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Management summary 
This report is about the research conducted at Vaess as the final assignment of the program 

Industrial Engineering and Management at the University of Twente. Vaess is a company specialized 

in developing products that add value to your food. Their solutions are based on a building block 

principle. A successful product has the right balance between texture, juiciness, taste, mouthfeel, 

binding and fat perception. Vaess is able to develop total concepts, but they will only supply the 

building blocks where they add value. A customer can combine all of their tools or pick and mix the 

blocks that they miss in their recipe. 

In the past few years, the company has grown enormously in terms of sales. The expectations are 

that this growth will continue in the upcoming years. A prerequisite for this continuing growth is that 

the internal processes are stable, reproducible, and standardized (as far as possible), which was 

definitely not the case. Therefore, it was important to gain more insights into the internal processes 

and to check if those were still optimal and future-proof, so the main research question for this 

thesis was: 

What would be the most optimal way(s) to improve the order-to-cash process, in order to 

stabilize/standardize the way of working for the company? 

This research has been conducted in seven phases. First, it was needed to define the problems. To 

gain more insight into the different processes within the company, interviews have been conducted. 

Based on the outcomes, a flowchart has been created, which shows all the processes within the 

company. It appeared that there are a lot of processes, some with more inefficiencies than others. 

The processes/problems that have been selected for this specific research were: 

- No existent process regarding the accounts receivable insurance 

- No dunning process 

- Master data is not always complete 

- No insights into achieving delivery time 

A gap analysis has been executed, to figure out how the desired process should look like and what 

was needed to reach such a process. For the accounts receivable insurance, the first step was to 

make sure that all the master data regarding the limits was correct. After that, two new processes 

had to be created. The first process was about determining the credit limit for new debtors and the 

second process was related to monitoring credit limit of existing customers. The new process has 

already been implemented within the company. 

Regarding the dunning, there was not really a process, which was strange, because dunning is an 

important part for your liquidity. To figure out how the process should look like, literature research 

has been conducted, besides some brainstorm sessions with employees of the financial department. 

All of this, resulted into the following process: 

-  5 days overdue: send a dunning mail 

- 10 days overdue: call to make an agreement about when the debtor will pay their 

outstanding bill(s) 

- 1 day after the agreed day: send the relevant account manager a mail with the status and 

ask him/her to call their contact person at the company 

This process has already been implemented into the company and the average number of days after 

exceeding payment term for paying an invoice decreased for 47% of the debtors. 
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The master data of a lot of debtors was incomplete, which caused inefficiencies in multiple 

processes within the company. A new process had to be created for this, which has mostly been 

based on data from interviews and discussions with employees. Before the new process could be 

implemented, it was important to make sure that all the master data of the current debtors was 

correct. After this, the process had to ensure that no new debtors will be created, if not all the data 

was complete. This process has also been implemented within the company. 

Lastly, regarding the KPI delivery time. Vaess promises their customers to deliver make-to-order 

products within 10 working days, but they did not know if they lived up to this promise. While 

looking at the data, it appeared that last year, with 76,08% of the make-to-order products, Vaess 

was not able to comply to this delivery term. With the dashboard that has been created, Vaess can 

get more insights into the deliveries and into the KPI on-time delivery, which will hopefully help in 

the future to decrease the number of make-to-order products that were delivered too late. 
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1. Introduction 
This chapter introduces the research. Firstly, an introduction about the company is given. After that, 

a definition of the problem, experienced by the management of Vaess, will be formulated. Then all 

the different problems will be reproduced into a problem cluster. From the problem cluster, the core 

problem will be identified. Lastly, a description of the gap between norm and reality will be given.   

1.1 Vaess – Dutch Food Engineers 
Vaessen-Schoemaker was founded in 1946 by Hubert Vaessen and his son-in-law Paul Schoemaker. 

They started as a company focusing on meat and sausages, and they have diversified into different 

industries like vegan cheese, bakery, fish and of course plant based products. Their building blocks 

and solutions are all based on a limited number of technology platforms that can be applied in the 

industries mentioned above. This focused approach, their creativity and their culture, have made 

them perhaps one of the world’s most innovative food companies. 

Vaess places a high priority on supporting their customers. Their Food Technology Centers are 

available for injection and tumbling tests, alginate or bakery co-extrusion and bakery or plant-based 

innovation sessions. Vaess also provides on-site support. In their Technology Centers they test 

innovations on semi-industrial scale, and tailor their solutions to meet specific requirements from 

customers. They develop functional ingredients, concepts, knowledge and the right products that 

enable their customers to stand out from the crowd.  

They are passionate about food and adding value to a product. Their solutions are based on a 

building block principle. A successful product has the right balance between texture, juiciness, taste, 

mouthfeel, binding and fat perception. 

Vaess is able to develop total concepts, but they will only supply the building blocks where they add 

value. A customer can combine all of their tools or pick and mix the blocks that they miss in their 

recipe. This allows customers to quickly create high-quality concepts that fit their product profile 

and are new to the market (About Vaess, sd). 

 

Figure 1: Vaess - Dutch Food Engineers 

1.2 Problem description 

1.2.1 Current situation 
The company has grown enormously in terms of sales during the past few years, and it is expected 

that this growth will continue in the upcoming years. A prerequisite for this continuing growth is that 

the internal processes are stable, reproducible, and standardized (as far as possible). Right now, this 

is not the case. Employees are experiencing a chaotic, uncomfortable and stressful work 

environment. Accordingly, the demand to map all the internal processes has grown. Besides this, 

they are wondering if the current method of working is still optimal and future-proof.  
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1.2.2 Problem analysis 
The problem cluster can be found in figure 2. 

The problem cluster consists of the following components:  

1. Unstable processes  

2. Employees not trained properly to use the bagging line 

3. Labor shortage 

4. Bagging line not adjusted in a correct way 

5. Unreliability of supply driven by external market factors 

6. Delay in production due to inefficient processes 

7. Price list in Exact1 does not always contain up-to-date prices 

8. Invoices sent with deviating price from the current price 

9. Planning tries to hold extra stock, because of raw material shortages 

10. No deliberation between planning and warehouse about placing of raw materials in own 

warehouse or in external warehouse 

11. Pallets are placed in aisles and between scaffoldings because a lack of space 

12. Warehouse usage is far from efficient 

13. Processes not sufficiently digitalized, because they are error prone 

14. Order-to-cash process takes too much time, e.g., delivery time takes longer than promised 

for 78% of the orders 

15. Unreliable logistics such as transporter who do not show up 

16. Lack of space in warehouse 

17. Master data of new debtors is not always up to date 

 
1 Exact is an ERP system that is used by Vaess, to keep track of all the processes within the company 
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Figure 2: Problem cluster 

The action problem ‘unstable processes’ is caused by multiple core problems. However, it is 

important to select the core problem(s) that will be dealt with during the research, this will be done 

according to the criteria of Heerkens (Winden, 2017).  

- Employees not trained properly 

This is a serious core problem. However, the company is already working on this problem by 

giving extra training to their employees. Therefore, there will not be a focus on this core 

problem during this research. 

- Labor shortage 

This problem cannot be influenced because it has to do with market shortages. The 

company is already trying to recruit new employees, but this is a time-consuming process. 

Because this cannot be influenced, this problem will be eliminated from the list. 

- Bagging line not adjusted in a correct way 

The company bought a new bagging line a few months ago. Because of little experience and 

a lack of knowledge (where they are already working on), it makes sense that the machine is 

sometimes not as reliable as wished. However, the company is already working on this 

problem, therefore this problem will be eliminated. 

- Unreliability of supply driven by external market factors 
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This core problem has multiple causes, for example illness, energy prices, transportation 

prices and market shortages. Those causes cannot be influenced and therefore this problem 

will be eliminated from the list. 

- Delay in production 

This core problem is caused by multiple factors, which can be seen in the problem cluster. 

However, all those causes are not within the scope for this research and therefore this 

problem will also be eliminated from the list. 

- Price list in Exact does not always contain up-to-date prices 

Sometimes, salespersons agree upon a new price with a customer. This agreement should 

be passed on to the ERP manager. However, this is often not happening, which is resulting 

into invoices that are sent with wrong prices. This is of course not optimal and therefore this 

problem should be taken into consideration during the research. 

- Invoices sent with deviating price 

This core problem is resulting from the core problem “price list in Exact does not always 

contain up-to-date prices”, which will be investigated during this research. As a result, this 

core problem will be influenced as well. 

- Planning tries to hold extra stock, because of raw material shortages 

Because of the current market situation, the planning department tries to order as much 

raw materials as possible, to make sure that the company does not have to deal with 

shortages. However, there is no deliberation with the logistics department about the 

available space in the warehouse and therefore the usage of both warehouses (intern and 

extern) is not efficient. Due to time restrictions, it is impossible to investigate all core 

problems and therefore this problem will be eliminated from the list. 

- No deliberation between planning and warehouse about placing of raw materials in own 

warehouse or in external warehouse 

This core problem is resulting from the core problem: “planning keeps ordering raw 

materials because of current market shortages” and it is outside the scope of this research.  

- Pallets are placed in aisles and between scaffoldings 

This core problem is resulting from the core problems: “planning keeps ordering raw 

materials because of current market shortages” and “no deliberation between planning and 

warehouse about placing of raw materials in own warehouse or in external warehouse” and 

therefore this is also outside the scope of this research. 

- Warehouse usage is far from efficient 

This core problem is resulting from the core problems: “planning keeps ordering raw 

materials because of current market shortages”, “no deliberation between planning and 

warehouse about placing of raw materials in own warehouse or in external warehouse” and 

“pallets are placed in aisles and between scaffoldings” and therefore this is also outside the 

scope of this research.  

- Processes not sufficiently digitalized, because of the fact that they are error prone 

Currently, almost all departments within the company are still working with a lot of paper. 

The result of this is that the order-to-cash process takes more time than necessary (for 

example because the papers are transported from department to department), and the way 

of working is not optimal. Therefore, this problem will be taken into consideration during the 

research. 

- Order-to-cash process takes too much time, e.g., delivery time takes longer than promised 

for 78% of the orders 
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This core problem is resulting from the core problem: “processes not sufficiently digitalized”, 

which will be investigated during this research. Hopefully, this will have impact on this core 

problem as well. 

