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New solutions for new challenges

It is increasingly important for supply chain profes-
sionals to ensure that the management techniques 
and technologies they employ during their operational 
processes evolve at the same pace as the challenges 
facing the businesses they serve. 

Today, supply chains are already considered by a 
large majority as essential tools for achieving business 
objectives, as they are elements that generate com-
petitive advantages and provide differential values 
for companies. And as a consequence, they are given 
greater attention by Senior Management. 

It goes without saying that this trend has been partic-
ularly exposed during the COVID-19 pandemic: in the 
face of a totally unexpected and unprecedented situ-
ation in which there have been very abrupt changes 
in market behavior, only well-prepared supply chains 
have been able to respond adequately, cushioning the 
impact of the crisis or even, in some cases, taking ad-
vantage of it. 

These more advanced supply chains have stood out 
for responding with greater agility, for having superior 
reliability in stock availability, for meeting delivery 
dates, and for their ability to better control operating 
costs. One of the key aspects that has allowed them 
to achieve these results has been the visibility of the 
operations within the supply chain, and in this sense 
the companies that had implemented "Control Tower" 
tools have had a substantial advantage to exploit with 
respect to the rest.
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A control tower is an autonomous and transparent tool that collects and integrates data from all the departments 
of the company involved in the supply chain, as well as from its external partners, standardizing it with consis-
tency and becoming a source of customized information. 

This source allows for overall visibility of operations in real time, enabling decision making on a highly realistic 
basis and ensuring optimal supply chain performance, while capturing the particularities of each of the parties 
involved. 

In this sense, control tower acts as a facilitator so that the different departments and areas of the company, as 
well as its external partners, can work in a coordinated manner to achieve global objectives of the chain, instead 
of each party focusing on its own particular objectives, reaching a partial and less valuable objective for the 
companies.

What exactly is a Control Tower?
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As already mentioned, one of the key features of control towers is its ability to obtain and group information 
from different sources, both internal and external to the company. But what elements must be available for this 
to be possible? Firstly, it must have sufficient technical capacity to be able to incorporate this information in real 
time or as close to reality as possible, to minimize the time gap between the real situation of the operations and 
the availability of information for the organization. 

Additionally, a control tower only makes sense if it is fed by digitized processes from which it can capture data 
that is transparent to users, inviolable and without the possibility of having been manipulated, offering the 
maximum guarantee that the data evaluated is objective and therefore indisputable.

For this reason, the implementation of a control tower favors and encourages the digitalization of processes that 
have traditionally been carried out manually, through the use of the latest technologies such as DPA (Digital 
Process Automation) or RPA (Robotics Process Automation), thus having a key component for the complete 
digital monitoring of all processes. At a later stage and based on the data collected by a control tower and the 
aspects to be improved we can carry out simulations and scenarios through "Digital Twins".
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Types of Control Towers

Operational Control Tower 

Its focus is on obtaining a greater knowledge of the operation of one or several logistics installa-
tions, normally complex warehouses or those with a certain degree of automation. 

The ultimate objective is to improve the efficiency and service of the center in which it operates.

It works through the monitoring of KPIs and detailed analysis of microfunctions that allow both 
reactive corrections and continuous improvement plans.

The most common sources of the data from which it is fed are:

It is also possible to integrate other autonomous elements such as time recording systems, security 
kiosks, facility access barriers, etc.

• Warehouse management systems (WMS) 
• Systems that control the facility's automatic equipment (WCS)
• Enterprise resource planning (ERP)
• Yard management systems (YMS)
• Manufacturing execution systems (MES)

Its focus is on tracking material flows involving different parties, such as suppliers, transport 
companies, shipping companies, factories and warehouses.

Its final objective is to control the location and state of the goods, in order to react as best as 
possible to delays and to efficiently solve possible flow problems.

The most common sources of the data it draws on are more varied:

• Warehouse management systems (WMS)
• Enterprise resource planning (ERP)
• Transport management systems (TMS)
• Supply chain planning systems
• Systems for the control of third parties (logistics operators, customs management, etc.)

Supply Chain Flow Control Tower

1)

2)
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Essential Elements of a Control Tower

CONTROL PANEL 

With the inclusion of KPIs, the Control 
Panel can give an overview of the state 
of the operation to be controlled, fed, 
and calculated in real time. The use of 
color coding on the achievement of the 
objectives allows a visual and quick 
understanding of the situation. The 
indicators can be based on facts that 
have occurred, on planned events or on 
forecasts extracted from artificial 
intelligence algorithms.

1.

A control tower tool must consider four fundamental aspects:

2. ANALYSIS CAPACITY 

This provides the ability to go into 
more detail on specific aspects, with 
the aim of identifying risks and 
opportunities in operations and to 
improve their results.

3. OPERATIONS CONTROL AND  
MAINTENANCE

Enabling permanent audits allows 
the Control Panel to identify capa-
bilities to improve the operation of 
the supply chain (slotting, product 
life, obsolescence, bottlenecks, flow 
interruption, etc.).

4. VISUALIZATION OF THE 
TOWER CONTROL

The information must be 
shown in a graphic and 
intuitive way to facilitate the 
identification of the aspects to 
improve the operations, its 
analysis and later diagnosis, 
and the decision making that 
is derived from all this.
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Levels of Sophistication of a Control Tower

The level of sophistication of a control tower is determined by the time space in which it operates. The simplest 
levels focus on a vision of the immediate past of the situation, to gain a better understanding of what has 
happened and why, and are best suited to address the first steps of its implementation:

It facilitates the understanding of what has 
happened through a visual presentation of KPIs, 

graphics, dashboards, heat maps, etc.

