
Business Process Evaluation Questions

Source: Jack Gips Inc., Robert L. Jones Inc., Partners for Excellence, Gray Research

- 1 -

Global S&OP “Class A” Assessment Checklist

The global “Class A” Checklist incorporate multiple questions. The answer to each question is a rating
number from 1 (strongly disagree) to 5 (strongly agree) where current performance is:

1 – not doing it at all
2 – poor
3 – fair
4 – good
5 – very good / excellent

Study the questions carefully. Some may not be applicable in certain companies. A qualified consultant can
tailor the checklist to your specific business situation while retaining the integrity of the “Class A”
Assessment.

For S&OP “Class A” Certification, the standards must be achieved and maintained for a minimum of one
calendar or financial quarter.

S&OP “Class A”: DETERMINING CLASS STATUS.

The global and site checklist ratings are both calculated using the same methodology with one exception.

For a business to be considered as a Global S&OP “Class A” business, each of the sites must be performing
at an S&OP “Class A” level based on the Site S&OP “Class A” Checklist. This is question number 31 on the
Global S&OP checklist. For “Class A”, no individual question can be rated below 2.0.

The ratings of all questions in the checklist are totaled then divided by the number of questions to determine
the overall average. Scoring is as follows...

4.5 or higher = Class A

3.5 to 4.49 = Class B

2.5 to 3.49 = Class C

Below 2.49 = Class D
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Contact one of the following qualified consultants if you have questions or are interested in an independent
assessment of your S&OP processes.

John Dougherty at: jrd1@partnersforexcellence.com

Jack Gips at jgipsinc@aol.com

Chris Gray at: cgray@grayresearch.com

Robert Jones at: robertljonesinc@comcast.net

THE GLOBAL S&OP “CLASS A” CHECKLIST

BUSINESS / DIVISION: ________________________ DATE: ___________________

GP1. Global Sales & Operations Planning is a process involving both middle management and top management of a
multi site business, including the highest executive(s) in charge of both supply and demand activities. It is
typically run monthly. It addresses unresolved demand and supply issues that arise from the global demand
and supply matrix meetings as well as the unresolved demand and supply open issues that have been elevated
from the business’s monthly Site S&OP processes. In some complex global environments, that have longer
lead times to implement changes, the review, reconciliation and adjustment of plans as they affect resource
allocation and financial plans may only be performed quarterly.

0 1 2 3 4 5
strongly disagree strongly agree

GP2. The S&OP cycle consists of the following phases: a Demand Planning phase, a Supply Planning phase,
Partnership meeting(s), and an Executive S&OP meeting that includes the highest executive(s) in charge of
both supply and demand activities. Some activities, steps and meetings may be aggregated together as parts of
combined cross-functional activities or meetings.

0 1 2 3 4 5
strongly disagree strongly agree

GP3. The Demand Plan highlights recent past performance and ensures ownership for future market and customer
plans. Commitment is made to an updated demand plan in respect to volumes with validation of revenue and
margin targets. Comparison of actual to planned performance is made, deviations explained, and corrective
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actions taken where required. Where appropriate, demand chain partners (dealers, distributors, wholesalers,
etc.) are included as participants in the process with clearly defined responsibilities and roles.

0 1 2 3 4 5
strongly disagree strongly agree

GP4. The Supply Plan highlights recent past performance, capability and flexibility, and alternative supply scenarios.
Commitment is made to an achievable supply plan in response to demand and product management
requirements while managing resources and costs. Comparison of actual to planned performance is made,
deviations explained, and corrective actions taken where required.

0 1 2 3 4 5
strongly disagree strongly agree

GP5. A rough cut capacity planning process is used to evaluate, both locally and globally, the impact of supply and
demand strategies and shifts.

0 1 2 3 4 5
strongly disagree strongly agree

GP6. The S&OP process extends into the future at least as long as the longest Site S&OP horizon. An analysis of the
corporate issues, global bottlenecks, and response times has been performed and the S&OP horizon has been
extended, if necessary, to facilitate S&OP planning across a longer global horizon.

0 1 2 3 4 5
strongly disagree strongly agree

GP7. Changes to plans are managed based on published guidelines which reflect critical lead times and time frames
("time fences"), based on both local and global considerations. These guidelines also specify the level of
detailed analysis and required organizational approvals for each type of change across the time horizon.

