 
companies will need to better manage how 
they anticipate and plan for fluctuations  
in demand.” 

CPG Whitepaper



2. Trusted brands
The first wave of lockdowns resulted in a massive spike 

in certain goods. The subsequent waves have been 

characterised by phased reopening and partial closing 

of stores. These shifts have created opportunities for 

brands to get closer to the consumer, reasserting the 

benefits of scale in the supply chain and key account 

relationships. This availability and trust has enabled 

CPG companies to ‘come back’ with consumers opting 

for brands they can absolutely trust. 

Additionally, consumers have made choices about 

what’s essential and what they can do without, leading 

to SKU rationalisation and shelf space adjustments. 

CPGs can build on the momentum of rationalisation by 

redesigning their products and maximise things that 

consumers value and minimise costs for less relevant 

buying factors. 

3. ‘Nesting at home’ 
Home has been recast as the new office, gym, coffee shop, 

restaurant and entertainment centre. And as such, people are 

making unprecedented changes in how they live. 

The nesting behaviour has prompted an array of opportunities 

and possibilities including buying products associated with 

homebound activities such as home improvement, crafting, 

cooking, exercise, gardening and even telemedicine. For instance, 

a massive amount of innovation has come from CPGs in ways to 

help people cook and to provide restaurant-style meals at home. 

Consumers, those who are fortunate enough to have kept their 

jobs during the pandemic, have taken the opportunity to upgrade 

their ‘pandemic headquarters’, driven by the underlying need to 

feel safe and cosy. 

These changes have affected many facets of consumer purchases. 

While changes may or may not be permanent, it’s almost certain 

that fundamental shifts will occur. Manufacturers must consider 

the role they play in this evolution of consumer needs. 
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3. Sustainability is a must
Companies not making strides in being more sustainable will fall 

behind in the industry. With a heavy concern from consumers 

on the state of our earth, it’s important that companies take 

sustainability seriously. Companies are building brands that are 

safer in their production methods and more actively participate in 

green initiatives. Trust and purpose matter more than ever. 

For example, in a quest for more sustainable experiences, some 

food production will come closer to homes. Hyper-local horticulture 

for households will become viable, powered by technology 

and digitisation. Hyper-local networks enable local shops and 

restaurants to gain access to their local, digital customers. 

4. Intuitive technology 
Technology is enabling CPG organisations to bridge physical 

and digital experiences to achieve greater relevance and closer 

engagement with consumers. Companies are merging overall 

customer experience with smarter and more perceptible 

technologies to ensure consumers offer ‘zero resistance’ in all the 

stages between discovery and fulfilment. 

Internet of Things (IoT) is 

increasingly becoming 

mainstream with the rise of 

5G, thereby exponentially 

boosting connectivity and 

helping customers make 

informed decisions on their 

purchases.

Despite the pandemic, small brands and other innovators have 
continued to develop disruptive offerings, new products and 
services and business models. These innovators looked beyond 
the immediate challenges and into the next normal. CPGs hoping 
to emerge stronger from the pandemic must do the same.

Some consumer trends 
remain true

1. Consumers rule the world
Over the next decade, 90% of CPG industry growth will be captured 

by companies that successfully engage directly with consumers. 

Consumers are ubiquitously connected, crave individuality/

personalisation, and are intolerant of complexity and latency. 

Companies will need to up their game when it comes to 

personalisation and promotion if they want to stand out on an 

increasingly crowded digital shelf. As older consumers give way to 

millennials, the challenge intensifies. 

Marketing must be tailored by audience, delivering relevant 

messages through relevant channels in a granular way. Channel 

strategies will be to be even more customised to each country and 

category trend, so companies will need to shape their strategies 

and guard against small competitive brands popping up in 

segments left unattended. 

2. Subscription and convenience shopping 
is still growing
Consumers have embraced subscription service, simplifying the 

purchasing process. Allowing for a needed product to be delivered 

straight to their doorstep, without the added step of ordering it. 

