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Supply chain transformation requires
clear strategic vision

Companies with mature supply chains are continuing to transform without hesitation. But companies
that have failed to invest in their supply chain for years are struggling. They understand that
transformation is necessary, but where should they start? And in which direction should they steer their
organization?

To provide an overview of how companies can best navigate these changes and where the next big
shifts in the supply chain arena are expected, in Q4 2024, EFESO Management Consultants and Supply
Chain Media have interviewed over 100 supply chain leaders across various industries and geographies.
In addition four business leaders from Pernod Ricard, Bosch, Covestro, and dsm-firmenich shared their
views and experiences on the E2E Supply Chain Ecosystem Transformation survey results.

Explore the key survey findings and our in-depth analysis.

Kristof de Coster Dr. J6rn Grosse-Wilde Martijn Lofvers
Partner, Partner, CEO & Chief Trendwatcher
Supply Chain Lead Supply Chain Lead Supply Chain Media

EFESO EFESO



00

The E2E Supply Chain Ecosystem Transformation

Survey gathered insights from over 100 senior
supply chain leaders across industries and
regions, providing a detailed view of the
challenges, priorities and strategies that will
shape supply chain transformation in Europe
between now and 2027

Survey Methodology

The survey was conducted in Q4 2024 by
EFESO Management Consultants in partnership
with Supply Chain Media. It combined
structured interviews and questionnaires
targeting senior supply chain executives to
ensure a comprehensive understanding of
transformation challenges and strategies.

Survey methodology

The survey examines the current state of supply
chain transformation as of 2024 and projects
trends through to 2027, providing a forward-
looking perspective on how companies plan to
adapt to emerging challenges and opportunities.

Industries

The survey covered a wide range of industries,
highlighting how supply chain transformation
challenges and strategies are relevant across all
sectors.

The breakdown of industries represented is as follows:

24%

9%
8%
7%
5%

Consumer packaged goods
Machines & automotive
High-tech & electronics
Pharma & medtech
Agrifood & bio-industry
Chemicals & plastics
Business services

Other

Logistic service provider

]
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The most represented functions are as follows:

Supply Chain Director

C-level Supply Chain Executive / Chief Supply Chain Officer

Vice President Supply

Chain

The survey included participants from

17 countries across continents, with 70% from
Europe. Other regions represented were Asia
(12%), Americas (14%), and the Middle East (4%).

This diversity underscores the global
relevance of supply chain transformation
while highlighting Europe’s unique challenges,
including regulations, trade barriers,

and sustainability goals.

Americas

Middle East

Europe
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Drivers of supply chain

transformation

When the pandemic broke out in early 2020,
technology company Bosch decided to set up

a company-wide supply chain task force. Bart
Meers led the team with the aim of proactively
addressing bottlenecks and preventing negative
impact on customer deliveries.

‘The first challenge in setting up such a task force
is appointing the right people. Not just people
from logistics, but also including people from
purchasing, production and sales. Preferably
generalists who have knowledge across all those
three disciplines,’ says Meers.

Today, he is responsible for logistics and
warehousing for the Bosch Group’'s BSH Home
Appliances division.

The second challenge is equipping the team
with the right tools and technologies. ‘During the
pandemic, we were in a better position than our
competitors to proactively address bottlenecks.
Partly because Bosch could use suppliers’ part
numbers to quickly identify which customer orders
would be affected by an impending parts shortage,’
Meers explains.

‘In addition, we were able to create one safe
source of truth. A single, uniform, reliable source
of information is necessary to communicate
transparently with all stakeholders and make the
right decisions.’

What are the decisive drivers to start a supply chain transformation?

59%

38%

38%

37%

Business strategy

Drive for excellence / continuous improvement

Financial results

Customer demand

Business continuity

Political pressure / legal requirements

Crisis management

1)
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So when is such a task force needed?

When answering this, Meers distinguishes
between white, grey and black swans. By

white swans, he means events that have been
announced in advance, such as Brexit or the US
elections.

‘Those are the events we can prepare for and for
which we do not need a task force,” Meers states.