- Unreliable logistics 

The company that is taking care of all the transportation of finished goods, is not always 

reliable. Sometimes the delivery takes more time than agreed on. This problem could be 

taken into consideration, but due to time restrictions, it will not be investigated. 

- Lack of space in warehouse 

The company has grown enormously the last few years. Therefore, their warehouse became 

too small for their production. However, the company is already thinking about solutions. 

Therefore, this problem will not be investigated during this research 

- Master data of new debtors is not always up to date 

Currently, when there is a new debtor, it happens often that the salesman did not collect all 

the master data. This is inconvenient for the finance department because they must find out 

part of the master data by themselves, which takes time. This is a problem that can be 

influenced and therefore this problem will be taken into consideration during this research. 

After eliminating some problems from the list with core problems, there are only a few left. During 

this research, there will be a focus on: 

- Processes not sufficiently digitalized, because of the fact that they are error prone  

- Price list in Exact does not always contain up-to-date prices 

- Master data of new debtors is not always up to date 

1.2.3 Norm and reality 
The reality is that the internal processes are not stable, this is caused by different factors, for 

example the fact that the processes are not sufficiently digitalized, that the price lists in Exact does 

not always contain up-to-date prices and that the master data of new debtors is not always up to 

date. The wish of the company is that the processes will be stabilized, by taking steps towards a 

complete digital process, by price lists that will always contain the correct prices and that master 

data is always up to date.  

1.2.4 Problem solving approach 
To come up with recommendations for the core problems, it is important to define a problem-

solving approach. This will be done, according to the Managerial Problem-Solving Method. The 

MPSM is based on several different problem-solving methods and consists out of seven phases 

(Winden, 2017). 

The first phase of the MPSM is defining the problem. During this phase, it is important to figure out 

the problems and their causes. This will be done by making an inventory of all the problems that the 

company is facing related to the order-to-cash process. After that, a problem cluster will be set up, 

with which the core problem can be determined. Finally, the core problem will be expressed in 

variables and the difference between the norm and reality will be determined. 

The second phase of the MPSM is formulating the approach. During this phase, literature research 

will be conducted. The current situation must be mapped, which will be done with a flowchart, 

which will provide more insights into the process steps. Also, the different theories related to 

process optimization will be investigated.  

The third phase of the MPSM is analyzing the problem. In this phase, it is important to analyze the 

outcomes of the MPSM. The aim of the flowchart is to provide more insights into the processes, e.g., 
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where things progress as expected and where processes are inefficient and can benefit from 

optimization. Also, some employees will be interviewed to get more understanding of the causes of 

the core problems.  

The fourth phase of the MPSM includes formulating solutions. After all the research has been 

conducted, it is important to think of possible solutions. All possible solutions to the different core 

problems will be formulated in this phase. 

The fifth phase of the MPSM involves choosing a solution. After considering the different alternative 

solutions, the most optimal solutions will be identified out of the list. This will be done by 

additionally having an input from employees.  

The sixth phase of the MPSM includes implementing the solution. This phase is still a bit uncertain 

due to time limitations. If there is still time left after implementing the solution design, then the 

chosen solution will be implemented into a prototype to be tested in real-world circumstances.  

The last phase of the MPSM is evaluating the solution. During this phase, it is important to evaluate 

the solutions. In this stage possibly some ideas for further potential research will arise.  

1.2.5 Deliverables 
At the end of the research, all the results will be delivered to the problem owner. The deliverables 

will consist of: 

• A flow chart model of the current order-to-cash process 

• A list of recommendations and improvement points 

• An elaborate analysis of the improvement points 

• Implementation plan for each improvement point 

• Implementing improvement point(s) (dependent of the time whether this will be possible) 

• A written report and a presentation about the research 

1.2.6 Scope 
The time available for the execution of this research is only 10 weeks and therefore time limitations 

must be formulated. One part of the research is setting up a process flowchart of the order-to-cash 

process. Afterward, bottlenecks will be examined and any improvements that could be made will be 

discussed. However, this will only be done based on existing data. Vaess is not keeping track of all 

timestamps within the process, which makes it challenging to apply automated process analytics 

techniques, this way also making consideration of automated process discovery out of the scope of 

the research. Another thing that is outside the scope of this research, includes improvements for the 

production part of the order-to-cash process.  

1.3 Research design 

1.3.1 Research questions and design 
To come up with a solution for the core problems, it is important to define research questions first. 

The main research question will be: 

What would be the most optimal way(s) to improve the order-to-cash process, in order to 

stabilize/standardize the way of working for the company? 

However, during the problem-solving approach, some other research questions will arise. Those sub-

questions, can be defined for each step of the problem-solving approach: 
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1. Define the problem 

- What are the problems that the company is dealing with right now related to the order-to-

cash process?  

This research question is essential for the research because the research can only start when 

the problems are known. The key variable of this research question includes “problems”. The 

corresponding research methods will be interviews (Frey, 2000) with employees of all the 

different departments and observational research (Mann, 2003). Those research methods 

are descriptive and the data gathering methods will be qualitative. The data will be analyzed 

after the interviews and the observations, and the main problems will be reproduced into a 

problem cluster. 

- What is the desired situation of the order-to-cash process? 

To find an answer to the problem(s) that the company is dealing with, it is important to 

reveal their needs and wishes. The key variable of this research question is therefore desired 

situation. The corresponding research method is conducting interviews with the employees of 

Vaess. This research method will be descriptive and the data gathering method will be 

qualitative. The data will be summarized, to make sure that during the research, the needs 

and wishes of the employees can be taken into account.   

2. Formulating the approach 

- What are the steps in the current order-to-cash process?  

This research question is necessary to map the current situation (to make sure that a 

comparison can be made with the current and the desired situation and the gap that is in 

between). The key variable of this research question is current order-to-cash process. The 

answer to this research question will be found by conducting interviews with employees of all 

the different departments within Vaess, therefore they are also the research population. The 

research method will be descriptive and the data gathering method will be qualitative. The 

data will be summarized and put into a flowchart (which is a type of visual analytics), to get 

a clear overview of the complete process. 

- What techniques are existent for process optimization? 

This research question is necessary to find out which process optimization theory suits the 

core problems the best. The key variable of this research question is process optimization 

technique. The answer to this research question will be found by using literature study 

methods (Snyder, 2019). Therefore, the research will be descriptive and the data gathering 

method will be qualitative. The different methods will be analyzed, to make sure that the 

most relevant one can be applied to the research. 

3. Analysing the problem 

- What insights into the order-to-cash process can be obtained (e.g., from the process 

flowchart)? 

To get more insight into the process, a research method called process mining will be used 

(Fotedar, 2022). This will help to find bottlenecks and other problems within the process.  

4. Formulating solutions 

- What are the possible solutions to the core problems? 

To answer this research question, prior knowledge will be used. The current and desired 

situation are already determined, but also the problems that are causing the gap. Right now, 

it is important to observe all the information and to come up with a list with possible 

solutions. 

5. Choosing a solution 

- What are the advantages and disadvantages of all the different solutions? 
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After the list with possible solutions is formulated, it is important to figure out which one is 

the most optimal. Something that could help with this, is conducting interviews (Frey, 2000) 

with the employees of Vaess, who are also the research population. They can give more 

insights into what they, as experts, think of the different solutions and they can give 

feedback/improvements. This research will be descriptive and the data gathering method is 

qualitative. The data will be summarized. 

- Which solution is optimal for the company? 

All the data that is needed to answer this research question, is already there. Now it is time 

to scale and weight criteria, to be able to choose the most optimal solution. 

- How can the solution be implemented into the process?  

After choosing the most optimal solution, it is important to figure out how this solution can 

be implemented into the current order-to-cash process. If it is needed by then, some extra 

literature research (Snyder, 2019) (descriptive and qualitative research) or interviews 

(descriptive and qualitative research) can be conducted. After that, an implementation plan 

will be set up, that will help the company to implement the solution. 

6. Evaluating the solution 

- Did the process improve since the solution has been designed/implemented?  

After implementing the chosen solution, it is important to evaluate if the solution was 

successful. The key variable of this research question is process improvement. The answer to 

this research question can be found by conducting interviews (Frey, 2000) with employees of 

all the different departments within Vaess, who also include the empirical/experimental 

population for this research. The research method will be descriptive and the data gathering 

method will be qualitative. The data will be summarized, to make sure that a conclusion, 

improvements and further research can be formulated. 

1.3.2 Validity and reliability 
Every research can result into issues related to validity and reliability. To ensure the quality of the 

outcomes it is therefore important to reach higher reliability and validity by tracking variables that 

could have potential effects on these constructs. “Validity refers to whether a test measures what it 

aims to measure” (Galaczi, 2020). In this case, validity will be split up into internal validity and 

external validity. 

“Internal validity is concerned with whether the research design and your measuring instruments 

have been properly formulated and constructed” (Winden, 2017). Unfortunately, some time 

restrictions had to be made for this research. For example, by not collecting new data and by not 

looking at the production process for any bottlenecks or improvements. Therefore, some 

assumptions must be made (for example assuming that the bottleneck of the order-to-cash process 

is not within the production part). Those assumptions are not contributing to the internal validity. 

Therefore, it is important to use as little assumptions as possible. Another threat to the internal 

validity in this research, is individual bias in interviews. Interviews are a huge source of information 

in this research. To prevent induvial bias, it is important to interview multiple people and to evaluate 

their answers critically.  

“External validity is about to what extent you can apply your research to other groups than your 

research population” (Winden, 2017). This research is very specific, because it is focusing on 

improvements of the order-to-cash process of Vaess. Other organizations, with similar processes, 

could benefit from the results, but it will not be completely applicable to them. Therefore, the 

external validity is low.  
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“Reliability is concerned with the stability of the research results; similar research conducted at a 

later date using the same method ought to yield the same results” (Winden, 2017). There is not just 

one way to approach the core problems. Despite that, there are possibly multiple solutions. To 

increase the reliability, it is important to apply the methods consistently and to standardize the 

conditions of the research (Middleton, 2022). 
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2. Literature 
In this chapter, literature related to the research will be discussed. Firstly, different business process 

analysis techniques will be discussed. Afterwards process management notation used in this 

research, to map the process into a flowchart, will be outlined. Lastly, process optimization methods 

will be discussed, which are necessary to come up with solutions to the core problem. 

