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An advanced planning and scheduling (APS)
system & a ook but APS implementation 1s an
organization-wide journey that starts from the
top with clear vision, goals, sirategy, planning,
and long-term commitment. All global players—
bath internal and external —must be Involved,
inchading key vendors, customers, strategic
logistics partners, and software and services

n pariners.

‘World class supply chain management relles
on the right APS process. APS imvolves the
analysis and planning of manufacturing and
logistics activities In the short, mid, and long
terms. According to the APICS Diciionary,

“APS describes any program that wses advanced
mathematical algorithms or loglc to perform
optimization or simulation on finite capacity
scheduling, sourcing, capital planning, resource
planning, forecasting, demand management. and
others™

Specifically, there are five maln components of
APS tools, which are
« demand planning
« production planning
« production scheduling
» distribution planning
« transportation planning.

The APICE Dictionary also states, “These
techniques simultaneowsly consider a rmnge of
constraints and business nles to provide real-
time planning and scheduling, decision support,
avallable-to-promise caplbilities, and capable-to-
promise capabilitles”

There are many examples of successiul APS sys-
tem Implementations; but, for each success story,
there are many more inttatives simply imping
abong and creating negative return on iovestment.
The following Information 1s based on research
from AP system implementations for some of
my company’s majer clients in the pharmaceuti-
cal, consumer product, and heakh care industries.
Best practices will be summarized across five
broad areas. Following these guidelines can help
you Eecilitate siccessful implementation of APS
solutions and interpret meaningfis data, enabling
effiective decision making,. The five topics are
leadership and change manzgement
organizational readiness
PIOETAm governance
program and project managemsent
data and technology governance.

Leadership and change management. An
effective Implementation approach requires the
players to know, focws on, and resolve sup-

ply chain pain points and tghtly integrate the
APS tood with other systems. Additionally, a
well-negotiated, fived -cost price structure from

carefully chosen APS system Implementation
pariners is required. Finally, due to the high
degree of uncertainty and complexity tmolved
In such an Inftative, a me and material pricing
structure may be in order.

Organization readiness. More ofien than not,
problems ocour because people resist change,
niot becasse a process or system 1sn't working.
Leaders muest identify and work with those who
are iImpeding progress, then dearly divide the
functional responsibilities, delegate them to sub-
Ject matter experts, and conguer them. The matn
assumption here is that all key stakeholders will
be avallable to work together and achieve the
stated goals, regardless of thelr particular work
locations—thus avolding sikos.

Most successful APS system Implementation
teams are broken into distinct planning areas,
such as demand, supply, distribution, produsc-
tion, detailed scheduling, order fulfiliment and
allocations, transportation, warchousing, and so
forth. Because key consultants and third-party
Implementation partners will mot be around
forever, s iImportant to make sure permanent
resources are involved in every function. Engzge
the right person at the right time with right role
or authority. Many successful initiatives establish
a global team that supports local deployment
teams at each individieal site or reglon

Program governance. Control the ghobal
scope of the initiative and change management
vigorously with the optimal end state In mind.
APS solution Implementations spanning across
multiple reglons need clear boundaries for local-
tzed requirements. Consider a global governance
team that controls the scope of the APS model
and approves only those requirements that can be
reasonably leveraged across the multiple reglons.

It's cructal to choose the pilot site wisely,
avodding the learning curve for supplementary
rollouts, both local and global. During the inital
phases, limit customization and enhancement of
standard APS to 20 percent. Early wins in this
Joumey are very lmportant.

Leverage standard, avallable frameworks and
best practices in order to better manage and
understand all delverables, such as APS con-
figurations, functional spectfications, technical
developments, testing, and training.

Emphasime effective and dear commugnication
strategy, along with centralized documentation
of all the key deltverables. Chances are good that
your APS will be unzble to fulfill all reporting
requirements. The best practice here 1s intelll-
gently simplifying reporting needs to focus on the
“day in the life of a planner”™ However, standalone,
spreadsheet-based reporting should be avolded,
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as It can cause multiple and confiicting verslons
of the truth and disconnected planning. In many
real-Nie scenarios, APS 1s connected to external
data warehowsing systems for complex reporting.

