
1

Planning to Performance:
ENABLING END-TO-END SUPPLY CHAIN TRANSFORMATION 
THROUGH ORCHESTRATION

MIEBACH WHITEPAPER 2026 



2

Contents 

Introduction....................................................................................................................................................4
Executive Summary.........................................................................................................................5
The Planning Challenge: From Capability to Execution............................................... 6
The Supply Chain Value Flow...........................................................................................................7
Orchestration as an Enabling Capability..................................................................................8
Data as a Foundation: From Quality to Health.................................................................... 9
Unified Data Model: Enabling Consistency and Scale.................................................10
From Informed to Orchestrated Planning...............................................................................11
Network-Aware Planning and Decision Making................................................................12
The Role of Technology and AI..................................................................................................... 13
Business Impact and Outcomes..................................................................................................14
Getting Started......................................................................................................................................... 15
Performance Outcomes by Planning Maturity....................................................................16
Case Study: From Planning Complexity to Executable Outcomes....................17
Appendix........................................................................................................................................................18



Planning isn’t broken, but for many 
organizations, it isn’t working.

Despite modern tools, more data, 
and defined processes, supply chains 

continue to rely on workarounds, 
overrides, and reactive decision-

making. The issue is not capability, but 
the ability to turn plans into outcomes 
that actually work in the real world. 

This paper examines the gap between 
planning and performance - and 

outlines how orchestration enables 
organizations to create plans that are 

not only optimized, but executable.
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Over the past decade, supply chain planning has 
undergone sigvnificant transformation. Organizations 
have adopted advanced planning systems, migrated to 
cloud-based platforms, and increasinwgly 
incorporated advanced analytics and artificial 
intelligence into their planning processes.

These developments have expanded the technical 
capabilities available to planning organizations. 
However, despite these advances, many organizations 
have not realized the full value of these investments. 
Planning outputs often fail to translate into improved 
business outcomes, and operational teams continue to 
rely on manual workarounds and offline analysis.

This suggests that the challenge is not solely one of 
capability, but of how these capabilities are integrated 
and applied within the organization.

This whitepaper addresses the evolution of 
supply chain planning, and how orchestration 
enables end-to-end transformation. 

Introduction

Christine Barnhart
Head of Industry Engagement 

and Alliances
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Executive Summary

Is Planning Broken, Or Just Not Working in the Real World?

Most organizations have invested heavily in supply chain planning. They have 
modern tools. They have more data than ever. They have defined processes. 
And yet, when disruption hits or trade-offs matter, planning still breaks down. 
Not necessarily because it’s broken. But because it doesn’t work in the real 
world.

The Hard Truth:

Planning today is often disconnected from how the business actually operates.

So teams compensate with workarounds, overrides, and spreadsheets. Most 
supply chains are not running on their planning systems, they are running 
around them.

More Technology Won’t Fix This.

Simply upgrading tools or adding AI won’t solve the problem. Better technology 
often produces faster misalignment: The wrong answer, delivered faster.

What’s Missing?

The issue isn’t planning capability. Organizations today have powerful planning, 
optimization, and network design tools that can generate insight and evaluate 
complex trade-offs. The challenge is ensuring those insights translate into 
aligned decisions, and that those decisions are consistently executed. 
This is where orchestration becomes critical.

The Real Question:

This is no longer about whether you have the right tools.
It’s whether your planning actually works. 
If not, the issue isn’t incremental improvement. It’s orchestration.

Data looks 
right - but 

doesn’t reflect 
reality.

Plans are 
generated - but 

not trusted.

Decisions are 
made - but not 

aligned.

Execution 
deviates - and 
performance 

suffers.
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The Planning Challenge: 
From Capability to Execution

A common pattern observed across organizations is a gap between 
planning capability and execution effectiveness.

Planning systems are often able to generate detailed and optimized 
plans. However, these plans may not reflect operational realities, may 
not be trusted by stakeholders, or may not be effectively translated 
into execution.