2.1 Business process analysis techniques 
“A process analysis is a systematic review of all steps and procedures followed to perform a given 

activity. It is a description of the way a particular task is done within an organization” (What is 

process analysis?, n.d.). Because there are some unsolved problems and inefficiencies within the 

company, it can be useful to view them through the prism of analysis of the complete business 

process in detail. There are lots of techniques to analyze a process, the five most recurring ones are 

(White, 2021): 

1. Gap analysis – “This is a method of assessing the performance of a business unit to 

determine whether business requirements or objectives are being met and, if not, what 

steps should be taken to meet them. A gap analysis may also be referred to as a needs 

analysis, needs assessment or need-gap analysis” (Hanna, n.d.). While executing a gap 

analysis, the goal is to figure out the gap between “where we are” and “where we want to 

be”. This analysis is appliable to this research in terms of allowing to derive the relevance of 

the KPIs to be chosen. For example, related to the KPI on-time delivery, Vaess is promising 

their customer to deliver an order within 10 working days, but it is not known how often 

they live up to this promise. The first step is to figure out the KPI, but afterwards, it is 

important for the company to determine the gap. To determine, what the reason is for the 

average delivery time to be X (to be determined) instead of the desired situation of 10 

working days (or below). A gap analysis would be ideal to figure out the problems and 

thereby to come up with solutions to decrease the delivery time to 10 working days (or less). 

 

2. Value-Added Analysis – “This method weighs and labels whether any needs are met by each 

business process step. The technique acts as a broad sorting lens for activities to help your 

team cut or reduce the non-essentials” (White, 2021). All activities within a process fall into 

three different categories: 

• “Real value-added (RVA) steps meet an expectation or need of the customer 

• Business value-added (BVA) steps meet an expectation or need of the business 

• Non-value-added (NVA) steps do not meet customer or business needs, or meet 

needs that can be fulfilled even if the steps are removed” (White, 2021). 

The value-added analysis is relevant in this research, as it deals with all the steps within the 

process which have been determined and visualized through a flowchart. For every step, 

there could be checked if it is an RVA, BVA or NVA. Afterwards, it is possible to evaluate if 

specific steps could be removed, which would result into a more efficient process. Due to 

time limitations, this analysis will not be used in this specific research, but it can be a 

direction for the company to execute in the future. 

3. Root Cause Analysis – “Root cause analysis (RCA) is the process of discovering the root 

causes of problems in order to identify appropriate solutions. RCA assumes that it is much 

more effective to systematically prevent and solve for underlying issues rather than just 

treating ad hoc symptoms and putting out fires” (Root Cause Analysis Explained: Definition, 

Examples, and Methods, n.d.). A root cause analysis has three different goals, namely: 
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• “To discover the root cause of a problem or event 

• To fully understand how to fix, compensate, or learn from any underlying issues 

within the root cause 

• To apply what you learn from this analysis to systematically prevent future issues or 

to repeat successes” (Root Cause Analysis Explained: Definition, Examples, and 

Methods, n.d.).  

The root cause analysis can be applied to figure out the root cause of a problem or event. 

Sometimes it is possible that there is more than one specific problem. In that case, multiple 

root cause analyses should be done. Due to time limitations, this is outside the scope of this 

research. It could be something to think about for the future. 

4. Observational Analysis – This is a method where you can analyze a process, by observing it 

in action on the floor. In this way, it will become clear if a process works as intended or not 

(A Complete Breakdown for Business Process Analysis, 2021). 

 

One deliverable of this research is a flowchart that includes all the steps of the process. One 

of the optimal ways to figure out the different steps within a process, is to observe it in 

action on the floor. Due to time limitations, it is impossible to observe every department 

(which is also unnecessary, because for example the production department is excluded 

from this research). However, at some departments, the process will be analyzed in action 

(e.g., finance and customer sales). 

 

5. Experience Examination Analysis – “This method captures the process knowledge of 

longtime employees. Analysis of this sort can reveal critical connections between root 

causes and non-value added (NVA) activities. The impact of these often “invisible” factors 

may be visible only to the experienced staff since they have been affected by it for a decade 

or more. This technique aims to bring that visibility to the wider organization” (White, 2021). 

This analysis could be useful, especially if the value-added analysis and root cause analysis 

would be executed before. The last two were not possible in the context of this research due 

to limitations of the timeframe intended for this research. However, this step can be a 

direction to execute in the future.  

2.2 Process management notation 
Business process model and notation (BPMN) is a flow chart method that models the steps of a 

planned business process from start to end, by visualizing a detailed sequence of business activities 

and information flows needed to complete a process (Lucidchart, sd). This is an important technique 

for mapping the order-to-cash process.  

To graph a flow chart with BPMN, four groups of element types can be used:  

1. Flow objects: events, activities, gateways 

2. Connecting objects: sequence flow, message flow, association 

3. Swimlanes: pool or lane 

4. Artifacts: data object, group, annotation (Lucidchart, sd) 

The individual types of elements and the usage of each element to define a business process are as 

follow: 

- Events 
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An event is a trigger to start, modify or complete a process. The three different types of events are: 

start, intermediate and end. An event can be recognized as a circle (potentially containing other 

symbols) and they are shown in figure 3 (Lucidchart, sd). 

 

Figure 3: Events (Lucidchart, sd) 

- Activities 

An activity is a task that is performed by a person or system. The four different types of activities 

are: task, transaction, event sub-process and call activity. Activities are represented as rounded 

rectangles, which are shown in figure 4 (Lucidchart, sd).  

 

Figure 4: Activities (Lucidchart, sd) 

- Gateways 

A gateway is a decision point that can adjust the path based on conditions or events. The different 

types of gateways are exclusive, event based, parallel, inclusive, exclusive event based, complex and 

parallel event based. A gateway can be recognised as a diamond (potentially containing other 

symbols) as can be seen in figure 5 (Lucidchart, sd).  

 

Figure 5: Gateways (Lucidchart, sd) 

- Sequence flow 

A sequence flow shows the order of activities to be performed. It is depicted as a solid line with an 

arrow, which is shown in figure 6 (Lucidchart, sd).  

 

Figure 6: Sequence flow (Lucidchart, sd) 

- Message flow 

A message flow shows messages that flow across “pools”, or organization boundaries such as 

departments. It is not possible to connect events or activities within a pool with a message flow. It is 
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shown as a dashed line with a circle at the start and an arrow at the end, which can be seen in figure 

7 (Lucidchart, sd). 

 

Figure 7: Message flow (Lucidchart, sd) 

- Association 

An association join an artifact or text to an event, activity or gateway. It is represented with a dotted 

line, as shown in figure 8 (Lucidchart, sd). 

 

Figure 8: Association (Lucidchart, sd) 

- Pool and swimlane 

A pool can be used to represent major participants in a process. A different pool may be in a 

different company or department, but each pool is involved in the process. Swimlanes are always 

located within a pool, and they show the activities and flow for a certain role or participant, defining 

who is accountable for what parts of the process (Lucidchart, sd). An example of a pool with 

different lanes is shown in figure 9. 

 

Figure 9: Pool with silanes (Lucidchart, sd) 

- Artifacts 

An artifact gives additional information that developers add to bring a necessary level of detail to the 

diagram. The different types of artifacts are data object (which shows what data is necessary for an 

activity), group (which shows a logical grouping of activities but does not change the diagram’s flow) 

and an annotation (which provides further explanation to a part of the diagram) (Lucidchart, sd). The 

symbols of these artifacts are shown in figure 10. 

 

Figure 10: Artifacts (Lucidchart, sd) 

2.3 Process optimization methods 
The literature research made clear that there are multiple theories for process optimization. The 

most important and relevant ones (to this thesis) are discussed below. 
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One theory for process optimization is called Business Process Optimization (BPO). BPO can be used 

to select the right process designs and to applicate the most appropriate optimization techniques. 

To achieve this, the following three steps must be executed: 

1. “Data integration – As processes are cross-functional, data pertaining to the process can be 

spread over many different data sources. Hence, as a first step, all possibly relevant data 

needs to be collected and integrated. 

2. Data analysis – After the raw data has been collected, both the process model and the 

process data need to be analyzed. This analysis can range from the calculation of basic 

metrics (such as duration, cost or frequency) to the application of data mining techniques to 

discover “hidden” insights. 

3. Detection and implementation of improvements – Based on the analysis results, 

deficiencies within the process are detected. These can, e.g., relate the process execution. 

After assessing the deficiencies, appropriate techniques for addressing are selected and 

applied to the process or its context (e.g., the resources executing the process)” (Schwarz, 

2011). 

Another theory for process optimization is Lean management. “Lean Manufacturing is a 

multidimensional production optimization approach that captures various management practices, 

aimed at wastes reduction and improving operational effectiveness” (Adefemi Adeodu, 2021). It is 

widely used in many different industrial organizations. The theory is based on maximizing customer 

value while minimizing waste. Lean has five basic principles by (Sirova, 2018), namely: 

1. Value – What creates value for your customer? 

2. Value stream – Avoid waste: Identify those activities that create waste 

3. Flow – Create flows that runs as smoothly as possible – few stops 

4. According to needs – Actions/flows are created based on the needs of your customers 

5. Continuous improvement – Create a culture where all contributes to continuous 

improvement 

Lastly, there is a theory called Six Sigma, which can also be used for process optimization. “Six Sigma 

improves the process performance (process yield) of the critical operational process, leading to 

better utilization of resources, decreases variations and maintains consistent quality of the process 

output” (SEVERIN, 2020). Relevant for this specific thesis assignment, is that Six Sigma is widely used 

in the food industry to decrease defects. Six Sigma has a stepwise procedure to achieve process 

optimization when a company is experiencing a problem as introduced by (Faifr, 2017), namely: 

1. Definition of the process and problem 

2. Measurement of process variables 

3. Analysis of process deficiencies, finding causes of the problem 

4. Identifying opportunities and improving process performance 

5. Controlling proposed measures based on defined indicators 

To conclude, there are multiple theories for process optimization, but the most important and 

known ones are Business Process Optimization, Lean Manufacturing and Six Sigma. All of them have 

different principles or ways of working. In general, they can all be used for every type of process. 

