
 
From fragmented control to networked resilience

Supply Chains in the 
Age of Instinct



 

Faced with ongoing global uncertainty, rising consumer 

expectations, and growing demands for sustainability, the 

organizations that thrive in the future will operate agile, 

resilient supply chains built on circular principles. They’ll 

move from fragmented control of their supply chains to 

networked resilience.  

Read on to accelerate your transformation.
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Supply chains in the age of instinct
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Supply chain foresight: 
the world in 2025

The pressures on global supply chains have never been higher. But as they 
struggle with new demand patterns, supply constraints, and logistical challenges, 
technological innovations are fundamentally transforming what’s possible.

We’ve partnered with The Future Laboratory to understand the world in which 
companies and their supply chains will operate tomorrow. Every supply chain 
is unique, but all organizations must make significant changes to respond to the 
challenges of changing expectations from consumers and societies and rising 
global disruption. 

In this report, we lay out the significant shifts that companies must make 
to succeed in this changing world. To thrive, organizations must connect, 
predict, and adapt at speed, placing data at their core and embedding artificial 
intelligence (AI) throughout. 

· The current global snapshot 
· Three global macrotrends that will   
 transform supply chains by 2025
· How companies must transform to thrive  

Supply Chains in the Age of Instinct  |  Introduction

Read on for:
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From fragmented control to 
networked resilience

By 2025, successful businesses across 
high-tech manufacturing, life sciences 
and healthcare, consumer goods, and 
retail will have transformed their supply 
chains to meet new expectations. 
This transformation will be driven by 
customers who expect personalization, 
convenience, and service-led business 
models, societies that demand 
sustainability, and a world adapting to 
ongoing global uncertainty. 

To succeed and thrive in this future, 
supply chains must shift from 
fragmented control to networked 
resilience. By moving away from 
monolithic, siloed ownership to become 
hyperconnected ecosystems with 
automation and AI at their core, supply 
chains will respond to change by sensing 
customer needs and foreseeing risks and 
opportunities. 

Supply Chains in the Age of Instinct  |  Introduction

Empowering supply chains and 
their workforces with data, 5G 
connectivity, and the internet of 
things (IoT), businesses will create 
end-to-end experiences that deliver on 
growing customer expectations. And 
collaboration with partners across the 
entire value chain, from procurement 
to transportation and delivery, will 
help businesses develop innovations 
that promote shared ethical values and 
circular principles.  

With AI and machine learning, supply 
chains of the future will bring together 
the power of connected ecosystems, 
predictive insights, and adaptive 
workforces to become responsive, 
agile, and resilient. Leading businesses 
will embrace the challenge and use 
their supply chains as a competitive 
differentiator. Those that don’t will be 
left behind. 
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Supply chains today: 
The forces redefining the supply 
chain landscape
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Global snapshot: the current view

Supply Chains in the Age of Instinct  |  Supply chains today

Global supply chains are being tested in extraordinary ways. Existing disruption from geopolitical instability has been 
compounded by a global pandemic of unprecedented impact, with financial, health, and social shockwaves felt across all 
industries. Meanwhile, the window to prevent irreversible damage to the environment grows smaller.

These challenges have emerged at a time when consumer demands have never been higher. People expect seamless access to 
vast ranges of products and businesses to respond rapidly to their needs as they flow between online and offline touchpoints. 
The pressure is on for companies to work together to respond to uncertainty and adopt digital technologies to build agility. 
These partnerships and investments will create supply chains that are resilient to both external threats and increased customer 
expectations for convenience and sustainability. 

of companies describe their supply chain 
as having achieved external integration or 
end-to-end control. Almost two-thirds have 
failed to achieve this. 

Source: PwC

36%
The past 10 years were all about cost and efficiency. They’re 
still vital, but with greater pressure and expectations 
on supply chains in almost every industry, agility and 
responsiveness are now key to meeting customer demands.

Mike Landry, Global Supply Chain Business Leader, Genpact

"

“

Now is the time for businesses to explore the possibilities of smart, hyperconnected, circular supply chains to build a 
more responsive and resilient future.
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The strength of a supply chain is only as good as its weakest link. 
Organizations must use the current disruption as an opportunity 
to assess how well their supply chain can support recovery and 
better respond to future disruptions.