‘In contrast, companies do set up task forces for
grey swans: events that we know could happen
one day, but which cannot be predicted. Think
of pandemics, an earthquake or the escalating
conflict in the Middle East. The same goes for
black swans: rare events that no one could have
foreseen.’

Actually, there should be no immediate need
to set up a task force for all grey swans, Meers
claims.

Grey swans

‘We know very well which regions are prone to
earthquakes and which suppliers are located there.
We can figure out in advance what measures to
take if one of those suppliers is put out of action.
By incorporating some of the processes, tools

and competences of the task force into the line
organization, we can handle such disruptions
without setting up a special team. That helps to
make the supply chain resilient.’

After disbanding the task force, Bosch did
indeed integrate a number of processes and
methodologies into the line organization.

‘Now, when we see that the availability of certain
raw materials or components is coming under
pressure, we try to secure supply with long-term
contracts. Or we try to redesign our products
featuring components that are available in
sufficient quantities.’

Which capabilities for resilience are important for your transformation?

63%

63%

59%

34%

1%

Agility (rapid response to change)

Flexibility (options to adapt)

Visibility (timely acces to information)

Collaboration (internally & externally)

Redundancy (extra buffers & capacities)

None of the above

1)
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“Agility, flexibility, visibility and
collaboration are the core

resilience capabilities in your

transformation”
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to success

Due to geopolitical conflicts, new trade barriers
and climate change, the number of grey and
black swans has increased significantly in recent
years. Like Bosch, many companies have been
forced to embark on a transformation and
improve their supply chain resilience.

That transformation is not just limited to their
own organization, but extends to the entire
ecosystem in which they operate. ‘Many supply
chain leaders realize that they need to look
beyond the four walls of their own company,
towards suppliers, customers and other supply
chain partners. How can they get a better view
of everything happening in the ecosystem that
impacts their own supply chain?,’ says Kristof De
Coster, Vice President Supply Chain Excellence
Northern Europe at consulting firm EFESO.

Such companies regularly approach EFESO,
asking how to set up such a transformation.
‘Ecosystem transformation is the next step
towards a more mature supply chain,’ De Coster
comments.

Collaboration is the key

‘But we see many companies struggling with this
transformation. Apparently, there are all kinds of
factors or circumstances that prevent companies
from taking the next step. We want to know what
they are. That was the reason for us, together with
Supply Chain Media, to ask almost a hundred
supply chain executives about their experiences
with supply chain ecosystem transformations.’

“Collaboration is key to
driving supply chain to a

higher level of maturity”

Which collaboration types are most important for your transformation?

81%

64%

63%

22%

2%

Supplier collaboration

Customer collaboration
Collaboration with logistics partner
Innovation incubators & consultants
Use of contract manufacturers
Engagement with startups

Other (please specify)

10



Increase resilience

oyo 04
and agility

What will be the main goals to transform supply chains in the coming years?

75%

36%
22%

12%
12%
3%

Increase resilience and agility

Supply chain cost reduction

Adapt for new business/service models
Decarbonization and other sustainability goals
Embed and adopt to Al

Modern supply chain solutions (APS, TMS, WMS,...)
Workforce development

Build of ecosystem

ERP upgrade in the cloud

Enable mergers and acquisitions (M&A)

Change in asset strategy

One of the first survey questions concerns

the goal companies have in mind with their
transformation. Most executives mention
increasing resilience and agility, followed by
reducing costs. De Coster is not surprised by
these answers, but stresses that it is difficult to
reconcile both goals.

‘Increasing agility requires more flexibility in the
supply chain, and that comes at a price,” he states.
‘And those who improve their resilience to hedge
against increasing risks are effectively paying an
insurance premium for it. During the pandemic,
everyone accepted that insurance premium
because they had to survive. Now it appears that
many companies cannot afford to keep paying that
premium year after year. Different measures are
called for.’

The survey reveals that companies with a
mature supply chain are much more likely to cite
adapting to new business models as their main
goal. These companies think and act a lot more
offensively than companies with low maturity.

