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Supplementing a core SCP platform with additional SCP and analytics 
capabilities can digitalize the supply chain and improve plan quality, but it 
carries risks. Supply chain leaders must preemptively initiate actions to 
mitigate these risks associated with expanding their technology portfolio. 

 

Key Challenges 

■  Supply chain leaders are pressured to digitalize supply chain planning (SCP) to automate their 
processes and improve plan quality. Investments in supplementary planning and analytics 
capabilities are, therefore, often prioritized instead of upgrading the core SCP platform due to 
costs and time involved. However, these isolated investments are often uncoordinated with 
other technology initiatives in the SCP technology landscape. 

 
■  Investing in supplementary capabilities may close a current capabilities gap but can 

compromise the planning decision quality if the different vendor solutions do not adequately 
complement each other. This may result in misaligned plans, poorer quality decisions being 
made, and eventual lack of trust in the output and solutions. 

 
■  Organizations typically invest in supplementary capabilities such as advanced analytics and/or 

AI/ML for certain limited functional areas (as opposed to an end-to-end supply chain initiative). 
Yet, they often find they have not built the proper foundation to fully leverage these advanced 
functionalities, resulting in reduced benefits. 

 

Recommendations 

Supply chain leaders responsible for technology and solutions for supply chain and operations 

should: 

■  Avoid siloed, ineffective and expensive investments, where possible, by aligning the SCP 
technology investments with the corporate and business unit strategy to ensure consistency 
and sustainability in the SCP technology portfolio. 
 

■  Invest time and resources in designing the architecture of the SCP technology landscape to 
ensure consistent and reliable planning results, aligned decision making and trust in the 
resulting planning decisions. 
 

■  Prioritize and sequence the technology investments to match the organizational readiness and 
SCP maturity to maximize the benefits of the investments and minimize risks. 
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Introduction 

In the 2019 Gartner Digital Business Impact on Supply Chain Survey, supply chain planning is at the 
top of the list as an area for investments in digital capabilities within supply chain functions.  
Sixty-eight percent of the 336 companies within this survey are investing in digital capabilities now and 
another 30% have planned investments within the next two years.1 
 
The desire for digital initiatives — specifically digital supply chain planning — comes from the need 
to make higher-quality planning decisions for the supply chain where technology is a significant 
contributor to making this a reality. This also means that it is one of the main drivers for adding 
supplementary planning and analytics capabilities to complement the existing core SCP platform 
when existing deployed capabilities are a limitation. Supplementary capabilities can be anything 
from pure analytics capabilities (e.g., descriptive analytics) to more functional capabilities, such as 
shelf life planning or multiechelon inventory optimization (MEIO). 
 
Even though many of the newer SCP solutions cover a much broader scope of planning capabilities 
than older software solutions, some organizations are hesitant to upgrade their core SCP platform 
since this is typically a large investment — in costs, resources and time. To still be able to mature 
the SCP processes fast — and to try to automate more decisions — making smaller, incremental 
investments seems more feasible for these enterprises. 
 
An example of this is shown below in Figure 1. A core SCP technology (e.g., covering demand and 
supply planning) is in place and then you add supplementary capabilities using a different vendor. 
The core SCP technology is defined as the incumbent SCP platform you are currently using, which 
will typically have a certain degree of capabilities within demand planning, supply and inventory 
planning, for example. In the Figure 1 example, you add supplementary capabilities to support plan 
and scenario visualization (using descriptive analytics) and MEIO (using advanced analytics 
capabilities) because your implemented core SCP platform cannot provide these capabilities. 
 
Figure 1. Example of Core SCP Platform and Two Typical Supplementary Capabilities 
 
 
 
 
 
 
 
 
 
 
 
 
 
However, this comes with risks since adding supplementary capabilities using a different platform 
and/or vendor than your core SCP platform increases the complexity of your overall technology 
portfolio. This can result in plan quality reduction due to issues such as data inconsistencies, 
increased latency in decision data, lack of E2E scenarios and functionally focused decision making. 
 
How do you ensure success when implementing supplementary capabilities to improve your supply 
chain planning? This research describes three common mistakes made when investing in 
supplementary planning and analytics capabilities, and what supply chain leaders responsible for 
technology and solutions for supply chain and operations should do to avoid these. (Note: This list 
of mistakes is not exhaustive. Other mistakes are available, but they will typically lead to the same 
preventive actions.) 
 
