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Supply Chain Management in a VUCA World



How to Survive in a 
Volatile, Uncertain, Complex and Ambiguous World 



TODAY’S GAME: SURVIVAL

WHAT WE 
CAN 

LEARN?





WHAT DID YOU LEARN THAT WILL HELP YOU 
TO SURVIVE  IN VUCA TIME?
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ON TIME AND

 IN FULL 

COLLABORATION

ALIGNMENT

SYNCHRONY

TRUST

LEADERSHIP

PROCUREMENT
“I will tell you how 

my team and I 
were able to win 

even when it 
seems IMPOSSIBLE

..very important…
good leader…

keep an eye how 
the other team….

…how you 
arrange the 
rest of the 

team..

Leader = Procurement
Team = Full Ecosystem
Other Team = VUCA challenges
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My
Intention
Call to action…

19
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AVOID

Disruptions 

impacting the 

operation

RESIST

The IMPACT of 

disruptions through 

alternative routes.

RECOVER

Rapidly from 

disruptions when 

impacting the 
organization.

Supply Chain RESILIENCE AND AGILITY
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Product 

Portfolio

• Standard platforms

• Common components

• SKU rationalization

Ecosystem 

Collaboration

• Data sharing, demand sensing

• Joint risk mitigation, monitoring

• BCP assessments/drills

Distribution 

Network

• Transportation alternatives

• Local warehouses

• Back-up routes

Inventory & 

Capacity

• Safety and buffer stock

• Flexible production and 

logistics capacity

Manufacturing 

Network

• Footprint diversification

• Nearshoring/onshoring
• Make-buy evaluation

Source: Gartner

Supply Chain 

Resilience

Sourcing

Network

• Dual or multisourcing

• Additional site qualification

• Regional/local sourcing

Supply Chain Resilience & Agility Strategies



ECOSYSTEM
SUPPLY CHAIN

DC CUSTOMER

SUPPLIERS
TIER 1
TIER 2
TIER 3

MFTG.

INDUSTRY
CLUSTERS

COMPETITION

SERVICES

NGOs
GOVER NMENT

LOGISTICS

4PL





NEW RULE OF THE GAME

COLLABORATIVE
INNOVATION



BUILD YOUR 
COLLABORATIVEcosystem
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COLLABORATIVE INNOVATION
Strategic Approach

Harnesses the COLLECTIVE INTELLIGENCE
of a range of STAKEHOLDERS
working TOGETHER to create pkg.
solutions that are not only functional
but also SUSTAINABLE, INNOVATIVE,
COST EFFECTIVE, LEANER, and 
CONSUMER FRIENDLY.
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COLLABORATIVE INNOVATION

It involves 
combining resources, expertise, and 
perspectives to address complex 
challenges, seize opportunities, and 
drive OPEN INNOVATION. 
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KEY CHARACTERISTICS:

• Cross functional teams
• Cooperation cross industries
• Share knowledge and expertise
• Resources sharing
• Consumer centric
• Goes beyond to the entire Supply Chain
• Iterative process 
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KEY ADVANTAGES:

• Access to diverse expertise
• Enhanced problem solving
• Learning opportunities
• Accelerated innovation
• Risk mitigation and sharing
• Cost efficiency
• Strengthen competitive position
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MODELS

• Hackathons
• Crowdsourcing
• Strategic Partnerships
• Innovation Days
• Open Innovation

• Design thinking workshops
• Kaizen events
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OPEN INNOVATION steps
Design Thinking

1. Assemble the team 
2. Define problem or challenge
3. Ideate 
4. Evaluate & ROI
5. Prototype
6. Test
7. Share Solutions
8. Implement and follow up
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OPEN INNOVATION 
Kaizen
1. Assemble the team 



CONFIDENTIAL – DO NOT DISTRIBUTE – PROPERTY OF GLADIS ARAUJO

OPEN INNOVATION 
Kaizen

1. Duration: short (3-5 days)
2. Scope: focal (waste, efficiency, etc.)
3. Team composition: cross functional
4. Tools: lean methods (gemba, value stream map, etc)
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OPEN INNOVATION steps
Kaizen
1. Assemble the team 
2. Define problem or challenge
3. Map the current state 
4. Identify opportunities / mudas
5. Map the future state – brainstorm solutions
6. Evaluate & ROI / tak time
7. Prototype 
8. Test
9. Share Solutions
10. Implement and follow up
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KEY RESULTS:

• Sustainability 
• Supply Chain Efficiency
• Quality improvement – protection
• Customer satisfaction
• Innovative Solutions
• Cost competitive
• Speed and flexibility



COLLABORATIVE

INNOVATION

Eliminate / Reduce

Alternative Materials

Standardization

RAW MATERIALS & FG

COMPLIANCE

LONG TERM 

OTHER INCENTIVES 

MATERIAL AUTHORIZATION.

FORMULA PRICE 

COMMODITY PRICE 

CONTRACT

UNDERSTAND INDUSTRY 

MARGINS

OPEN BOOK COSTING 

ANALYZE PROCESSES - MUDAS 

OPPORTUNITIES SPECS

SUPPLIER TOTAL COST

REDESIIGN COMPETITIONS

INNOVATION

MINIMIZE TRIPS

ALTERNATIVE ROUTES 

NEARSHORING

RECYCLED PKG.

