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Overview

A practical playbook for deploying Al in demand forecasting, inventory, and logistics
planning, with the operating model, rollout steps, templates, and a worked distributor
example with real cost numbers.

How is this different from just buying a demand-forecasting Al tool?

The tool is the Predict layer only. Most failed pilots already had a perfectly good forecasting
engine; what they lacked was the Decide layer — explicit tolerance bands, override rules,
and a home in the S&OP cadence. This playbook is the operating model around the tool, not
a replacement for it.

Do we need machine learning for every SKU segment?

No. Slow-moving, stable SKUs are usually served well by simple statistical methods or even
a moving average with safety stock rules. Reserve machine-learning forecasting for fast-
variable, high-value segments where non-linear demand patterns actually exist — applying it
everywhere adds maintenance cost without proportional accuracy gains.

How long before we see inventory or service-level impact?

Plan on an 8-10 week pilot (setup, shadow cycle, go-live) before you have a defensible
before/after comparison, and a full quarter before the financial impact is stable enough to
report to leadership. Expect the first two to three weeks live to show a temporary dip in
planner confidence as they learn the override process.
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What if planners keep overriding the model anyway?

That is expected and useful data, not a failure. The override log is designed to surface
whether overrides are systematic (the model is missing a real signal, like promotions or
competitor stockouts) or habitual (planners defaulting to gut feel). The first case means fix
the model; the second means the tolerance band or trust-building process needs work.

Can this playbook apply to logistics and transportation, not just demand forecasting?

Yes — the same Sense-Predict-Decide-Act structure applies to load consolidation, carrier
selection, and route optimization. The Sense layer changes (shipment history, carrier
performance, lane costs instead of demand history) but the Decide layer discipline —
tolerance bands, override logging, and a cadence home — is identical.

{ "@context": "https://schema.org", "@type": "FAQPage", "mainEntity": [ { "@type™:
"Question", "name": "How is this different from just buying a demand-forecasting Al tool?",
"acceptedAnswer": { "@type": "Answer", "text": "The tool is the Predict layer only. Most
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planner confidence as they learn the override process." } }, { "@type": "Question", "name":
"What if planners keep overriding the model anyway?", "acceptedAnswer": { "@type":
"Answer", "text": "That is expected and useful data, not a failure. The override log is
designed to surface whether overrides are systematic (the model is missing a real signal,
like promotions or competitor stockouts) or habitual (planners defaulting to gut feel). The
first case means fix the model; the second means the tolerance band or trust-building
process needs work." } }, { "@type": "Question", "name": "Can this playbook apply to
logistics and transportation, not just demand forecasting?", "acceptedAnswer": { "@type":
"Answer", "text": "Yes — the same Sense-Predict-Decide-Act structure applies to load
consolidation, carrier selection, and route optimization. The Sense layer changes (shipment
history, carrier performance, lane costs instead of demand history) but the Decide layer
discipline — tolerance bands, override logging, and a cadence home — is identical." } } ] }
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Related playbooks

Data & Al

Measuring Al ROI & Value Realization Playbook

An executive playbook for measuring and reporting Al ROI, using a four-stage value ladder,
a baseline-and-attribution method, templates, and a worked customer-s
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Al Procurement & Vendor Evaluation Playbook (Build vs Buy)

A procurement playbook for Al build-vs-buy decisions and vendor evaluation, with a
weighted scorecard, red-flag checklist, contract-negotiation tips, and a work
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Al Experimentation & Innovation Lab Playbook

A practical playbook for running an Al experimentation function, using a three-gate funnel,
pilot templates, and a worked retail example that shows how to Kill
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Read playbook

Talk to our Al operations team
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Author
Mithun A. Sridharan
I'm Mithun A. Sridharan, Founder of this website - Think Insights - on Strategy, Management

Consulting, Leadership, Digital Transformation, and Data Literacy. Follow me on social
media or connect with me on LinkedIn for updates.
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