 
 
 
 
 
 
 
 
 



 

 

Analysis 

Avoid Siloed, Ineffective and Expensive Investments 

Technology investments within supply chain planning can happen at many levels of the organization, 
depending on the scope of the investment. Large investments, such as upgrading your 
core SCP platform, are typically a centralized supply chain and IT decision, with a certain 
governance structure around it because the investment is so large and affects a high number of 
stakeholders in the business. Smaller investments, however, can surface in many areas of the 
organization to accommodate specific requirements in parts of the business and/or supply chain. 
 
In Gartner’s 2019 Supply Chain Technology User Wants and Needs Survey, 61% of the respondents 
reported that their organization selects and manages SCM IT investments globally, while only 47% 
of respondents manage the SCM technology horizontally and holistically across functional domains 
(see Figure 2). This correlates very well with the fact that only 58% of the same respondents 
perceive their SCM applications portfolio to be homogeneous. This means that nearly half of the 
companies within this survey are struggling with the alignment of their technology investments and 
have an SCM applications portfolio that is not suitably aligned.2 
 

Figure 2. How Organizations Approach Supply Chain Technology 

 

 

It is not uncommon to come across organizations that have several SCP solutions in place to solve 
similar requirements because the investment decisions were made locally (e.g., in a department or 
business unit) and not coordinated across the entire business. This results in several challenges, 
such as: 
 
■  Making simulations/scenarios across the supply chain: In many cases, users want to make 

simulations and scenarios across the supply chain, the horizons and the planning layers. 
However, if there are several different platforms and/or vendor solutions implemented to  
support certain elements of the planning processes, it can be difficult — if not impossible  
— to create end-to-end scenarios. This compromises the resulting E2E planning decision quality. 

 
■  Collaboration: Collaboration capabilities — e.g., for sharing and commenting on scenarios — 

are available in many of the newer SCP technologies and can be of great value to increase 
planning decision speed and quality. Having separate platforms and/or vendor solutions for 
different parts of the supply chain, however, complicates this collaboration because you cannot 
easily use the collaboration capabilities already available in the relevant technologies. 

 
■  Higher risk of misaligned data: Having multiple vendor solutions requires several interfaces, 

which increases the risk in terms of data latency and lower data quality. Having several models 
of the supply chain running in each solution will also have a negative effect on the planning 
decision quality. 

 
 



 

 
 
 
 
■  Missing opportunity of license/subscription fee rebates: When implementing a vendor’s 

platform, there will often be discounts to be achieved, depending on the scope of the solution. 
If, however, the investments made are not coordinated — or several vendors are used — this 
cannot be realized. This must be balanced with the risk of vendor lock-in, where only one 
technology is used, but this doesn’t actually cover the requirements. 

 
■  Extra costs for maintenance and monitoring: More interfaces and/or several solutions will 

result in higher maintenance cost of the total SCP technology landscape because each solution 
— such as interfaces and batch jobs — will need to be maintained separately. 

 
■  Increased training complexity: Having several different solutions will impact the training 

requirements since you cannot leverage user guides, training materials and webinars, for 
example, across the business. The cost of this is not to be underestimated, because developing 
and maintaining training platforms can be quite expensive and time-consuming. 

 
To overcome these challenges, it is important to align and sequence your SCP technology 
investments with the technology aspect of the corporate and business unit strategy. Single 
departments must not be allowed to individually choose and implement a technology uncoordinated 
with the rest of the business because this will likely compromise the planning decision quality and 
the overall technology roadmap. 
 
A governance structure is essential to enforce continuous alignment between the different business 
units and departments. This ensures a harmonized and homogeneous SCP technology platform 
where investing in SCP technology requires a mandate with a global perspective. 
 

Recommendations: 

■  Align the SCP technology investments with the corporate and business unit strategy by 
breaking down the strategy focusing on decisions to improve and the technology needed to 
support this. 

 
■  Enforce a governance structure to ensure that all SCP technology investments are coordinated 

across departments and business units. 
 
■  Establish regular coordination meetings with key stakeholders and decision makers across 

functional areas. Use these meetings to align on focus areas and investment priorities. 
 

Ensure the SCP Architectural Design Is Not Neglected 

The architectural design is important when discussing the technology landscape and how to 
incorporate new technology. Gartner recommends limiting the number of vendors/solutions that are 
part of the supply chain planning technology portfolio to reduce the number of planning models and 
integration points as well as the overall complexity of the resulting planning platform. Ideally, one 
vendor should cover the foundational planning needs and accommodate your roadmap up to Stage 
4 maturity, but that is not always possible, which results in investments in supplementary solutions. 
 