Even established businesses such as Amazon offer subscriptions 

for products that consumers will need to order again such as 

cleaning products or toiletries. This subscription model drives 

repeat orders and even life-long customers. 

Equally, more consumers are spending more on convenience to 

get what they need, often defined by contactless shopping, on-

demand fulfilment, delivery app usage and a friction-free shopping 

experience. CPG companies will need to consider their direct-to-

consumer options. 

90% of growth in the CPG industry will be 
captured by companies that successfully 
engage directly with consumers. 90%
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Despite all the negative impacts that COVID has created, it 
has provided opportunities for transformation. CPGs need to 
adopt a new model, that looks quite different from the old 
model, by continuing to leverage scale advantages, changes 
in marketing, supply chain and back office. 

Seven areas to consider

1. Supply chain resilience
The widespread disruption has exposed many 

inefficiencies in supply chains, resulting in delays and 

out of stock situations. Shifting consumer demands, 

along with sweeping reductions in SKUs produced 

and supplied have called into question whether 

demand patterns will ever return to pre-pandemic 

levels. Regardless, reacting more quickly to anticipate 

consumer demands has become a priority for many 

retailers. 

Tomorrow’s supply chain must operate in real time and 

with sufficient information to enable cost reduction, 

resilience, flexibility and traceability, especially post-

COVID-19. 

Success requires harnessing digital data throughout 

the value chain and using it in an integrated, automated 

corporate planning process. A major benefit of this shift 

is the ability to move from monthly to more frequent 

S&OP cycles that maximize sales, while reducing 

obsolescence and working capital.

Many retailers expect moderate to major supply chain 

investment. Order fulfilment including delivery and click 

and collect will see the biggest investments, followed 

by warehouse management and procurement. 

Most mature CPG players need a complete review 

of their legacy IT set-up and to move into a cloud 

scenario focused on customer-driven processes 

built for agile decision-making, not people emailing 

Microsoft Excel spreadsheets.

2. Embrace technology for demand forecasting 
The pace of consumer demand changes highlighted the 

limitations of existing supply chain strategies. CPG companies 

have had to rapidly explore options for more accurate and 

timely forecasting, allowing them to be more proactive. 

Leaders are now using external data sets such as point of sale 

data, weather projections and even mobile phone location 

data to predict true demand by customer and channel. 

By contrast, companies that are lagging behind are ignoring 

forecast accuracy metrics and missing insights generated 

from the peak COVID-19 months, which will be a missed 

opportunity to advance their future planning skills. 

3. Cost realignment opportunities 
The retail industry already struggling with debt burdens, 

compressed marketing and increased competition, saw 

COVID-19 compound problems. By now, big companies have 

been able to regroup and rebalance their cost structure. 

Effective planning has enabled many manufacturers to 

simplify or optimise their SKU portfolio by cutting most lower 

performing products. Companies have seen, in some cases, 

a five to ten percent improvement in the overall equipment 

effectiveness by rationalising sub-optimal SKU lines. 

Whilst cost reductions are a good start, a complete 

transformation of the retail model will be required to thrive 

post pandemic. Cost restructuring, a priority, will require a 

thoughtful approach that doesn’t impede a company’s ability 

to respond quickly to changing demand signals. 
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“With continued lockdowns and consumers only slowly 
returning to public spaces a majority of retailers expect 
to see a continued increase in demand for digital 
engagements throughout 2021.”
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4. Digital differentiation
The pandemic certainly accelerated the digital 

transformation. From restructuring teams to 

implementing scenario tested response plans, many 

companies now have new ways to operate in an agile 

environment. This approach can now give companies 

the opportunity to digitise their development process. 

With continued lockdowns and consumers only slowly 

returning to public spaces a majority of retailers expect 

to see a continued increase in demand for digital 

engagements throughout 2021. 