Several factors contribute to this challenge:

	 Data may be incomplete, inconsistent, or outdated 

	 Master data may not reflect current operating conditions 

	 Planning processes may be defined but not consistently followed 

	 Decision-making may be fragmented across functions 

	 Execution processes may not be aligned with planning outputs 

In particular, master data presents a significant challenge. Key 
planning parameters - such as lead times, sourcing rules, and 
network constraints - are frequently not maintained or are  
inconsistent across systems. As a result, planning outputs may be 
technically valid but operationally unrealistic.

This creates a situation where planning systems are supplemented 
by manual intervention, reducing trust in system outputs and limiting 
the value of planning investments.

Data constraints 
drive the gap 
between 
planning and 
execution.
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The Supply Chain Value Flow

Supply chain performance depends on the ability to 
move effectively through a sequence of activities.
Each step plays a distinct role:

In many organizations, this flow is disrupted.

Data may be available but not trusted. Insights may be generated 
but not consistently used. Decisions may be made but not aligned 
across functions. Actions may be taken but not reflect planning 
intent.

Supply chain performance depends not only on the strength of each 
individual step, but on the continuity and alignment across the 
entire flow.

This highlights a fundamental shift in perspective.

The goal isn’t to create the best plan - it’s to create a plan that 
works in the real world and can actually be executed.

Planning effectiveness is ultimately measured not by the quality of 
the output, but by the ability to translate that output into  
coordinated, real-world action.

Insight
interprets data and 
evaluates scenarios

Decision
aligns stakeholders 

on a course of 
action

Action
executes decisions 
within the supply 

chain

Data
provides the 

underlying signals 
and inputs
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Orchestration can be understood as the coordination of:

The objective is to ensure that decisions are:

	 1.	 Based on consistent and reliable data 
	 2.	 Aligned across functions and planning horizons 
	 3.	 Executable within operational constraints 

Without orchestration, these elements operate independently, 
leading to fragmentation. With orchestration, they operate as a 
coordinated system, enabling more effective and timely  
decision-making.

ORCHESTRATION

People
• Roles
• Responsibilities
• Decision rights

Processes
• Planning Cycles
• Workflows
• Governance

Data
• Structure
• Quality
• Availability

Technology
• Planning
• Execution Systems

Orchestration as an Enabling Capability

Orchestration addresses the disconnect 
between planning and execution by aligning the key 
components of the supply chain system.
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Data as a Foundation: From Quality to Health

Data is a foundational element of supply chain planning. However, it 
is often managed as a one-time initiative focused on improving data 
quality.

While data quality is important, it does not address the ongoing 
nature of data management. Data is continuously changing as the 
business evolves, and maintaining its relevance requires ongoing 
attention.

This leads to the concept of data health.

Data health refers to the continuous management of data to ensure 
that it remains accurate, consistent, and aligned with operational 
reality.

Key elements of data health include:

Organizations that establish strong data health practices are better 
positioned to maintain the effectiveness of their planning systems 
over time.

Ongoing monitoring of data fitness
Continuously track data quality, completeness, accuracy, and timeliness to 
ensure it remains fit for purpose.

Clear ownership and accountability
Define data owners, roles, and responsibilities to ensure data is trusted, 
managed, and acted upon.

Alignment across systems and functions
Ensure data is consistent, integrated, and trusted across all systems, 
processes, and business functions.

Regular updates to reflect changing conditions
Keep data current and relevant by updating it to reflect new information, 
trends, and business changes.
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Unified Data Model: Enabling Consistency and 
Scale

A key enabler of data consistency is a unified (or canonical) data 
model.

A unified data model provides a common structure and definition for data 
across systems. This ensures that key concepts - such as demand, inventory, 
and service levels - are interpreted consistently.

In environments without a unified data model, systems often rely on multiple 
transformations as data moves between them. This increases complexity, 
introduces inconsistency, and reduces the speed at which insights can be 
generated.

By contrast, a unified data model:

Provides a scalable foundation for 
advanced analytics and AI

Supports faster analysis and 
decision-making

Improves consistency and trust in 
data

Reduces integration complexity



11

From Informed to Orchestrated Planning

Planning maturity can be understood as a progression across four stages:

Many organizations operate in the informed or aligned stages, where 
insight exists but is not consistently translated into coordinated action.