When investing in supplementary technology, you must decide how this should be linked to your 
overall SCP platform. The choice of architecture — thus integration points — should depend on 
your current technology landscape and the Pace-Layered Application Strategy. The different layers 
are linked to the overall maturity as shown in Figure 3. 
 
 
 
 
 
 
 
 
 



 

 
 
 
 

Figure 3. Connection Between Maturity and Pace Layering 

 

There are three layers in the pace-layered framework in Figure 3: systems of record (SORs), systems 
of differentiation (SODs) and systems of innovation (SOIs). For example, let’s say a company has 
mapped its applications to the pace layers as shown in Figure 4. 
 

Figure 4. Pace-Layering Example 

 

There are three different SCP technologies used in Figure 4, indicated with different line colors of 
the boxes: 
 
■  One technology for demand planning, SEIO, production scheduling and complex production 

planning and scheduling 
 
■  One technology for short-term demand sensing and long-term demand sensing 
 
■  One technology for MEIO 
 

Integration needs to be set up between these SCP technologies to ensure data and plan 
consistency. If this is not set up correctly, there is a risk of misaligned data. Because decisions will 
be made based on this data, the quality of the decisions may also be misaligned and, as a result, 
negatively affect the trust in the planning solutions. 
 
 



 

 
 
The Pace-Layered Application Strategy can guide decisions about new technologies and how to 
best build the architecture, thus the integration connects otherwise separate technologies (see 
“Toolkit for Developing a Pace-Layered Application Strategy for Supply Chain Planning”). A single 
solution can, however, cover several layers and capabilities, depending on the specific capability (as 
shown in Figure 4). When the need for a new solution is identified, the capabilities to be used must 
be assigned to a pace layer, which will help determine the architectural setup. 
 

In the example above, you will need to create integration between your execution system (e.g., your 
ERP system) and your SOR platform. Furthermore, you will need another integration between your 
SOR platform and the solutions for short- and long-term demand sensing (SOD and SOI) and MEIO 
(SOD), because in this example, different technologies are used to support these capabilities. 
Generally, you will need to create integration between the different solutions if you want to be able 
to create and execute scenarios across these. If this is not done, then you would need to manually 
transfer data/plans from one technology solution to another, which is difficult and prone to errors. 
 

It is important to ensure that the integration between the solutions and layers is set up so you 
cannot experience data variations between the solutions used. When you need to filter or group 
together data (e.g., using hierarchies), make sure that you perform one of the following: 
 
■  Create the filtering/grouping layer centrally (ideally, in the planning SOR) so it can be used by all 

technologies (e.g., don’t create two sets of filters or two sets of hierarchies) 
 
■  Interface from the execution system to planning SORs and to planning SODs and so on, so 

added logic in the different layers is carried on from layer to layer 
 
In continuing the example above, you would need to use lead time data to create plan proposals. 
You would use raw data from the execution system and then define how the lead time should be 
calculated (where does it start, where does it end) so it is applicable for planning. This definition 
would typically exist in the outbound area of the execution system, feeding into the SOR layer. 
When lead time data needs to be used for MEIO calculations (using a different solution), you can 
choose one of the following: 
 
■ Interface the lead time data directly from the execution system (using the exact same interface 

as used for integrating to the SOR technology) 
 

■ Interface the lead time data from the SOR technology 

 

Note: If extra logic is added in any layer, then the integration must go through the layers step by 
step in order to maintain consistency in the overall solution. 
 
Lead time data is just one example of data to be interfaced and where a definition/filter/grouping is 
needed. Of course, many other types of data need integration (e.g., inventory, sales data and 
master data). If the architecture and the interfaces are not set up correctly, you will inevitably end up 
with several models of your supply chain and it will be difficult to know which one is more realistic or 
is the master model. This will result in misaligned planning results, potentially wrong decisions being 
made, and a lack of trust in the solutions, which may compromise the user adoption. 
 
Another important aspect of integration is data latency. Extra latency must not be introduced while 
adding supplementary technology — or, it must be reduced to a minimum. Ideally, data should be 
updated simultaneously to all solutions in the SCP technology portfolio, if possible, to not introduce 
extra latency and to not confuse the users with data being different (for a period of time) in different 
systems. 
 

