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Cost is not just rising - it is unpredictable

30%
Freight rate volatility in 2025

Supply Chain Brain

20-30%
Of supply chain cost is 

unpredictable 

38%
Year-on-year rise in supply-chain

disruption events in 2024.

Resilinc EventWatchAI, 2024

The New Cost Reality



16  BILLION
LITRES of Beverages

PASSIONATE PEOPLE

30,000+

Carlsberg Group in Numbers

BRANDS140

150 MARKETS 
REACHED BY OUR 

PRODUCTS



Corporate Strategy Translated to Supply Chain and Logistics
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Why We Launched Cost-to-Deliver Initiative
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Analysis &
Spend Control

Understand where 
costs are 

generated across 
the network

Programmes

Design targeted 
initiatives to 

reduce cost and 
complexity

Results

Measure savings 
and service 

improvements 
delivered

Impact

Quantify the 
business value and 
sustainability gains

Outsourced
Decisions

Identify where 
decisions were 

previously made 
without cost 

visibility

Trigger

Cost pressure and 
YoY logistics cost 

growth demanded 
action

Behaviour
Change

Shifting mindset 
from reactive to 
proactive cost 
management

Transparency

Full visibility of 
true cost-to-

deliver across 
customers and 

channels



How many delivery days we are providing to each customer?

Defined Service Elements for Cost-to-Deliver

Delivery Frequency

Do we provide off-day, rush, weekend or public holiday deliveries?  Upcharge Deliveries

MOQ/MOV

Are there rules for returns? Do we know associated costs of a single return? Finished Goods Returns

Delivery Conditions

Do we have customer segmentation with what the logistics service offering can be aligned to?Customer Segmentation

Order consolidation · Volume smoothening · Cut-off times · Lead times · Time-windows · EventsOther Service Level 
Elements

Do we know the conditions on customer premises and are we able to impact them?

Do we have defined minimum order value or quantity? Do we deliver all orders we receive? 



Lessons Learned Change Management

1
Value 

Proposition

› Make the value case visible from 
day one - secure stakeholder 
commitment before the program 
begins

1 Assess
Communicate 

Equip

› Follow a structured playbook: 
diagnose readiness, align 
stakeholders, then equip teams to 
deliver

2
Transparency

› Communicate openly — internally 
across teams and externally with 
customers, at every stage

2
Change Management 

Playbook

› Use a documented framework to 
ensure consistent, repeatable 
rollout across all markets

3
Assumptions 
on Benefits

› Anchor benefit assumptions in 
data from day one — a clean 
baseline makes year-end results 
credible

3
Capability 
Building

› Allocate sufficient time for 
training — rushed capability 
building undermines long-term 
adoption and sustainability

4
Data is Key

› Data reliability before go-live —
without trusted, consistent data, 
the programme cannot function 
or deliver results

4
Governance & 
Sponsorship

› Secure top-management 
ownership — visible executive 
commitment signals programme 
priority

Data Foundation
Technology succeeds when people are ready — change management is not optional, it is the programme

Cost-to-Deliver Program



8%
Global Logistics 

Cost Savings

Captured through 
optimised supply chain 

operations and streamlined 
logistics networks

40%
CO₂ Reduction

At selected flow levels, 
delivering significant 

environmental impact and 
sustainability gains

4–6
Month Timeline

Country implementation 
cycle enabling rapid 

deployment and fast time-
to-value

10+
Countries

Proven scalability across 
diverse markets and 
geographic regions 

worldwide

Quantifiable Outcomes



Supplier Plant Distribution 
Centre Customer DC End Consumer

Inbound transport Primary transport Secondary transport Last mile / purchase

External and Internal Integration

COGS ~60% of revenue

Raw materials, packaging, inbound freight, conversion, 
direct labour, plant overhead

Internal integration

Cost to Deliver ~8% of revenue

Primary transport, secondary transport, direct labour, fleet 
cost

Internal and External Integration 

Cost to Serve ~15% of revenue

Cost to Deliver + warehousing, order fulfilment and management, customer service, reverse 
logistics 

Total Supply Chain Management Cost

3-5%
Impact on cost due to 

a short-term 
disruption event

30-50%
Impact on annual 
EBITDA due to a 

single major 
disruption lasting 

more than 1 month
McKinsey



The Unpredictable Cost Drivers You Can Move

Lead Times Risk EventsVariability

Supplier Plant Distribution 
Centre Customer DC End Consumer

Inbound transport Primary transport Secondary transport Last mile / purchase

8 to 12 
disruption events per year

30 to 50% 
compounded cost to serve impact



The Unpredictable Cost Drivers You Can Move

Lead Times Risk Events

AI Enabled Supply Chain Orchestration
8-15% 
total supply chain cost reduction
Delivered by multi-enterprise orchestration programs

Lead Times Risk Events

8 to 12 
disruption events per year

30 to 50% 
compounded cost to serve impact

Variability

Supplier Plant Distribution 
Centre Customer DC End Consumer

Inbound transport Primary transport Secondary transport Last mile / purchase



01

Transparent

See the true
cost-to-serve

~2 pts

02

Diagnostic

Understand the
real levers

~4 pts

03

Predictive

See disruption &
demand coming

~6 pts

04

Prescriptive

Recommend the
best trade-off

~9 pts

05

Autonomous

Execute decisions
at machine speed

~12 pts

From Cost Transparency to Total Cost Reduction



Take-Aways

CARLSBERG – COST TO DELIVER

Discipline + Transparency = Outcomes

8% Global Logistics Cost Savings

40% CO₂ reduction achieved on selected flows — sustainability 
is a cost lever.

1 Decisions for the customer moved from HQ to local 
logistics offices

BLUE YONDER — WHAT'S NEXT

Cost-to-Deliver is Chapter One

⅓ of the prize is Cost-to-Deliver. Two-thirds is Cost-to-Serve 
and COGS.

⊕ 20-30% of supply chain cost is unpredictable.  Each supply 
chain disruption has a 3-5% impact on EBITDA.

→ Start with transparency. End at autonomy via AI enabled 
Supply Chain Orchestration

Meet Carlsberg and Blue Yonder experts at Booth 207 during the Exhibit Networking Reception at 5.30pm
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