Moving to an orchestrated state requires:

	 1. Aligning decision-making across functions and planning horizons 
	 2. Establishing consistent and trusted data foundations 
	 3. Connecting planning outputs directly to execution processes 
	 4. Embedding governance, workflows, and decision accountability 

This progression reflects a shift from generating plans to 
enabling decisions that can be executed in the real world.

• Soiled processes, 
low data trust,  
reactive decisions

Fragmented

Informed

Aligned

Orchestrated

• Decisions are 
synchronized and 
consistently 
executed across 
planning, 
execution, and 
finance

• Cross-functional 
decisions improve 
through shared 
data and 
scenarios

• Planning systems 
and insights exist, 
but decisions 
remain siloed
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Network-Aware Planning and Decision Making

Traditional planning approaches often treat network 
design as a separate activity from day-to-day planning.

However, increasing complexity and volatility require a more inte-
grated approach.

Network-aware planning incorporates network constraints, costs, 
and trade-offs into ongoing decision-making. This allows organiza-
tions to evaluate options dynamically and respond more effectively 
to changes.

This shift enables:

Faster response to disruptions

Improved evaluation of trade-offs

Better alignment between planning and execution
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The Role of Technology and AI

Technology plays a critical role in enabling modern supply chain 
planning. Advances in analytics, optimization, scenario modeling, and 
digital twin capabilities allow organizations to evaluate complex 
trade-offs across cost, service, risk, and sustainability, significantly 
improving the speed and quality of decision-making.

These technologies provide powerful capabilities to generate insight 
and explore alternatives. However, generating better insight does not 
guarantee better outcomes.

The challenge for most organizations is not the ability to model 
scenarios or optimize plans-it is the ability to translate those insights 
into aligned decisions and coordinated action across the enterprise.

Without alignment across data, processes, and decision-making, even 
the most advanced technologies cannot ensure that decisions are 
consistently executed.

As Bram Desmet1 has highlighted, the value of planning lies not in the 
plan itself, but in the decisions it enables and the financial outcomes 
it drives.

Organizations seeking to leverage AI effectively should focus on:

Establishing consistent and reliable data
Aligning processes and decision-making structures
Ensuring that insights can be translated into action

As noted by Lora Cecere2, organizations attempting to layer AI onto 
traditional planning environments often struggle to realize value: 

“Without redesigning the underlying infrastructure - semantic 
reconciliation, use of disparate data sources, enterprise 
governance, and workflow - the value of AI becomes a mirage.”

1,2	 Appendix, Section F

Technology and 
AI enables 
insight - 
alignment 
delivers results.
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Business Impact and Outcomes

Organizations that achieve higher levels of orchestration 
can realize meaningful improvements in performance.

Common outcomes include:

In addition to quantitative improvements, organizations also benefit 
from:

Improved forecast accuracy

Reduced inventory levels

Increased service levels

Faster and more responsive 
decision-making

Greater confidence in planning outputs

Improved alignment across teams

Enhanced ability to respond to change
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Getting Started

This includes assessing:

CURRENT STATE 
ASSESSMENT
Understand. Assess. 
Prioritize. Transform. 

2

3

4

1

Data consistency 
and health

Alignment of 
planning 

processes 

Effectiveness of 
decision-making 

structures

Integration 
between 

planning and 
execution

In some cases, technology modernization may be required. However, 
this should be approached as part of a broader transformation that 
includes data, processes, and governance.

A structured assessment can help identify priorities and 
define a clear path forward.

For many organizations, the starting point is 
understanding their current state.
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Level 1

Fragmented

Level 2

Integrated

Level 3

Aligned

Level 4

Orchestrated

High 
Service variability

+10–30% above 
optimal 

Inventory levels

2+ Weeks 
Planning cycles

Heavy reliance on 
manual intervention 

+2-5%
Forecast accuracy 

improvement

0-10% 
Inventory reduction

10-20%
Planning cycle
improvement

Limited decision 
alignment

+5-10%
Forecast accuracy 

improvement

10-20% 
Inventory reduction

2-5 pts
Service level 
improvement

Faster 
scenario 

evaluation

10-20%+
Forecast accuracy 

improvement

15-30% 
Inventory reduction

+3-8 pts
Service level 
improvement

30-50%
Decision cycle time 

reduction

Organizations at different levels of planning maturity realize 
significantly different performance outcomes.