0 1 2 3 4 5
strongly disagree strongly agree

GP8. Planning is based upon considering both the unconstrained and constrained demand, if necessary. The
unconstrained Demand Plan is used to determine upside potential and resources required. A consensus
constrained rolling forecast plan and related supply and inventory plans are among the key outputs of the S&OP
process for a company operating under capacity constraints. They are based upon the current and actual
constraints and agreed upon achievable action plans.

0 1 2 3 4 5
strongly disagree strongly agree

GP9. A written Global Sales & Operations Planning policy defines the global product families and the
participants, responsibilities, timing, and objectives of each step in the process. It also defines how the
various site S&OP issues of global focus are aggregated, discussed, and elevated to the Global S&OP level.
In addition, it needs to include an emergency clause stating how to handle situations that cannot wait until
the next S&OP cycle. Published policies and procedures specify required participants or meeting attendees for
each step of the process. They also document specific responsibilities for each activity, sub-process, data
element and performance measurement in the process. Included should be criteria for the frequency and
timeliness of update of critical data elements such as local forecasts, production plans, inventories, etc.

0 1 2 3 4 5
strongly disagree strongly agree
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GP10. Meeting dates for the Demand, Supply, Partnership and Executive S&OP meetings and activities are scheduled
well into the future to maximize attendance. The dates for all global and site S&OP activities are coordinated
well into the future to facilitate the identification, aggregation, discussion, and elevation of issues to the global
process.

0 1 2 3 4 5
strongly disagree strongly agree

GP11. The Executive S&OP meeting is rescheduled if the highest executive in charge of both supply and demand
activities is unable to attend. If other key decision-makers and leaders, as defined in the policy, are unable to
attend their respective meetings, those meetings are also rescheduled. Other participants who cannot attend a
given meeting are represented by their designated alternates, who are empowered to participate in the decision-
making process.

0 1 2 3 4 5
strongly disagree strongly agree

GP12. A written agenda is issued at least two work days before each Executive S&OP meeting, highlighting major
issues to be reviewed and decisions that need to be made at that meeting.

0 1 2 3 4 5
strongly disagree strongly agree

GP13. Significant third-party suppliers should be treated similarly to internal manufacturing sites, as either major
participants in a site S&OP process, or with separate site level S&OP processes of their own. If there is a
significant portion of global demand that is met through supply from a third party contract supplier(s), then the
business will need to identify, discuss, aggregate, and elevate those global issues to the S&OP meeting process
for that third party supplier(s) even though that supplier(s) may not be running a Site S&OP process at their
company.

0 1 2 3 4 5
strongly disagree strongly agree

GP14. Summarized sets of business performance measurements are reviewed at specified steps within the S&OP
process, including at the Executive S&OP meeting. Deviations from global and site S&OP performance targets
and corrective actions are reviewed at specified steps in the process including the Executive Meeting. Standards
exist for both the timing of updates to key data (for example, regional or local forecasts, actual sales, actual
production, actual inventory). Performance against these standards is monitored and reviewed by appropriate
levels of management.

0 1 2 3 4 5
strongly disagree strongly agree

GP15. Customer service performance is measured against promised delivery dates and is at least 98%. Performance
against customer request date is also monitored. Performance outside the agreed upon standards triggers an
analysis of root causes and, if necessary, corrective action.

0 1 2 3 4 5
strongly disagree strongly agree

GP16. Actual sales compared to the sales plan is measured and is within agreed upon limits overall and on a family by
family basis. Performance outside the agreed limits triggers an analysis of root causes and, if necessary,
corrective action. .
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0 1 2 3 4 5
strongly disagree strongly agree

GP17. Actual production plan performance is measured and is within 2% of the agreed plan (overall) and within 5% of
the agreed plan on a family by family basis. Performance outside the agreed boundaries triggers an analysis of
root causes and, if necessary, corrective action.

0 1 2 3 4 5
strongly disagree strongly agree

GP18. Inventory and/or backlog performance is measured and is within agreed upon limits. Performance outside the
agreed limits triggers an analysis of root causes and, if necessary, corrective action.

0 1 2 3 4 5
strongly disagree strongly agree

GP19. Demand/supply strategies for each product family are formally reviewed monthly in the Partnership and
Executive S&OP meetings with a view towards increasing customer service targets, reducing finished goods
inventory targets, and reducing customer order backlog targets based on input, suggestions and
recommendations from the site S&OP processes.

