This comprehensive structure ensures all strategic, operational, and financial dimensions of a
project are addressed, moving beyond simple cost-cutting to enterprise risk management and
value creation.

Here is the comprehensive action plan for Supply Chain Resilience and Global Network
Optimization, delivered from the perspective of a Senior Partner.

Comprehensive Action Plan: Supply Chain Resilience
and Global Network Optimization

Section Content

Preamble/Role Senior Partner, MBB Firm. The company
is a global automotive parts manufacturer
that experienced major revenue disruption
due to geopolitical events and
single-source supplier shutdowns. They
need a resilient, regionally optimized
supply chain.

Core Mandate Design a comprehensive action plan to
achieve Supply Chain Resilience and
Global Network Optimization. The plan
must focus on 'dual-sourcing' 70% of all
high-risk materials, regionalizing the
manufacturing footprint (Asia, Americas,
EMEA), and improving inventory turnover
by 20%.

Objective Reduce single-source material risk
exposure by 45% and increase overall
inventory turns from 5.0 to 6.0 by Q4
2027 (24 months).

1
© 2025, Prosultant.com, Inc. Prepared by managementadvice.ai, a brand of Prosultant.com,
Inc. Content sourced from Google Gemini.




Section

Content

Compelling Why

The strategic imperative is Risk-Adjusted
Profitability. Unmitigated supply chain
risks cost the company $300 million in lost
sales and expedited freight over the last
two years. This optimization is projected to
reduce working capital requirements by
$150 million (via inventory reduction),
lower logistics costs by 10% (via
regionalization), and improve EBITDA
volatility by 40%, justifying the investment
by securing long-term operational
continuity.

Approach

Phase 1: Risk Mapping & Cost Baseline
(Months 1-3): Map the end-to-end supply
chain, conduct a stress test for geopolitical
and natural disaster risks, and establish the
cost-to-serve baseline. Phase 2: Network
Design & Sourcing Strategy (Months
4-9): Use digital twin simulation to model
and select the optimal 3-region
manufacturing footprint. Finalize the
Dual-Sourcing Strategy for critical
materials and qualify new suppliers. Phase
3: Implementation & Transition (Months
10-20): Execute the manufacturing
footprint transition (site selection,
ramp-up/down), implement the new
inventory policies, and integrate new
suppliers into the quality control system.
Phase 4: Digital Control Tower Setup &
Sustainment (Months 21-24): Deploy the
digital supply chain monitoring tools and
embed the new S&OP process and risk
governance model.
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Organization

Global Supply Chain Steering
Committee: Chaired by the COO, including
the CFO and Regional Presidents. Meets
monthly for capital approval and transition
sign-offs. Supply Chain Risk
Management Function: A dedicated team
reporting to the VP of Supply Chain,
responsible for monitoring the risk
dashboard and leading stress-testing
exercises. Centralized Sourcing Council:
A cross-functional body that governs all
dual-sourcing decisions and new supplier
qualifications.

Processes & Governance

Global S&OP (Sales and Operations
Planning): Implement a unified, monthly
5-step S&OP process across all three
regions, focused on consensus
forecasting, constrained supply planning,
and executive sign-off on inventory targets.
Supplier Risk Assessment: Mandate a
dynamic 4-quadrant risk assessment
framework (Complexity vs. Spend vs. Lead
Time) for all Tier 1 suppliers, triggering
mandatory dual-sourcing for high-risk,
high-spend inputs. Resilience
Stress-Testing: Institute semi-annual
"What If" scenario planning (e.g., primary
port closure) using the Digital Twin to test
response protocols and buffer strategies.
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Key Deliverables

Phase 1: Detailed Supply Chain Risk
Heatmap, Financial Cost-to-Serve Baseline
Report. Phase 2: Target Supply Network
Map (including optimal location/capacity),
Dual-Sourcing Contract Templates,
Inventory Policy Framework (min/max stock
levels). Phase 3: Completed Manufacturing
Transition Plan (Site A closed, Site B
ramped), 45% of High-Risk Materials
Dual-Sourced, Tier 1 Supplier Scorecards.
Phase 4: Digital Twin Simulation Model
(Operational), New Global S&OP Playbook.
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Critical Risks & Mitigation

1. Supplier Pushback on New Terms
Risk: Existing sole-source suppliers resist
price negotiations or demands for
dual-sourcing flexibility. Mitigation: Use a
3-tiered supplier engagement strategy:
Collaborate (strategic partners),
Leverage (new dual-sources), and Exit
(non-compliant suppliers). Secure
high-volume commitments with new
dual-source partners to make the
transition financially compelling for them.
2. Disruption During Network Transition
Risk: Moving production to new sites
causes manufacturing quality issues or
delivery delays. Mitigation: Implement a
strict 3-stage Quality Gate Review
(Process stability, Volume readiness,
Customer acceptance) before full
production cutover. Maintain a 90-day
safety stock buffer for the top 5 most
critical $\text{SKU}$s during the transition
period. 3. Lack of Integrated IT Systems
Risk: Regional $\text{ERP}$s/Planning
systems cannot support the global S&OP
and data needs of the Digital Control
Tower. Mitigation: Prioritize the
deployment of a Single Planning Layer
(Control Tower software) that aggregates
data from disparate $\text{ERP}$s via APIs
in the short term, deferring full ERP
harmonization to a later phase.

5

© 2025, Prosultant.com, Inc. Prepared by managementadvice.ai, a brand of Prosultant.com,
Inc. Content sourced from Google Gemini.




Section

Content

Change Management Plan

Strategy: Position the initiative as a shift
from Cost Minimization to Risk-Adjusted
Service Excellence. Training: Conduct
compulsory, hands-on training for
Procurement teams on the new
SupplierRiskAssessmentFramework and
contract terms. Operations teams must be
trained on the new S&OP process and
constraint management. Sales Alignment:
Host dedicated workshops with the Sales
team to align them on new, more reliable
lead times and the strategic shift to three
regional service models.

Crucial Additional Element

Success Metrics (KPls): Lagging
Indicators: 1. Inventory Days of Supply
(IDoS) vs. Target. 2. Risk-Adjusted
EBITDA (tracking the financial impact of
avoided disruptions). Leading Indicators:
3. % of Critical Materials Covered by
Dual-Sourcing Agreements. 4. Time to
Recover from Disruption (TTD)
(measured in days, tested via stress-test
scenarios). 5. Perfect Order Rate (to
measure service improvement).

6

© 2025, Prosultant.com, Inc. Prepared by managementadvice.ai, a brand of Prosultant.com,
Inc. Content sourced from Google Gemini.




	Comprehensive Action Plan: Supply Chain Resilience and Global Network Optimization 

