Al in supply chain: /
Better decisions, I
earlier action AR~

How to pick one supply chain decision for Al
and prove its financial effect
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“Convergence
creates Advantage”


https://www.msg.group/de/events/ai-im-sap-supply-chain-management/
https://www.msg.group/de/events/ai-im-sap-supply-chain-management/
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The red thread - In the next 60 minutes, we take one supply decision
from first signal to €85k per quarter signed by finance

HANDS-ON - 27-50 min

€85k

BIG PICTURE - 10-20 min

Start in S&OP. The supply One supplier email: €174k loss per
INTRO - 0-5 min delay decision moves money quarter » €85k net, signed by finance.
Al reaches the P&L through most often.

decisions.

Slido #1

BONUS . 50-54 min

MSG.KIWI - 20-27 min Own the harness, rent the
MARKET - 5-10 min Six gates. Each releases model. Start with an API.
37% budget only against evidence. Q&A - 54-60 min

80% see productivity, 37% see EBIT. The
missing link is the decision.

You leave with: one decision worth starting with - a six-gate decision card - a way to prove the effect to finance
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THE
IDEA

Al reaches the P&L through decisions
— not through more data or faster
tasks

The decisions that create or destroy o .,_?-—_'..E s

value cross sales, operations, finance -« 7 "
A

and have an economic consequence. _,’ Operations

Yet they are rarely named, owned or (9

measured, and nobody owns the trade- \;"‘.3 _
off. N

Finance 4
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Intro: why this
webinar and
what you take
away
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Your hosts today

2 fundamentals today,
LS ning tomorrow”
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Timo Robens | SCM CoE Lead
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Slido #1

Where is your team with Al in supply chain?

“Where is your team with Al
in supply chain?”

* Looking for afirst use case
* Oneuse case identified

* Running a proof of concept
* Alindaily use

* Notsure

https://app.sli.do/event/cGHpAP4QhZN80o16KAredWa
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Market:

Al budgets rise,
P&L impact does
NOt
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Productivity rises, P&L impact lags: four beliefs keep Al below the

surface

WHAT EVERYONE SEES

Al makes individuals faster: drafting, searching,
summarising

80%

say Al has improved their individual
productivity

FOUR BELIEFS THAT KEEP Al OFF THE P&L

“Just another tech cycle”
Al changes who does the cognitive work, not only
how itis delivered

“A project for IT”
New workflows and decision rights need CEO
authority

“The best model wins”
Competitors buy the same model. Your data and
know-how are the moat

“Al saves headcount”
Measure revenue, margin and cash, and what
your people can now achieve

© msg systems ag | Webinar - Al in Supply Chain Management | 2026

37%

attribute any EBIT impact to Al, flat on last
year

This webinar is about the gap
between the two numbers.

Sources: McKinsey, The state of Al in 2026: On the road to ROI
(Aug 2026, n =1,719); four beliefs adapted from Kai-Fu Lee, Al
Native
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Time saved only counts once it moves margin, cost, risk or cash

Financial mechanism (level 2) Operational lever (level 1) |:| Example: Speed

A use case reaches the P&L only if every link holds

ROCE

Return on capital employed

Operating margin Capital turnover
Profit per euro of sales Sales per capital

The signal arrives earlier or is more accurate.

Someone with authority acts differently because
of it.

The action happens before the window closes.

Margin secured Avoidable spend Risk exposure Working capital

Lost sales, mix Express, scrap Penalties, losses Stock, receivables The change moves one of the four mechanisms

in the tree.

~\
J

fmm———— =T Finance can measure it against a baseline.
1 1
Cost Quality : Speed ] Volume Timing Robustness
¢ e ;
Speed: faster handling lowers effort per case and shortens cycle times, which brings stock down. One broken link, no P&L effect.
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If you wantto run a
better supply chain -
you have to make
better decisions

TWarren B. Powell, Bridging Decision Problems, Vol. I: Framing the Problem, 2026
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Big picture:
rom monthly
plan to
continuous
decisions

L




S&OP was built to align functions

Why it was introduced

One plan that sales, operations,
supply chain and finance agree on,
reviewed monthly, with clear
escalation.

. It underdelivers on speed and on finance.

Why it falls short

650/0 Planners spend 65% of their time collecting data.
[McKinsey, 2024/25]

28¢y° of companies run S&OP fully aligned with finance. Plans balance
volumes, not P&L trade-offs.
[Gartner, 2023]

Month |y The cycle is monthly because data used to be slow. Volatility no
longer is.