Fimally, for performance measurements, define
financial key performance indicators (KPIs)
and connect them to supply chain KPIs. Track
Inttial, targeted, and actual tme-phased values
both during and after implementation. Returns
cannot be realimed quickly; rather, they bulld
aver time.

Program and project management. It 1s
Important to take advantage of standard project
implementation methodologles. These include
project definttion, solution design, solution
detalls, execution and deployment, and swccess-
ful completion. These are numerous opportuni-
ties o adopt different project management styles,
depending on whether the APS implementation
1s brand- new or 15 the result of mergers.

Take the time to define a cdlear, conctse, and
understandable plan for the Immediate, mid-
term, and bong- range time frames. For a large-
scale or global initiative, make sure plans for
dependent projects are well aligned. Don't 1gnore
your enterprise resources planning system and
Independently start
Implementing AFS.
You will do so at your
own peril.

APS tools are There is an old
adage about not

very powerful and puiting the cart
thus canbea bit befoee the horse. I've

. seen companies do
overwhelming. Just that by hiring
resources without first
achleving a concrete,
clear, feasible plan.
Remembser that having lssues 1s not your big-
gest problem—hiding them is. Make sure logs
of risks, actions, lssues, and dependencies are
tracked and analyzed on a daily basls.

At this very moment, organizations are spend-
Ing up to 17 percent of thelr total APS buadgets
on iraining. Integrate the testing and training
cycles with good simulstion tools, learning accel-
erators, and easily updatable platforms. Multiple
rounds of vigorous unit and integration testing
with & suitable quality-quantity evaluation of
productive data and proper recording of the test
results will significantly improve results.

APS tools are very powerful and thus can be
a bit overwhelming. Make sure end users and
planners know them very well and are adapting
to the changes. Planning for 2 multtyear, global
APS implementation jowrney can be frustrating
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and challenging. Addressing the Interim stages ks
maore art than sclence, and there 1s no best prac-
tice here. Based on personal experience, [ belleve
more paln now equals less pain later

Lastly, what works for most of my cllents s to
start an APS sohstion upgrade only afier the full
completion of the current APS system tmple-
mentation. In other words, in order to avodd
overwhelming bugs and new patches with the
maost recent version, the orginal tool first mosst
be functoning effectively.

[hata and technology governance. Its all about
the data. Successful data comversion, harmoniea-
tiom, and migration require clearly defined data
scope and ownership, high-quality functonal
and technical data spectfications, and sound
enterprise data integration tools with a power-
ful staging environment. Data cleansing 1s a
must Many organizations have up to 50 different
material numbers in their legacy APS systems
for the same physical product. Make sure your
enterprise data structure (plants, vendors, and
financlal) is defined eary in the phase.

Often, each business entity or region will
measure pro<duscts in diferent units. Thas, its
Important to streamline and clanfy by defining a
single unit of measure across the globe and wsing
alternate wnits only for regional requirements.
Similarty, aligning the planning calendar data
also will help reduce confusion. The 1deal sce-
nario 1s to have your new, upgraded APS land-
scape In parallel io the exisiing one. This enables
easy transition. A sound middleware platform
that can Interface the new APS with your existing
Information technology landscape Is essential.

Finally, remember to define supply chain roles
and responsibilities early on in order to help map
them into APS system authorizations.

The real win

Golng Ive on tme and on budget 1s not the same
&5 belng successful. APS iImplementation will
not change the business unbess actively directsd
by effective change leadership. Implementations
should focus on and result in holtstic benefits.

Ketul Patel, CRIM, CSCF s a consultant with TOP-2
tier, a ghohal supply chain management consuiting
firm. He has helped maor pharmaceutical, consumer
packaged goods, steel, and other chients successfully
Implement advanced planning and scheduling and
related supply, demand, production, and fuliliment
Fystems. He may be reached at (732) B45-1938 or
keetul patei@tek nokret.com.
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