However, lean management is mostly used for industrial organizations and Six Sigma is often used in 

the food industry. Business Process Modelling is a more general theory, that can be used in almost 

every situation. 
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3. Current situation 
In this chapter, the current situation (for the order-to-cash process) will be mapped using a 

flowchart technique. For that first interviews have been conducted to reveal information about all 

the steps within the process. After that, the different steps have been visualized in a flowchart. 

3.1 Interviews 
To gather the information about the current order-to-cash process, interviews have been conducted. 

From every department within the company, one employee has been interviewed, resulting in 7 

interviews in total. A distinction can be made between structured and unstructured interviews. “In 

structured interviews, questions are planned and created in advance. All candidates are asked the 

same questions in the same order” (Pollock, n.d.). Because every employee has different roles in the 

process, it was not possible to make use of a structured interview method. Therefore, informal 

interviews were opted for. For every department, some questions have been formulated in advance. 

The order of the questions was not determined in advance and most questions were formulated 

during the interviews as follow-up questions.  

It was important to identify an employee from every department who has overview of all the 

process steps within that department. When possible, the manager of the department has been 

interviewed. If interviewing the manager was not possible, an employee with the most experiences 

on department processes was chosen. The relevant departments within the company for this 

research are: 

- Customer service 

This department is responsible for inserting new orders in Exact. This means that they check 

if the product is in stock, otherwise they check when production is possible. They are also 

responsible to send the customer an order information and to arrange transport for the 

orders. From this department, an employee with many years of experience has been 

interviewed. 

- Planning 

This department is responsible for the planning of all the production orders and for the 

purchasing of raw materials. They try to have a minimum stock level of every raw material at 

any time. However, due to the shortages in current market conditions, this is sometimes 

impossible. Therefore, when a new order comes in, they check if there are enough raw 

materials. If that is the case, they try to implement the order in the planning. If this is not the 

case, they firstly try to order the raw materials as soon as possible. However, if this takes too 

long, they ask the product development if it is possible to use other raw materials instead. 

From this department, the manager has been interviewed. 

- Production 

The employees of the production department make sure that the end products that are 

ordered by the customers will be produced. They produce according to the production 

planning, that is made by another department. From this department, the manager has 

been interviewed. 

- Logistics 

This department takes care of the incoming and outgoing goods. They place raw materials at 

the right place in the right warehouse and they pick the end products when an order will be 

transported to the customer. From this department, an employee with many years of 

experience has been interviewed.  
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- Product development 

This department is responsible for the development of new products. They will also be asked 

to check if other raw materials can be used for production in case there are not enough raw 

materials in stock. There has not been conducted an interview with an employee of this 

department, because of the significant small role in the process. 

- Finance 

This department is responsible for the payment of raw materials, and they also must make 

sure that their customers pay the invoices. This department has only one employee, who has 

been interviewed.  

- Quality assurance / quality control 

This department executes all the control analyses. From this department, an employee with 

many years of experience has been interviewed.  

The transcriptions of all the different interviews can be found in Appendix A: Interview 

transcriptions. 

3.2 Flowchart 
The interviews have been conducted to gather information for creating an order-to-cash flowchart 

that depicts the current state. Before this could be achieved, it was necessary to analyze the 

information from the interviews. The different steps of the process within every department were 

listed. It was also necessary to check if the information from different employees were consistent 

with each other.  

After completing the analysis, it was possible to map the complete order-to-cash process, with all 

the different steps included. The rationale for this is that with visual representation it can be easier 

to identify any issues/bottlenecks that are present in the current processes of the company. The 

created flowchart can be found in figure 11.
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4. Bottlenecks 

4.1 Shortcomings in the current process 
The interviews that have been conducted, together with the flowchart that has been created, gave 

insights into shortcomings in the current process. However, there was another important factor in 

setting up this list. While working at the office, it was possible to discover multiple problems and 

bottlenecks within the process, just by listening and looking. The most important and appealing ones 

were: 

- No existent process regarding the accounts receivable insurance 

Vaess has an accounts receivable insurance, which is “designed to protect your business 

from non-payment of commercial debt. That means that if a customer does not pay the 

company because they go bankrupt or insolvent, or if they simply do not pay on time, an 

accounts receivable insurance policy will pay the company up to the insured credit limit” 

(Accounts Receivable Insurance: How it Works, the Benefits and Costs). However, since the 

Customer Service Manager left, nobody is taking care of this process. This results in the fact 

that no one is monitoring the credit limits of the current debtors and for new debtors no 

credit limit is requested. 

- No dunning processes 

While investigating the reliability of the different debtors, it appeared that more than half of 

the debtors (61,62%), do not live up to their payment term. After talking to some 

employees, it became clear that there is not really a dunning process. When the finance 

department has some time left, they send a dunning letter. However, they do not seem to 

be effective. Collecting money is extremely important and therefore it would be useful to set 

up an effective dunning process.  

- Master data is not always complete 

Vaess is working with an ERP tool named Exact. When they succeed in recruiting new 

customers, a new debtor must be inserted in Exact. This process can be viewed in figure 12. 

The question is what the exact problem is in this process because it is happening frequently 

that master data is missing or not correct, which causes unnecessary problems. For example, 

that orders can be inserted, while their pallet information is unknown. When production is 

finished, the people do not know on which pallet they have to place the products. Therefore, 

the process takes more time than necessary, and it is resulting in chaos and stress for the 

employees. 
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Figure 12: New debtor 

- No insights into achieving delivery time 

Vaess has two types of products, namely make-to-order and make-to-stock. For the make-

to-order products, they promise their customers to deliver within 10 working days. 

However, it is unknown if they live up to this promise. No one is monitoring this.   
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5.The desired process 
This chapter shows the recommendations for different parts of the order-to-cash process, to deal 

with the bottlenecks. All recommendations are based on brainstorm sessions with employees of 

different departments, on literature and on logical reasoning.  

5.1 Accounts receivable insurance 
To be able to propose recommendations for the process with respect to the accounts receivable 

insurance, it is important to gather some more information first. Most of this could be found in the 

insurance policy and in the ERP system (about the current credit limits).  

 

One of the goals of the company was to decrease the premium for this insurance in order to 

decrease the costs. Unfortunately, this was not possible. The premium of the insurance works as 

follows: 

 

Category Clausula 1007.2 Up to and including 
30 days 

Up to and including 
60 days 

Cat. 12  0,14% 0,14% 

Cat. 23 0,14% 0,14% 0,14% 

Cat. 34 0,14% 0,14% 0,14% 

Cat. 45  0,2% 0,2% 

 

After calculating the premium for the current credit limits, the conclusion was that this amount was 

significantly lower than the premium that has been paid. It appeared that there was a minimum 

premium for the insurance and therefore it is not possible to decrease the premium by reviewing 

the credit limits of the debtors again. 

 

The current credit limit file was not up to date anymore. It is however important that the credit 

limits are just on the right level for every debtor. When a debtor is not able to pay their outstanding 

bills, the insurance will pay it back with a maximum allowed credit limit. If the credit limit is 

significantly lower than the outstanding bills, the company still has the risk that they will not receive 

their money. Another problem was that the credit limits in Exact did not match the credit limits from 

the insurance. 

 

Therefore, the master data had to be cleaned up. Firstly, the needed credit limit for every customer 

has been calculated, based on the sales of the past 15 months. Customers who had not placed an 

order for more than 15 months, were placed in a group and would get a credit limit of 1, which 

means that no orders can be inserted anymore for this group. If they would place a new order, this 

will be noted and then their credit limit can be rejudged.   

 

Another group consists out of the debtors who already had a sufficient credit limit. Due to the 

minimum premium, it was not worth the effort to check if those limits should be decreased. 

 

 
2 Netherlands 
3 Australia, Belgium, Canada, Denmark, Germany, Estonia, Finland, France, Ireland, Italy, Liechtenstein, 
Luxembourg, Monaco, Norway, Austria, Slovakia, Spain, United States, United Kingdom, Sweden, Switzerland  
4 Bulgaria, China, Greece, Hungary, Iceland, Croatia, Lithuania, Malaysia, Mauritius, Mexico, Poland, Romania, 
Slovenia 
5 North Macedonia, Uganda 
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The next group consists out of the debtors with a needed credit limit below €20.000 and who 

belonged to the category self-assessment6. There is namely another rule within the insurance policy: 

6. When the company is located in a country that belongs to self-assessment and when 

Creditsafe7 gives a creditworthiness from €20.000 or higher, it is not necessary to request a 

credit limit, because the company is always insured up till €20.000.  

 

The last group of debtors was the largest. There were different things that had to be done for this 

group. Firstly, higher credit limits needed to be requested at the insurer. In some cases, those were 

not accepted. Therefore, those debtors were evaluated to check if it was a justified risk to use the 

needed credit limit in Exact anyway.  

 

After all the credit limits were requested, evaluated, and calculated, the next important step 

assumed that they were inserted into the ERP system. Therefore, an Excel document has been 

created. The document showed if the new limit was equal to the limit in Exact. If this was not the 

case, the limit had to be adjusted. The complete overview of the credit limits can be found in 

Appendix B: Credit limit overview. 

 

In the ERP system, one cannot insert a new order directly, if that order results in exceeding of the 

credit limit. Therefore, it sometimes occurred that the credit limit was set to 0, to make sure that an 

order could be inserted. The problem was that setting the credit limit back to the original value did 

not occur afterwards. In this way, orders could be inserted, which were not covered by the 

insurance. To make sure that the credit limits will be monitored in the future, a credit limit 

document was made as part of this research. With this document, every employee will have a clear 

overview on what to do regarding the credit limits. There is also an explanation about how modified 

credit limits will be set back to the original value. The document can be found in Appendix C: Credit 

limit document (for employees).  