Alignment takes weeks. By the time the plan is approved, the situation it planned for has moved.

© msg systems ag | Webinar - Al in Supply Chain Management | 2026
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S&OP plans monthly, S&OE weekly, disruptions hit any day

S&OP Cycles

Month 1 Month 2

Supplier shutdown

Demand spike

Logistics delay

The Problem The Cost

Disruptions do not Late reactions cost more:

follow the calendar express freight, line stops,
plans patched in
spreadsheets

© msg systems ag | Webinar - Al in Supply Chain Management | 2026

What must change

Detect daily, cost the
options, let the owner
decide before the cutoff

*S&OE: Sales & Operations Execution

13



S&OP is the right starting point because the frame already exists

Named decisions
and owners

Each review step ends
in a decision someone
signs.

Structured data

Orders, stock, demand
and capacity already
sitin ERP systems.

A fixed rhythm

Similar decisions
recur, so results can be
compared month over
month.

Al keeps the cycle and adds speed between cycles.

JMSg

Trade-offs in
financial terms

Finance is already in
the room.

© msg systems ag | Webinar - Al in Supply Chain Management | 2026

14



.Msg

Three jobs for Al in planning. People keep the judgement.

JOB METHOD WHAT IT DOES
Predict Statistics, Flags forecast demand and lead times when actuals drift from
Knowing what's next machine learning plan

Costs the options
Decide Optimization and Ranks cases by money at risk

Choosing what to do business rules Acts alone only within limits the owner sets
Escalates the rest

Language models read and explain. The ranking, the costs and the limits are rules and models you own.

© msg systems ag | Webinar - Al in Supply Chain Management | 2026 15
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S&OP 2.0: agents do the preparation, people only validate and decide

L L L L L
4R 4R 4R Y Y
Classic S&OP Collect & cleanse data Demand review Supply review Financial reconciliation Management review

Monthly, ~4 weeks of preparation

People in every step. 65% of planner time goes into collecting data; reviews align more than they decide.

S&OP 2.0 Agents prepare Validate Decide Weeks — days

Al-enabled, days of preparation

Agents collect, reconcile, forecast and cost the options. People check the inputs and own the decision.

5 manual steps become 2: validate the data, take the decision.

© msg systems ag | Webinar - Al in Supply Chain Management | 2026 16
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Pick the decision that moves your P&L most often

Working

S&OP step Decision Margin Spend Risk Capital

Frequency

. Which SKUs do we
Product review merge or delist? M L L H Quarterly

Which forecast
Demand review overrides do we M L L M Monthly
accept?

Which delay cases
Supply review do we acton H H M L Daily
before the cutoff?

Which trade-off do
we take when

Financial review . H L M M Monthly
volume and margin
conflict?
Management Which open
nag decisions need an L L L L Monthly
review

owner and a date?

Ratings are judgment. Writing them down makes the choice visible and open to challenge.

© msg systems ag | Webinar - Al in Supply Chain Management | 2026 17
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msg.KIWI - from

one decision to
proven P&L impact

KIWI = Kl wirkungsvoll integrieren (making Al effective) 18




Strategy picks the decision, the card proves its value, and architecture
follows from G2

Strategic Vision

“We aim for proven
P&L impact from
better decisions.

Each solution
makes the next one
faster”

oy (D)
: g
2 >
= o
<€ (@)

Problems

Opens GO, G5

GO
G1
G2
G3
G4
G5

Before any technology, framing answers three questions: which
metric, which decision made by whom, which uncertainty.

© msg systems ag | Webinar - Al in Supply Chain Management | 2026
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Architecture
How it runs

Methods
Harness
Where it runs
Execution

Opens at G2

19
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Each gate releases budget only against evidence

Problems
Question Field it fills Decides

Design rule. One de0|§|on Which P&L line must (Priul;n“r:?seg(/)iluttipt; N
card runs through all six GO move, and where is it stay within a limit) g Management, finance

r) )
gates. Each gate asks one today? baseline over two quarters
question, and the answer Which decision moves  Decision card core,
becomes a field on the card. G1 that line, who makes it, . including today's rule and Business owner
Th t sate' tion how often, and is there still what you learn only after

€ next gate's questio time to act? deciding

cannot be answered until Which method beats
the previous field is filled. G2 Approach today's rule with the Specification, value

A tv field k th information available at hypothesis, G3 thresholds Owner, IT
nempty hie 'eeps e decision time?
gate closed. This makes. Daily Use Doesitbeattoday'srule , ... .
KIWI a template that guides G3 on real cases, inside the Owner, IT, works council

results against thresholds

the process without workflow?

dictating answers: the card

fixes the questions and their G4
order, and the client

supplies the content.

