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When Disruption Becomes the Norm

Port strikes. Competitor price drops. Unseasonable weather. Viral social media trends. Supplier capacity constraints

— ——0—

Rare "Black Swan" Events Continuous Disruption
What used to be infrequent, isolated incidents that Now, disruption isn't the exception anymore.
were unpredictable and had a massive impact. Disruption is the norm. Events happen continuously.

Yet most supply chain software still operates as if the world is stable and predictable.



The Core Problem: Static Software in a
Dynamic World

Your systems are built on static rules:

Reorder Logic Forecast Review Safety Stock Calculation
"If inventory drops below 500 "If forecast error exceeds 15%, flag "If lead time is X days, set safety
units, reorder 1,000." for review." stock to Y units."

These rules worked when you set them up. The problem? They assume the world stays the same.

When a port strike hits, your rules don't know lead times just doubled. When demand shifts, your thresholds don't adjust.
When supplier reliability changes, your formulas keep using old assumptions.

Your rules execute yesterday's logic on today's problems.



The Human Response and Adaptability Crisis

The Human Response Systems Sitting Idle
Your team has become the adaptation layer: emergency meetings, Meanwhile, your systems sit idle—waiting for humans to update
Excel models, manual overrides, constant firefighting. They're trying rules, retrain models, and reprogram logic.

to adapt thousands of SKUs across hundreds of locations faster than
humanly possible.

[J BCG's 2022 study of 150 companies found that 80% remain "reactive"—unprepared to quickly address disruptions and lacking

structured operations for long-term resilience. Only 10% had developed the full range of resilience capabilities needed to thrive in
today's volatile environment.

A Mismatch of Speed

The pace of change has outstripped the pace of adaptation. Your business reality changes daily, demanding instant responses.

The widening gap between how fast markets move and how fast your systems adapt is where money gets lost, critical opportunities slip through,

and your valuable teams burn out.

https://www.bcg.com/publications/2022/necessity-to-build-operational-resilience-framework
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Four Problems Preventing Adaptation in

Supply Chain

Lack of Insights

You can't adapt to what you can't understand

Human Bandwidth

You can't do this at scale

Es

Lack of Adaptability

Your systems learn too slowly

Lack of Coherence

You can't coordinate when teams see different realities

These aren't separate issues. They're symptoms of the same root cause: software built for stability trying to operate in a

world of constant change.



Problem #1: Lack of Insights
You Can't See What Matters or Why It's Happening

Your November sales spiked 25%. Your dashboard flags it. The data is there—every transaction, every SKU, every location. But your
system can't tell you why.

Is this seasonal demand you should plan for next year? A temporary social media trend? A competitor stockout creating a short window?
Your promotion generating lift?

©

Seasonality Social Trend

Increase baseline forecasts, prepare for next November. Accelerate inventory NOW, but don't over-commit long-term.

=
Competitor Stockout Promotion Lift
Capture share temporarily, prepare for their return. Measure effectiveness, don't mistake temporary spike for

permanent demand.

Each scenario requires completely different actions. Without understanding causation, you're guessing.

Guess wrong: stockout or excess inventory.



Drowning in Data, Starving for Insight

This week: 847 SKUs flagged "at risk."” You can't investigate them all, and focusing only on top-revenue items misses
critical issues. You have the data, but lack the insight.

Boston Consulting Group captured this perfectly in their supply chain visibility research: organizations have invested
heavily in data collection systems, yet "the result is a trove of data but a dearth of actionable insight."

What's Missing

Traditional systems show you WHAT is They can't tell you WHY:
happening:
PP & e Why sales increased?

* Salesincreased e Why forecast error?

e Forecast error doubled e Why inventory dropping?

e Inventory dropping

Without "why," you can't prioritize, can't distinguish signal from noise, can't make confident decisions.

https://www.bcg.com/capabilities/operations/turning-visibility-value-digital-supply-chains
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What Al Agents Do Differently: Insights
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Automatic Causal Discovery Portfolio-Scale Prioritization
Uncovers "why" events happen (e.g., seasonal demand, Evaluates hundreds of at-risk items simultaneously,
social media impact, competitor stockouts). Continuous, highlighting the critical few requiring human attention.
automated analysis across every SKU. Provides actionable insight into what truly matters.

