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Executive summary

Forecasts are better than they have ever been. Decisions are still late. The delay lives between teams,
and in the judgment of a few experienced planners that never gets written down.

Many companies are now adding Al agents to close that gap. Most add them one task at a time. Each
new tool pulls its own data, rebuilds its own rules and asks its models to start from zero. Nothing it
learns carries over to the next one. When a planner retires, what they knew leaves with them.

There is a better way to build. When every project adds to one shared decision foundation, planner
judgment is captured and kept by the company. Each new solution starts from what the last one
learned. And because the foundation keeps learning how the business works, planners stop recreating
the wheel every time they make a decision.

This paper covers:

e Where the coordination gap opens and why better forecasts don't close it
e Why planner judgment is the most valuable asset most Al programs throw away
e Why Al that starts from scratch keeps recreating the wheel

e How one $500M industrial manufacturer began with a single planner's pain point and built
outward

e Questions to ask before your next Al investment

1. The coordination gap

Take a midmarket manufacturer with three plants and two ERPs. The overnight forecast flags a demand
increase on a high margin product family. The model is right.

Tuesday Demand planning Update the demand plan and send a note

Tuesday afternoon Production scheduling Schedule already locked; wait for next week's cycle
Thursday Inventory Adjust safety stock at the weekly review

Following Monday Supplier management Place a rush order at a premium

Following Wednesday Production scheduling Parts not in; reshuffle and bump other orders
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Nobody made a bad call. Every team acted sensibly on what it could see. The decision still took nine
days.

| The forecast arrived on time. The decision didn't.

The gap persists for structural reasons:

o Different clocks. Forecasts refresh daily, schedules lock weekly, supplier reviews happen when
they happen.

¢ Different scorecards. Inventory is measured on turns, scheduling on adherence.
o Different systems. Several ERPs, planning tools and the spreadsheets that hold them together.

e Judgment that isn't captured. The reason behind a planner's override lives in an email or in
someone's head.

That last point turns out to matter more than the other three.

2. How Al usually gets added

Approach What it does well Where it stops

Consolidate onto one planning  Shared data model and deep Years of migration before value; systems

platform planning functionality outside the platform stay disconnected

Automate people out of Speed on stable, repeatable Breaks when conditions change; planners

decisions decisions override quietly and the system never
learns why

Add individual Al agents Fast wins on a single task Each agent rebuilds its own context and

nothing it learns is shared

The third approach is the most common right now, and the most tempting. A single agent is quick to
deploy and easy to justify. The trouble shows up on the fourth or fifth one.

3. The asset most Al programs throw away

Every planning organization runs on judgment that no system holds. It's the difference between what
the data says and what an experienced planner knows to do about it.

Supplier behavior This supplier always runs late in the fourth quarter, so A buyer's memory
pad the lead time

Line and capacity realities Line 3 can run that product, but changeovers eat half a The scheduler's

shift spreadsheet

Customer priorities This account gets protected even when margins say An unwritten understanding
otherwise

Exceptions and overrides Ignore the recommendation when a promotion An email thread

overlaps a plant shutdown
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Calculation logic The adjustments that turn raw data into a usable One planner, and nobody
schedule else

This knowledge is fragile. People retire. They change jobs. They go on vacation during the one week it
matters. And when a company adds Al one task at a time, each tool sees only a sliver of this judgment
and keeps none of it in a form the next tool can use.

So the company ends up teaching the same lessons over and over.

4. Recreating the wheel

When every Al tool starts from zero, the same work gets done again and again. Data gets pulled and
mapped again. Rules get rebuilt again. And planners find themselves explaining the same exceptions to
each new tool, as if nobody had ever made that decision before.

When every tool starts from zero When the foundation is shared

Data work Each project pulls, cleans and maps the same systems  Connections are built once and
again reused

Business rules Rebuilt, often inconsistently, inside each tool Defined once and applied
everywhere

Model context Every run begins without knowing the business The business context is already
known

Past decisions Forgotten once the decision is made Kept, with the reasoning, for next
time

Planner time People explain the same exceptions to every new tool = Explained once, remembered after
that

There's a simple principle underneath this. A foundation that remembers what it has learned doesn't
need to work its way back to the same answer. Known rules handle known situations. Past decisions and
their outcomes point the way. Planners spend their time on what is actually new.

Over time, the foundation gets smarter about how your business runs, and your planners stop
recreating the wheel every time they make a decision. Tools that start from scratch never get there.

5. Building on one foundation instead

The alternative is to treat every Al project as an addition to a shared decision foundation for planning.
That foundation needs four things.

Shared business meaning The system understands how bills of materials, lead times, line
constraints and customer priorities affect each other at this company
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A decision surface people trust Planners see recommendations with the tradeoffs visible, and approve
or override them

Learning from every decision Each override and its reason is kept and used in future
recommendations, without an engineer rewriting anything

One place for the planning week Over time, the week runs from one coordinated environment instead
of six systems and a spreadsheet

It should also sit above the ERP and planning systems the company already runs. Nothing migrates.
Decisions write back to the systems of record.