 

 

 



 

 

 

 

Recommendations: 

■  Limit the number of vendors in your SCP technology portfolio to reduce the complexity of your 
SCP solution and the number of integration points needed. It is paramount have a single 
platform for the SOR, but you must also be careful about the SOD layer. Accept that 
supplementary capabilities will be needed for the SOI, but design the architecture to minimize 
compromises. 
 

■  Map and categorize your technologies according to the Pace-Layered Application Strategy for 
supply chain planning using the “Toolkit: Developing a Pace-Layered Application Strategy for 
Supply Chain Planning.” 

 
■  Use the result to guide your architectural design of the applications in the SCP technology 

portfolio and make sure that logic created in each layer is carried on to the layer above. 
 
■  Focus on integration setups and methods that ensure consistency in data across your SCP 

technology portfolio. 
 

Exploit the Potential of Your Investments 

The market for planning technologies is expanding rapidly and many new, advanced functionalities 
are now being offered by multiple vendors. The investments in supplementary capabilities generally 
tend to be in the area of more advanced technologies that complement the existing core SCP 
platform. However, even though some capabilities sound attractive, organizations need to be ready 
to embrace the changes that follow. Adding advanced capabilities such as AI, machine learning or 
cognitive computing requires a certain level of readiness within the organization because of the 
impact of the technologies (see “Digital Insurance Requires a Holistic Approach: Assessing 
Organizational Readiness” [The Gartner Digital Organizational Readiness Assessment section]). This 
could be around: 
 
■  Processes: Planning processes will need to be redesigned and a new way of working must be 

implemented where the new capabilities are leveraged (see “Develop a Structured Change 
Management Approach for SCP Technology-Enabled Transformation”). 

 
■  People: Due to the change in processes, people will need to work differently — or accept that 

the tasks they used to have, are now being performed by technology autonomously (e.g., when 
using ML). If the new technology is unknown within the organization, capabilities will need to be 
built in order to maintain and continuously improve the processes empowered by the new 
technology (e.g., training of existing employees, hiring of new resources or cooperation with 
external consultants). 

 
■  Data availability and quality: Using more advanced capabilities often requires a lot of data with 

a high level of data quality in order to provide correct results — or even new data to be in place. 
 
■  Performance management: The change of processes must also be visible in your performance 

management system to strengthen the correct use of processes and technology supported by 
appropriate metrics. If this is not done properly, the adoption of the technology will suffer, 
 which even increased training efforts cannot compensate for. 

 

If you do not invest time in ensuring organizational readiness, the benefits of your investment will be 
difficult to achieve — for example, deciding to invest in machine learning capabilities to automate 
decision processes within demand planning. If the organization is not ready to embrace the change 
this technology brings, the automation will be undermined by people questioning the results. This 
leads to further investigations to find a better result or use of other systems that people are more 
comfortable and familiar with (and are usually more manually controlled). If the implementation fails 
due to lack of organizational readiness, it will be more difficult to have success with the same types 
of implementations in the future. You will likely experience change fatigue, in which the organization 
 



 

 
will be questioning why these changes need to happen again and again (see “Develop a Structured 
Change Management Approach for SCP Technology-Enabled Transformation”). Therefore, be sure 
to prioritize this and get it right the first time around to pave the way for future initiatives as well. 
 
 
 
 
Before adding new capabilities to the planning platform, a process maturity assessment (see Figure 
5) of the processes and decisions in scope must also be made. The process maturity assessment 
helps you to ensure that your organization is ready or has time to get ready to leverage the new 
capabilities. The result of the assessment is a maturity score (from one to five, where five is the most 
mature) through evaluation of several areas (e.g., process focus, metrics and technology), 
depending on the process in focus. 
 

Figure 5. SCP Maturity Model 

 

The findings in the process maturity assessment can be used when creating a roadmap for future 
SCP technology investments. Some initiatives on the roadmap will be around implementing the new 
technology, whereas other initiatives will be focused on getting the organization ready to embrace 
change. 
 
To be successful, organizations must prepare their employees for the impact of changes in 
technology and new capabilities. Depending on the scope of the change, it may take time to 
prepare the organization and create a culture that will embrace the changes. As a result, some 
investments might need to be pushed out further in the future in order to mature the organization 
first. Creating a roadmap of the investments in scope should therefore be prioritized and should 
cover SCP across functional areas. 
 
See further in this research for links to a Toolkit for evaluating organizational readiness as well as 
Toolkits for process maturity assessments. 
 