D Example: Without an agent, investigating a demand spike takes days of pulling reports and analysis. With an
agent, you see driver breakdown Monday morning with business context and recommended actions—while
there's still time to respond.



What This Looks Like

Your New Monday Morning

Your demand planner opens the dashboard Monday at 8am. Instead of 847 alerts )
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SKU-284 (High Priority)

"Demand velocity increased 40% over 14 days. Cause: Social media mention by
lifestyle influencer (73% confidence) combined with seasonal uptick (27%).
Current safety stock assumes baseline demand. Projected stockout: 6 days.
Recommended action: Expedite 500 units from secondary supplier. Cost: $1,800.

Risk if no action: $47K revenue impact, 3 key accounts affected.”

Your planner doesn't investigate. They decide: approve, modify, or escalate.
Investigation is already done.
Time spent: 45 minutes reviewing 23 decisions versus 3 days investigating 50 alerts

and missing #284 entirely.



What This Looks Like
From Guessing to Knowing

Before: The Demand Spike Question

November sales spiked 25%. Your team spends 2-3 days manually investigating,
pulling data, interviewing sales, and checking competitor activity. The conclusion is
often a cautious guess: "Probably seasonal. Maybe increase forecast 15-20%?"

You order conservatively, missing a crucial, high-opportunity window created by a
competitor stockout. You had the data, but lacked the immediate, clear insight to
act decisively.

After: The Demand Spike Answer

November sales spiked 25%. An Al agent surfaces a causal breakdown within hours,
providing precise drivers and implications:

Seasonal 40% Ongoing Plan for it
pattern through Dec

Competitor 35% 2-3 weeks Capture now,
stockout won't repeat
Your 25% Ended Don't
promotion overproject

The recommendation is clear: aggressive fulfillment for 3 weeks to capture the
competitor window, then revert to seasonal baseline +15%. You don't guess—

you know, and you act while the opportunity is still open.




Problem #2: Lack of Adaptability

Traditional systems are built on rigid assumptions and manual processes. They react slowly to new data and shifting
conditions, creating a critical gap between market reality and your operations.

March July
Update demand model with latest data. Accuracy plummets to 66%. Update
Achieves 82% accuracy in April. needed but requires month-long project:

data extraction, retraining, validation,

deployment.

May

Accuracy drops to 74%. Competitor
launches disruptive product, lead times

increase 30%, consumer preferences shift.

Model still uses March assumptions.

September

Deploy updated model, but market
conditions already changed again. Updated
model instantly outdated.



Where Lag Breaks You

Six months ago, you set safety stock formulas based on historical lead times and demand variability. Since then:

Lead times increased 40% Demand variability doubled Supplier reliability degraded

Your formulas don't know—they're still using last quarter's assumptions. Result: stockouts where you thought you had adequate buffer.

Last Year's Playbook vs This Year's Reality

Outdated Assumptions Current Reality

e SKU-A used to respond well to Q2 promotions. @J@ e Now Q4 works better for SKU-A promotions.

e SKU-B needed large inventory buffers due to unreliable e Smaller buffers work for SKU-B because the supplier
suppliers. improved.

Your rules keep applying last year's playbook to this year's reality.



What Al Agents Do
Differently: Adaptability
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Continuous Model Adjustment

When conditions change—supplier lead times increase, demand patterns
shift, promotional effectiveness changes—agents automatically recalibrate
forecasts, safety stock calculations, and recommendations within days.
Your models stay current with reality, not frozen at last quarter's
assumptions.

—_—e———

Outcome Learning

Every decision becomes training data. Agents track what actually
happened after each forecast, each safety stock adjustment, each
promotion. Learnings like "15% markdowns drove 35% lift for Category A,
only 8% for Category B" get encoded and applied automatically to future
recommendations. Your system gets smarter with every cycle.

Traditional systems learn quarterly (at best). Al Agents learn continuously. This
keeps the gap between "what your model assumes" and "what's actually
happening" small, preventing outdated assumptions from compounding into
major operational issues.




What This Looks Like
Dynamic Response in Action

Traditional Response

Your logistics team notices a key supplier's lead time increased from 14

days to 22 days.

Safety stock formulas still use 14-day assumption.
Forecast models don't incorporate the change.
6-8 weeks until next model retrain.

