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Stories

Examples

Recommendations



But First, Let’s Set the Scene!





Visual forecast designer Flexible planning 
modeling Collaborative planning

Autonomous forecast AI based algorithms Seamless integration

External signals support Product phase in/out E2E process management

Demand Planning
   with the new D365 SCM add-in

Warehouse mgmt

Transportation mgmt

Operations mgmt

Inventory visibility

Pricing

Sales and procurement

Asset management

Production control

Product lifecycle mgmt

Execution
with the ERP 
capabilities

MRP Safety stock calculation Intercompany planning

DDMRP Multi sourcing Priority based planning

Production scheduling Finite capacity/material Order promising 

Supply Planning
 with Planning Optimization

Inventory and 
supply planning

Demand
planning

Supply 
Chain

 Execution

Out of stock 
reduction

Supply chain 
Optimization

Production 
scheduling

Material utilization

Reduction 
in waste

Capacity 
utilization

Improved 
procurement

decisions

Enhanced planning 
experience

Collaborative 
decision making

Disruption 
mitigation

Data 
consistency

System driven 
accountability

https://www.microsoft.com/en-us/microsoft-teams/download-app


Execution - 
demand

Consensus 
review, approve 
& publish
• Consensus 

Demand plan
(Output as forecast 
model for MRP) 

Input
• Historical demand
• Past forecasts
• Master data 

(product, locations, 
hierarchies,...)

Data pre-
processing

Forecast 
generation

Adjust, validate 
& aggregate

Demand planning

Adjusted signals Baseline forecast Demand plan

Planning inputExecution - 
supply

Planning output Planning 
calculator

Planning optimization

Firmed supply 
orders Planned orders Master planning 

(MRP)
Fulfill demand 

orders Net requirements

https://www.microsoft.com/en-us/microsoft-teams/download-app


The “Offline” Work



Common Pitfalls

1 Jumping Straight Into Configuration

2 Forecasting Noise Instead of Demand 

3 Planning at the Wrong Level of Detail

4 Treating Data Loads as Data Governance

5 Collaborating Without Control



Concept
Data isn’t always useful information. Understand what your teams need out 
of a forecast.

Story
• Leadership gives Leo and Maya a simple mandate:

• “Get us out of spreadsheets and give us a better forecast.”
• . Maya hears:

• “We need a trusted planning process.”
• Leo hears:

• “We need to configure the new demand planning tool.”

Leo is excited to use the new planning tool, he jumps right in, watches the 
tutorial, and generates a forecast.

1 Jumping Straight Into Configuration
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1 Jumping Straight Into Configuration

What does forecast mean?
If you ask different groups, you get different answers.

Role What They Mean by “Forecast”

Leadership Enterprise demand visibility and risk mitigation

Sales Customer pipeline and market demand expectations

Operations Production scheduling and inventory positioning

Procurement Material requirements and supply continuity

Finance Revenue projections and financial planning assumptions

IT System configuration, data integration, and process enablement



1 Jumping Straight Into Configuration

Recommendation
Conduct demand planning model workshops to define the planning 
process before configuration
 
Example workshop agenda:
1. Align on the business purpose of the forecast and who will use it 
2. Define the planning horizon, forecast frequency, and time bucket 
3. Confirm the forecast granularity across product, customer, site, segment, and 

region 
4. Identify true planning drivers versus descriptive attributes 
5. Define the demand signal, historical lookback period, and data exclusions 
6. Establish forecast ownership, approval workflow, and exception review process 
7. Agree on success metrics, assumptions, dependencies, and open decisions 



Concept
A forecast is only as good as the historical signal.

Story
• Last year Leo created a demand forecast for a new product line (12 

months of history)
• Given it’s was new product line, there were 10% defects found last year 

and return orders have been created to bring the material back for QA
• He has gotten complaints from inventory coordinators that inventory 

levels are rising despite “this nice new planning tool”.
• Maya and Leo review the plan, no job failure, no unexpected peaks and 

valleys, no clear sign of why they may have over forecasted.

Leo predicted that returns could happen for these new product lines, so he 
created a filter on the transformation to exclude records with negative 
quantity.

2 Forecasting Noise Instead of Demand 



2 Forecasting Noise Instead of Demand 

Recommendation
Create a Demand History Readiness Checklist before forecasting.

Example checks:
1. Define demand source: orders, shipments, invoices, or consumption. 
2. Define demand date: order date, ship date, requested date, invoice date. 
3. Normalize units of measure. 
4. Identify and treat promotions. 
5. Exclude or adjust one-time demand. 
6. Plan for “non-happy-path” processes.
7. Remove or flag discontinued items. 
8. Decide how to handle new products. 
9. Validate history by product, customer, region, and period. 
10. Reconcile totals to the source system. 