Did the line move in live
operation, and does
finance accept the
mechanism?

Validated effect, payback Finance

What carries over to the
next decision, and what s
new?

Reuse list, leading
indicators

G5 Management

© msg systems ag | Webinar - Al in Supply Chain Management | 2026 20
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Hands-on: one
supply decision
through the
gates

21
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One supplier email puts three customer orders at risk and leaves the

planner 51 hours to act

THE CHAIN: ONE EMAIL REACHES THREE CUSTOMER ORDERS

SIGNAL MATERIAL

Tue 09:14 +14 days

Supplier email: microchips
arrive 28 Oct instead of 14
Oct

THE COMPANY
New Electronics

Mid-sized, produces innovative
electronic products, runs SAP
S/4HANA

~400

purchased components

~200

delay cases per quarter

» »

Microchips for line 3 miss
the planned arrival

Tue 09:14 - email arrives

DECISION WINDOW

THE HANDS-ON: THREE QUESTIONS, ANSWERED ON ONE DECISION CARD

What does it cost? Who sees itin time?

Name the decision, its owner and the rule the Al must beat

G2 Approach

All figures illustrative; company, supplier and dates are fictitious. Decision window: Tue 09:14 to Thu 12:00 = 50 h 46 min, rounded.

Put a euro figure on late delays before choosing a method

© msg systems ag | Webinar - Al in Supply Chain Management | 2026

PRODUCTION

Line 3

The smartwatch assembly
on line 3 needs the
microchips

CUSTOMERS

» 3 orders

Customer commitments
for smartwatches depend
online 3

Thu 12:00 - freight booking cutoff

How do we prove the Al helped?

Test on real cases, let finance sign, reuse for the next
decision

G3 Daily use G4 Impact G5 Scale

22



GO Metric - Which P&L line, and where is it today? o I'n S g

Late-detected delays cost €174,000 per quarter

Decision card

15 shortfalls x €8,000 =€120,000 45 x €1,200 = €54,000

GO0 Metric
€174k per quarter lost

Weak answer Usable answer
G1 Decision "Improve supplier reliability" "Cut the €174k lost per quarter"
Open
Baseline: 200 delay cases per quarter, 60 seen after the cutoff: 15 shortfalls at €8,000 margin per event, 45 late expedites

at€1,200. Finance confirms the euros per event.
G2 Approach

Open

G3 Daily use
Open

G4 Impact
Open

G5 Scale

Open
. Goal type: minimize. Limit: on-time delivery stays at today's level.

© msg systems ag | Webinar - Al in Supply Chain Management | 2026 23



G1 Decision - Who decides what, and by when? .I I lsg

Today's rule sees the email on Monday. The cheap fix expired on
Thursday.

Decision card & Tue 09:14 email @ Thu 12:00 cutoff
GO0 Metric
Cheap fix still works Premium freight or shortfall
G1 Decision . i
Act before Thu 12:00 ( System: ranked Tue 09:20 ) Today's rule: Mon list

G2 Approach Owner: material planner. Options: wait, expedite, reallocate, alternative source, reschedule.
Open

G3 Daily use
Open

G4 Impact
Open

G5 Scale

Open
. The card records today's rule. It is the method the Al has to beat.

© msg systems ag | Webinar - Al in Supply Chain Management | 2026 24



G2 Approach - Which method beats today's rule? o I I IS g

The system prepares the decision. The planner makes it.

Decision card
Read email Check SAP orders Cost options Rank by € at risk

GO Metric
€174k per quarter lost Wait

Expedite Reallocate 40 kits
€8,000 margin at risk €1,200 No direct cost; order +5 days
G1 Decision Planner's choice

Act before Thu 12:00

v May draft and prepare X May not book or change orders
G2 Approach

System ranks, planner decides -
Level 1

G3 Daily use
Open

G4 Impact
Open

G5 Scale

Open
P The four steps cover the first four Slido #2 answers. Approval stays with the planner. G3 thresholds are agreed now, in

writing.

© msg systems ag | Webinar - Al in Supply Chain Management | 2026 25



G3 Daily use - Does it beat today's rule on real cases? o I I lsg

Backtest and shadow mode meet every threshold set at G2

Decision card

Shortfalls flagged before cutoff - backtest False alarms - backtest
GO Metric 80% (1 2 of 1 5) v target = 80% 1in4 flags v target < 1in 3 flags
€174k per quarter lost
Warning time gained - backtest Handling time per case - shadow mode
G1 Decision 0
Act before Thu 12:00 3 days v target = 2 days -20% v target: no increase

G2 Approach
System ranks, planner decides

G3 Daily use

All thresholds met

G4 Impact
Open

G5 Scale

Open
. Works council joins here because the planner's workflow changes.

