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Target
Implementation and management of an integrated Demand & 
Supply Planning Process in a complex supply and 
organizational network

2



319-Nov-2019 / Ch. Jahn

Complexity within Supply (illustrative)
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Complexity within Organisation (illustrativ)

Global Supply / Operations
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Business 1
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Order 
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The integrated S&OP Cycle – in general

QUARTER MONTH

Strategic 
Portfolio 

Planning & 
Business-
strategy

Demand 
Planning, PLCM 

Review & 
Decision

Escalation & 
Review long-term 

Gaps:
Strategy & Budget 

Impact?

Demand 
Netting with 
Supply Chain 
Inventory & 
Handover

Capacity-
& Supply 
Planning, 
Review & 
Decision

Reconciliation 
short-term 

Gaps: 
Prioritization & 

Allocation?

Reference: Sales & Operations Planning – T. F. Wallace / R. A. Stahl
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The S&OP Result
“Handshake Demand & Supply”

Supply Planning

(1) Portfolio 
Management

•Strategy

•Roadmap

•Product Development

•Phase Out

•Escalation

•3-5 years

(2) Demand 
Review

•Demand

•Inventory

•Portfolio Mgmt

•24 months (4) Supply Review

•Supply vs. Demand

•Capacity decisions

•Future investments

•Future footprint

•SP approval

•24 months

(5) Reconciliation

•Supply issues

•Brand view

•Escalation

•6 months

Portfolio Management Demand Planning

(6) Executive 
Review

•Supply information

•Review gaps

•Resolve escalations

•Contingency plans

•Market allocation 
decisions

(3) Net 
Requirement 

Review

•Demand changes

•Events / Launches

•Portfolio Mgmt plan

•Critical supply list

Sales & Operations Execution (S&OE)

Commercial Operations

Reference: Sales & Operations Planning – T. F. Wallace / R. A. Stahl
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Best Practice 
Approach

 Framework

 Organizational set up

 Capabilities

 Transparency via KPIs
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The S&OP Framework
Capabilities, Processes & Tools

Business Strategy Supply Chain Strategy

Organizational
Structure

Job Profiles/
Career Paths

Competence Map
& Assessment

Learning
Program

CRM/
Forecasting

ERP Platform/
Interfaces

MRP
Advanced
Analytics

KPIs &
Reporting

Demand
Planning

Net Requirement
Planning

Supply
Planning

Safety Stock
Planning

Capacity
Planning

Product Life
Cycle Management

Executive
Demand Review

Executive
Supply Review

Network
Planning & Design

Demand & Supply
Execution

Inventory
Management

Logistic
Management

Customer Service

Strategy
Alignment

Foundation

Enhancement

Transform

Execution & 
Performance
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Die Organizational Structure …

Global Operations

Region US

Location 1

Location 2

Location 3

Location …

Region Europe

Location 20

Location 21 

Location 22

Location …

Region Asia

Location …

Location 40

Commercial

Business 1

Sales Area 1 Sales Area 2

Com. Ops Leader

Sales

Marketing

R&D

Finance

Sales Area 3

Global Operations

Com. Ops 
Leader

Com. Ops 
Leader

Plant Manager

Location 1

Plant Manager

Location 22

Leader Finance

Leader Quality

Leader S&OP

Com. Ops 
Leader

… and its Empowerment are critical for success!
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The Executive Demand Review …

… is done with Commercial Leadership Team!
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Planungs-Review und -Handshake

Region 1

Total

Product Group 1 No NRP Data in last Cycle?!

Product Group 2 Confirm NRP increase

NRP Review Selling Division (NR Group)

Net Requirement Review
Cell Capacity Group Aug. 19 Sep. 19 Okt. 19 Nov. 19 Dez. 19 Jan. 20 Feb. 20 Mrz. 20 Apr. 20 Mai. 20 Jun. 20 Jul. 20 Feb. 19 Mrz. 19 Apr. 19 Mai. 19 Jun. 19 Jul. 19

Plates Group 1 775 775 853 775 620 775 775 853 775 698 775 853 585 601 470 951 476 516

Plates Group 2 13.960 13.960 15.355 13.262 10.609 13.262 13.262 14.588 13.262 11.935 13.262 14.588 15.700 13.171 13.194 11.607 14.237 15.848

Plates Group 3 7.067 7.067 7.773 8.063 6.451 8.063 8.063 8.870 8.063 7.257 8.063 8.870 5.798 7.199 6.044 5.612 8.686 9.060

Plates Group 4 8.189 8.189 9.008 8.826 7.061 8.826 8.826 9.709 8.826 7.944 8.826 9.709 9.318 9.464 7.094 7.455 7.781 8.021

