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Hub Based Fulfillment Model

AM-HUB EU-HUB AP-HUB
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2019: Was our mature global supply chain and extensive Lean practice capable to 

manage new VUCA challenges? 

On time 

Delivery

ITO Forecast 

accuracy

Bullwhip effect

Which are the options to improve our planning processes?

Traditional approach – MRP Optimization Alternative approach - DDMRP
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2019: 1st Pilot Training Pilot software Scope Results

DDPP training

- DDMRP training 

(professor Carol Ptak)

- Reading books: 

DDMRP, DDAE

BW4HANA

- Initial idea was to use 

Excel, but with 900 

materials, we need 

something more 

automatic: BW4HANA

3 European plants (900 

materials) – 6 months

- Selection of good 

performing units (1 

HUB, 2 PO)

- 900 materials (most of 

them challenging in 

terms of performance)

KPIs

- OTD:  + 5 %

- Sales Order 

reconfirmation: - 50%

- Missing parts: - 75%

- Inventory: - 15%

Training Pilot software Scope Results

Global training

- Internal DDMRP 

training

- Each region will train 

their units

Replenishment+ demo 

version

- Interfaces were build 

up with Robot 

automation

6 global plants (1900 

materials) – 6 months

- 3 plants in Europe, 2 

China and 1 in US

- 3 HUBS and 3 POs

KPIs

- OTD: + 0%

- Sales Order 

reconfirmation: NA

- Missing parts: - 50%

- Inventory: - 5%

2020: 2nd Pilot

Results are better than expected → Let's do it !!!
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2021: How much time do we need to implement DDMRP in 20 plants and 200k parts?

2021 2022 2023 2024 2025 2026 2027

20 plants x 6 months = 10 years

2 years

2028 20302029

20 plants x 3 months = 5 years

Indeed, we implemented DDMRP only in 2 years thanks to two main factors:

• Mettler’s methodology using John Kotter’s 8 step model.

• DDMRP and Intuiflow simplicity and visibility.

Q1.2021 Q2.2021 Q3.2021 Q4.2021 Q1.2022 Q2.2022 Q3.2022

US1&2

Q4.2022

US3 US4 US5

EU1&2 EU3&4 EU5 EU6 EU7

AP1&2 AP3&4 AP5 AP6 AP7 AP8
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Kotter's 8 step Model in DDMRP implementation

1

2

3

4

5

6

7

8

Establish the feeling of urgency of DDMRP implementation.

Build up regional teams, share objectives, build up trust.

Vision: Global processes , unit ownership .

Communicate implementation strategy in the 3 regions and units.

Empower regional coordinators and power users in units.

Create short term wins with DDMRP pilots.

Promote improvements in DDMRP template.

Incorporate local improvements into global standards.

Create 

climate of 

change

Engage and 

enable the 

Organization

Sustain the 

Change

▪ Fast implementation.

▪ Small central team leading DDMRP 
implementation.

▪ Low implementation cost.

▪ Plants perceive this new planning 
methodology as their project.

▪ Improvements can come from any of 
the 3 regions (US, EU, AP).

▪ Fast improvement in SCM KPIs (both 
stock availability and stock levels).

PROs

▪ DDMRP parameters are locally 
managed which can lead to different 
processes.

▪ Some units have decided to have a 
staggered go live which leads to 
different implementation speed.

▪ Change management cannot be 
managed only locally.

CONs
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DDMRP parameters are locally managed. Different implementation speed in units. Change management managed centrally.

Common Blue Print 2 months of UAT Global Involvement

• 2 months of UAT using daily updated 
data allows users to be familiar with 
DDMRP methodology.

• We can compare DDMRP vs MRP 
results.

• Users enjoy of individual and global 
visibility.

Month1 Month2 Month3 Month4

Data load

Training

User Acceptance Test

Go live

• Before starting the project, we were 
aware that change management was 
the most important challenge -> it 
requires global approach and high 
effort.

▪ It requires a strong sponsorship 
of global top management.

▪ KPIs improvement should be 
visible and clear for managers.

▪ Kotter's 8 step Model helps to 
promote changes in planners.
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▪ DDMRP 5 steps can be explained (and understood) in less than 1 hour.

