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Quick Guide
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• How did we do? 

• Are we hitting plan?

• What is working?

• What isn’t working?

• How can we do more of what is working?

• How to fix what isn’t working?

• What did we learn? 

OTB
• A financial budget for retail merchandise planners; a plan that takes into 

account your projected sales, markdowns, receipts, inventory and transfers 
to forecast your inventory levels and to inform your purchasing plans for 
future buys.

• OTB is a method to help retailers strike a balance between stocking enough 
inventory to meet customer demand while avoiding excess stock that can 
lead to financial losses and inefficiencies.

• OTB = Open to Buy 

Standard Questions



How did we do?
What were last month’s total sales?

How are sales performing QTD & YTD?

How did sales perform to LY, 2LY & 4LY?
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Practice: Sales
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NOTES



Are we hitting 
sales plan?

How did sales perform to CP?

How did sales perform to OP?

5 Optimizing Inventory with Open to Buy



Sales Plans

OP: ORIGINAL PLAN
Quarterly plan set at the time the buy is placed, 
9 months before start of quarter

CP: CURRENT PLAN
Quarterly plan set just prior to the start                            
of a new quarter
Most important plan to achieve

RP: REVISED PLAN
Monthly plan set after each OTB meeting

WP: WORKING PLAN
Changed weekly, this plan becomes the RP post-OTB
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Practice: Plan
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NOTES



Are we hitting 
inventory plan?

What is our WP S/S?

How is S/S performing to RP, CP, OP?

What is our WP Total EOP?

How is EOP performing to RP, CP, OP?
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Practice: Inventory
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What is 
working?

What products are overperforming?

Where are we winning?
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Practice: Wins
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NOTES



What isn’t 
working?

What products are underperforming?

What are our misses?
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Practice: Misses
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NOTES



How can we do 
more of what 
is working?
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Proactive Actions

15 Optimizing Inventory with Open to Buy

• Air product

• Chase receipts to restock promptly

• Check for similar items in stock

• Increase replenishment quantities to stores

• Expand distribution or lifecycle

• Optimize inventory allocation

• Explore inter-DC product transfers

• Change destination DC for pending receipts



How can we 
fix what
isn’t working?
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Corrective Actions
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• Ensure all receipts are on ocean

• Request vendors hold receipts

• Cancel receipts & use better styles

• Optimize inventory allocation

• Adjust replenishment strategy

• Evaluate need for markdowns

• Explore support from other markets

• Consider exclusive e-commerce availability



What did we learn?

How can data insights optimize future product purchases?

What key takeaways can inform decisions 
for the next buying cycle?
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Explore the original reports we worked from in our 
practice questions to deepen your understanding and 
expand your knowledge.

OTB
• Men’s 2nd Layers Omni

• Men’s 2nd Layers Retail
• Men’s 2nd Layers Ecomm

Attribute Report
• Men’s Week 24 2023
• Men’s 2nd Layers Week 24 2023 

Reference Reports
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OTB Report
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OTB Report
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OTB Report
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Attribute Report
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Attribute Report



Practice: Sales 
• What was the WP Tot $ for June?

       Answer: 9,967
• What was the June WP Tot Sls Build?
       Answer: 1.26

• What was June Tot Var % to LY, 2LY & 4LY?
       Answer: 44.5%, 89.8%, 307.3%
• Which channel had the higher Tot Var % to LY in June?

       Answer: Ecomm growth to LY was 46.3%. Retail growth to LY was 43.3%

Practice: Plan
• What were WP TOT $ for Q2?
       Answer: 23.351
• What was our Q2 CP TOT $ Plan?

       Answer: 21.538 
• What was our Q2 OP TOT $ Plan?
       Answer: 21.265 

• How much did we beat Q2 CP by and by what %?
       Answer: 1.813, 8.4%.

Answer Key
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Practice: Inventory
• What WP EOP $ are we ending Q4 on?

       Answer: 81.607 
• How much lower is WP EOP $ to RP?
       Answer: 5.553 

• What is the WP EOP $ variance % to LY?
       Answer: -30.7%
• What is the WP S/S for Q4?

       Answer: 10.9
• What is the next lowest historical Q4 S/S?
       Answer: 11.7 

Practice: Wins
• Which 3 styles beat CP significantly?

       Answer: X Half Zip, X Blazer, X Full-Zip Hoodie
• Which of these styles also have high QTD Reg Var %?
       Answer: X Blazer at 236%

• Which of these also have low TY TOT SS?
       Answer: X Blazer, 10
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Answer Key



Practice: Misses
• Which 3 styles missed CP significantly?

       Answer: X Long Sleeve Crew, Lightweight Knit Long Sleeve               
       Polo Shirt, X Hoodie 
• Which of these styles also have low QTD Reg Var %?

       Answer: X LS Crew 36%, Lightweight Knit LS Polo- no data,      
      X Hoodie 50%
• Which of these also have high TY TOT SS?

       Answer: X LS Crew at 2034

27 Optimizing Inventory with Open to Buy

Answer Key
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