Organizations that move from connected to orchestrated 
planning often unlock disproportionate value - not from better 
algorithms, but from better alignment and execution.

Performance Outcomes by 
Planning Maturity
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Case Study: From Planning Complexity to 
Executable Outcomes

A global consumer goods organization faced persistent service volatility following the pandemic. Despite 
more than 50 active initiatives across the supply chain, service levels remained inconsistent and opera-
tional teams were increasingly reliant on manual intervention.

Rather than treating the issue as an execution problem, leadership reframed it as a planning capability 
and discipline gap - particularly around how customer commitments were defined and governed.

At the center of this challenge was Available-to-Promise (ATP). Demand was being accepted without 
consistent alignment to feasible supply, leading to variability, inventory dispersion, and unstable service 
outcomes.

A structured, fact-based diagnostic identified root causes across planning processes, data, 
governance, and tools - and reduced more than 50 disconnected initiatives into a prioritized, 
sequenced transformation roadmap.

A key constraint emerged: core ERP modernization (SAP S/4HANA) was not planned until a later phase. 
To move forward, the organization needed a way to unify data and improve data quality across multiple 
systems.

A unified data layer was introduced to:
•	 Integrate data across planning and execution systems 
•	 Identify and correct data inconsistencies and master data gaps 
•	 Provide a consistent foundation for planning decisions 

This approach enabled the company to move forward with planning modernization - including 
advanced planning capabilities - without waiting for ERP transformation.

Importantly, this was not a technology-first solution. It was part of a coordinated approach combining 
planning discipline, operating model alignment, a unified data foundation, and targeted technology 
enablement.

The company is now executing a multi-year roadmap, moving from short-term stabilization toward more 
consistent service, improved cost control, and stronger working capital performance.

The goal isn’t to create the best plan - it’s to create a plan that works in the real 
world and can actually be executed.
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Appendix

A. Key Definitions

Integrated Planning

Alignment of planning processes across functions. Systems are connec-
ted, but decisions may remain siloed.

Connected Planning

Improved visibility and coordination across functions and horizons. Deci-
sions begin to align, but execution gaps remain.

Orchestrated Planning

People, processes, data, and technology operate as a coordinated sys-
tem, enabling aligned and executable decisions.

Decision-Centric Planning

Planning structured around key business decisions, linking operational 
choices to financial outcomes.

Network-Aware Planning

Integration of network constraints and trade-offs into ongoing planning 
and decision-making.

Data Health

Continuous management of data to ensure it remains accurate, consis-
tent, and aligned with operational reality.

Unified (Canonical) Data Model

A shared data structure ensuring consistency across systems and ena-
bling scalable analytics and decision-making.
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B. Maturity Model

Level 1 – Fragmented
Siloed planning, manual processes, low data trust, reactive decisions.

Level 2 – Informed
Planning systems and insights exist, but decisions remain siloed and 
inconsistently applied.

Level 3 – Aligned
Improved cross-functional alignment, shared data, and scenario-based 
decision-making.

Level 4 – Orchestrated
Synchronized decisions, unified data foundation, and seamless execut-
ion across planning and operations.

C. Data Health vs Data Quality

Data Quality: point-in-time correction 

Data Health: continuous management and alignment 

Sustained performance requires ongoing data health, not one-time im-
provement.

D. Simple Diagnostic Questions

1.	 Does master data reflect how the business actually operates? 
2.	 Are decisions aligned across demand, supply, and finance? 
3.	 Are planning outputs consistently executed? 
4.	 How often are plans overridden manually? 
5.	 Are people, processes, data, and technology aligned? 

