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Scenario Planning Risk:
Systematically Building Resilience
In Procurement

Scenario planning risk refers to the systematic development and assessment of alternative
future scenarios in order to detect potential supply chain disruptions early and prepare
countermeasures. For procurement organisations it is a central instrument of risk precaution,
supplementing pure quantification with options for action. The approach links strategic
procurement planning with operational contingency preparedness and makes dependencies
on suppliers, markets and logistics routes transparent. In practice, the spectrum ranges from
simple what-if analyses to digitally supported early warning systems with supplier monitoring.
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Key facts at a glance
01 Scenario planning risk is a risk precaution instrument that links alternative future
scenarios with concrete countermeasures.

02 Typical use cases are delivery volume failures, raw material price jumps, energy
shortages, plant shutdowns and export controls.

03 Common methods include the impact-likelihood matrix, best/worst-case scenarios and
multi-case planning with three to five scenarios.

04 The update cycle is typically six to twelve months; critical risks are reviewed at shorter
intervals.

05 Success factors are sound supplier master data maintenance, a clear Delegation of
Authority for exception decisions and defined escalation paths.

| Definition: Scenario planning risk

Scenario planning risk is a management approach in which several plausible but contradictory future
scenarios, each with specific impacts on procurement, are played through. Unlike pure probability
calculation, it does not aim at a point estimate but at the ability to act under uncertainty.
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Distinction from classic risk management

Classic risk management assesses individual risks in isolation, typically in a risk register with
probability of occurrence and amount of damage. Scenario planning complements this approach by
considering interactions between multiple risks, for example the simultaneous failure of two suppliers
against a backdrop of cyclical demand growth. It is therefore particularly suited to situations that are
barely predictable historically, such as semiconductor shortages or sudden export restrictions.

Placement in procurement strategy

Within the strategic procurement cycle, scenario planning follows the market assessment and draws on
data from procurement planning, the supplier structure and the category view. Its results feed into dual

sourcing decisions, contract design and safety stocks. The procurement lever 'supplier risk' can also be
identified and avoided early in this way, rather than managed retrospectively.

Typical scenario categories

In practice, several risk categories have proven effective: supplier failures (insolvency, plant fire,
flooding), price and currency risks including the energy price surcharge in long-term supply contracts,
logistics disruptions such as port closures or missing transport documents such as the bill of lading,
and regulatory risks from customs and export control. Geopolitical events often act as triggers for
several categories simultaneously.

| Methods and approach of scenario planning

In practice, a robust process usually follows five steps: risk identification, scenario construction, impact
assessment, action planning and monitoring. It is important that the scenarios serve less as a forecast
than as a framework for thinking.

Risk identification and data foundation

The foundation is a reliable data basis: multi-tier supplier mappings, location data, revenue and volume
shares, and dependencies in single sourcing. Consistent supplier master data maintenance is
indispensable here, because without current addresses, certifications and financial indicators, every
scenario remains theoretical. E-sourcing platforms and supplier self-disclosures provide additional
assessments of financial and sustainability risks.

Scenario construction and assessment

Typically three to five scenarios are developed per risk category, for example a baseline scenario, an
adverse case and an extreme case with the failure of a key supplier for six months. Each scenario is
assessed for its impact on contribution margin, revenue, inventory levels and replacement procurement
costs. An impact-likelihood matrix helps prioritise the few scenarios that really need to be prepared.

Action planning and rehearsal
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Each priority scenario requires concrete options for action: alternative suppliers with qualified sample
parts, emergency logistics, contractual safeguards through capacity commitments or letter-of-credit
transactions for risky countries, and internal release decisions via a defined Delegation of Authority.
Regular exercises, such as a simulated supplier failure, test whether the plans work and contacts can
be reached.

| KPIs and success assessment of scenario planning

The impact of scenario planning can only be measured if key figures for security of supply and risk
coverage are regularly collected. In practice, a few practical indicators that management understands
have proven effective.

KPIs for security of supply

Key metrics are material availability, the suppliers' OTIF rate, the number of single-sourced or critical
single sources, and the average replenishment lead time for A-parts. In addition, the coverage rate of
critical components with qualified second sources shows how much precaution has already been
implemented. Such figures should be prepared monthly in procurement and reported to management
quarterly.

KPIs for process quality

At process level, the proportion of completed action plans per scenario, the time from alert to decision
(response time) and the currency of supplier and location data count. An established procurement
approval workflow with defined escalation levels significantly speeds up decisions in an emergency.
The participation rate of functional departments in scenario workshops also indicates how well the
approach is embedded in the organisation.

Economic consideration

The cost and benefit of scenario planning can be assessed indirectly through averted failures, for
example by comparing the cost of a simulated plant shutdown with the presentation costs of a
contingency plan. It helps that many measures, such as dual sourcing, buffer stocks or framework
agreements, are in any case part of sound procurement planning.

| Risks and controls in scenario planning

Scenario planning itself carries typical pitfalls: too many scenarios, lack of currency and insufficient
embedding in day-to-day business. Controls must therefore be designed less formally than
pragmatically.

Data quality and data responsibility

Without clean master data, scenarios remain paper tigers. A Data Steward is recommended who is
responsible for the currency of supplier, material and location data and escalates deviations. Automatic
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validation rules in a procurement e-procurement system can support plausibility checks when creating
new supplier or material master records.