Plates Group 5 16.842 16.842 18.526 17.421 13.937 17.421 17.421 19.163 17.421 15.679 17.421 19.163 12.275 16.335 16.309 15.206 16.566 24.362

Plates Group 6 621 621 683 786 629 786 786 865 786 708 786 865 726 610 626 951 512 303

Plates Group 7 606 606 667 1.139 911 1.139 1.139 1.252 1.139 1.025 1.139 1.252 1.671 789 414 207 185 371

Plates Group 8 651 651 716 751 600 751 751 826 751 676 751 826 382 643 534 724 599 1.025

Plates Group 9 800 800 800 800 800 800 800 800 800 800 800 800 297 1.215 633 0 0 693

Plates Group 10 106 106 117 106 85 106 106 117 106 96 106 117 0 45 20 161 0 82

500_CMF Total 49.511 49.511 54.382 51.823 41.618 51.823 51.823 56.925 51.823 46.721 51.823 56.925 46.752 50.027 45.318 42.713 49.042 60.199

500_TRM Total 36.432 38.432 42.075 41.432 33.945 41.432 41.432 45.175 41.432 38.688 42.432 46.175 37.360 32.230 31.863 34.756 26.435 27.767

Cell Capacity Group Aug. 19 Sep. 19 Okt. 19 Nov. 19 Dez. 19 Jan. 20 Feb. 20 Mrz. 20 Apr. 20 Mai. 20 Jun. 20 Jul. 20 Aug. 19 Sep. 19 Okt. 19 Nov. 19 Dez. 19 Jan. 20 Feb. 20 Mrz. 20 Apr. 20 Mai. 20 Jun. 20 Jul. 20

Plates Group 1 770 610 716 616 621 666 636 719 666 776 718 696 578 778 791 862 775 773 846 848 864 738 769 764

Plates Group 2 15.073 12.422 14.984 13.255 13.275 14.297 13.141 15.253 14.967 14.663 16.081 15.756 9.226 11.795 13.308 13.990 11.609 11.043 12.660 12.776 11.252 8.068 6.292 6.079

Plates Group 3 7.258 6.607 6.870 6.750 7.194 8.141 6.458 7.272 8.756 7.728 8.957 8.950 6.398 7.470 9.000 10.071 10.214 10.029 10.608 10.284 10.346 10.164 9.868 10.166

Plates Group 4 9.386 7.652 8.444 7.810 8.274 9.215 8.490 9.052 9.608 9.329 10.862 9.086 5.757 6.915 9.006 11.175 10.686 11.506 13.363 14.842 15.282 14.575 13.563 15.129

Plates Group 5 16.193 15.769 14.817 15.262 13.174 16.481 15.645 17.620 17.540 16.752 16.662 20.382 7.458 9.071 13.998 16.149 15.811 16.069 16.376 16.076 16.547 16.101 16.104 15.946

Plates Group 6 502 392 364 360 394 148 141 128 195 129 129 118 906 1.224 1.398 1.364 1.425 1.421 1.414 1.430 1.415 1.430 1.405 1.421

Plates Group 7 2 0 5 0 0 0 0 0 0 5 0 1 2.532 2.542 2.591 4.637 4.637 4.637 4.637 4.637 4.637 4.637 4.637 4.637

Plates Group 8 785 708 658 584 556 620 576 629 669 690 813 775 148 110 167 378 412 602 696 657 658 668 680 715

Plates Group 9 699 777 777 777 777 777 777 777 777 777 777 777 11 184 357 230 353 276 449 322 495 418 591 464

Plates Group 10 85 21 9 5 38 16 14 46 33 67 39 22 524 502 493 488 450 434 420 374 341 274 239 217

500_CMF Total 50.668 44.937 47.635 45.414 44.265 50.345 45.864 51.450 53.178 50.849 54.999 56.541 33.014 40.089 50.616 58.856 55.922 56.356 61.049 61.872 61.496 56.799 53.909 55.321

500_TRM Total 29.841 26.319 32.214 40.858 29.645 33.753 42.936 33.662 32.895 33.674 31.553 32.922 25.736 30.757 32.816 24.274 26.753 29.948 22.716 25.726 27.058 28.884 31.396 34.153

Cell Capacity Group Aug. 19 Sep. 19 Okt. 19 Nov. 19 Dez. 19 Jan. 20 Feb. 20 Mrz. 20 Apr. 20 Mai. 20 Jun. 20 Jul. 20 Aug. 19 Sep. 19 Okt. 19 Nov. 19 Dez. 19 Jan. 20 Feb. 20 Mrz. 20 Apr. 20 Mai. 20 Jun. 20 Jul. 20

Plates Group 1 1.171 902 801 680 622 750 715 740 685 777 855 800 903 810 729 687 534 664 709 721 682 650 749 691