0 1 2 3 4 5
strongly disagree strongly agree

GP20. Where appropriate, formal high side and low side planning processes are used to establish demand/supply
strategies. For example, if demand (or supply) stays within the preset high/low limits, then the plan will be
executed as authorized. If the demand (or supply) goes outside the anticipated limits, then some change to the
plans, or a different response, may be agreed upon and pre-authorized.

0 1 2 3 4 5
strongly disagree strongly agree

GP21. There are appropriate displays of S&OP data, organized by business or family, that includes key plans,
performance data, financial results, and backup detail available to all of the S&OP participants. The display of
data facilitates a cross-functional review of the detailed, time phased relationship over the planning horizon
between demand, supply, backlog, lead time and inventory data. These displays are reviewed by specified
individuals as part of the monthly process.

0 1 2 3 4 5
strongly disagree strongly agree

GP22. In addition to quantitative information, the S&OP display also shows qualitative and subjective information in
the form of assumptions and issues that need to be recognized and reviewed as part of the global S&OP process.

0 1 2 3 4 5
strongly disagree strongly agree

GP23. New product development issues that may impact the demand/supply relationship are a permanent agenda
item for both the Partnership and Executive S&OP meetings.

0 1 2 3 4 5
strongly disagree strongly agree
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GP24. The Sales & Operations Planning process has become the framework for decision-making regarding all major
demand/supply issues of global impact. The Partnership Team(s) makes decisions appropriate to their level of
authority and then on other issues decides what recommendations to make to the executive group and the
Executive S&OP Team decides to accept those recommendations or adopt an alternative. Care is taken that
decisions being made at the executive level truly require their input. Generally, decisions are made at the lowest
appropriate level of the business. meeting.

0 1 2 3 4 5
strongly disagree strongly agree

GP25. Action assignment logs for both the Partnership and the Executive S&OP Meetings are maintained and
reviewed at each meeting.

0 1 2 3 4 5
strongly disagree strongly agree

GP26. Members of the Finance & Accounting function play an important role in both the Partnership phases and in
the Executive S&OP meeting. They ensure that the S&OP plans have financial validity, have identified where
the S&OP Plan and the Business Plan differ, understand why they differ, and have ensured that corrective action
plans have been established, where appropriate.

0 1 2 3 4 5
strongly disagree strongly agree

GP27. In addition to the organization's sales and marketing, operations and logistics, and finance and accounting
functions, other parts of the company may play an important role in any step of the process including the
Partnership phases and in the Executive S&OP meeting. For example, HR, Design and Development,
Engineering, Quality Assurance, Regulatory, Licensing, etc. often may be essential to ensuring the plan is valid.
Where this is the case, those functions are included in the S&OP process.

0 1 2 3 4 5
strongly disagree strongly agree

GP28. At appropriate steps in the process, especially in the Executive S&OP meeting, versions of the Sales &
Operations Plan, converted to appropriate financial units(dollars, euros, etc,) are compared with the Business
Plan (annual budget, operating plan). Where possible the Business Plan is updated to reflect the new realities
identified in the S&OP process. If the Business Plan is not updated, then an analysis is made as to where and
why there are differences and an agreement made as to the potential impact to the business of an S&OP Plan
that is not consistent with the Business Plan. In some cases, based on revised strategies and tactics, the S&OP
plans may be revised to better match the Business Plan.

0 1 2 3 4 5
strongly disagree strongly agree

GP29. In the spirit of continuous improvement, a brief critique of the Executive S&OP meeting is held before the end
of each meeting. Feedback is solicited from all participants. Efforts are made to improve the efficiency and
effectiveness of the process (applying lean principles) possibly by lowering the level of decision making and / or
moving towards a “by exception” review of key data at various steps in the process.

0 1 2 3 4 5
strongly disagree strongly agree
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GP30. Minutes of the Executive S&OP meeting detailing all decisions made are distributed within two work days after
the meeting.

0 1 2 3 4 5
strongly disagree strongly agree

GP31. For a business to be considered as a Global S&OP “Class A” business, each of the sites must be performing at
S&OP “Class A” level per the Site S&OP “Class A” Checklist.

0 1 2 3 4 5
strongly disagree strongly agree

GP32. Business improvement has been achieved in at least four of the following six performance areas: higher
customer service, lower customer order backlogs, shorter customer lead times, higher turnover of the finished
goods inventory, reduced unplanned overtime, lower hiring and lay-off costs

0 1 2 3 4 5
strongly disagree strongly agree


