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Panic Mode: Supply Chains in The Spotlight… And Becoming Mutable…

▪ The world is in panic mode and our supply chains are faltering. They were either 

overwhelmed – think toilet paper producers – or now trying to get up to speed –

like car factories.

▪ Sudden changes in demand and supply create imbalances that challenge the 

usual way of leading supply chains. The infamous bullwhip effect is in full swing.

▪ Usual processes are unfit for the situation, back to fundamentals of balancing 

supply and demand (from automatic processes to manual driving), specially:

▪ S&OP process and 

▪ Sourcing: the extended supply chain

▪ The new supply chain strategy is to be tactical in the short-term, not to optimize 

costs, but reputation and customer satisfaction.

▪ The long term is an acceleration of some trends started before the coronavirus 

crisis (i.e. : volatility, AGILITY) and some new ones (i.e.: scarcity of supply).
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Panic Buying: Toilet paper… Ravioli cans… Insuline…
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The infamous bullwhip effect in full blast: the standard one is bad
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manufacturer wholesaler retailer
inventory demand inventory demand inventory demand

week 1 40 40 40

monday week 2 40 40 40

week 2 40 40 45

monday week 3 40 40 35

week 3 40 55 40

monday week 4 40 25 50

week 4 80 30 40

monday week 5 0 75 40

week 5 0 40 40

monday week 6 160 35 40

week 6 45 40 40



The infamous bullwhip effect in full blast: the panic one is awful
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manufacturer wholesaler retailer

inventory demand inventory demand inventory demand

week 1 40 40 40

monday week 2 40 40 40

week 2 40 40 80

monday week 3 40 40 0

week 3 40 80 40

monday week 4 40 0 40

week 4 80 40 0

monday week 5 0 40 80

week 5 40 0 40

monday week 6 120 80 40

week 6 0 40 40



WHAT TO DO? (SHORT – TERM)

▪ SAFETY FIRST

▪ BACK TO MANUAL

▪ THE NON-CRITICAL BECOMES CRITICAL

▪ CHANGE OBJECTIVES

▪ A MULTIFUNCTIONAL CRISIS TEAM

▪ SOURCING: ALL SUPPLIERS IN THE 

EXTENDED SUPPLY CHAIN
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Back to Manual

▪ Our Processes assume NORMAL things happening

▪ Algorithms discard not normal events as outlier
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Back to Manual

▪ Our Processes assume NORMAL things happening

▪ Algorithms discard not normal events as outliers

▪ Back to Manual: Excel… Planning Whiteboards…
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THE NON-CRITICAL BECOMES CRITICAL: Learning from a past crisis, Japan 2011
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Philips: Reacting to the 2011 Japan Tsunami

▪ We know: direct suppliers, will lose sales and our 
suppliers do not know their suppliers situation

▪ We do not know: how much we are going to lose in 
sales, but it can be huge, the weak links in the 
chain and how to react

▪ The reaction:

▪ A CRISIS team: Find all of the suppliers of the 
suppliers of the suppliers…

▪ Understand the weak points

▪ Develop alternative supplies

▪ What they learned:

▪ Need to collaborate and know the suppliers chain

▪ Apple made 30 billion available to buy “everything”

▪ Suppliers serve their most attractive customers first



COVID 19: Obvious differences

▪ Expected sales down in some industries

▪ All of the world affected:

▪ Factories

▪ Transportation

▪ Customs…

▪ Consumers might change

▪ Governments might want to influence the 

supply chains



Low Spent €

High Spent €€€

CriticalNon critical

Leverage

Nuisance

Strategic

Insure

Classifying Supplier: Kraljick matrix



CHANGE OBJECTIVES: SAFETY, SALES, REPUTATION… NOT COST 

EFFICIENCY

▪ FROM:

▪ FULLFILL CUSTOMER ORDERS (OTIF)

▪ RELIABLY, 

▪ WITH GOOD QUALITY 

▪ AT THE LOWEST COST…

▪ TO:

▪ WHAT IS THE OVERALL BUSINESS OBJECTIVE

▪ GIVEN THAT YOU CAN’T DELIVER IT ALL

▪ ….