Plates Group 2 29.572 27.723 27.542 24.352 23.639 26.969 26.369 26.829 26.439 27.626 32.185 33.611 14.283 14.991 16.497 13.937 10.894 13.731 14.758 15.369 13.443 11.479 14.305 15.543

Plates Group 3 10.781 10.693 9.848 8.194 7.573 8.345 6.805 7.022 8.805 7.697 9.110 9.378 6.734 7.679 8.400 7.821 7.337 7.956 7.037 6.948 8.818 7.546 8.661 9.248

Plates Group 4 18.548 17.479 17.016 14.283 12.584 13.940 12.510 11.270 10.397 9.701 11.861 11.094 8.667 8.810 10.535 9.979 7.785 10.035 10.347 10.531 10.048 8.622 9.850 10.652

Plates Group 5 25.568 24.704 22.143 17.663 13.417 17.072 15.965 17.621 17.847 16.575 16.935 20.638 16.643 17.382 19.744 17.413 12.836 16.739 15.952 17.320 18.011 16.306 16.665 20.224

Plates Group 6 1.151 952 582 388 454 178 175 169 220 169 154 168 567 710 538 326 455 144 134 144 180 144 104 134

Plates Group 7 1.264 1.261 1.256 1.215 187 187 187 187 187 192 187 188 3 10 54 2.046 0 0 0 0 0 5 0 1

Plates Group 8 1.238 1.235 1.223 1.096 858 886 649 608 687 707 820 776 711 670 715 795 590 810 670 590 670 700 825 810

Plates Group 9 2.201 2.341 2.168 1.995 2.122 1.999 2.076 1.903 2.030 1.857 1.934 1.761 637 950 950 650 900 700 950 650 950 700 950 650

Plates Group 10 357 369 376 380 399 411 417 459 492 559 599 616 10 0 0 0 0 0 0 0 0 0 5 0

500_CMF Total 91.495 87.290 82.579 69.867 61.456 70.326 65.451 66.350 67.297 65.301 74.042 78.414 49.148 52.012 58.162 53.654 41.331 50.779 50.557 52.273 52.802 46.152 52.109 57.953

500_TRM Total 39.426 41.526 43.236 47.050 44.269 45.742 51.675 49.671 46.063 45.487 41.539 40.329 25.697 31.341 34.272 32.316 32.125 36.947 35.704 36.672 34.227 35.500 34.065 35.679

Demonstrated Capacity
Max. Capacity

951

Capacity Planning
Avg. Capacity

600

13.960

7.067

8.189

16.842

621

606

651

1.671

850

49.009 58.010

31.735 43.840

1.215473

51 161

15.848

9.060

9.464

18.000

951

Supply Plan - constrained (Units)

Inventory (Units)Demand Plan (Units)

Supply Plan - unconstrained (Units)  = Capacity Required

Supply Plan Handover

➢ Same Data, but 2 Views
(1) Product- / Demand-Planning Groups
(2) Capacity- / Supply-Planning Groups
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The Executive Supply Review …

1
2

3 4
5

(1) KPI Summary
(2) Forecast Trend / Veränderung
(3) Financial Alignment
(4) Gaps, Diskussion, Entscheidung
(5) Dokumentation & Tracking

… is done with Operations Leadership Team!
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Capacity Planning (3-6 months)

(1) Value Stream based
(2) 3+ Years into the future
(3) Bottleneck management and 

Investment planning
(4) Business Plan/ Budget Input

and Management Approval

1 2

3
4
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. .

. .

. .

WoS new (Based 

on actual sales)

WoS Diff (Based 

on actual sales)

WoS new (Based 

on forecast)

WoS Diff (Based on 

forecast)
Lot Size /2 Lot Size $ / 2

A Unit 1 Process 1 Product Description 1 6,71$                     28.476 A X AX 98 25.758,2 284,3 24.601,0 100% 1 1,00 28.476 26.008 941 22.885 28.476 191.013$             165.020$            174.458$            153.507$            -$37.506 $0 3,8 -0,9 4,0 -1,0 1 $3

B Unit 1 Process 2 Product Description 2 1.980,31$            52 A X AX 98 31,0 4,1 37,8 100% 1 1,00 52 20 15 35 52 102.976$             74.922$              39.606$               69.695$              -$33.282 $0 4,9 -2,3 4,0 -1,9 1 $990

C Unit 2 Process 20 Product Description 3 282,27$                0 A Y AY 98 125,7 43,6 253,3 100% 1 1,00 0 247 99 236 0 -$                      71.508$              69.721$               66.519$              $66.519 $0 8,1 8,1 4,0 4,0 1 $141

D Unit 2 Process 15 Product Description 4 7,04$                     11.118 A X AX 98 9.193,5 186,5 8.799,3 122% 1 1,22 11.118 8.464 548 8.185 11.118 78.326$                61.991$              59.628$               57.666$              -$20.660 $0 3,8 -1,4 4,0 -1,4 1 $4