 

 



 

 

Recommendations: 

■  Assess your high-level organizational readiness and plan activities to mature your organization 
as needed. Get inspiration from the Gartner Digital Organizational Readiness Assessment in 
“Digital Insurance Requires a Holistic Approach: Assessing Organizational Readiness” to target 
your maturity improvements. 

 
■  Assess your supply chain planning process maturity to ensure that the processes in scope — 

and the input to those processes — are ready to use the new technology. If not, initiate actions 
to mature the processes and pause the investment until this is in place. 

 
■  Create a roadmap by prioritizing and staging the technology investments to match the current 

and expected future organizational readiness and SCP process maturity. 
 
■  Continuously monitor the changing priorities in your organization, considering changes in your 

current investment as well as newly planned investments. Adjust the roadmap accordingly. 
 

Evidence 

1 Gartner’s 2019 Digital Business Impact on the Supply Chain Survey explored companies’ 
readiness to support the impending digital business transformational wave that is fast approaching. 
It also looked for a better understanding of awareness, competencies required and priorities of 
executive and functional leaders within the supply chain organization. The survey was conducted 
online by an external partner vendor, between 2 July and 18 August 2019. In total, 336 respondents 
were interviewed in their native language across the U.S. (n = 115), Canada (n = 19), Germany (n = 
53), France (n = 41), U.K. (n = 61) and Mexico (n = 47). 
 

In order to enable the comparison and contrasting of key trends, quotas were established on key 
organizational and respondent characteristics: 
 
■  Qualifying organizations are manufacturers (high tech, industrial, consumer products, life 

sciences), retailers or healthcare providers, with enterprise wide annual revenue of at least $1 
billion for companies in the U.S. and at least $500 million or equivalent outside the U.S. These 
companies either already have implemented digital activities in at least one function of the 
business (such as digital marketing) or have plans to implement within the next two years. 
 

■  Qualified participants have a role in a supply chain function and are personally actively 
involved in digital initiatives at their company. 

 

The sample universe was drawn from external panels of IT and business professionals. The survey 
was developed collaboratively by a team of Gartner analysts who follow these markets and was 
reviewed, tested and administered by Gartner’s Research Data and Analytics team. 
 
Disclaimer: Results do not represent “global” findings or the market as a whole but are a simple 
average of results for the targeted countries, industries and company-size segments covered in this 
survey. 
 
In this survey, supply chain planning is at the top of the list as an area for investments in digital 
capabilities within supply chain functions. Sixty-eight percent of the 336 companies are investing in 
digital capabilities now, and another 30% have planned investments within the next two years. 
 
In the same survey, 44% of companies perceived lack of supply chain organization maturity as one 
of the top three challenges related to successfully operating as a digital business model. Finally, 
there are still challenges in the alignment of roadmaps and strategies for digital improvements in the 
supply chain, where only 32% of the respondents indicated that all digital initiatives are fully aligned 
under a single governance process. 
 
2 Results presented are based on Gartner’s 2019 Supply Chain Technology User Wants and Needs 
Survey. This survey was conducted between November and December 2019 to explore the role 
 
 



 

 
 
technology plays in supply chain, how supply chain organizations leverage technology for 
competitive advantage and what their views were on exploiting as well as investing in supply chain 
technology. 
 
A sample of 350 respondents completed a web-based survey, with the organizations qualified 
according to their industry, with annual revenue of their organization being $100 million or more. The 
sample mix by region was North America (40%), Western Europe (40%) and APAC (20%). 
 
 
 
Respondents were required to be in a manager and above position, and be involved in decisions 
regarding supply chain management (SCM) processes, strategy and supporting technology. 
 

The survey was developed collaboratively by a team of Gartner analysts who follow the IT market 
and was reviewed, tested and administered by Gartner’s Research Data and Analytics (RDA) team. 
Disclaimer: Results do not represent “global” findings or the market as a whole but reflect the 
sentiment of the respondents and companies surveyed. 
 

In the survey, top three internal obstacles to achieving organization’s supply chain goals and 
objectives were investigated. Out of 350 respondents in the survey, 23% reported cross-functional 
collaboration, a top three challenge; 19% reported inadequate supply chain business applications 
or technology; 25% reported lack of visibility across supply chain; 25% reported aligning business 
and supply chain strategies; 27% reported decision-making quality (slow, cumbersome, ineffective); 
and 20% reported difficulties orchestrating and synchronizing end-to-end supply chain processes. 
This speaks to the importance of aligning strategies across the business in general as well as with 
areas that are typically the focus point for investing in supplementary capabilities. 
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