 

The information that has been gathered about the payment behavior of debtors is also useful for the 

account managers. If a debtor pays significantly late, then this can for instance be an argument for 

an increase in price.  

5.1.1 Implementation 
The implementation of the improvement of the accounts receivable insurance went quite smooth, 

because the number of employees included in the process was small. All the employees that had to 

be included, worked on the financial department, so they knew the importance and relevance of the 

new process. First, there was no solution to setting back adjusted credit limits (to be able to insert a 

new order). However, soon it appeared that this is relevant, otherwise the data in the ERP system 

would not be up-too-date. Another change of plans appeared after reading the insurance policy, 

related to the self-assessment. The employees of the company itself were not known with this part 

of the policy. Fortunately, it saved time and money, because less credit limits had to be requested.  

5.2 Dunning process 
The dunning process appeared to be somewhat inefficient. Dunning mails are only sent when a 

specified time is left. After two dunning mails have been sent, the company does nothing to remind 

the debtor to pay their outstanding bills. Therefore, a new process has been created, in which not 

 
6 Austria, Belgium, Switzerland, Germany, Denmark, Finland, France, United Kingdom, Ireland, Liechtenstein, 
Luxembourg, Norway, Sweden, Netherlands 
7 Creditsafe is a company which provides reports about the creditworthiness of other companies 
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only dunning mails will be sent, but also dunning calls. “Both are efficient ways for debt collection 

with their own advantages and disadvantages. Calling is in most cases more efficient, but also more 

time-consuming. Mailing takes only a few minutes, but it is also easy for a customer to ignore a 

message. To create an efficient process, it is best to combine both methods” (Phone Calls vs. Emails 

for Debt Collection: Which is Better?, 2017). The new process would look like: 

 

- 5 days overdue: send a dunning mail 

- 10 days overdue: call to make an agreement about when the debtor will pay their 

outstanding bill(s) 

- 1 day after the agreed day: send the relevant account manager a mail with the status and 

ask him/her to call their contact person at the company 

The reason for setting the number of overdue days on 5 before sending a dunning mail is quite 

simple. The company is always trying to keep good relationships with their customers, so therefore 

you do not want to send the dunning mail too fast. However, it is important for the liquidity of the 

company to receive the money soon. The same counts for the call about the overdue invoice. 

Together with the financial department, we had a discussion about this and we decided that 5 and 

10 days where a good trade-off. This changes a bit for the last rule, about the mail to the account 

manager. If a customer already had 2 reminders to pay and still did not, then it is taking too long. 

Therefore, just after the day of the agreement, we want the account manager to contact the 

company again. 

An overview of the overdue invoices can be exported out of Exact to Excel, an example can be seen 

in figure 13. In Excel, an employee will keep track of the actions that were executed for every 

invoice. This file will be monitored daily, which includes checking if customers live up to a promise 

made (for example if they told you to pay on a specific day) and checking if account managers did 

call their customer as was requested. You can also see the amount of dunning mails that have been 

sent (in the column named lay-out). 

 

Figure 13 

In case the process has not worked for a specific customer, the accounts receivables insurance will 

be contacted. The policy of the insurance says that if the age of the invoice is 180 days or older, the 

money will be deposited on the bank of Vaess by the insurer.  

This process has been presented to the relevant employees within the company. The reactions on 

the process were varying. The employees of the financial department were quite enthusiastic about 

it, because they hoped that it would help to reduce the number of overdue invoices. The account 
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managers of the company were less enthusiastic, which was expected beforehand. They are always 

trying to strengthen the connection with every customer and calling because someone still did not 

pay an overdue invoice does not help for this. Based on the overall awareness of the need for a new 

process, a new process has been designed, introduced, and implemented within the company. After 

this, dunning mails/calls have been made a daily practice in the company. 

5.2.1 Implementation 
In the beginning, the process looked a bit different. The first process consisted only of sending 

dunning mails. Those turned out to be less efficient, so new methods needed to be searched. It 

appeared that calling is more efficient (Phone Calls vs. Emails for Debt Collection: Which is Better?, 

2017), so this was added to the process. It arose that account managers were often not familiar with 

overdue invoices of their customers, so there has been decided to include them in the process. Also, 

because they have a strong connection with the customer, it could be that they have more 

influence. Including the account managers in the process, was the most difficult part of the 

implementation. They are often busy, and they do not always see the relevance of the outstanding 

invoices. It was sometimes needed to follow up with them with multiple loops to contact the 

customer about an invoice. However, now the process has been used for a while, it appears that this 

gets easier for employees, because they saw the effect of the dunning process on the payment 

behavior of customers. Besides that, the account managers are acting sooner, because they know 

that the question will be asked until the invoice is paid.  

5.3 Master data 
To make sure that the master data is always complete and correct, it is necessary to implement 

some extra control on creating new debtors in Exact. Firstly, it is important that the finance 

department only creates a new debtor in Exact when they receive a complete master data 

information form. When this does not happen, he should refuse to create a debtor in Exact. In this 

case, it cannot happen that part of the master data is missing. The result of this would be that the 

process takes less time and is therefore more efficient. The to be process for the master data can be 

seen in figure 14. 
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Figure 14: The desired process regarding master data of new debtors 

This flowchart has been sent to the relevant employees and has been implemented directly within 

the company. 

It was also important that the master data of the current debtors would be complete. This was for 

many debtors not the case (for example contact information or pallet information were often 

missing). Therefore, a report has been made, in which it became clear for which debtors’ 

information was still missing. All missing information has been retrieved. Together with an Exact 

consultant, there has been thought of a way to implement this information by SQL. A code has been 

written, which can change one type of master data for all debtors at once. Therefore, it should not 

happen in the future that problems regarding master data will arise. 

5.3.1 Implementation 
The most difficult part of this implementation was related to convincing the employees of the 

company of the process, especially the employee who created new debtors in Exact. It was difficult 

for the employee to refuse creating a new debtor, when the form was not completely filled in, 

because he was not comfortable enough to refuse a request from an account manager. This went 

better after the new process has been used in practice and its effects became more observable, 

because of less questions about missing data. Another difficult aspect was related to the account 

managers. They had to make sure that their customer would fill in the new debtor form completely, 

so that all the necessary information was known to the company. They did not like nagging at the 

customer for information and not all account managers did this in the beginning. Until the other 

employee started to refuse creating a new debtor when information was missing. After that, the 

realised that they had no choice and now the execution of the process is smooth.  
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5.4 KPI delivery time 
Vaess has two different types of products, namely make-to-order and make-to-stock. Their promise 

to their customer is to deliver make-to-order products within 10 working days. However, it is not 

certain if they can always keep the promised timeframes. Therefore, the delivery term of every 

single order in 2021 was calculated. It appeared that last year, with 76,08% of the make-to-order 

products, Vaess was not able to comply to this delivery term. With the graphs that were created, it is 

possible to get more insights into the deliveries and into the KPI on-time delivery. This on-time 

delivery performance “refers to the ratio of customer order lines shipped on or before the delivery 

date versus the total number of order lines. This KPI is important because it drives better 

collaboration with your customers, ensures reliability of delivery and most importantly customer 

loyalty” (On-Time Delivery (OTD) KPI: Your Most Important Metric In Operations, 2019). The 

overview of the graphs can be found in Appendix D: KPI dashboard. 

5.4.1 Implementation 
The implementation of this went quite smooth. No employees were included, which made it easier. 

The only difficult part was that sometimes important information was missing. However, with the 

existing information, there has been tried to create a dashboard which gains more insights.  

5.5 Other possible improvements 
During the research, other problems within the order-to-cash were also noted. Due to time 

limitations in the scope of this thesis, it was not possible to investigate them further. However, some 

recommendations for future can be made. 

5.5.1 Pallet information 
One of the relevant core problems for this research was completing the master data for all debtors, 

to make sure that this will not cause any problems for the customer support or the finance 

department. Partly, this has been achieved, by completing all the credit limit information of all 

debtors. However, for many debtors, the pallet information (preferred pallet size and material of a 

debtor) was also missing. The reason for this is that salesmen delivered incomplete master data 

information forms in the past (this will not happen anymore with the new process, which is 

explained in section 5.3). Therefore, account managers have been contacted to figure out the pallet 

preferences for every debtor. While retrieving this information, it became clear that some debtors 

do not have preference regarding pallet size and material. The most efficient solution would be to 

choose the cheapest option for the company. However, this is not known. There are two choices, 

namely wooden and plastic pallets. The wooden pallets (€10,50) are cheaper than the plastic pallets 

(€27,50), but the deposit for the wooden pallets (€1,50) is lower than the deposit for the plastic 

pallets (€3,50). The plastic pallets can also be re-used more often than the wooden pallets. 

Calculating which type of pallets is cheaper seems easy, but the problem is that there is no data 

about pallets. So, it is unknown how often you can re-use pallets and many pallets get lost in the 

process. Therefore, an improvement would be to keep track of the pallet data, to make sure that a 

calculation can be made. Then it is possible to have a standard pallet material (for debtors without 

preference or for debtors who do not fill in the pallet information on the customer form) which is 

most beneficial for Vaess, and which would save the company money. 

5.5.2 Printing documents  
Another notable aspect was the amount of paper that the Customer Sales department is using daily. 

For every new order, the following documents are printed:  

- Order information (2x) 
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- Order confirmation (1x) 

- Packing slip (2x) 

- Invoice (1x) 

However, while interviewing the employee of this department, it became clear that one packing slip 

and one invoice are not necessary (they print it for their administration purposes, which is 

unnecessary due to the Exact system which saves all documents automatically). It seems that it is 

also not needed to print the order confirmation. This confirmation must only be sent to the 

customer, the company itself does not need it on paper. This is already known to the employees, but 

they are used to this way of working. Therefore, it should be researched what are the effective ways 

for employees to learn another way of working. The second packing slip is necessary to print, 

because it needs to be pasted on the order. Whether or not the second order information is needed, 

is still questionable. The employees state that it is easy for them, to get insights into all the orders. 

But it is worth investigating if there is a more efficient way of gaining those insights. Firstly, because 

the current way of working is not durable (a lot of paper is used). Besides that, because it is not a 

modern nor efficient way of working. 