_ Individual agents A shared decision foundation

Where does business meaning live? Rebuilt inside each agent In one place every solution draws on

What happens when recommendations The planner notices, The conflict is surfaced and a person

conflict? eventually decides

Where does a planner's judgment go? Nowhere reusable Into the foundation, for every future
decision

Does the next project get faster? No. Each one starts over Yes. Data, connections and rules carry
forward

Does it get smarter about the business Only within its own task Yes, with every decision across the

over time? planning week

6. How it gets built: one planner, one pain point

This isn't installed in one go. It's built up, a job at a time, inside a real planning organization. Here is how
that happened at a $500M industrial manufacturer.

Where it started

The work didn't start with a transformation roadmap. It started with one planner and the thing that hurt
most at the time: the master production schedule.

Building it took about 18 hours, spread across several days. Data had to be pulled from multiple systems
and brought into one place for calculations that, for the most part, only that planner understood. Those
calculations held years of tribal knowledge. They also held a fair amount of guesswork, because no
person could realistically weigh all the data that should inform a production schedule.

So the schedule was slow, it depended on one person, and it couldn't use everything the company knew.
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What changed

The data pulls from every source system were automated, along with the consolidation and the
calculations, and all of the relevant data was taken into account. The planner's logic was captured rather
than replaced. The planner now receives recommendations to review and act on.

I N

Time to build the About 18 hours, spread across 15 minutes
schedule days
Data gathering Manual pulls from multiple Automated across all sources
systems
Calculations Known mostly to one planner Captured in the foundation, with the planner's logic
built in
Data considered As much as one person could All relevant sources
handle
Planner's role Assemble, calculate, then Review recommendations and decide
decide

The same work, done in a fraction of the time, and done better.

What carried forward

The most important result wasn't the hours saved. It was what stayed behind.

The data connections, the consolidated foundation and the business rules from that first project
remained in place. When the team moved on to the planner's next pain point, most of the groundwork
was already done. Results came in weeks, not months.

Then they did it again. Over time the company deployed multiple Al solutions across its planning week,
each one addressing a different pain point and each one drawing on the same growing foundation.

What was built What carried into the next stage

First pain point: master Data connections, consolidation, Connections, data foundation,
production scheduling scheduling logic, the planner's rules business rules
Next pain points New solutions on the existing foundation More rules, more captured

judgment, wider context

Across the planning week Multiple coordinated solutions covering A shared understanding of how
many pain points this company plans

7. Judgment that stays with the company

Switching costs in enterprise software usually come from contracts or painful migrations. This is
different. The value accumulates in something the company itself has built up through its own decisions.
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e Connections to every system the planning team relies on

e Business rules the organization took years to learn

e Tribal knowledge that used to belong to one or two people

e Captured judgment from every approval and override

e Context across jobs, so a change in scheduling informs inventory and supply decisions
Two things follow from that.

First, the knowledge outlasts the people who supplied it. When a veteran planner retires, the reasoning
behind their best calls is still there for the next person, and still shaping recommendations.

Second, the knowledge outlasts any single model. Al models will keep changing, and quickly. When
business meaning and judgment live in the foundation rather than inside one model, a better model can
be put to work without the company having to teach it everything again.

The models will change. Your judgment shouldn't have to be relearned every time
they do.

8. Where this is heading

It's worth being realistic about the current state. At the manufacturer above, as at most companies,
planners still spend much of the week in their ERP, planning tools and spreadsheets.

The direction is clear, though. Each new solution widens the context the foundation understands. Each
captured decision adds to its judgment. The goal is a planning week that runs through one coordinated
environment, above the systems the company already has.

Coordinated Al solutions deployed pain point by pain Coverage of the full planning week

point

Judgment captured project by project Every recommendation shaped by everything learned so
far

Planners reusing what was already learned More decisions start from what is already known

Built above existing ERP and planning systems Still above them. Nothing migrates

9. Questions to ask before your next Al investment

N T N e

Does each new project start from Yes, new data work every time  No, it builds on what's already there
scratch?

Where will our planners' judgment be In the planners In the foundation, and reused
stored?
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S T e

If a planner leaves, what stays?

If the underlying model changes, what
do we lose?

Will planners have to explain the same
exceptions again?

Does the second project make the first
one better?

10. Where to start

Very little

The system has to be
retrained or rebuilt

Every time a new tool arrives

No

Their rules and reasoning

Nothing. The business knowledge sits
outside the model

No. It was captured the first time

Yes

1. Pick one planner. Choose someone whose work crosses systems and teams.

about your business. If it doesn't, you're starting over.

2.
or relies on guesswork.
3.
4.
5.
6.
Closing

Find the biggest pain point in their week. Look for the task that is slow, depends on one person,

Measure it as it is today. Hours, handoffs and how often the result gets reworked.
Automate the data work and capture the logic. Keep the planner deciding.
Keep what you built. Make sure connections, rules and judgment go into a shared foundation.

Move to the next pain point. It should go faster, because the foundation already knows more

Al agents will keep getting easier to deploy. That makes it tempting to add them one at a time and call it

progress.

The companies that pull ahead will be the ones whose Al accumulates. They start with one planner's
hardest job, keep everything they learn, and build outward until the planning week runs on a system

that knows how they decide.

I Every decision your planners make is worth keeping. Build on it.

Get in touch to book a working session: a2go.ai/contact
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