Many retailers are planning major investments in 

technology from planning, to e-commerce. Companies 

should accelerate or launch opportunities that support 

at-home consumption, evolving shopping missions, or 

repeat purchase. On the other hand, retailers who have 

streamlined their product lines should reconsider line 

extensions. Companies should consider breakthrough 

innovation ahead of line extensions, only devoting 

resources when necessary with clear and measurable 

goals. 

The major focus will be on consumer data, 

understanding preferences and future trends. 

5. Proactive customer management 
Companies shaping demand through a more proactive 

customer approach, have shortened the planning cycle 

to weekly intervals and involved senior leadership 

for faster decision making on product allocation and 

substitutions. Leaders have adapted their ordering 

policies, rationalised SKUs, offered customer incentives 

to ensure full-truckload shipping and where possible, 

direct from plant shipments. 

Additionally, by targeting consumer needs to cross all 

touch points and include personalised point of sale 

marketing will maximise the brand’s relevance. 

6. The future of work
Following the pandemic outbreak, many CPG companies stood 

up to new ways of working within weeks. From restructuring 

teams to implementing scenario-tested response plans, many 

CPG companies now have new proof points for how to operate an 

agile organisation. 

Some estimates conclude that more than 20 percent of the global 

workforce (in high skilled jobs such as finance, insurance and IT) 

could spend a majority of its time working remotely, while being 

just as effective. Advances in automation and digitisation have 

made it possible, the pandemic just accelerated the situation. 

Businesses will need to decide on the role of the office itself, 

which has traditionally been the hub for creating culture and a 

sense of belonging. The other challenge has to do with adapting 

the workforce to the new requirements of automation, digitisation 

and other new technology. 

7. Global versus local operating model
Some CPG companies have realised that, after losing ground to 

more locally relevant competitors, that a global one-size-fits-all 

model doesn’t work. Recently, CPG companies have reinvested 

in local talent and decision rights in priority growth markets. With 

the local GM owning the game plan for winning in the market and 

positioning them as lead markets for understanding consumers 

and channels in the region or subregion.

Instead of driving innovation out of global R&D centres, they 

identify innovation needs by local market. Then they form a cross-

functional team within days, fast-track funding, and, with the help 

of global R&D capabilities pulled into the process, develop a 

marketable product in weeks, rather than years.

This operating model uses technology and digitises wherever 

possible, from automating standardised tasks in HR, finance, and 

IT to supporting the decision-making of signature roles, such 

as equipping brand managers with KPI and consumer insights 

dashboards. As well as establishing a high-profile, institutionalised 

sprint process that identifies, resources, and sponsors new 

capability-building and other priorities across the business in 

short-burst cycles. 
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Enterprises need near-real-time insight into the state of their 
business in order to be able to plan strategically across the 
organisation and be able to execute the plan effectively and 
track performance metrics. 

The role of planning, 
specifically connected planning

Planning is too often siloed in individual lines of business, but when 

enterprises are able to break down these silos and implement 

processes and technologies that support enterprise-wide decision 

making at all levels, they become resilient, innovative, and 

disruptive. 

According to the IDC, the role of planning is central to the overall 

success of the CPG company, specifically the idea of a singular, 

integrated supply planning facility. It is the holistic business process 

that connects all the various planning functions across the business 

to enable the alignment of operational and financial performance 

goals. The key is that these planning processes are not done in 

isolation; rather, they are done as part of a cohesive, integrated, 

and enterprise-wide whole. 

Clearly, the speed and productivity of innovation increases with 

a connected planning process. The collaboration mechanisms 

inherent in a connected planning approach ensure that the proper 

hurdles are in place for an idea to continue to progress through the 

various stages, and that any ‘reworking’ is done within a stage, not 

across multiple stages. 

Furthermore, involvement of the various functional business 

groups ensures that, for example, supply chain–related sourcing, 

manufacturing, or distribution issues are resolved within each 

stage rather than across multiple stages or, worst case, just prior to 

product launch. 