© msg systems ag | Webinar - Al in Supply Chain Management | 2026 26



G4 Impact - Did the line move in live operation? .I I lsg

Finance signs €85,200 per quarter, not the project team

Decision card
Baseline loss €174,000

GO Metric
€174k per quarter lost Margin secured -9 x €8,000

G1 Decision Freight avoided -26 x €1,200

Act before Thu 12:00
Run cost +€18,000

G2 Approach

System ranks, planner decides Remaining cost €88,800 Saved €85,200
G3 Daily use Net effect per quarter Payback at €150k build
All thresholds met

€85,200 Quarter 2

G4 Impact

€85.2k per quarter, signed

G5 Scale

Open
. Flagged in time: 12. Resolved in time: 9. Expedites avoided: 26 of 45. OTD limit held. Illustrative figures; comparison

method agreed with finance at GO.

© msg systems ag | Webinar - Al in Supply Chain Management | 2026 27



G5 Scale - What carries over to the next decision? .I I lsg

The second decision reuses five parts and builds five new ones

Decision card ) ) o )
Data connections Evaluation pipeline Override memory Card template Governance
GO0 Metric o mmmmmmmmmmmmm e N yemmmmmmmm e N e mmmmmmmm e N e mmmmmmmmm e N e N
| U
€174k per quarter lost ! Specification n Business rules

So o=

G1 Decision Grey: reused Dashed: new per decision
Act before Thu 12:00

Next card: which forecast overrides do we accept? (demand review, chosen for reuse)
G2 Approach
System ranks, planner decides

G3 Daily use
All thresholds met

G4 Impact
€85.2k per quarter, signed

G5 Scale

5reused, 5 new

Leading indicator: weeks from GO to G4, first decision against second.
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Bonus: keep
control of your Al
— but start simple

30
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Control comes from owning the harness: start with an APl model, climb
only on a named trigger

( '
START HERE: LEVEL 1 Climb only on a named trigger

SAP data and the supplier mailbox, sent per

r.equest. Cont'ract: n.o training on your data, 5 1 Data that may not leave the company
fixed processing region. 4
. 7 3
2  Costpercase above a threshold as
2 volume grows
3 Availability or latency the APl cannot
Frontier modelvia APl  Frontier model Open-weight model Open-weight model Own fine-tuned model guarantee
Data stored in your In your own cloud At a European hosting Onyour own servers Onyour own
systems, sent per tenant provider infrastructure
request 4 A dependency the board will not accept

No trigger, no climb

»

Each step to the right: more control, more effort, later first results

THE HARNESS STAYS YOURS AT EVERY LEVEL AND MAKES THE MODEL REPLACEABLE

Data connections Evaluation pipeline Override memory Card template Governance

Every model change runs through your evaluation pipeline before it goes live.

G2 Approach Sovereignty is decided per decision at G2 and recorded on the decision card.
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In the meanwhile...
you can pick up the following resources to broaden your perspective

1 Book 2 Paper 1 Website

Artificial
Intelligence
Index Report

Das Verzeichnis
fiir jedes 1
das Sie brauchen.

|
Werde KI-Manager:in mit
TUV-Zertifikat

Souverane KI

() QuantumBlack
e Al by McKinsey

Strategie und Aufbau der eigenen
Open-Source-Infrastruktur

 The state of
Al in 2026

On the road to ROI

+ LLMs lokal betreiben, RAGs entwickeln, eigenes Finetuning
+ Konzepte, Werkzeuge, Praxistipps
+ Tiefe Integration mit RAGFlow, n8n, MCP, Flowise AI u.v.m.

Ingmar Stapel s Rheinwerk
Computing

© msg systems ag | Webinar - Al in Supply Chain Management | 2026 32
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Name the decision and its owner. I I I '

S e t Run a framing session. Operations and finance

answer, IT listens.

Pull two quarters of baseline data
for that decision

We offer a framing session for
for one decision in your supply
chain

You leave with:

* metric and baseline (G0)
 afilled decision card (G1)

* andago/no-go for G2

Solution Architect SCM GTM Lead
timo.robens@msg.group daniel.hirtreiter@msg.group
+49 174 3984575 +49 151 42643559
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We are now
open to
take your
questions _
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