‘Companies with a mature supply chain are better
armed against disruptions,” says De Coster.

He has the impression that, for a long time,
many companies were satisfied with the
maturity of their supply chain. They were
perhaps at level 2 or 2.5 on a scale of 1 to 5, and
performance was satisfactory. So why should

they strive for higher maturity? Now that those
companies are coming under pressure, they see
that their maturity level is no longer adequate. They
need to invest in their supply chain, but no longer
have the resources to do so.’

“Increase resilience and agility,

become more cost effective,

more sustainable and enable

new business models”

11






One of the respondents is Maria Pia De Caro,
Executive Vice President Global Operations
& Sustainability at Pernod Ricard. Like De
Coster, she sees companies struggling with
transformations.

‘In the period before the pandemic, we could divide
companies into two categories: those that saw
supply chain as a value creation opportunity, and
those that saw supply chain as a kind of utility.
That changed during the pandemic, and suddenly
we all became heroes. From one day to the next, we
were sitting in the boardroom and being asked for
advice.

Although the immediate crisis has passed, the
need for transformation remains. Companies
with mature, integrated supply chains, which
they had been working on for years before the
pandemic, continue to evolve.

‘But for companies that have not invested in their
supply chains, starting a transformation is a

lot harder. The supply chain executives at these
companies realize that investment is necessary to
maintain competitiveness, but don’t know where
to start. And they don't know how to convince the
other board members of the urgency, especially
now that their attention has shifted to other
commercial priorities.’

Supply chain now sits
in the boardroom

05

“While supply chain function
has demonstrated strong
benefits through short and
mid term crisis management
during the pandemic, it is
now the time to build on this
and leverage the inherent

cross-functional perspective

from sales over production to

procurement for operational
aadvice and leadership.”

Jorn GrofSe-Wilde, Vice President and
Supply Chain Lead at consulting firm EFESO

13 =
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Digital and Al tools for

transformation

The transformation within Pernod Ricard is
focused on further supply chain integration and
strengthening resilience. In particular, the wine
and spirits producer is focusing on production.

‘We need to look at production from the perspective
of our ecosystem, and find the right balance
between global, regional and local production. We
have already made considerable progress in the
area of sourcing, which is now organized globally,
De Caro states.

7

The need for transformation is a consequence
of the aforementioned grey and black swans.

‘We face instability in our supply chains and must
be prepared to respond quickly to disruptions. We
have invested in IBP processes and one-number
planning for years, but that is no longer enough.
Today, | prefer working with scenarios rather than
a single number. To respond adequately to new
developments, | need two or three executable
scenarios and a fully integrated supply chain,
which makes smart use of artificial intelligence.’

De Caro refers to the port strikes on the east
coast of the United States.

‘When something like that happens, you have

to explore different options at lightning speed -
especially if you need to cut costs, generate cash
and are struggling with a talent shortage. That's
when all the previous investments in a strong
integrated supply chain pay off.

Which digital and Al tools are most important for your transformation?

57%

48%

36%

35%

7%

Al'in production & supply planning
End-to-End control towers

Machine Learning in forecasting
Predictive Al in operations/maintenance
Digital suply chain twins

Generative Al (smart chatbots)

Internet of Things (loT with sensors)

Other (please specify)

14
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End-to-end control towers,
machine learning and Al
powered planning are our most
essential digital and Al tools for

transformation”
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Up- and downstream

scope 3 reduction

Chemical company Covestro has gone through
a transformation in which the focus was also on
further supply chain integration.

‘We now have one organization in Europe that is
responsible for all supply chain-related activities
including customer service, logistics, credit
management and trade compliance,” says Hanno
Brimmer, who is responsible for Covestro’s
supply chain and logistics in Europe, the Middle
East, Africa and Latin America.

Brimmer explains that just a couple of product
groups account for the largest volumes within
Covestro's chemical product portfolio.

Our focus is on polyurethanes and polycarbonates
in liquid and solid form, which we supply in drums
or bags, for example. For that, we only need one
supply chain with one network of warehouses.
Thanks to the transformation, we now have one
uniform supply chain for all divisions.’