3 Planning at the Wrong Level of Detail

Concept
Forecast where business decisions are made.

Story
• Maya and Leo were tasked with demand planning for the steel sheet 

product line.
• Sheets are tracked as product masters where width / length are the 

dimensions.
• These sheets are cut to custom lengths based on customer orders.
• Sheets are cut from standard sizes of coil (36in, 48in, 60in)

To ensure the sales and planning teams get all the data they need to make 
decisions, Leo includes product, width, length, warehouse, & customer 
segment. The forecast keeps failing but Leo and Maya cannot figure out 
why.



3 Planning at the Wrong Level of Detail



Recommendation
Choose planning granularity based on decisions, not data availability

3 Planning at the Wrong Level of Detail

Questions to Ask Why it matters

Who will review the forecast? Determines usable level

What decisions will be made? Replenishment, sales planning, finance, inventory

How much history exists at that 
level? Prevents sparse time series

How often will it be reviewed? Weekly vs monthly complexity

Can planners act on the output? Avoids unusable detail

Does the level support 
downstream systems? Ensures integration value



4 Treating Data Loads as Data Governance

Concept
A successful import does not mean the data is governed, reconciled, or 
maintainable.

Story
The Pilot: 
• Leo manually loads clean files. Maya validates the forecast. Leadership 

approves go-live. Things are going well.
Month 2:
• The sales team is seeing an explosion of demand in the agriculture and 

operations responds by prioritizing their products.
Month 6:
• Agriculture inventory is rising; sales aren’t lining up with the forecast. 

Leadership is scratching their heads.

Maya and Leo are reviewing the forecasts, and nothing has changed, no 
import failures, no changes to data structure, but they know something is 
wrong.



Recommendation
Implement data governance and integrity controls to improve forecast quality 
and model reliability.

4 Treating Data Loads as Data Governance

Governance Area Recommendation

Integration 
Ownership

Define source systems, system of record, and data ownership before 
implementation

Import Design Document refresh schedules, keys, incremental logic, and correction 
processes

Error Handling Establish rejection rules, exception review processes, and fallback 
procedures

Data Validation Reconcile imported demand against ERP and review major demand 
variances

Master Data 
Governance Maintain product mappings, hierarchies, and discontinued item handling

Ongoing Monitoring Review import failures, rejected records, and manual corrections regularly



5 Collaborating Without Control

Concept
Demand Planning is collaborative, but collaboration without governance 
creates confusion.

Story
• Maya invites sales to collaborate.
• Sophia, the sales manager, increases the forecast for a major customer 

because she expects a big deal.
• Another planner reduces the forecast based on historical accuracy.
• Finance sees a third number in the executive review.
• Raj in supply planning asks:

• “Which number am I supposed to plan against?”
• Maya realizes they never defined forecast versions, edit rights, approval 

rules, or the 

Competing teams are updating the forecast at different times throughout the 
month and often overriding each others changes. Leo and Maya review the 
version history to try to find the “source of truth”



5 Collaborating Without Control

Version Purpose Editable by

Statistical baseline System-generated starting 
point Restricted

Planner adjusted 
forecast

Planner review and 
exception handling Demand planners

Sales input Commercial intelligence Sales team

Consensus forecast Approved cross-functional 
plan

Demand planning lead / 
approvers

Published forecast Downstream supply 
planning signal Restricted

Recommendation
Define governed collaboration.

Create time fences for each team to ensure clean data hand-off to next 
team.



Key Takeaways
Readiness Matters More Than Tools
The most capable system cannot compensate for poor data, undefined processes, or 
absent governance. Invest in readiness first.

Align Forecasting With Business Decisions
Design your forecast to answer specific business questions — not to produce a number 
that sits in a spreadsheet.

Design for How the Business Operates
Granularity, horizon, and frequency must reflect your actual planning cadence and 
decision-making structure — not vendor defaults.

Iterate and Improve Over Time
Demand planning is a capability, not a one-time project. The first cycle establishes a 
baseline; every cycle after should be better than the last.



Tying It All Together

Demand 
Planning

Model Workshop

Demand 
Definition 
Workshop

Demand 
Readiness 
Checklist

Planning Level 
Design Session

Data Integration 
and Maintenance 

Planning

Forecast 
Versioning and 

Governance 
Setup

Continuous 
Improvement!



Last Chance for 
Questions!
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