DDMRP Calculation

MAX

- MOQ, Rounding value

- ADU x Lead time x Lead time 

factor

ADU x Lead time

Red base + Red Safety

• Red base = ADU x Lead time 

x Lead time factor

• Red safety = Red base x 

Variability factor

TOR

TOY

TOG

MRP Calculation

- MOQ, Rounding value

- Periodic lot size

Flow Index is monthly calculated
DDMRP Step 2
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Intuiflow visibility is extremely high: 

DDMRP - Individual view

Forecast projection - Individual view

DDMRP – Plant view

Forecast projection - Plant view
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Past period analysis

Inventory analysis

Flow Index - MOQ view

Shortages

FDU vs ADU

Shelf life risks

And many 

more 

reports



DDMRP Implementation – KPIs 16

During DDMRP implementation Business Case the following 
KPI improvements were foreseen:

- Service Level increase.

- Inventory carrying cost reduction.

- Obsolescence scrap reduction.

- Premium expedite freight cost reduction.

- Less planners required.

- Less system developments.

 

DDMRP – Business Case
Global stock availability around 99%.

Plant examples

Mettler Toledo annual report 2023

https://s202.q4cdn.com/258391627/files/doc_financials/2023/ar/mt-annual-report-2023.pdf
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▪ In one of the DDMRP knowledge company exchange, we visit a factory where production scheduling for Make-To-Stock 

Buffered materials was be done based on Demand Driven execution priority, and production order dates were becoming 

irrelevant.

Zero stock outs in the first 8 

months... and without a 

production scheduler

Buffer status Demand Driven Execution calculation

𝐄𝐱𝐞𝐜𝐮𝐭𝐢𝐨𝐧 % =
𝑆𝑡𝑜𝑐𝑘

𝑇𝑂𝑅



Demand Driven Execution Priorities – Production Order view
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▪ In order to calculate each priority for Production 

Orders we need to adapt the formula of Execution 

Status:

Execution Status = 
𝑆𝑡𝑜𝑐𝑘 𝑝𝑟𝑜𝑗𝑒𝑐𝑡𝑖𝑜𝑛 𝑏𝑒𝑓𝑜𝑟𝑒  𝑃𝑟𝑜𝑑.𝑂𝑟𝑑𝑒𝑟

𝑇𝑂𝑅

We will place 

execution status 

inside the buffer 

and determine its 

corresponding 

priority



Demand Driven Execution Priorities

Demand Driven Execution priorities will be used in several processes

20
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Dispatching production orders Work center production priorities

Daily Shop floor meeting

Scheduling at material level
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▪ In another DDMRP knowledge company exchange, we share our internal lead times and variability coefficients during 

DDMRP step 2 (Buffer Profile and Levels). Every 3 months we run Smart Buffer Profiler to determine the correct buffer 

profile. We have 5 different levels in Lead time coefficients and 4 levels in variability coefficients.  

But are these the correct ranges, are them the correct coefficients? Are the other company ones, better? Do we balance 

correctly Service level and Inventory Turnovers?

With Auto Pilot we have the first AI/ML tool capable to link the buffer size and different coefficients, to the desired service 

level…. and the system will decide for us which is the best buffer.

Lead time coefficient Variability coefficient

Inspired by 

Shazam



Auto Pilot
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▪ If a material fulfills std supply chain patterns and passes ‘data exceptions’:

It will be candidate to enter in Auto Pilot. 

Depending in the number of days of consumption per year we will determine a desired service level.



Auto Pilot
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Conclusions

After implementing DDMRP in Mettler Toledo we can have the following conclusions

Fast implementation

▪ It can be implemented in months, with 

a small central team, global blue print 

but empowering units.

▪ It requires an important change 

management effort.

SCM KPIs

▪ DDMRP implementation improves 

stock availability and ensures correct 

stock levels.

▪ It reduces supply chain disruptions by 

maximizing flows.

Visibility

▪ DDMRP is easy, transparent, 

understandable and intuitive, providing 

a better way of planning materials.

▪ This visibility appears first in planning, 

but it is good to use it in other areas.

Post DDMRP

▪ After Implementing DDMRP, DDAE 

proposes a clear path to improve mid-

and-long term planning.

▪ Demand Driven concepts should be 

expanded in and outside MT.

26
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