Another reason for transformation is the move
towards circular business models. For a long
time, the company used almost exclusively fossil

raw materials, but in recent years the focus has
been shifting increasingly towards bio-based
and recycled materials.

‘We are now developing our own processes to use
those materials as raw materials. For instance, we
are able to convert the foam from old mattresses
back into its original components through chemical
recycling. We can also turn old car tyres back

into raw materials for completely different plastic
products. These kinds of processes considerably
increase the complexity, and our ecosystem is
growing.’

“Up- and downstream
scope 3 reduction together
with packaging are driving

sustainability transformation”

Which sustainability goals are most important for your transformation?

57%

43%

22%

3%

Scope 3 reduction upstream

Scope 3 reduction downstream

Sustainable packaging

Product & parts passport

Fleet electrification

Other (please specify)

= 16



Decoupling for resilience:
Strategy to Transformation
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The transformation underway within
dsm-firmenich is the result of the merger that
took effect a year and a half ago. dsm-firmenich
is strong in food ingredients such as enzymes
that help food producers increase productivity,
for example. dsm-firmenich’s operations include
a division that develops new flavours on behalf
of those same food producers.

‘We have merged those activities into the Taste,
Texture & Health division, which suddenly makes us
a one-stop shop,’ says Richard Oosterhoff, who is
responsible for the operation of this division.

The transformation has already yielded its first
concrete results. The company is experiencing

a growth spurt, which means the factories

are even fuller and delivery reliability is under
pressure. That is why Oosterhoff wants to invest
heavily in expanding production capacity, but it
will take some time to achieve.

More production capacity

‘Right at the start, we merged the supply chain
organizations of both companies, with
dsm-firmenich bringing in its industrial mindset.
As a result, we have been able to increase the
production capacity of the Firmenich plants by 10%
and sometimes even 20%.’

A fully integrated supply chain is out of the
question for now, Oosterhoff says.

‘We do as much as possible together. For instance,
we now have a joint team working on implementing
new technologies and building new production
lines. However, both organizations still have their
own ERP systems, which we cannot link. Of course,
in the long term, we want to move towards a single
platform that allows us to serve our customers
even better. But it will be another four or five years
before that happens.’




Business strategy is a prere-

10

quisite for SC transformation

The survey shows that business strategy is
the main reason for starting a transformation,
followed by the pursuit of supply chain
excellence and continuous improvement. ‘We
also see this in practice, but with one notable
nuance,’ states De Coster.

‘We see that business strategy is often used

to achieve short-term improvements. Therein
lies a contradiction. After all, you would expect
companies guided by business strategy to have a
long-term or medium-term vision.’

One possible explanation for this contradiction
is that the business strategy is not always clear.
The survey reveals that lack of clarity on the
business strategy and supply chain strategy are
the main obstacles leading to transformation
delays.

“Strategy needs clarity;

without it, transformation stalls
and goals fade.”

EFESO | Survey report | E2E Supply Chain ecosystem transformation

I see this reflected in practice. Companies with a
mature supply chain dare to set clear priorities, but
many others are in doubt. Their strategy is not built
on clear choices, and it therefore leaves room to go
in various directions. So what is the five-year goal
that everyone can work towards?’

Sometimes De Coster sees companies shying
away from making clear choices. History
provides several examples of wrong choices that
have left companies in trouble.

‘I know a handful of companies that are bold
enough to admit this honestly and reverse their
wrong decisions. That sometimes means drastically
pulling the plug on certain investments. It's better
to turn back halfway than to end up totally lost.’




11

Get the right priorities

and secure budgets

For Oosterhoff, it is unthinkable that companies
struggle with an unclear business or supply

chain strategy and - perhaps as a result of that -

an unclear transformation plan.

‘Take Firmenich’s former organization, in which
Supply Chain operated as an independent silo.
Of course, within such a silo it is possible to
optimize certain processes, but as a supply chain
organization, your strategy cannot be separate
from the business strategy. Ultimately, we as
Supply Chain are judged on the success of the
business. Moreover, many transformations fail
because of a lack of commitment. We have very
few problems with this, precisely because our
transformation is linked to the business strategy.’