Stockout risk increases silently across 340 affected SKUs.

With an Al Agent

The agent ensures immediate, intelligent action:

Tuesday PM Agent detects lead time change
from shipment data.

Wednesday AM Agent recalculates safety stock
for all 340 affected SKUs.

Wednesday AM Identifies 12 with imminent
stockout risk, 47 with elevated
30-day risk.

Wednesday PM You review: approve expedites

for 12, adjust parameters for 47,
auto-approve 281 minor
changes.

Response time: <48 hours vs. 6-8 weeks.



What This Looks Like

Accuracy That Doesn't Decay

In a traditional supply chain, model accuracy is a moving target, often

degrading significantly between manual updates. Al Agents continuously refine

their understanding, ensuring your models remain sharp and relevant.

Traditional Approach:
Model Decay

April (post-retrain): 82%
Accuracy (Good)

June: 74% Accuracy
August: 65% Accuracy (Critical)

September (retrain): 80%
Accuracy (Reset)

You are forced to accept decaying

accuracy for months, with each
percentage point costing inventory

efficiency or service levels.

Al Agent: Continuous
Accuracy

April: 82% Accuracy (Baseline)

May: 80% Accuracy (Detected
competitor launch, adjusted 43
SKUs)

June: 81% Accuracy
(Incorporated promo calendar
shift)

July: 79% Accuracy (Identified
supplier reliability change)

August: 80% Accuracy (Detected
regional demand shift)

Accuracy consistently stays in the 78-
82% range. No dramatic decay. No

emergency retrains. Your model

evolves with your business, not

against it.

ent

inuous Accuracy

712%

74%

June

Tradit
Mode

62%



What This Looks Like
Promotion Effectiveness Learning

Traditional Approach With an Al Agent

You run a 20% discount on Category A. Sales lift 30%. Good The Al agent tracks every promotion outcome against a
result? You don't really know—you lack a clean baseline and counterfactual baseline, providing precise metrics. It learns
context for why it worked. Next year's team will likely guess from each campaign, informing future strategy with data-
again, leading to inconsistent results and wasted spend. driven insights.

Next planning cycle, the agent recommends: "Increase
Scenario: 20% discount on Category A yields 30% sales Category A promo budget, reduce Category B. Historical data
lift. shows 3x better ROL." You stop guessing which promotions

Problem: No clear understanding of true incremental work. The system knows.

gain.

Outcome: Difficulty replicating success, promotions
become a gamble.

Cat A Summer 20% 30% 8% 22% 2.4X
Cat B Summer 20% 18% 12% 6% 0.7x

Cat A Fall 15% 25% 5% 20% 2.8%



Problem #3: Human Bandwidth

Remaining 80%

Run on autopilot with
minimal oversight

Top 20%

Receive 95% of attention for
high-impact SKUs

1 2
Top 10-20% SKUs: Careful Analysis The Other 80%: Autopilot
Your team focuses on what matters most—the top 10-20% by revenue. These get They run on autopilot. Rules set months ago. Assumptions that haven't been
careful analysis: revisited. Parameters that made sense last quarter but may not today.

Forecast reviews
Promotion optimization
Inventory tuning

Exception handling

D BCG's research identifies what they call the "20-80-50 formula": 20% of products receive 80% of attention from sales and management, yet account for only 50% of

profits. This means 80% of products remain systematically undermanaged despite representing half of all profits—because companies find it "too time consuming or
expensive" to apply sophisticated analysis at scale

https://www.bcg.com/publications/2012/pricing-go-to-market-strategy-long-tail-pricing-business-to-business-markets
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What Al Agents Do Differently: Scale
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Comprehensive SKU Monitoring Actionable, Prioritized Exceptions

Al agents continuously analyze all SKUs, providing rigorous Al delivers prioritized exceptions, highlighting urgent actions

attention to every product. like stockout risk and demand shifts, with clear cost
implications.

The agent analyzed all 800. You handle the 40 that actually need you.



What This Looks Like
Portfolio Coverage Reality

Your Current Reality

Human bandwidth limits detailed analysis to a small fraction of your inventory,
leaving the majority exposed to unmanaged risks.