LOGISTIC
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SUPPLIER 
SEGMENTATION & 

RISK 
MANAGEMENT

2 

PERFORMANCE & 
RISK MONITOR

3

CONTINUOUS 
IMPROVEMENT

4

COLLABORATION

5

REWARDS

SUPPLIER
COLLABORATION
MANAGEMENT
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IMPROVEMENT

4

COLLABORATION

5

REWARDS SUPPLIER
COLLABORATION
MANAGEMENT

OBJECTIVE
Develop a VISION and create a PRIORITIZED 
roadmap for supplier collaboration

ACTIVITIES
❑ Define segmentation criteria (ie.spend)
❑ Conduct segmentation criteria analysis
❑ Define governance model per segment
❑ Choose segments for active management



Segmenting Suppliers for Active Management
COMMODITY

▪ May be strategically important or high-risk
▪ Invest resources to grow the relationship
▪ Invest in customer of choice initiatives
▪ Scorecard semiannually
▪ Consider creating a continuous improvement 

plan

STRATEGIC
▪ Smallest yet most important segment
▪ Enterprise-level oversight with direct 

involvement of executive leadership
▪ Invest in partnership and customer of choice 

initiatives
▪ Scorecard semiannually
▪ Implement a comprehensive continuous 

improvement plan

TRANSACTIONAL
▪ Least important but also largest defined 

segment of suppliers, requiring tradeoffs
▪ Expend minimal resources
▪ Scorecard and review relationship ad hoc
▪ Manage at the business-unit level
▪ Consider rationalization where possible

BOTTLENECK
▪ Spend is commodified, easily transferable
▪ Internal focus on stakeholder compliance 

with formal procurement policies
▪ Scorecard annually
▪ Consider leverage opportunities

High

How Risky/ 
Critical

Low         Volume of Spend   High
Source: Gartner



Cossio, Miguel (2021). How to Design an Effective Supplier Segmentation Strategy. Gartner.
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REWARDS SUPPLIER
COLLABORATION
MANAGEMENT

OBJECTIVE
Deploy scorecards to measure performance/risk for
selected segment of suppliers 
Become a customer of choice

ACTIVITIES
❑ Define performance metrics per segment
❑ Define performance assessment frequency
❑ Deploy information (internal and external)
❑ Establish an alert/escalation system and actions

❑ Develop customer of choice survey 



BASIC SCORECARDS

Innovations
Sustainability / ESG
Cost improvement
Lead time…



Cossio, Miguel (2018). Supplier Performance Management: It’s More Than a Scorecard, It’s a Strategy. Gartner.
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REWARDS SUPPLIER
COLLABORATION
MANAGEMENT

OBJECTIVE
Drive continuous improvements through supplier
review meetings and actions plans per segment

ACTIVITIES
❑ Define reviews frequency based on segmentation
❑ Define participants per segment
❑ Communicate 

❑ Performance and expectations
❑ Business needs and challenges
❑ Customer of Choice results

❑ Identify improvement plans
❑ Follow up and support
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RISK 
MANAGEMENT

2 

PERFORMANCE & 
RISK MONITOR

3

CONTINUOUS 
IMPROVEMENT

4

COLLABORATION

5

REWARDS SUPPLIER
COLLABORATION
MANAGEMENT

OBJECTIVE
Develop collaboration strategies per segment to
drive continuous improvement, mitigate risk, and 
address VUCA disruptors. 

ACTIVITIES

❑ Develop a plan for collaborative events based on 
supplier segmentation, challenges, and goals.
❑ Conduct workshops/Kaizen events 
by commodities, by segment, by logistic chain…

• Reduce pkg / Redesign = contest / cost
• Reduce transportation/lead time
• Alternative materials
• Foresight – risk mitigation
• Training and development
• Standardization…

❑ Purchasing Consortium with the same 
Industry, different industries 
❑ Follow up implementation – track savings



Cossio, Miguel (2022). Supplier Collaboration Step 4.  Gartner. 



KAIZEN
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REWARDS SUPPLIER
COLLABORATION
MANAGEMENT

OBJECTIVE
Recognize best suppliers 

ACTIVITIES
❑ Define awards categories 
❑ Type of awards

❑ Recognitions
❑ Business volume
❑ Payment terms ….





COLLABORATIVE

INNOVATION

Eliminate / Reduce

Alternative Materials

Standardization

RAW MATERIALS & FG

COMPLIANCE

LONG TERM 

OTHER INCENTIVES 

MATERIAL AUTHORIZATION.

FORMULA PRICE 

COMMODITY PRICE 

CONTRACT

UNDERSTAND INDUSTRY 

MARGINS

OPEN BOOK COSTING 

ANALYZE PROCESSES - MUDAS 

OPPORTUNITIES SPECS

SUPPLIER TOTAL COST

REDESIIGN COMPETITIONS

INNOVATION

MINIMIZE TRIPS

ALTERNATIVE ROUTES 

NEARSHORING

RECYCLED PKG.

LOGISTIC



If you do not take
advantage of these

opportunities
now… someone
else will do it !!
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THANK YOU
LET’S CONTINUE THE CONVERSATION…

Gladis Araujo

gladisaraujo2017@gmail.com


	Slide 1
	Slide 2
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16
	Slide 17
	Slide 18
	Slide 19: My  Intention
	Slide 20
	Slide 21
	Slide 22
	Slide 23
	Slide 24
	Slide 25
	Slide 26
	Slide 27
	Slide 28
	Slide 29
	Slide 30
	Slide 31
	Slide 32
	Slide 33
	Slide 34
	Slide 35
	Slide 36
	Slide 37
	Slide 38
	Slide 39
	Slide 40: Segmenting Suppliers for Active Management
	Slide 41
	Slide 42
	Slide 43: BASIC SCORECARDS
	Slide 44
	Slide 45
	Slide 46
	Slide 47
	Slide 48
	Slide 49
	Slide 50
	Slide 51
	Slide 52
	Slide 53
	Slide 54