So what is a big obstacle within dsm-firmenich?
‘At the end of the day, it's just the budget. We have
to achieve certain financial results to finance

our plans, whether that involves building new
production sites, implementing a new ERP system
or launching another optimization programme.

The other big hurdle concerns the combination of
people and competences, especially in the field of
digitalization. For example, our customers want to
be able to see at any time when they can expect
their order. We cannot lag behind in that. It is
difficult to find enough people for these kinds of
projects and to secure the necessary competences
in the organization.’

“Transformations are often

delayed because the business

strategy is not clear, budgets

are tight, and prioritization is
difficult”

What are possible hurdles delaying transformation and change?

47%

17%
14%
12%

1%

O

Financial results, budgets
Struggle to prioritize

Business strategy not clear
Supply Chain strategy not clear
Transformation plans not clear
Geopolitical uncertainty
Macro-economic climate
Missing sense of urgency

No clear benefit

Lack of accountability

No approval from investors
Too short time window

None of the above

20



Time to get in shape

with the right capabilities 12

Which human dynamics are most important for your transformation?

Upskill workforce with digital capabilities
Cultural change continuous improvement
Attract young/new talent

Retention of workforce

Upskill workforce with sustainability capabilities

Scale internal standards and capabilities

15% Increase diversity & inclusion

2% Other (please specify)

Similarly, budget is a major obstacle for Pernod Behind the scenes, supply chain leaders should

Ricard. ‘Economic conditions are challenging, so also act as designers. ‘If you are in a situation in
we are seeing volumes level off. As a result, costs which the supply chain needs to be adapted, you
and cash are under pressure. This can slow down need to be able to visualize how it should look and
transformation, as it requires investment. In that understand what it will take to achieve that. Many
case, it is important to set up transformations that ~ supply chain leaders are very good at running
finance themselves,” explains De Caro. existing supply chains but struggle with adapting

them. The capability to redesign the supply chain is
In such circumstances, the trick is to very important.’

convince the board members of the need for
transformation. ‘That takes leadership,’ states
De Caro.

‘A supply chain executive must be not only a “Leadership is key: align
functional expert, but also a business leader. . . :

You only convince the board by speaking their transformation with business
language and demonstrating how the necessary

transformation contributes to their objectives. goals and redesign the supply
So I have to speak the language of the marketing : :
leader, the sales leader, the finance leader. The fact dglelly eﬁec tively.”
is that most of us are not trained in that.’

EFESO I Survey report | E2E Supply Chain ecosystem transformation 21
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At Covestro, the limited degree of digitalization
is seen as an obstacle.

‘This is a topic that is finally also gaining
momentum in the chemical industry. We can still
gain a lot by using digital tools for supply chain
visibility. Because dangerous goods are involved,
it is important to have insight into their transport.
However, this is not as easy as when transporting
parcels,’ says Brimmer.

He believes he knows why the chemical industry
is lagging behind: ‘Because logistics service
providers are quite conservative, for obvious
reasons. But also because the number of
logistics service providers specializing in logistics
is limited, partly because of strict regulations.’

Legislation and regulations

As another obstacle, Brimmer mentions the
huge amount of new legislation and regulations,
especially in Europe. That makes things very
complex if you want to invest or digitalize. Look at
what we have to do before we can start producing
or transporting.’

Multiple other respondents cite increased
legislation and regulations in Europe as an
obstacle. That does not surprise me,’ says De
Coster.

‘The general impression is that Europe is putting
itself in a difficult position with all the regulations.
It is noble that the European bloc wants to lead the
way on sustainability, but if a very strong American
bloc and a strong Chinese bloc think differently,

it is not good for competitiveness. Some global
companies foresee their production facilities in
Europe becoming unusable within a few years.
Which region do you think they will invest in? In a
highly regulated region like Europe, or in a region
where things are a bit easier?’
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“Europe’s push for sustainability
is noble, but its heavy
regulations risk undermining
competitiveness, especially
against less regulated global

players.”
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Make the change digestible

for the organization

Above all, Meers emphasizes that the
necessary measures must be digestible for the
organization. As an example, he says:

‘Because of geopolitical developments, it may

be worth decentralizing a supply chain and
manufacturing regionally instead of globally. Then,
we can increase the manufacturing flexibility by
having products for one region manufactured in
another region, but that is not feasible for every
product. The effort required to adjust production
sites accordingly is not digestible. It is not
outweighed by the extra resilience we create by
doing so.’