The improvement in this case is that a significantly lower number of documents can be printed, 

which can be cost-effective. Despite the decrease of costs, it will result into a more sustainable 

order-to-cash process.  

5.5.3 Transportation of orders 
Another aspect that was found to sometimes result in problems, is transportation. First, Vaess has a 

lot of carriers, which has also some disadvantages. For example, it happens that some carriers do not 

deliver an order on the agreed day or time. This can then create trust issues for a debtor in Vaess. 

Therefore, it would be relevant to investigate how often carriers do not live up to their promise, 

which carriers those are, and what the price differences are between the carriers. Based on this 

information, it is possible to eliminate carriers who are not trustable. In this way, less problems with 

carriers will arise. 

Keeping track of which carrier the company uses for which order will help to analyze the problem 

further. For every order, this information is recommended to be inserted into Exact. This way, it can 

be investigated if there is a relationship between not living up to the delivery time (which can be 

seen in the created dashboard) and the carrier.  

Information about the carriers can also be used in price negotiations (for example, the company may 

inform the carrier that they cannot afford the increase in price because orders with the carrier were 

delivered later than the intended timeframe for 5% of the orders last year). 

 5.5.4 ERP system 
Vaess is using Exact, which is an ERP system. However, during the research it appeared that Exact 

has it’s own limitations. Some examples are: 

- It is not possible to add documents to an order in Exact (for example bill of loading). 

Therefore, they need to be printed and stored for every single order 

- It is not possible to set restrictions for an order. Some products can be sold to debtors only if 

they order above a specific amount (for example only 1000 kg or more), because it is not 

profitable to sell less. It would be desirable to set a restriction, so that it is not possible to 

insert an order for less kilograms. Now, it happens sometimes that Customer Sales do insert 

such an order, because they are not aware of the restrictions 
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- When a new order has been placed, it is necessary to arrange transportation. Therefore, 

Customer Sales needs to know the number of pallets of that order. For them it would be 

suitable if Exact calculated this automatically, but this is not possible in the system. 

Therefore, they need to calculate it by head for every order, which takes a lot of time 

It is also recommended to investigate the different existing ERP systems in detail to potentially 

identify an ERP system with more options. That could result into an order-to-cash process which 

could take less time.  

5.5.5 Price lists 
It appeared that there are often issues regarding the price lists. Vaess has price lists for every 

customer, and sometimes it could be possible that they sell the same product for a different price to 

different customers. However, those prices are changing often. This can have two reasons: 

- The prices of raw materials used in a product increase 

- The account manager set a different price in deliberation with the customer 

Often, the new prices are not inserted into Exact. When a new order is then inserted, this is done 

according to the wrong price, or the employee gets an error message that it is not possible to insert 

the order because the cost price is higher than the sales price. Solving this takes a lot of time and 

results into satisfaction decrease for the relevant employees. Therefore, it is also recommended to 

investigate how this process can be arranged in a more efficient way. One idea could be to set a 

standard price for every product that does not differ per customer and that is calculated based on 

the cost price and a standard marge. In negotiations, account managers can give a discount on this 

standard price. For example, customer A gets a discount of 5% on the standard price of product X. In 

this way, it is easier to keep track of price changes. If the cost price increases, then you can 

automatically calculate the new standard price and with the standard discount percentages also the 

sales price. However, it needs to be further investigated if this is realistic.  
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6.Conclusions 
This chapter outlines conclusive remarks. Afterwards, recommendations and directions for further 

research will be discussed. Finally, the limitations of this research will be explained. 

6.1 Conclusion 
The aim of this research was to create a more efficient order-to-cash process. The main research 

question was: 

 

“What would be the most optimal way(s) to improve the order-to-cash process, in order to 

stabilize/standardize the way of working for the company?” 

 

During this research, it was revealed that the processes within Vaess can be improved in multiple 

ways, due to the rapid growth of sales. The research focused on a few of these directions, due to 

timeframe limitations. The most important and unstable processes were chosen.  

 

From the interviews with employees, it appeared that they were all experiencing problems with 

master data used for customer orders within the company. One of the core problems was therefore: 

Master data of (new) debtors is not always up to date. Often, significant parts of information were 

missing or not correct. This resulted in inefficiencies in multiple ways such as, among others making 

credit notes because invoices with wrong prices were sent due to price updates that were not up to 

date.  Two steps that were needed included: 

• Making sure that the data of current debtors will be complete / up to date / accurate 

• Identifying a clear process that can ensure that data of new debtors will be always complete 

/ up to date / accurate 

The master data of current debtors has been completed with Excel files and SQL codes that export 

data in Excel to Exact. The new process has been created, with the help of input of employees. One 

important aspect was that every employee was aware of the new process, so that employees would 

feel safe to refer to colleagues if they did not comply to the process. Therefore, the new process has 

been explained and presented by a document made available to all the relevant employees. 

Afterwards, it appeared that it takes some time for employees to adjust to the new process, but as 

can be seen in figure 15, the process did improve significantly. 

Figure 15 
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Another important aspect related to master data, was related to the accounts-receivable insurance. 

Employees stated that orders exceeded the credit limit frequently, and that they always decided to 

take the risk of non-payment by setting the credit limit in Exact to 0. This introduced risks to the cash 

collection process. The steps that were specified to be achieved included: 

• Checking if the credit limit of current debtors is sufficient and requesting a higher limit at the 

insurance as needed 

• Setting all the credit limits in Exact to the value that corresponds to the insurance 

• Identifying a process that could monitor credit limits of current debtors and arrange a 

request of a credit limit for every new debtor 

The necessary credit limits were all calculated according to the highest sales per month and the 

payment term for each debtor. Accordingly, the credit limits in Exact were changed using an SQL 

code. The new process has been designed, that seemed most logical which was also based on the 

input from the interviews. The new process has been explained in a document, which in addition is 

also sent to every relevant employee. After implementation, it appeared that the monitoring of 

credit limits has been improved significantly.  

Vaess always promised their customers to deliver an order within 10 working days. After the rapid 

growth of sales, it was not clear if the company was still able to keep this promise for customers. It 

was important to gain more insights into current processes. The aim of the company was to reveal 

information about the timeframes they delivered every order and to observe how many orders were 

delivered late (according to this promise). A KPI dashboard has been created, in which one can paste 

order data, which shows graphs about “planning attainment”.  

An inefficient process that appeared later in the research, was the dunning process. The number of 

overdue invoices was found to be significant for the company, as almost all customers were 

exceeding their payment term frequently. Literature research conducted in this work aimed to figure 

out the most efficient dunning process criteria in similar business setup. The findings of the 

literature research suggested that calling instead of mailing is more effective, however also 

appearing to be time consuming. Based on this, a new process has been created, which has been 

further explained (made available through written documentation) to relevant employees. After 

implementing this, the average number of days after exceeding payment term for paying an invoice 

decreased for 47% of the debtors. The calculation can be seen in figure 16. It can therefore be 

concluded that the new process is successful.  
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Luckily, most research questions have been answered. Only the question related to phase 5 of the 

problem-solving approach (choosing a solution) could not be all answered. That is because, in some 

cases, there were not multiple options to choose between. Before the research started, it was 

doubtable if the implementation of the solutions would be doable due to the time limitations. 

Luckily, the time was not a restriction in this part of the research and the solutions could be 

implemented during the research already. 

The good thing about this research, is that it is applicable for multiple companies, even if they are 

not in the food sector. Processes related to dunning, the accounts receivable insurance, master data 

or the KPI delivery time, are almost related to all (production) companies. Therefore, this research is 

widely applicable for the literature and for many companies (with maybe some personal 

adaptations). 

6.2 Recommendations and further research 
In summary, it can be concluded that certain improvements regarding a more efficient order-to-cash 

have been made. However, there is still a long way to go. Some processes that are still somewhat 

inefficient, that can be found in section 5.5. Recommendations are explained in this section; 

however, they need more research before they can be implemented. However, there are also some 

other recommendations. 

Firstly, several processes have been proposed in the context of this research. All these processes 

proved to be successful when comparing pre-/post- outcomes. It was found that sometimes 

employees experiences difficulties to refer to colleagues, for example if they did not deliver 

complete customer information forms. Therefore, a recommended approach includes setting up 

face to face meetings with all the relevant employees. That is because: 

• Face to face meetings are important for building strong relationships 

Figure 16 
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• Face to face meetings are important for loyalty and trust 

• Face to face meetings are more focused and productive 

• Face to face meetings clearly communicate goals 

• Face to face meetings helps make focusing easier (5 Reasons why face to face meetings are 

still important, 2020) 

Probably, setting up meetings will result in better information exchange, e.g., understanding of each 

other’s needs, and hopefully it will improve the process.  

Another recommendation would be to identify ways how monitoring the KPI ‘planning attainment’ 

can be conducted live. Currently, one must paste data out of Exact in an Excel file. This is feasible, 

however in the perfect situation one will have a live dashboard in Sumatra, which updates the 

graphs and data constantly. Despite that, the KPI is not always a completely and correct 

representation of the reality. The KPI is based on the date of implementing the order in Exact, but 

not on the real order date. Sometimes, a customer calls or sends a text for a new order, which will 

be inserted up to several days after. To get a trustable KPI, Vaess is recommended to keep track of 

this date and use this date when calculating the delivery time. 

Lastly, there is a recommendation related to the dunning process. There are multiple options for a 

dunning process, but only one has been implemented (the one that seemed best during a discussion 

with the financial department). In the future, it would be an option to test multiple ways of dunning 

and to see in practice which one is the best. 

6.3 Limitations 
Despite the improvements, there are also several limitations that need to be taken into account for 

further research. An important limitation is related to the interviews. In this research, unstructured 

interviews have been used. Those interviews have some disadvantages, for example: 

- Low reliability (because each interview is unique, and it is difficult to repeat interviews) 

- Low representativeness due to limited sample size 

- Validity can be undermined (because the interviewer can be considered biased, or the 

researcher characteristics might influence the responses of respondents, or simply due to 

the small sample size) 

It is recommended that structed interviews are used for future implementation/validation, however 

it has to be noted that this can also be challenging due to the different roles of the respondents 

within the organization. 

