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• Well managed price with transparency, enabling clear 

communication & justification within the business 

when costs fluctuate.

• Ability to track the cost fluctuations of raw materials 

and other key cost drivers, against industry standards

• Clear methodology for budgeting and forecasting

• Robust strategic relationships allowing for mutually 

beneficial cost savings and investment for growth. 

• Best practice specs and process rolled out within the 

group

What is Commercial Excellence?
For Buyers For Convertors

• Good visibility of prices proposed across the group.

• Standardised offer templates and pricing strategy with 

clear margin expectations within company market 

segmentation

• Good data analytics for success and failure and general 

activity

• Trust in the sales team commercially, such that they 

have the autonomy to manage profitability

• Good customer experience, such that a clear concise 

approach is delivered aligned with common goals



• A means by which to manage price

• Ability to track the cost fluctuations of raw materials 

and other key cost drivers

• A useful tool to use during budgeting and forecasting

• A method to assess the competitiveness of a tender 

submission and alternative specifications to standards

• Should Cost Modelling is the process to using, industry 

average costs for manufacturing and raw materials and 

making an assessment as to what a product ‘Should-

Cost to produce.

How is Cost Modelling Used
For Buyers For Convertors

• A means by which to submit prices

• Ability to track the cost fluctuations of raw materials 

and other key cost drivers

• A useful tool to use during budgeting and forecasting

• A centralised method which can be used to manage key 

account pricing across multi site  supplied customers



Let’s Look At Some Examples

Full case study of Wipes packaging is also available to download via our website:
https://www.benchmark-consulting.co.uk/c02e-case-study-carbon-footprint-modelling/

Not just restricted to Paper v Plastic, but here are a few examples

Data needs to be.
• Granular
• Accurate
• Transparent
• From an authentic source
To enable an informed decision 



Where there is 
a commercial 
cost 

 
there is also a 
cost to the 
environment 
(CO2e)



Update 
Costs

Update 
SKU’s

Run 
Model

Your
SKU

Database

(Fully automated 
in Phase 2)

Search Benchmark 
For Pre-Loaded 

Product

Inks Spec Width (mm) Length (mm) NOQ ('000pcs) AOQ ('000pcs)
Carton 4 GD2 340gsm 160 160 1,000                 8,000                 
Sachet 1 15µALU // 50µPE 220 55 2,000                 8,000                 

Blister Base 0 200PVC 110 55 2,000                 8,000                 
Blister Lid 1 17µALU + HSL 110 55 2,000                 8,000                 

Leaflet 1 140GSM 210 270 500                     8,000                 

Inks Spec Width (mm) Length (mm) NOQ ('000pcs) AOQ ('000pcs)
Carton 4 GD2 300gsm 160 160 2,000                 8,000                 
Sachet 1 15µALU // 50µPE 200 55 2,000                 8,000                 

Blister Base 0 200PVC 110 55 2,000                 8,000                 
Blister Lid 1 17µALU + HSL 110 55 2,000                 8,000                 

Leaflet 1 120GSM 210 270 500                     8,000                 

Select Changes For Cost Model

Global Best Practice Market Intel Feeds Benchmark



Run 
Model

RM Index 
Check

Budgeting, Forecasting 
& Negotiation Prep

Spend 
Analytics



• Not secure, particularly with Excel based solutions

• Not be updated annually in line with budget process

• Not be updated in line with raw material cost movements

• No longer be supported by the person who designed the solution

• Duplicate copies or different methodologies at multiple sites, leading to potential inconsistencies

• Run and maintained by one individual and not accessible to all commercially responsible colleagues

• No governance or approvals procedure

• May not be able to calculate large scale tenders accurately & efficiently

• May not accurately represent P&L down to EBIT level

• Never been independently audited there have numerous calculation errors

• Lack of trust by sales team, therefore only used as a guide, if at all.

Cost Modelling Pitfalls
Issues Observed with Legacy Cost Models
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Machine performance data can be a simple average to 
multiple curves to accurately represent your operation.

Palletisation, Storage and Delivery costs uniquely designed 
to ensure both flexibility and accuracy.

Ensure data definitions are consistent within the group to ensure 
price consistency at the customer

Ease of data update and accountability of data maintenance. All data in 
Benchmark can be updated via Excel or EDI & monitored with activity logs.

Sophisticated Data Capture
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Ensure ease of use for estimating such that new colleagues 
can adapt quickly and the risk of errors are reduced.

Ensure customised templates remove repetitive work filling 
out customer pricing templates. 

Ensure enquiries process is linked to estimating in order to track 
progress, team performance and reduce duplicate entry.

Ensure accurate campaign run benefits are represented within the cost 
model. This can be the difference between success and failure in large 
tender events.

Estimating and Large 
Quotations
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Limit the visibility of confidential company data. 

Ensure duplication of data is minimised within the process. 

Escalation and approval process, coupled with target margin 
setting, ensure target margins are achieved for every estimate.

Ensure the cost model is protected by advanced SSL certificates and web 
application firewalls, in line with corporate security policy.

User Access and Security
User Access level 3 – Full Access

User Access level 2 – Remove Machines & Other

User Access level 1 – Only Quotations

Server Host

Penetration Tested



• A full enquiry facility on every SKU

• As it calculates the price it also calculates the CO2e

• A multi level safe and secure system 

• Supported professionally 

• Low cost subscription model means kept up to date with regulations 

• Maintenance of data is easy

• Access levels to manage workflows

• Accurately represent every SKU at the EBIT level

• Able to calculate 1,000’s SKU’s in a minutes

Commercial Excellence
What might commercial and CO2e excellence look like?

• Transparent reporting back into spreadsheets

• Linking sales, estimating, finance & operations

• Automated Indexation

• Pre and post calculation checks via analytics package

• Escalation and approval process

• Target margin setting by product group or specification

• A multi level safe and secure system 

• Market intel data gather when estimates are lost

• Track success and failure of estimates and other KPI’s instantaneously



Questions?
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