▪ ALLOCATION OR SELECTION OF WHAT TO MAKE

▪ … OUR PROCESSES ARE NOT DESIGNED FOR THIS AT 

ALL
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A MULTIFUNCTIONAL CRISIS TEAM

▪ A MULTIFUNCTIONAL CRISIS TEAM:

▪ S&OP

▪ SALES, FINANCE, OPERATIONS…

▪ … AND PROCUREMENT AND LOGISTICS…

▪ … AND HR

▪ … MAYBE OTHERS…

▪ A VIRTUAL WAR ROOM…
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SOURCING: ALL SUPPLIERS, SUPPLIER’S SUPPLIERS, S….
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▪ IDENTIFY 2, 3 rd TIER SUPPLIERS

▪ IDENTIFY SERVICE SUPPLIERS

▪ WORK WITH THEM, 

▪ FIND POTENTIAL ALTERNATIVES WITH THEM

▪ ANYTHING THAT COULD GO WRONG…

▪ … TAKE CARE OF THEM…



WHAT TO DO? (SHORT – TERM)

▪ SAFETY FIRST

▪ BACK TO MANUAL

▪ THE NON-CRITICAL BECOMES CRITICAL

▪ CHANGE OBJECTIVES

▪ A MULTIFUNCTIONAL CRISIS TEAM

▪ SOURCING: ALL SUPPLIERS IN THE 

EXTENDED SUPPLY CHAIN

▪ THE STRATEGY: TACTICAL TO SURVIVE
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WHAT TO DO? (LONG – TERM)

▪ SCENARIOS ? (U, V, W…)

▪ CHANGES IN CONSUMER/CUSTOMER BEHAVIOR 

AFTER DECONFINEMENT

▪ INVESTMENTS IN WAREHOUSING AND LOGISTICS

▪ ACCELERATION OF RETAIL APOCALYPSE

▪ MUCH MORE ADAPTABLE SUPPLY CHAINS

▪ … PROTECT SUPPLIERS SURVIVAL!!!
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CHANGES IN CUSTOMER BEHAVIOR: ONLINE, AT HOME (HUGE VOLATILITY)
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SOME ANNECDOTAL SIGNS AFTER 

DECONFINEMENT:

- Sales in China down 30% in apparel

- Sales in some countries in Europe 

very high

- Overall, up or down substantially 

depending on the industry
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Supply Chains need to mutate to become much more agile …
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Unique /

differentiated

product

Common /

functional

product

Efficient SC Agile SC



A consumer trend towards more products, SKU’s…
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Unique /

differentiated

product

Common /

functional

product

Efficient SC Agile SC

- Ultra premium

- 50% more SKU’s

- Local products

- 17 iPhones in 

www.apple.ch



AGILE AND ADAPTABLE SUPPLY CHAINS

▪ FROM:

▪ LOWEST POSSIBLE COST

▪ MAXIMIZE EFFICIENCY (OEE)

▪ FIXED FORECAST (ACCURACY)

▪ MINIMIZE CHANGES

▪ CONSTRAINED VARIETY

▪ AGREED QUALITY

▪ BIG FACTORIES AND BIG 

WHAREHOUSES FOR ECONOMIES OF 

SCALE

▪ OUTSOURCE SMALL PRODUCTIONS

▪ TO:

▪ BEST CUSTOMER SERVICE

▪ AGILITY (LOVE CHANGES)

▪ ADAPTABILITY (LOVE VARIETY)

▪ ACCEPTABLE COST

▪ MAXIMIZE REVENUES

▪ A NETWORK OF AGILE FACTORIES 

AND WAREHOUSES IN PARTNERSHIP 

WITH THE ECOSYSTEM…

▪ INSOURCE SIGNATURE PRODUCTION
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Panic Mode: Supply Chains in The Spotlight… And Becoming Mutable…

▪ The world is in panic mode and our supply chains are faltering. They were either 

overwhelmed – think toilet paper producers – or now trying to get up to speed –

like car factories.

▪ Sudden changes in demand and supply create imbalances that challenge the 

usual way of leading supply chains. The infamous bullwhip effect is in full swing.

▪ Usual processes are unfit for the situation, back to fundamentals of balancing 

supply and demand (from automatic processes to manual driving), specially:

▪ S&OP process and 

▪ Sourcing: the extended supply chain

▪ The new supply chain strategy is to be tactical in the short-term, not to optimize 

costs, but reputation and customer satisfaction.

▪ The long term is an acceleration of some trends started before the coronavirus 

crisis (i.e. : volatility, AGILITY) and some new ones (i.e.: scarcity of supply).
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Thank You for your Attention

In case of questions, please contact:

Prof. Carlos Cordon

+ 41 21 618 0390

Carlos.cordon@imd.org
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