A items (top 500 Weekly deep Well-managed
10%) review

B items (next 1,000 Monthly glance Acceptable
20%)

Citems 3,500 Autopilot rules Unknown risk

(bottom 70%)

80% of stockouts come from B and C items. Your team simply can't analyze
4,500 SKUs weekly, leading to systemic blind spots.

With an Al Agent

Al agents provide continuous, comprehensive coverage across your entire
portfolio, elevating human input to strategic decision-making on exceptions.

A items 500 Continuous ~50

exceptions/we
ek

B items 1,000 Continuous ~30

exceptions/we
ek

Citems 3,500 Continuous ~20

exceptions/we
ek

The Al agent monitors everything. Your team decides on roughly 100 critical
exceptions weekly.

Result: Portfolio coverage goes from 10% to 100% with the same team

and same hours.
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What This Looks Like
Where Your Planners Spend Time

- ——o0—

Current Time Allocation: The Manual Burden With Al Agent: Empowered Strategic Focus
In a traditional planning environment, valuable talent is often consumed by tasks Al agents transform planner roles, automating routine tasks and elevating human
that don't leverage their expertise, leading to inefficiency and missed input to high-impact strategic decision-making and analysis.
opportunities.
Data gathering & 5% Automated
Data gathering & 35% Low reconciliation
reconciliation
Investigation & root cause 10% Agent-assisted
Investigation & root cause 30% Medium
Cross-functional 25% Streamlined
Cross-functional 20% Medium coordination
coordination
Actual decision-making 40% Human judgment
Actual decision-making 15% High
Strategic analysis 20% High-value
Your planning talent spends 65% of their time on work that doesn't require
their expertise, limiting strategic focus. The same team, working the same hours, can now achieve 3x more decisions
reviewed and focus on higher-value, strategic work.




What This Looks Like

The Long-Tail Risk You're
Carrying

The Unseen Threat: SKU #284

A seemingly unremarkable SKU, #284, generates modest revenue and is rarely
reviewed. However, it's sole-source for three critical enterprise accounts,
representing $2M in combined relationship value.

R T S

Traditional Approach

Discovery comes only when a panicked sales rep calls: SKU #284 is stocking
out. Expedite costs jump to $4,000. More importantly, customer trust is
damaged.

——

With an Al Agent

The agent flags SKU #284 two weeks early: "Demand velocity +40% over 14
days. Sole-source for 3 accounts ($2M relationship). Stockout risk in 8 days.
Recommend: expedite 500 units, cost $1,800." You approve. Customer never
knows there was a problem. A $2M relationship protected for $1,800.

This critical intervention is happening across hundreds of SKUs that human teams
simply don't have the bandwidth to monitor.



Problem #4: Lack of Coherence

Your Teams Are Moving in Different Directions

Marketing's Campaign Operations' Baseline

Launches a $400K promotional campaign, expecting a Unaware, plans baseline production using older ERP
25% demand lift. data.

Sales' Commitments Result: Incoherent Strategy

Commits to bulk orders based on different CRM data, $200K in expedited costs and damaged relationships.
assuming non-existent capacity. Everyone executed correctly against different realities,

leading to collective failure.

Why This Happens

Disparate Data Systems Siloed Optimization Collective Incoherence

Teams pull data from different Each department optimizes for its Perfect individual execution leads
systems, each with unique refresh own objectives without full to overall incoherence and failure
cycles and underlying visibility into cross-team impacts. without coordinated information.

assumptions.



What Al Agents Do Differently: Coherence

One Demand Model, All Teams

Al agents maintain one continuously updated demand model. Marketing sees the same baseline as Operations. Sales sees the same capacity constraints as Finance.
No more reconciliation meetings to figure out whose spreadsheet is right.

Test Before You Commit

=i %

Marketing Operations
"What if we spend $300K on Q4 campaign?" Agent projects +22% demand "Can we fulfill +22%?" Agent calculates: need materials by Nov 15. Alerts for
lift. required actions.
= Q
®S £
Finance Result
"What's the ROI of expediting vs. constraining?" Expedite costs $120K, All three teams see the same tradeoffs. Decision made in one meeting, not
captures $450K in revenue. three.
The Result

Teams still have different roles, but they plan against a shared reality. Execution improves because work is actually coordinated.