Mike Landry, Global Supply Chain Business Leader, Genpact

Coronavirus rewrites 
the rule books

The impact of COVID-19 on global supply chains has been severe. 
Labor availability issues, shortages of materials, limited logistics 
services, and wildly fluctuating demand patterns have forced supply 
chain leaders to keep revising their short-term tactical plans.

Whatever the new normal looks like, organizations must take a long-term view of the design of their supply chains and 
invest in digital technologies to build agility and responsiveness.

of organizations report they have or will be impacted by COVID-19, 
with 76% reporting average reduced revenue targets of 23%.

Source: Institute for Supply Management

Supply Chains in the Age of Instinct  |  Supply chains today

"

“
97%
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The drop in US merchandise imports in 2019 
compared to 2018, driven by a sharp fall in imports 
from China.

Source: International Monetary Fund

When the pandemic dies down, trade protectionism will 
be the biggest threat to global supply chains.

Source: World Economic Forum

Global uncertainty requires 
regional resilience

In response to uncertainty, businesses should consider a new focus on resilience through regionalization, 
shrinking supply chains, and reducing complexity by embracing local production and onshoring.

Beyond COVID-19, the turbulent social and geopolitical climate is also impeding long-term 
planning. Supply chains are dealing with the ramifications of trade wars on sales, profits, and 
inward investment, slowing productivity and driving up costs.

Supply Chains in the Age of Instinct  |  Supply chains today

"
“

$44.3bn 
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The estimated annual net material 
cost-saving benefits to the European 
economy by 2025 from adopting a more 
restorative approach to manufacturing 
and production.

Source: Ellen MacArthur Foundation

$600bn 62%
New circular systems are already 
beginning to emerge. We have an 
opportunity to consolidate supply 
chains and reduce their carbon 
footprint for good.

Wolfgang Schürholz, Managing Partner, 
Supply Chain, Europe, Genpact 

of American companies plan to move 
toward circularity. Another 16% already 
use circular economy principles.

Source: ING

From linear to circular consumption

The economic opportunity from people using products and materials for 
longer is vast. Less resource extraction means less waste, less risk in supply 
chains, and less pollution, while at the same time enabling consumers to 
step off the consumption treadmill.

The circular economy is a framework for an economy that is restorative and regenerative by design. Recognizing 
that we have reached the limits of our current linear consumption model of taking, making, using, and 
disposing, it envisions a future that produces little or no waste and is powered by renewable energy. 

Supply Chains in the Age of Instinct  |  Supply chains today

"

“
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The increase in investment in warehouse 
robotics technology startups in the first 
quarter of 2020 compared to the same 
period in 2019, reaching $381 million.

Source: PitchBook

57%
A major challenge to supply chain transformation is 
historical under-investment. Businesses need to make 
strategic investments and see supply chain enhancement 
as the competitive differentiator that it is.

Michael Ciatto, Global Supply Chain Solutions and 
Services Lead, Genpact

Demand for 
hyperconnectivity grows

We live in an era of convenience at all costs, with society moving at a rapid 
pace. Under-investment in supply chains, however, has left businesses unable 
to meet consumer expectations of speed and convenience. In response, 
demand for hyperconnectivity – in which everything is digital, smart, or IoT-
enabled – is growing, enabling real-time insights as businesses embed new 
technologies within their supply chains.  

Businesses must be proactive and innovate to meet ever-changing consumer expectations and cope with unexpected 
disruptions in supply. Investments in hyperconnectivity will provide greater visibility across supply chains and 
enable smarter decisions with transparent data.

Supply Chains in the Age of Instinct  |  Supply chains today

"

“
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The number of connected IoT devices 
forecasted to generate 79.4 zettabytes 
of data in 2025.

Source: IDC

Processing data and turning it into information will help supply chains achieve more 
and enable businesses to get closer to their customers. The data and the tools already 
at our disposal are phenomenal, and it’s only going to get better.