Another limitation is related to the dunning process. The conclusion says that the average number of 

days after exceeding payment term for paying an invoice decreased for 47% of the debtors. It was 

not possible to ensure this claim for terms that are greater than the thesis duration. However, the 

company will continue with the process and they can check the results of it after the thesis as well.  

Lastly, the availability of data was a significant limitation for this research, especially related to the 

KPI ‘planning attainment’. The research was restricted to the limited available data, which was not 

sufficient for this KPI. The KPI would give a better representation of the reality, if more data would 

have been available. 
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Appendix A: Interview transcriptions 
(I=Interviewer, E=Employee) 

Interview 1: (sales department) 

I: Does your department have a direct role in the order-to-cash process? 

E: No 

Interview 2: (customer sales department) 

I: In what way can you receive a new order? 

E: We can receive orders in different ways, namely: by phone, by mail or in person. Most orders 

come in by mail.  

I: Do you insert a new order in the system directly or does this take a lot of time? Are there specific 

requirements for the time duration?  

E: We try to insert a new order the same day as it came in, but otherwise as soon as possible. 

Sometimes we have orders with urgency, then it is different.  

I: Do you have a specific system where regular customers can place an order? 

E: No, we do not have a system. 

I: Does creating a new debtor happen as a reaction on a new order? Or does this happen before? Do 

you always get complete information about the debtor? 

E: This happens before in the ideal situation. When an account manager gets a new customer, 

he/she sends the customer information form to the finance department. This department creates a 

new debtor. When that has been done, the customer can place an order. Often, the customer 

information form is not complete.  

I: The credit limit is not written down at the customer information form. Where in the process is the 

amount of the credit limit determined and how is this determined? 

E: Nobody knows that. One employee took care of that process, but he left a few months ago. Now, 

nobody is taking care of it. 

I: If there is not enough credit limit left for an order, what are the consequences? Do you send a 

message to the customer? 

E: If there is not enough credit limit, the order will be blocked. However, this does not mean that we 

do not want to sell to the customer. It is unclear who decides if the risk on debtor loss can be taken. 

Often customer sales determine this, sometimes they ask the Director Sales and sometimes finance. 

Since one employee left, no credit limits for new customers are requested. This is problematic. Also, 

when we remove a credit limit in ERP to be able to insert the order, no one takes care of inserting 

the credit limit after the order has been proceeded. 

I: How does a new order reaches the planning department, after inserting in ERP? 

E: Vaess has make-to-stock and make-to-order products. When someone wants to buy make-to-

order products, then the customer sales department can click on produce and then the planning 

department automatically gets a notification of the new order.  
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I: When do you check if the customer data is correct? 

E: After implementing the order. 

I: Do you need to insert urgency orders in the system? Or do you need to deliberate with other 

departments first? 

E: For urgency orders, the first action is to check if the product is in stock. If this is not the case, 

deliberation with other departments (planning/production) is needed. When the product is in stock, 

no deliberation is needed. 

I: Do you sometimes deviate from the prices in Exact? Why is this happening? 

E: Yes. It could be that salesmen pass on the wrong price. Normally, the prices are always the same. 

Sometimes, salesmen decide with customers to offer a lower price if they order in larger volumes, 

but then they forgot to pass that price to the customer sales department. This causes a lot of chaos 

and confusion. 

I: Do you receive a message from the planning department if the production of an order experiences 

delay? Do you leak this to the customer or does the salesman has to arrange this? 

E: Both departments can do this. Somehow it did not work out to live up to the planning. Sometimes 

the customer sales department does not get a notification of this at all. Then the transportation has 

been arranged and arrived, but there are no products. This costs a lot of money. 

I: Do you check stock if a product is a make-to-stock product? What happens if there is no stock? If 

there is stock, do you directly send a message to logistics? 

E: In the optimal situation, make-to-stock products should always be on stock. However, this is often 

not the case, due to a lot of factors (not enough employees, shortage of raw materials, problems 

with machines). The customer needs information about when the order can be delivered (this has to 

be as soon as possible), but often we (customer sales) do not have that information, because nobody 

knows. If there is stock, we plan transportation for the order. Logistics gets a notification when they 

must make the order ready. 

I: How do you arrange transportation? 

E: For all the orders within the Netherlands or Belgium, DHL is coming daily for transport. Outside 

the Netherlands, transportation must be arranged. This happens often beforehand when the order 

comes in. 

I: When do you make an invoice? Directly or for example when the production is finished? Does the 

finance department make those invoices or are you doing that by yourselves? What is the payment 

term for a customer? What happens if the customer does not pay in time?  

E: The invoice will be made when the order has been delivered at the customer. Customer sales 

employee can click on button “create invoice” and then it can be sent to the customer. The payment 

term differs per customer. When someone did not pay in time, finance will get a message and will 

arrange the payment.  

I: Do you ever experience delay caused by the transportation company? 
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E: Yes, sometimes a truck is too late. Sometimes the truck is on time at our warehouse, but then it 

gets stuck in a logistic center. This should be prevented, because Vaess gets a bad reputation caused 

by other companies. 

I: All the employees on this department are working parttime, how does the information transfer go 

between the different employees? Is this happening in an effective way? 

E: Everything within our department is on paper. In Exact it is not possible to add attachments to an 

order. After a day off, an employee must read all the mails and papers from the day before, this 

takes a lot of time.  

Interview 3: (planning department) 

I: How do you receive a new order? 

E: Previously, we received new orders on paper, but nowadays we receive those by Sumatra. 

I: What is the process for the purchasing of raw materials? Do you have a minimum level of stock for 

each raw material? Do you purchase raw materials for every order separately? 

E: As a planning department, we can continuously see the current level of the stock, which decreases 

by production. If the stock gets beneath a specific level, then it will be colored yellow, which gives 

the department a sign that they should reorder that raw material. It is still difficult to determine the 

most optimal way of ordering, regarding how many raw materials do you purchase at once and how 

often you order. At the moment, there is a minimum and maximum level for each raw material and 

the department tries to stay between those two. 

I: Does it appear that there are not enough raw materials to produce an order? What are the 

consequences of this? Do you extend the delivery term of 10 working days then? 

E: Yes, this happens. Firstly, we try to order extra raw materials as soon as possible. If those cannot 

arrive in time, we ask quality assurance if we can use an alternative raw material. If that is not 

possible, then we postpone the order and we ask customer sales to inform the customer about this.  

I: Regarding make-to-stock products, are those always in stock when an order comes in? Or do you 

sometimes still need to produce the products?  

E: It can happen that make-to-stock products are not in stock, then we inform customer sales about 

this, who can inform the customer. 

I: Do you plan new orders based on date (first arrived will be produced first) or is this happening 

based on urgency/size order/….? 

E: We plan orders in a time schedule of a week, which will be bonded on Thursday or Friday the 

week before. In the weekends, cleaning takes place. In the beginning of the week, all orders with 

clean production will be produced, the further in the week, the dirtier the orders become. 

I: How do you arrange transport?  

E: This is not done at our department. The customer sales department is taking care of the transport. 

I: If you are not able to live up to the delivery time of 10 working days (or 2 working days with make-

to-stock products), do you inform the customer then? Has this any other consequences? 
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E: If we cannot live up to the delivery time, we inform customer sales, and they inform the customer. 

The consequence is that this is not good for the relationship with the customer, so we have to 

prevent this as much as possible. 

I: How do you deal with delay at the production department? What are the consequences? 

E: Communication regarding delay is challenging at the moment. In most cases, the planning 

department gets noted about the delay at the daily meeting (13.00). So, they can start thinking 

about how to deal with the delay, only from 13.00 on, which is too late. In the ideal situation, they 

get noted about a delay right away.  

I: Do you receive a confirmation when the production is done? 

E: After production, a final check takes place in the lab. If this is all okay, we receive the packing slip, 

that is sort of a confirmation that the order is ready. 

I: Are there any other problems that you are experiencing within the order-to-cash process? 

E: Yes. Due to limited production capacity, it is sometimes hard to have make-to-stock products back 

in stock within 10 days after the last order. It would be good to know more about the needs of a 

customer. Sometimes we make sure that a product is in stock within 10 days, while the customer 

does not need it for a few more weeks. If we know things like this beforehand, we can base our 

planning on this information. 

Sometimes, there is a lot of delay because of raw material shortages, disturbances at production or 

employee shortages. Those factors can cause changes in the planning. Therefore, it would be better 

to refuse all urgency orders. This will result into less commotion at the production department and 

therefore people will make less mistakes. 

There are a lot of problems with the bagging line. Only one employee has knowledge about this line 

and there are a lot of crashes within this line. This causes delay. The communication about problems 

with this bagging line is poor. 

Before the production starts, there are order-pickers who pick all the necessary raw materials for 

that order. Sometimes it happens that one blender is ahead of planning and that the other one is 

behind. Order-pickers do not look at the current state of the planning, so that means that they also 

pick the raw materials for the blender that is behind planning. This results into one blender that 

cannot continue, because the raw materials have not been picked. There should be an overview for 

the order-pickers, so that they can anticipate on the current state of the planning. 

Another wish from our department, is to have someone at the production department who has an 

overview of everything that is happening and who can communicate with the planning department. 

We would also like to have sort of an overview or dashboard, where we can have insight into all 

steps within the production process (when raw materials for an order are being picked, when there 

is a crash at a machine and so on). 

Another wish is that the production form will be digital. Currently, they are on paper. After the lab, 

they come back to the planning department all dirty, whereby we cannot scan the production forms, 

but we have to insert them manual. 

I: What are the steps that take place when production is finished? 
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E: Firstly, the lab will check if the product is right (for example if the input of materials is equal to 

output). When this is good, planning will receive the production form, they will insert the data 

(which blender has been used, which employee produced the order, which date and time and so on). 

The planning than checks if scanning all the products went well in the system. If everything is fine, 

then the product can be sent to the customer. 

Interview 4: (production department) 

I: How do you receive the new week schedule? Digital or on paper? And what happens if the 

planning modifies (oral updates? new planning?)? 

E: We receive the production planning for the upcoming week every Thursday. Every day, there is a 

meeting at 13.00, with the planning department, the production department and with customer 

sales. There we inform each other about delays, and we can discuss how to change the planning 

when necessary.  