Organisational controls

In an emergency, decisions must be made quickly. Clear approval rules and a documented Delegation
of Authority prevent blockages when the usual decision-makers cannot be reached. In addition,
emergency ordering processes for urgent orders outside the regular ordering channels should be
defined, including subsequent invoice verification and the obligation to record order confirmations.

Legal and contractual aspects

Emergency measures frequently touch contract law issues: termination rights, inspection and
notification deadlines, even a due diligence process before changing a subcontractor. Since the specific
design varies from legal jurisdiction to legal jurisdiction, relevant clauses should be legally reviewed in
advance on a case-by-case basis. Digital contract management with expiry and renewal alerts also
prevents emergency framework agreements from lapsing unintentionally.

| Current developments: digitalisation and planned resilience

Scenario planning is increasingly shifting from an annual workshop exercise to an ongoing, data-driven
process. Drivers are the greater volatility of markets, geopolitical uncertainties and the availability of
external data sources.

Supply chain monitoring and early warning indicators

External data sources such as insolvency announcements, port status, weather and news feeds are
increasingly evaluated automatically and matched against the company's own supplier structure. This
makes it possible to detect whether a storm threatens a supplier's production in Southeast Asia even
before the supplier reacts itself. Such early warning systems do not replace scenario planning, but
make it significantly faster and more manageable.

Coupling with operational processes

More and more companies are interlinking scenario planning with operational procurement processes:
when a failure is indicated, it is automatically checked whether open enquiries can be accelerated via
e-sourcing, whether bidder discussions for replacement suppliers are prepared and whether the freight
audit correctly reflects changed emergency logistics costs. The IT disaster recovery concept is also
increasingly regarded as part of supply chain resilience.

Sustainability and regulatory pressure

Supply chain laws and sustainability reporting are expanding the scenario concept: compliance risks
relating to human rights, CO limits or product declarations of conformity are also increasingly being
played through on a scenario basis. As a result, the previously separate topics of risk and sustainability
are converging more closely, which requires cross-functional teams in procurement.
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| Typical metrics

Metric Typical value

Material availability > 97%
typical guideline value for A-parts; may vary by industry

Coverage of critical components > 80%
with alternative suppliers proportion of critical articles with a qualified backup
Supplier OTIF > 95%

orders delivered on time and in full

Supplier master data currency > 98%
rate proportion of verified and current supplier records
Response time after alert <48 hrs

time from early warning to first decision

| Practical example

A medium-sized machinery manufacturer with strong export business discovers in a scenario workshop
that a central control system has only a single supplier in East Asia, and that an eight-week failure
would reduce revenue by more than 20%. Based on the worst-case scenario, the team develops
concrete measures and rehearses them twice a year in a simulation exercise.

e Qualification of a European alternative supplier with fully approved sample parts as a backup.

e Contractual agreement of a minimum capacity commitment and an emergency procurement
process with defined deadlines.

e Building a safety stock covering eight weeks of production requirements, including storage cost
assessment.

e Definition of escalation levels and a Delegation of Authority for exception decisions in an
emergency.

| Conclusion

Scenario planning risk is not a static document but an ongoing process of thinking and preparation. Its
value only emerges when it is coupled with clean master data, clear approval paths and tested
emergency measures. Those who only create scenarios but do not rehearse them lose valuable
response time in an emergency. Small and medium-sized enterprises are well advised to start with two
to three priority scenarios and gradually expand the system. Combined with digitalisation, supply chain
monitoring and clear responsibilities, this creates genuine resilience instead of theoretical risk lists.
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| Frequently asked questions

?

What is scenario planning in risk management?

Scenario planning in risk management is the systematic development of alternative future scenarios
and their assessment in terms of impact and countermeasures. It complements the classic risk
register with interactions between multiple risks. In procurement, it focuses primarily on security of
supply and the ability to act under uncertainty.

How many scenarios should be planned?

In practice, three to five scenarios per risk category have proven effective: a baseline scenario, an
adverse case and an extreme case. More scenarios often lead to overload and neglect of
implementation. More important than the number is the regularity of review.

How often should scenario planning be updated?

The cycle is typically six to twelve months for the overall picture, while critical risks are reviewed at
shorter intervals. Triggers for unscheduled updates include significant market shifts, geopolitical
events or changes among suppliers. A fixed allocation of responsibility, for example to the Data
Steward, ensures implementation.

What data is needed for scenario planning?

Essentials include multi-tier supplier mappings, location and revenue data, dependency analyses
for single sources, as well as suppliers' financial and certification data. This information comes from
supplier master data maintenance, e-sourcing platforms and supplier self-disclosures. Without
current data, scenarios remain purely theoretical.

What is the difference between scenario planning and stress testing?

A stress test examines the impact of a single defined shock on the system, such as the loss of the
largest supplier. Scenario planning considers several plausible, interacting future scenarios and
develops concrete options for action for each. In practice, the two methods complement each other
meaningfully.

How do you get started with scenario planning in procurement?

A small start with two to three priority scenarios is recommended, typically the failure of an
A-supplier, a raw material price jump or a logistics blockage. A workshop with procurement, logistics
and quality first identifies impacts; measures are then defined and owners named. Within three to
six months, a viable baseline process emerges in this way.
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Find the right suppliers on Amplifa

Verified industrial suppliers in Germany, Austria and Switzerland. Describe your requirement and
receive comparable offers.
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