
Trade Spend Management Case Study

Customer Objectives
A leading foodservice manufacturer had reached a critical turning point in its approach 
to trade spend strategy. As is the case with most manufacturers, a large portion of this 
Manufacturer’s annual sales & marketing budget was spent against a wide range of trade 
marketing programs. In recent years, the variety of promotion types and number of 
customers on promotion had grown substantially. There was a growing realization and an 
internal consensus that there existed significant inefficiencies in the way trade programs 
were managed. Of greater concern, it was not clear which programs were effectively and 
profitably driving product sales. 

The Manufacturer turned to Instill for support in achieving the following objectives:

• Improve controls in the contracting process

• Introduce efficiencies into claim and settlement processes for deviated pricing programs

• Timely and accurate program settlement

• Enhanced ability to measure program effectiveness and track national account purchases

Challenges
Sponsored by the President of the Foodservice Division, a cross-functional project team 
including representatives from Sales, Marketing, Finance, Client Services, and IT were 
appointed to assess the Manufacturer’s end-to-end trade spend management process. 
There were four primary pain areas identified.

Inconsistent Contract Planning, Creation, and Tracking
The Manufacturer felt a general lack of control over trade program contracts and spending. 
Deals were often done in the field in somewhat ad hoc fashion and related documentation 
was stored in multiple locations. The VP of National Accounts reflected, “It was difficult 
to discern, at any given time, exactly what terms had been committed to an operator or 
a distributor.” Contract approval, creation, and ongoing contract tracking processes 
were very manual in nature and, therefore, inefficient and inconsistent. Furthermore, 
overall cross-departmental collaboration suffered when it came to trade program planning 
and analysis.
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“Instill’s solution has 
injected tremendous 
efficiencies into the 
way we manage and 
settle our trade 
programs.”

 — Director,
  Customer Service



Buried in Manual Claims Processing
The Manufacturer also experienced significant pain 
around the lack of timely and accurate deviated pricing 
related bill-back and “proof of performance” (PoP) data 
needed to validate distributor claims and settle trade 
programs. In order to settle the deviated pricing 
programs it had with National Accounts, the 
Manufacturer was dependant on the reporting of 
sales volume from its distribution partners. This had 
several implications:

• The Manufacturer’s distribution partners were 
submitting information in a variety of formats (e.g., 
green-bar report, fax, etc.), time intervals, and 
varying degrees of reliability. 

• The distributor product codes and operator 
 account codes referenced in deviated pricing 
 related bill-backs and PoP information did not 
 map to the Manufacturer’s own product codes and 

account codes, making it extremely difficult to 
reconcile claims. 

• The process to acquire, cleanse, and format this 
incoming data was highly manually-intensive 

 making it particularly challenging to identify errors 
and perform analysis on the operator volume data 
being reported.

Lack of Timely or Accurate Program Settlement 
With claims stacking up faster than they could be 
reasonably and comprehensively reviewed, the 
Manufacturer’s contract administration staff faced the 
daunting challenge of determining whether the claim, in 
whole or in part, was valid. Relying on a very manual 
process, the contract administrator would need to 
compare each claim to the relevant customer contract 
and determine whether or not 1) a valid product was 
being claimed, 2) a valid customer was making the 
claim, and 3) the claim had been previously submitted. 

This proved no easy task given 1) the specific challenges 
presented by the non-standard claim and PoP data being 
reported, 2) the fact that the contracts were often stored 
in multiple locations in hard copy, and 3) the absence of 
a single source of truth in terms of what had actually 
been committed to a customer. The Director of Customer 
Service reported, “We knew we had issues with potential 
overpayments but, most concerning, was the time spent 
by our sales team and customer-facing staff chasing 
down claims.”

Grasping at Trade Program Effectiveness and Operator 
Purchase Activity
Finally, the Manufacturer had grown frustrated at its 
inability to measure true trade program effectiveness or 
analyze the information buried in the claim and PoP data 
to better understand end customer purchase activity and 
identify new opportunities. “So much time was spent 
just trying to turn around claims”, noted the VP, National 
Accounts, “We felt we were, at times, somewhat running 
blind trying to align sales & marketing resources with 
new business opportunities.”

Solution
In assessing a third party solution that would support 
these trade spend challenges, the project team called 
out three central requirements:

• A means of better automating the collection and 
standardization of incoming claim 

 and PoP data

• A web-based software application that could support 
effective contract management 

 and trade program settlement

• Business Intelligence capability that enabled ready 
analysis of the incoming trade spend data and 
settlement activity

“Instill has allowed us to unlock the
 value of the data buried in our trade spend 

claims to better understand our National 
Account business and determine where we 
should focus our trade spend dollars.”

 — President, Foodservice Division