Across the CPG industry, business growth is increasingly tied to 

agility, innovation, and effective collaboration (across functions and 

within the ecosystem). 

Connected planning with integrated advanced 

analytics unlocks value through: 

 � Integrated planning processes: Aligns plans and 

reconciliation of gaps with options available to the 

business. 

 � Optimal commercial investment allocation: 

Intelligently and efficiently allocate marketing, sales, 

customer, and trade investments and dynamically 

manage shifts throughout the year. 

 � Increased trade promotion effectiveness and 

efficiency: Embed predictive analytics into the 

planning process, providing granular visibility and 

near-real-time insights into promotion plans and 

expected ROI. 

 � Improved forecast accuracy: Enable accurate 

anticipation of demand based on internal and 

external factors that impact future requirements. 
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Enterprises need near-real-time insight into the state of their 
business in order to be able to plan strategically across the 
organisation and be able to execute the plan effectively and 
track performance metrics. 

CPG companies can no longer rely 
on old ways of doing business

As with so many industries, the pandemic has forced 

CPG companies to recognise the shortcomings of 

their traditional planning and processes in the face of 

such rapid change. Leaders have been forced to take 

a range of actions to give them greater flexibility and 

increased output. Since it is likely that demand and 

supply volatility will be the new normal for an extended 

period of time, consumer goods companies could 

benefit from reviewing their planning strategies. 

Companies with greater enterprise agility can be 

positioned to respond to heightened uncertainty, 

including both supply chain responsiveness and 

consumer-facing experiences. However, that will not 

deliver sustained growth. 

It is not enough for CPG companies to meet the needs 

of consumer segments; they must exceed the needs 

of individual consumers both in ways they expect and 

in ways they have not yet imagined. There must be an 

emphasis on meaningful and timely innovation in terms 

of products (pipeline), the business models required, 

and the ways of engaging differently with consumers 

and shoppers at a much more personal level. 

In order to prosper CPGs should strengthen their 

brands by focusing on consumer marketing, selling 

across growing channels and embracing operating 

models that prioritise consumer brands and intelligent 

productivity gains to drive commercial investments. 

This will help the industry leaders unlock sustainable 

growth. 

As communities continue to reopen, economic and 

public health realities will inform consumer behaviour 

in the ‘next normal’. But it will also be shaped by the 

response of manufacturers that seize the opportunity 

by offering breakthrough products and using innovative 

business models.

“It is not enough for CPG companies to meet the needs of 
consumer segments; they must exceed the needs of individual 
consumers both in ways they expect and in ways they have not 
yet imagined.”

OPEN
YES, WE’RE

SOCIAL
DISTANCING

KINDLY PLEASE KEEP
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About Bedford Consulting
We’re a company that empowers 
organisations to plan in a truly collaborative 
way, reducing time spent on data collation 
and preparation and enabling faster, 
connected decisions across the organisation.

Founded in 2008, we are a Gold Anaplan Partner and have 

been awarded Anaplan Partner of the year for EMEA for the 

past six consecutive years. Anaplan is a global cloud-based 

planning software company.

We specialise in project implementation, software sales, 

health assessments, user clinics and training. We also offer a 

first-class care programme. 

With more than 40 experts across EMEA, we have delivered 

over 380 successful projects for 190+ customers, we have 

been at the forefront of business analytics technology since 

our inception. 

As one of the first Anaplan partners in EMEA, we have been 

involved in implementations across all industries and areas of 

the business in some of the world’s largest companies. 

Learn more about the Bedford story and our focus on people, 

customers, and our offerings at bedfordconsulting.com 

Our offices are in London, Dusseldorf and Stockholm.

Connect with us on social media

@Bedford_Consult

Bedford Consulting

https://www.bedfordconsulting.co.uk/
https://twitter.com/bedford_consult
https://www.linkedin.com/company/bedford-consulting
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