Focused to enter in the detail of what happened 
to allow to understand its causes. An intuitive 

visual design can allow, or at least facilitate this 
process, but the key is to be able to perform 

detailed data analysis that allows connections 
and correlations between data in order to reach 

accurate diagnoses of past events.

These levels of sophistication begin to increase when the control tower is used to understand possible future 
scenarios: what can happen and what decisions need to be made. The ability to analyze the future scenarios may 
be in the control tower itself or in other tools, but in any case it is the control tower that functions as a platform 
for complete visibility of the operation or operations in which it oversees.

This allows one to extrapolate from the events 
that occurred in the past, being able to analyze 
external data to the internal ones, if necessary, 
to understand what is going to happen in the 

future. Companies with a high capacity for 
supply chain planning can incorporate available 
information generated outside the control tower, 
although it may be necessary to make forecasts 

with specific AI algorithms for more specific 
aspects. This mix of data is only possible if the 

data is compatible with each other.

This facilitates decision making about the expect-
ed future of operations. To this end, the genera-
tion of scenarios, operations simulation, digital 

twin techniques to replicate operations, optimiza-
tion algorithms and artificial intelligence provide 
a differential to enable anticipation of events and 
to make the most efficient, effective and correc-

tive decisions for supply chain operations.

Descriptive analytics Diagnostic analysis

PAST

Predictive analytics Prescriptive analytics

Although we have already established that the primary levels are very adequate for the implementations, these 
more sophisticated levels are necessary to make them more efficient in later phases.

FUTURE
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Implementation of a Control Tower

A structured and proven methodology is the best guarantee for success in the implementation of a control tower. 
For this purpose, the implementation in three phases with clearly differentiated objectives for each one offers a 
contrasted model.

The template will determine the detailed specifications of the tool and the interfaces with the other systems 
with which the control tower will have to be connected. We must capture the necessary information to later 
create the "Data Lake" or the different interfaces to data sources, where these will be updated as frequently as 
possible. In order to do this, it is necessary to decide what data is going to be used and develop the necessary 
integrations, as well as customize the solution to meet the specifications defined by the company.  
Finally, this phase ends with the validation of the users for the defined specifications, to ensure that the project 
objectives that were defined initially are met. 

As a final phase of the project, it is necessary to carry out the installation of the new solution in the server 
infrastructure, which can be located in the company itself or externally hosted. The next step is to provide users 
with the necessary training, especially regarding specific and particular configurations. Finally, the project ends 
with the approval of the functionalities and the validation of the requirements.

To establish the objectives to be achieved with the tool in the supply chain environment in which it will act, it 
will be necessary to analyze the processes to be monitored, identify the available data sources and evaluate the 
capacity for the integration of all of them. Subsequently, user requirements will be defined and a functional 
"Blue Print" will be created. This detailed plan is the one that has to be approved by the project's management, 
because it will become the functionalities that will be developed later in the tool.

1. phase: Definition of the project scope

2. phase: Creation of a project template

3. phase: Putting into operation 
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Lessons Learned
The key issues to consider for the implementation of a control tower are the following: 

Integration capacity of all the parties involved, with a clear definition 
of who has to deposit the data and which specific tasks that the control tower 
has to carry out. 

Management of expectations of all parties involved, since being an 
interdepartmental and/or inter-company initiative implies the interaction of a 
large number of participants, which leads to unequal levels of understanding 
and/or even divergence of expectations and objectives. Therefore, it is necessary 
to align all participants in terms of the scope and objectives of the control tower.

Definition of KPIs and metrics that must correspond to the best 
practices, facilitating that they can be followed by the entire community 
participating in the process. But, on the other hand, it is also true that defining 
specific metrics and indicators, as well as specific profiles that can correctly 
interpret specific data series, is also an interesting option to prevent the improp-
er use of the control tower and ensure the success of its implementation.

Business intelligence platform

A successful project, developed 
by Miebach Consulting

Our client: 
Logistics operator of a beer company

Starting point: 
The client had a WMS which had already im-
proved the overall efficiency of the operation, 
digitized his management and improved the 
quality of data, thus ensuring total traceability 
and improving the overall quality of service. 
However, they believed that the operation 
required greater visibility, so they asked Mie-
bach Consulting to develop a business intelli-
gence platform that would perform a continuous 
analysis of operational KPIs and provide analyt-
ical data that could be read intuitively, graphi-
cally and user-friendly.

Our solution:
Miebach defined the indicators and dash-
boards, developed the data model (connection 
with the WMS database) and implemented the 
solution, which included a training session of 
Qlik Sense, the software used by Miebach for 
the development of the platform.

Benefits for the customer:
The solution developed by Miebach gave 
visibility to the historical data collected by the 
WMS, giving them value and facilitating 
short-term resource planning.

=
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Miebach Consulting offers consulting and engineering ser-

vices in the areas of supply chain management, logistics and 

production. Our clients range from medium-sized businesses 

to global companies that enhance and expand their competi-

tive position with innovative logistics solutions.  

The Miebach Group, founded 1973 in Frankfurt, today has 24 

offices worldwide in Europe, Asia as well as North and South 

America. With over 380 employees we are one of the leading 

international consultants in logistics and supply chain 

management. As a result our customers get what we stand 

for: Supply Chain Excellence.
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