E Unit 3 Process 25 Product Description 5 451,89$                178 A Z AZ 98 23,2 53,4 128,7 150% 1 1,50 178 24 157 266 178 80.604$                58.143$              10.845$               119.976$            $39.372 $0 49,3 16,2 8,9 2,9 1 $226

New Target 

stock in $

Production 

Line ABC 
(COGs $)

 XYZ (CV 

of Fc 

Error)

Target 

Service 

Level

 ( % )

                                

Supply level                                    

Business 

Unit

Outcome
Current

Safety

Stock 

Target

(units)

Calculated

Safety

Stock

(APICS)

Current

Stock On 

Hand

(units)

Calculated 

override 

factor

Final Safety 

Stock Target 

(units)

Overrides
Avg Cycle 

Stock PcsSKU Final 

ABC 

value

Segmentation SPA % Uplift 

Factor             
(Only used if 

supply LT 

variability is NOT 

avail)

Demand Variability
Actual average 

monthly

Demand - Past 6 

mths

Description
Standard

Cost

( USD)

Current 

Safety Stock 

Qty

Avg Cycle 

Stock $Avg Fcst Error 

units last 6 

months

Forecasted

average 

monthly 

Demand - next 

6 mths

Weeks of sales
( on actual)

Weeks of sales
( on forecast)

Financials (on calculated Safety Stock )

 Current Safety 

Stock Target 

(units)

Current Safety 

Stock Tartget in 

$

Forecasted 

monthly COGS 

$

Safety stock 

target 

difference in $

Override $ 

Value

Inventory On 

Hand $

ADD DATA
CLEAR 

DATA from 

Safety Stock Review (6 months)

Active ( Y/N ) :

Segment Name :

Correction

Factor
List setting

Correction

Factor
List setting

Correction

Factor
List setting

Correction

Factor
List setting

Correction

Factor
List setting

1,1 HIGH 1,1 HIGH 1,1 HIGH 1,1 HIGH
Looked up 

per item
High

1 MEDIUM 1 MEDIUM 1
MEDIU

M
1 MEDIUM

Looked up 

per item
Medium

0,9 LOW 0,9 LOW 0,9 LOW 0,9 LOW
Looked up 

per item
Low

4

26

1
4.3 wks is 1 

month

What is the MIN allowable safety stock 

target per sku (in weeks of forecast)

What is the MAX allowable safety stock 

target per sku (in weeks of forecast)

What additional inventory is required to 

cover planning or scheduling uncertainty  

(in WEEKS of forecast) 

4.3 wks is 1 

month

52 wks is 1 

year

Segment listing
Please Select

Product Life Cycle

Forecast Bias

Market Info

Seasonality

Capital item
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Supply Variability

YES YESNONOYES

Product Life Cycle Forecast Bias Seasonality Capital item

Back to Calculation 
sheet

Description ABC-XYZ
Service level

target  (%)

(A) 80% GOGs:    (X) High Predictable AX 98

                              (Y) Moderate Predictable AY 98

                              (Z) Low Predictable AZ 98

(B) 16% GOGs:    (X) High Predictable BX 98

                              (Y) Moderate Predictable BY 98

                              (Z) Low Predictable BZ 98

(C)   4% GOGs:    (X) High Predictable CX 98

                              (Y) Moderate Predictable CY 98

                              (Z) Low Predictable CZ 98

Weighted SL target % (units) 98,0

Previous safety stock value $ $3.755.654

New safety stock value $ $4.724.573

Change in Safety Stock $ $968.919

CoV of Forecast Error = Std Dev of Monthly Fc Error / Average Monthly Demand

(X)   CoV of Forecast Error <   0,25

(Y)   CoV of Forecast error is 0,25 to 0,75

(Z)   CoV of Forecast Error >  0,75

Monthly 
Spend

Demand
Variability

(1) ABC / XYZ Segmentation and
Service Level Targets

(2) PLC / Forecast Parameter
(3) Standardized Calculation
(4) Management Approval

1

2

3

4
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KPIs & Reporting …

Demand Planning 
Accuracy

NRP Accuracy

Business Performance 

… supports the Supply Chain Transparency,
Management Decisions and Change Management!

Execution
Performance
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Demand & Supply Planning (S&OP)
Summary

➢ A true S&OP Cycle is a real value add

➢ Alignment with Company Strategy and Customer Focus is key for success

➢ Long term Change Management for the whole organization

➢ Senior Management support is decisive for success

➢ Development of the „House of Capabilities & Tools“ suitable to the company

➢ Integration in or Replacement of existing Decision-making processes is needed
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Author
Introduction summary
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