
Driving dramatic reduction in new  
product development time to gain  
top market position

COMPANY OVERVIEW

With around 400 employees, the Exceldor cooperative is a 

leading poultry producer in Canada. It processes and mar-

kets poultry food products with a commitment to meeting 

the highest standards of food quality and safety.

INITIATIVE OVERVIEW

Fierce competitive market conditions required Exceldor to 

adjust to fast-changing consumer demands and to speed up 

the development and marketing of new products. 

This is the reason behind Exceldor’s strategic ‘Evolution’  

initiative, which was aimed to transform business process-

es and governance to make them more efficient and more 

nimble. The end goal was to get better products to market 

faster and ultimately, to turn product innovation into a com-

petitive advantage for the cooperative.
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Project management was a key aspect of this transforma-

tion effort. At the request of upper management, a multi-

disciplinary task force worked for over a year to devise a 

consistent project management process. To ensure timely 

implementation, this new methodology needed the support 

of a project portfolio management tool to support the spe-

cific requirements of product development.

With idea management and prioritization 
at the push of a button, the software has 
significantly improved project selection. 
Altogether, Exceldor has achieved a 20% 

increase in project success rate.
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BUSINESS DRIVERS & REQUIREMENTS

IMPROVED STRATEGIC ALIGNMENT TO SUPPORT EXCEL-

DOR’S MARKET EXPANSION

Without a control tower to monitor and steer the portfolios, 

projects often failed to be properly documented; each ran 

its own particular course, with fluctuating goals that were 

sometimes disconnected from corporate strategy. A key 

ambition of the transformation initiative was to introduce 

strategic alignment into projects and portfolios by anchor-

ing them to strategic objectives.

This was particularly critical for new product development 

projects, which had to be driven by a well-defined product 

strategy with a focus on customer experience and rapid  

innovation. To meet Exceldor’s business objectives the team 

was required to switch from reactive to proactive project 

management.

REAL-TIME VISIBILITY OVER DATA TO DRIVE ORGANIZA-

TIONAL PERFORMANCE

The method and process overhaul as part of the ‘Evolution’ 

initiative was primarily designed to boost efficiency and  

performance at the scale of the organization. No fewer than 

28 business processes - related to new product develop-

ment as well as operational projects - were earmarked to be  

clarified, simplified, and improved.

Such an effort required the support of quality data. Exceldor 

used to manage and track projects with an array of shared 

documents and spreadsheets, which would pass from one 

user to another and back, forking into multiple different  

versions as they went. The company needed a central repo- 

sitory to consolidate reliable and up-to-date information to  

facilitate proper decision-making.

ENHANCED VISIBILITY OVER RESOURCES

Getting an understanding  of ‘who is doing what at what time’ 

was particularly challenging. Exceldor needed to improve 

visibility over its resources in order to better manage and  

enhance overall capacity. 

The lack of a global picture of planning and activities across 

departments also made it harder for teams to work togeth-

er and to understand their responsibilities and role in the 

global process.

SCIFORMA SOLUTION
CRITICAL CAPABILITIES

Idea and Demand Management

Project Planning and Management

Project and Portfolio Reporting and Dashboards

Collaborative Work Management

TECHNICAL CONSIDERATIONS

A tailor-made configuration designed to match the organi-
zation’s needs and to grow and mature alongside its man-
agement process.

SERVICES

Training

Support for Implementation and Integration

RÉJEAN DROUIN 
Innovation & Development Director

I do believe that a good tool is 
indispensable to a company with a vision 

to achieve leadership in new product 
development. 

“ “



REALIZED BENEFITS & NEXT STEPS

IMPROVED STRATEGIC ALIGNMENT

While refining its process, Exceldor also conducted an ana- 
lysis of the PPM tool market that led to the acquisition of 
Sciforma. The solution was deployed in the fall of 2019. 

With idea management and prioritization at the push of 
a button, the software has significantly improved project  
selection.