What This Looks Like
Before the Campaign Launches

Traditional Workflow: A Cycle of Reactive Planning

1 .

Marketing plans Q4 campaign: $400K spend, expecting 25% demand lift on 50 SKUs. Plans built using their demand projections.
Operations finds out 2 weeks before launch: No prior input into the marketing plan.

Operations checks capacity: Can only support a 15% lift due to current stock and lead times.

Escalation meeting: Finger-pointing ensues. Departments defend their separate realities.

Compromise reached: Campaign is scaled back or costly expedites are approved at the last minute.

Post-mortem: Recurring sentiment: "We need better communication" - a temporary fix, not a systemic solution.

With an Al Agent: Proactive, Coordinated Decisions

Marketing builds the Q4 campaign proposal within a unified platform. Before finalizing, the Al agent facilitates real-time cross-functional collaboration:

Marketing "What if we spend $400K?" +23% projected lift

Operations "Can we fulfill +23%?" Current inventory covers +15%. Expedite for
+23% costs $85K.

Finance "ROI of expedite vs. constrain?" Expedite captures $1.2M. Constrain captures
$890K.

All teams simultaneously see the options and their implications:

* Option 1: Full campaign + expedite = $1.2M opportunity, $85K cost.

* Option 2: Constrained campaign = $890K opportunity, no expedite cost.

Result: A data-driven decision made in one meeting, with no surprises at launch and full cross-functional alignment.



What This Looks Like
One Number, Every Team

The reconciliation problem:

Marketing 125K units Campaign model
Sales 140K units Pipeline + gut
Operations 118K units Statistical forecast
Finance 130K units Budget model

Monthly
Weekly
Weekly

Quarterly

Four teams. Four numbers. Weekly meetings to "align." Nobody knows which is right. Decisions based on negotiated compromise, not truth.

With a unified model:

All teams 128K units Agent consensus forecast Continuous
&
Marketing sees how campaigns affect the number Sales sees how commits feed into the number

Operations plans against the number Finance budgets from the number

Disagreements still happen—but about assumptions and strategy, not "whose spreadsheet is right."

Time saved: 8-10 hours/week in reconciliation meetings.



What This Looks Like
Cross-Functional Trade-offs Made Visible

The Hidden Conflict: Reactive Trade-offs
A critical scenario unfolds:

e Sales commits to a large order for a key customer: 10,000 units by March 15.

e Operations is already at 95% capacity for March. They don't learn about the commitment until it's in the system—just two weeks before
1 delivery.

Traditional Result:
Without coordinated insight, the outcome is either:

e $45Kin extra costs from overtime and expedited materials to meet the deadline.

e Or, a missed commitment, leading to a damaged customer relationship and potential long-term losses.

With an Al Agent: Proactive Visibility
The process transforms:

Sales enters the potential commitment. Before confirmation, the Al agent instantly flags the impending conflict:

"Committing 10,000 units by March 15 requires production adjustment. Current March capacity: 95% allocated. Options:"

2 e Option 1: Shift 2,000 units from Customer B (lower margin) — frees capacity, no extra cost

e Option 2: Add overtime — $12K cost, captures full order

e Option 3: Partial commitment (7,000 units) — no capacity issue, reduced order value

Result:

Sales sees the trade-offs before committing. They discuss options with Operations and jointly select Option 1. The customer gets the full
order, there are no surprise costs, and no finger-pointing—just a coordinated, informed decision.



From Firefighting to

Advantage

When tactical execution doesn't consume everything, you can finally do

work that moves the business. Your biggest operational challenge

becomes your greatest competitive advantage.

—0—

Shift Faster

When markets shift, you shift
faster.

—O—

Capture
Opportunities

When opportunities emerge,
you capture them.

See Problems Early

—_— ) ——

When problems form, you see them early.




Close the Gap BetWeen Plan and Reality
If You're Facing any of these:

e Managing 500+ SKUs across multiple locations
e Frequent demand/supply volatility
e Forecast accuracy below 85%

e Long-tail SKUs underperform from neglect

Request a 30-minute Demo
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https://www.ikigailabs.io/demand-planning-ai-agent-demo?utm_source=il-email&utm_medium=eBook&utm_campaign=2025_Agentic_AI_Contact_Us