Appendix
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E. Selected Thought Leadership

“The supply chain is a complex system requiring synchronization across 
multiple dimensions.”
- Lora Cecere

“The value of planning lies in the decisions it enables and the financial 
outcomes it drives.”
- Bram Desmet

 
F. References & Recommended Reading

The following sources provide additional perspectives on supply chain 
planning, data, decision-making, and orchestration. These works  
informed and align with many of the concepts discussed in this paper.

Thought Leadership & Industry Perspectives

Lora Cecere (Supply Chain Insights)

•	 Supply Chain Metrics That Matter 
•	 Supply Chain 2030: Shaping the Digital Supply Chain 
•	 https://supplychaininsights.com 
•	 https://www.linkedin.com/in/loracecere 

Lora Cecere’s work emphasizes the importance of aligning data, proces-
ses, and decision-making, and the need for a shared data foundation 
(“semantic layer”) to enable effective analytics and execution.

Bram Desmet (Solventure)

•	 Interconnected Planning: A True Paradigm Shift in Supply Chain Plan-
ning 

•	 https://solventuregroup.com 
•	 https://www.linkedin.com/in/bramdesmet 
•	
Bram Desmet focuses on decision-centric planning and the importance 
of linking operational decisions to financial outcomes, reinforcing that 
planning value is realized through decisions - not plans.

Appendix
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Industry Analysts & Research

Gartner Supply Chain Research
https://www.gartner.com/en/supply-chain

Key topics: 
•	 Supply chain planning maturity 
•	 Concurrent and decision-centric planning 
•	 Digital supply chain transformation 

APICS / ASCM (Association for Supply Chain Management)
https://www.ascm.org

Key resources: 
•	 Supply Chain Operations Reference (SCOR) model 
•	 Planning frameworks and certifications 

Data, Analytics & AI in Supply Chain

MIT Center for Transportation & Logistics
https://ctl.mit.edu

Focus areas: 
•	 Supply chain digitization 
•	 Data-driven decision-making 
•	 AI and analytics in supply chain 

Appendix
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Planning Platforms & Ecosystem Perspectives

OMP
https://omp.com

Focus: 
•	 End-to-end supply chain planning 
•	 Integrated business planning and decision alignment 

Kinaxis
https://www.kinaxis.com

Focus: 
•	 Concurrent planning 
•	 Real-time scenario analysis 

GAINS Systems
https://gainsystems.com

Focus: 
•	 Inventory optimization 
•	 Decision intelligence 

Coupa
https://www.coupa.com

Focus: 
•	 Supply chain design and network optimization 
•	 Integration of planning and sourcing decisions 

Solventure
https://solventuregroup.com

Focus:
•	 Unified data foundation and data orchestration
•	 Integration across disparate systems
•	 Enabling planning transformation independent of ERP timelines

Appendix
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Key Themes Across These Sources

Across these perspectives, several consistent themes emerge:

•	 Planning must move beyond functional silos toward end-to-end  
alignment 

•	 Data must be consistent, trusted, and continuously managed 
•	 The value of planning lies in decision-making and execution, not  

system outputs 
•	 Advanced technologies (including AI) require a strong foundational 

architecture 
•	 Organizations must shift from static planning to dynamic,  

scenario-driven decision-making
 
G. Sample Diagnostic:

DATA (Health & Foundation)
•	 Master data reflects how the business actually operates 
•	 Data definitions are consistent across systems 
•	 Data quality is continuously monitored (not point-in-time) 
•	 Data can be integrated without heavy transformation 

INSIGHT (Analytics & Scenario Capability)
•	 Planning insights are trusted by stakeholders 
•	 Scenario analysis can be performed quickly and consistently 
•	 Trade-offs (service, cost, inventory) are visible 
•	 Insights are embedded in planning processes 

DECISION (Alignment & Governance)
•	 Decision rights are clearly defined 
•	 Demand, supply, and finance decisions are aligned 
•	 Decisions are made using shared data and assumptions 
•	 Planning processes drive decisions (not just reporting) 

ACTION (Execution & Orchestration)
•	 Plans are consistently executed as intended 
•	 Manual overrides are limited and controlled 
•	 Planning outputs translate directly into execution 
•	 Cross-functional workflows are coordinated

Appendix
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