Additionally, executive reporting has become faster, simpler, 
more accurate and more insightful. Exceldor took advan-
tage of the tool’s configurability to develop its own features, 
including a dashboard providing a comprehensive view of 
project life cycle comparing actuals against estimates.

Similarly, a Status Overview consolidating all projects within 
a portfolio helps assess its internal consistency as well as 
its strategic alignment at a glance. This makes it possible to 
view and react to the connections between projects, port- 
folios, and strategic directions. At the end of the day,Exceldor 
 is gaining the ability to steer its projects towards its strate-
gic business objective: to be first to market.

CLEAR, SHARED, AND ACTIONABLE DATA AS A PRODUCTIV-
ITY BOOSTER

Sciforma has automated the data collection and reporting 
tasks that used to be performed manually by project teams. 
All in all, the tool has provided significant productivity gains. 
Clear and smart dashboards, templates facilitating project 
creation, and other user-friendly features have freed up 

valuable time for users, while also making project manage-
ment more thorough and insightful.

By giving access to the resources’ schedules and availability, 
the shared tool is also improving collaboration across teams 
and departments - including between new product develop-
ment and sales/marketing.

PROCESS AND RESOURCE EFFICIENCY

From the get-go, Sciforma has provided enhanced visibility 
into ongoing work and project progress. In fact, the solution 
gave body to Exceldor’s newly-defined project management 
process. Based on gates - decision points where a dedicat-
ed committee assesses whether a project is ready to move 
on to its next phase - this new process has boosted the  
effectiveness and precision of task and project management.  
Altogether, Exceldor has achieved a 20% increase in pro-
ject success rate.

Additionally, a consolidated planning process that allows 
them to easily view and manage resource availability has 
improved utilization by 15%, while facilitating project  
financial tracking.

EXCELDOR’S ADVICE FOR INDUSTRY PEERS 

Start the journey by defining clear goals, along with ways to 
measure the progress made against them.

Make sure to retain upper management’s support: actively 
serve their agenda and keep them updated on progress and 
new developments.

Never lose sight of the ultimate purpose of project man-
agement tools or processes. In this case, it’s been all about 
nurturing a strong brand and bringing great experience to  
consumers.

Awe-inspiring numbers:

increase in on time delivery rate
reduction in average project cycle time

decrease in time spent on non value-added 
tasks

75%
35%
50%



À PROPOS DE SCIFORMA

Sciforma is an award-winning provider of portfolio and 
project management software. Over 3,000 customers and 
300,000 users in all industries around the world use Sciforma 
to achieve profitable growth and strategic objectives 
through more efficient and effective management of project 
resources.

Sciforma focuses on serving Enterprise PMOs within midsize 
and large enterprises. It succeeds by providing a flexible 
platform for managing multiple project environments 
including IT, NPD/R&D, professional services and public sector, 
and functional scalability to accommodate various maturity 
levels. The company differentiates itself by providing the 
optimal balance of usability and robust functionality, as well 
as project team and executive-level portfolio management 
for organization looking for a growth path. Key customer 
partners include Boeing, Deutsche Telekom, EADS, Netgear, 
NXP, and T-Systems.

Sciforma is headquartered in France and has offices in all 
geographic regions including North America, EMEA and Asia-
Pacific, as well as a global distributor network. The service is 
available in seven languages.

ABOUT SCIFORMA

This document, as well as the software described in it, is furnished under license and may only be used or copied in accordance with the terms of such license. The information in this document is furnished for informational use only, 
is subject to change without notice, and should not be construed as a commitment by Sciforma. Sciforma assumes no responsibility or liability for any errors or inaccuracies that may appear in this document. No part of it may be 
reproduced or transmitted, in any form or by any means without the prior written permission of Sciforma. Copyright © 2018.

www.sciforma.com • 1-800-533-9876 • sales@sciforma.com

Completely Scalable. Schedule your demo today.

Sciforma office

Authorized distributor

Local partner