A second obstacle concerns the solidity of the
measures, which requires vision and long-term
commitment from the highest level.

‘Recent years have shown how important a resilient
and agile supply chain is for the organization’s
turnover and costs. But what if the world is a little
less turbulent for a while, and sales and profits are
under pressure? Will we then start cutting costs
again at the expense of the accumulated resilience?
In transforming into a resilient organization, we
have started down a path that we must stay on in
the future too.’




Be clear on Supply Chain vision

15

and ensure right support

Which success factors were most important in previous transformations?

8%

1%

[em—]

Clear vision and strategy

Executive sponsoring

Realistic goals and timeline

Convincing business case and value tracking
Clear stakeholder communication

Internal capabilities and expertise
Dedicated transformation office/team
External support

Other (please specify)

On the topic of the key success factors for
transformation, clarity of vision and strategy
scores the highest. A lack of this already
emerged as one of the main obstacles.

‘Perhaps there are too few visionaries in supply
chain. Or at least too few leaders who dare to take
risks and implement innovative ideas,’

De Coster suggests.

‘Most people in operations mainly do their best to
make sure nothing goes wrong. They are reactive
and do what is asked of them. But transformation
requires vision and leadership; a proactive attitude
and the guts to take risks. The companies that do
have that are the ones who have made supply
chain important within their business and have

a mature supply chain. These are the companies
that know which way they want to go, create the
necessary structure, and support the business. But
the majority of companies have not reached that
point.’

So what is the main conclusion based on the
survey, according to De Coster?

‘That many companies seem to be conflicted. On
the one hand, they are waiting for a clear business
strategy so that they can make the right decisions
regarding the transformation they want to start.
They should keep asking for that but, above all,
they should not wait for all the answers to be
handed to them. They need to start building a
resilient and agile supply chain that can keep
pace with a changing business strategy. Even
without knowing the exact business strategy, they
can already take action. If you don’t start doing
that right away, it will eventually result in a worse
competitive position.’

“Vision and action outweigh

waiting - transformation can't
afford delay.”

25
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Contributors

Kristof de Coster - EFESO
Partner and Supply Chain Lead

‘Many companies are in doubt. Their strategy is not built on clear choices.’

Dr. Jérn Grosse-Wilde - EFESO
Partner and Supply Chain Lead

“Now it's the time to transform your supply chain into a competitive weapon.”

Bart Meers - Bosch
Global Executive Head of Logistics & Warehousing at B/S/H Home Appliances

‘What if the world is a little less turbulent for a while?
Will we then start cutting costs again at the expense of resilience?’

Maria Pia De Caro - Pernod Ricard

Executive Vice President Global Operations & Sustainability

‘A supply chain executive needs to speak the language of the business, but we are not
trained in that.

Hanno Briummer - Covestro

Executive Vice President, Head of Supply Chain & Logistics EMEA and Latin America

‘We can still gain a lot in the chemical industry by using digital tools for supply chain
visibility.

Richard Oosterhoff - dsm-firmenich

Senior Vice President Operations at dsm-firmenich Taste, Texture & Health

‘A big obstacle is the budget. We have to achieve results to finance our plans.’

Martijn Lofvers - Supply Chain Media
CEO & Chief Trendwatcher

‘Now more than ever, within executive boards, it is the task of supply chain directors to
clarify the business strategy per customer segment and to translate those strategies into
different supply chains.”



‘Transformation requires
vision and leadership;

a proactive attitude and
the guts to take risks’

EFESO | Survey report | E2E Supply Chain ecosystem transformation
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