I: Do the order-pickers receive a separate planning (with which orders they have to pick today, so 

that production tomorrow morning can start directly)? 

E: No, they receive only the production planning and based on that planning, they have to make sure 

that the raw materials are always ready when production has to start. 

I: Before an order can be produced, you have to pick the raw materials for that order. Does this 

happen as soon as there is time, or do you try to pick the raw materials just before the start of 

production? Can it happen that not all raw materials are in stock? 

E: Rarely, earlier this happened, but at the moment we make a planning in advance, so we can make 

sure that enough raw materials will be ordered. 

I: After the raw materials have been picked, the mixing can start. Does it occur that the planning says 

start mixing, but that the raw materials are not there yet? Does delay occur at the mixing part?  

E: In the ideal situation, we pick the raw materials one day before the production. Unfortunately, 

this is not always possible.  

I: According to Quality Control, it sometimes occurs that mixing did not went well, for example 

because raw materials are missing, what is the cause of this? 

E: Everyone has a scanner, which shows which materials to pick for each order. However, sometimes 

people pick the wrong products. 

I: When the mixing part is done, do you bring the product then directly to the bagging line or is there 

time in between? Do you bring every product to the bagging line? Or is it done manually in some 

cases? Does the production department move the products or is logistics doing that? 

E: In the ideal situation there is time in between. If you start directly at the bagging line after mixing, 

then the quality control has not finished yet and it could be that you are putting a product into 

smaller bags, which is not mixed in the right way. Products that come from blenders 15 and 19 are 

going to the bagging line, but those from 16, 17 and 18 are done manually. The products are moved 

by the order-pickers, so that is the production department.  

I: When the product is finished at the bagging line, what are the next steps? Who puts the product at 

the right place in the warehouse and how do you know where to place the product? Are there 
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standard places for every product? Who brings the samples to Quality Control? Who receives the 

approval/disapproval of Quality Control? When do you take the samples out of the product?  

E: There is not a standard place for every product. However, while placing products, you have to 

think of products related to specific allergies, which cannot be placed next to each other. A wish is 

that there will be a system, which tells you where to place everything, considering the specific 

requirements. The production department brings the sample to Quality Control. When the control 

returns a disapproval, the product will be put into the blender again and other raw materials will be 

added.  

I: In general, when you are experiencing delay, what are the consequences? How do you 

communicate about this with other departments? What is the frequency of delay 

(daily/weekly/monthly)? What are the causes of delay (only unreliable machines and suppliers or are 

there more causes)?  

E: We discuss delay at the 13.00-meeting, because the planning department cannot see when this is 

happening. They can only see when you start with the production of an order. There are a lot of 

issues. Normally, the capacity is around 90-100 ton per week, now it is not even 85% of that. 

However, the account managers are selling around 100-110 ton per week, while we are producing 

only 60 ton. Therefore, it was impossible to keep up with the demand and we started to outsource 

the production partly. Now, we are trying to improve the intern production, to be able to produce 

everything by ourselves soon. 

I: Which parts of the production process require physical labor (mixing, bagging line)? Is this 

necessary or could this be arranged in another way? 

E: Pouring raw materials, dissecting bags with raw materials, shaking out bags with raw materials 

and bagging (only for specific blenders).  

I: What is your opinion about the communication between the different departments? What is going 

well and what needs improvement? What are your wishes/needs? 

E: Structure and communication in general. The daily meeting at 13.00 brings already more 

structure. Because of the higher pressure due to capacity shortages, there is even less 

communication than before.  

Interview 5: (logistics department) 

I: If raw materials will be delivered by a supplier, do you take care of bringing them to the right 

place? What happens if they deliver less than ordered or when they do not deliver anything?  

E: Yes, we arrange the arrival of raw materials. When we receive less products than ordered, we do 

nothing. When the delivered products are damaged, we send a message to the lab.  

I: Before the production can start, all the raw materials must be picked. Is that done by your 

department or by production? 

E: The production department takes care of that.  

I: What happens when the production is finished? Who brings the end products to the warehouse?  

E: The end products are brought to the warehouse by the production department. Then we (logistics 

department) will take care of bringing it to the right place.  
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I: What happens when a ruck arrives too late or not at all? Does this happen a lot? 

E: Yes, this happens, and it is very difficult due to a lack of space. We cannot really do anything about 

it, so we just wait for the truck. 

I: With which departments do you communicate about the order-to-cash process mostly? 

E: Actually, with a lot of departments, but mostly with planning about incoming raw materials. 

I: What happens with make-to-stock products? Do you receive a direct message from customer sales 

and how does this process go? 

E: Yes, we receive the complete order, we print the order and then we get a label. One day before 

the truck arrives, we pick the correct products for the order. 

I: Are there any other problems that you are experiencing? 

E: The communication is poor. There is always a lack of space in the warehouse. Sometimes the 

planning department orders too many raw materials, which do not all fit. People are worrying too 

much about each other and they do not admit their mistakes.  

I: What are the consequences for your department if things change at the production department 

(delay, urgency order, and so on)?  

E: The lab needs to carry out a quality control. Sometimes, the truck is already there, but the check 

has not been done. Then the driver has to wait, which is something that we have to be more aware 

of.  

Interview 6: (Quality Control/Quality Insurance department) 

I: What happens when raw materials will be delivered? 

E: The logistics department receives the raw materials and places them at the right place in the 

warehouse. They give a signal to us (Quality Control) about the arrival of the raw materials, and they 

give us a raw material control form. Then we will check the product, batch number, best before 

date, date of arrival and rspo. If it is necessary, we request a certificate of analysis at the supplier. 

We store the samples and we put the data into Excel and Exact. 

I: What happens when the production of a product is finished? 

E: After production, we receive a production form and two samples of the production department. 

We check first if everything on the form is correct. After that, we check which analyses are necessary 

and then we carry those out. If the checks analyses are not correct, we ask for new samples and 

check again. If it is correct, then we can ship the order. If it is not correct, then we discuss with the 

production department.  
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Appendix B: Credit limit overview 
Debtors with a sufficient credit limit: 

 

 

 

 

 

 

 

Debtors with no sales the past 15 months: 
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Debtors within the category self-assessment and with a needed credit limit < €20.000: 
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Debtors without self-assessment, but with a needed credit limit < €20.000: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Debtors with a needed credit limit > €20.000: 
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Debtors from which data is missing: 
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Appendix C: Credit limit document (for employees) 

Credit limit process 
Vaess – Dutch Food Engineers  

 

 

Process credit limits: 

- Request for credit limit 

- Change of existent credit limits 

- Monitoring of existent credit limits within the credit insurance 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Vaessen-Schoemaker B.V. 
Dutch Food Engineers 
Munsterstraat 22 
7418 EV Deventer 
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Request for credit limit 

 

Explanation: 

For every new customer, it is important to set the height for a credit limit. The first step is that the 

customer information will be send to Finance, who sends this information afterwards to the Director 

Finance. Next, the Director Finance will calculate the needed credit limit for the customer. This will 

be done based on the expected turnover (per month) and the payment term. 

After that, there will be looked at the country where the customer is located. When this country 

belongs to the category self-assessment8, there must be checked if the needed credit limit ≤ 

€20.000. When this is the case, there will be looked at the creditworthiness of the customer in 

Creditsafe. When this is larger than or equal to €20.000, than finance will be requested to import the 

limit in Exact. 

When the creditworthiness in Creditsafe is smaller than €20.000, than there will be looked if this 

value is higher or lower than the needed credit limit. In case it is higher, than the creditworthiness 

from Creditsafe will be applied in Exact. In case is it lower, than there will be considered if it is a 

 
8 Austria, Belgium, Switzerland, Germany, Denmark, Finland, France, United Kingdom, Ireland, Liechtenstein, 
Luxembourg, Norway, Sweden, Netherlands 
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justified risk to use the needed limit anyway.  When this cannot be seen as a justified risk, then the 

creditworthiness from Creditsafe will be imported in Exact. 

When a company does not belong to the category self-assessment or when the needed credit limit > 

€20.000, then the needed credit limit will by requested at Euler Hermes. Next, this limit will be 

accepted in all cases9. Afterwards, there will be looked if this limit is larger or smaller than the 

needed credit limit. In case it is larger or equal to the needed credit limit, Finance will be requested 

to insert this limit in Exact. In case it is smaller than the needed credit limit, there will be considered 

if it is a justified risk to use the needed limit anyway10. If this is not a justified risk, then the credit 

limit from Euler Hermes will be inserted in Exact by Finance. 

Monitoring credit limits

 
Explanation: 

For every order that exceeds the credit limit, there must be considered if the risk on debtor loss can 

be taken. If an order exceeds the limit, an Customer Sales employee can firstly check if this 

exceeding is smaller than €2500. If this is the case, then the employee is allowed to increase the 

credit limit in Exact with €2500.  

 
9 This will be done, because of the minimum insurance premium, which has not been reached yet.  
10 For this consideration, there can be looked at the payment history of the customer and at the 
creditworthiness in Creditsafe. 
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When the exceeding is larger than €2500, the assistant controller will be asked to assess the risk. 

Firstly, he will check if the payment term is already expired. If this is not the case, he will increase the 

current credit limit. If this is the case, then it has to be considered if it is an justified risk, based on: 

- A difference between creditworthiness in Creditsafe and Euler Hermes 

- Payment history of the specific customer 

If there will be decided that it is a justified risk, then he will increase the credit limit with the needed 

amount. If it is not a justified risk, he will request Customer Sales to reject the order, until 

outstanding bills have been paid. 

One important aspect within this process, is the fact that modified credit limits must be set back to 

the limit of Euler Hermes, after an order has been placed. Therefore, if a credit limit must be 

increased temporarily, it will be set to €999.999. Every week, a rapport must be made, which makes 

it visible for which debtors the limit is equal to €999.999 in Exact. The finance department will 

receive this rapport weekly, and they can set the credit limits back to their original value. In this way, 

it is not possible to transgress the credit limit repeatedly, without considering the risks. 
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Appendix D: KPI dashboard 