Mike Landry, Global Supply Chain Business Leader, Genpact

Unlocking the value 
of data 

In a sharing economy filled with subscription and direct-to-consumer 
services, customers expect personalization and great service. An explosion 
of data, IoT devices, and 5G connectivity means companies can unlock 
the full value of data and apply it across their supply chains to create 
closer connections with customers. Sharper demand-sensing, a bigger 
market share, and improved customer service are all possible with closer 
connections to end customers.

Businesses need to unlock valuable insights from their data or face disruption from smaller, nimbler competitors. 
Using increasingly sophisticated data analysis, businesses will identify emerging tastes, predict demand, 
revolutionize last-mile deliveries, and delight customers.

Supply Chains in the Age of Instinct  |  Supply chains today

"
“

41.6bn 
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of senior executives say their 
business is investing in AI.

Source: Genpact

The number of new jobs 
the robotics revolution will 
create by 2027, equivalent 
to more than 10% of the 
workforce. 

Source: Forrester Research 

83% 15mn

Technology transforms the 
future of work

Digital technologies will augment workforces across all industries as COVID-19 disperses 
employees, and robotic process automation (RPA), AI, and analytics transform the nature 
of work. These technologies will become the central nervous system of supply chains, 
facilitating smarter, more agile decision-making when combined with human judgment.

Though technology won’t replace humans, it will create new roles and transform existing 
ones, requiring businesses to rethink how they recruit and retrain talent, manage a hybrid 
workforce, and make the best use of the intelligent insights on offer.

Supply Chains in the Age of Instinct  |  Supply chains today



Supply chains 2025: 
Three trends that will change 
the world
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Supply chains 2025: 
Global macrotrends

Driven by changing expectations of consumers and advances in digital 
technologies, three macrotrends will shape the world in 2025, and businesses 
must adapt their supply chains to flourish.

We explore each trend, highlight early movers, and share the steps your 
business can take to get ahead. 

Supply Chains in the Age of Instinct  |  Supply chains 2025

Optimized reality Ethical impact

0301 02
Whole-system 

planning



Facilitated by innovative technologies, 
fragmented supply chains will become 
hyperconnected and agile, enabling a 
future of seamless customer experiences 
and responsiveness. 

Supply chains must shift from siloed models to hyperconnected ecosystems.

01 
 Optimized 
 reality



Optimized reality

Digital  twins answer 
‘ what if ? ’

Embracing digitization and 
hyperconnectivity

Predictive insights create 
customer intimacy

Supply Chains in the Age of Instinct  |  Optimized reality

Consumers and B2B customers increasingly demand 
exceptional experiences across industries and touchpoints. 
New technologies present opportunities to transform supply 
chains so they can react in real time to changing conditions 
and meet these demands. 

Hyperconnectivity and integrated operations will enable 
supply chains to act on multiple shared data streams. They'll 
seamlessly link planning, manufacturing, and execution 
with real-time visibility of everything from industrial assets' 
maintenance needs to the status of last-mile deliveries. This 

Microtrends

is how businesses can break down silos and make faster, 
better decisions. 

Meanwhile, AI-powered prescriptive insights will allow 
businesses to understand individual customer demand 
patterns like never before, reaching new levels of convenience 
and personalization and providing products and services 
that meet people's needs. As paths to purchase collapse, 
companies can build unprecedented levels of consumer 
intimacy.
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By 2025, people will expect instant gratification and a responsive supply chain that delivers on demand. 
Hyperconnected innovations, from the IoT and AI to blockchain and data analytics, will allow supply chains 
to meet these needs. Systems and assets will be linked together to provide real-time insights, cross-functional 
scenario analysis, optimized processes, automated workflows, and enhanced prediction and forecasting. 
Businesses will gain a central view of their supply chain performance, understand the granular impact of different 
actions, and make proactive decisions.

Embracing digitization and 
hyperconnectivity

Supply chain startup Beacon uses a combination of AI and 
other technologies to make global logistics simpler, more 
transparent, and more reliable. Its platform optimizes 
transport processes and routes to find the most efficient 
service for its customers and enables businesses to track 
global deliveries in real time. 

DP World, a multinational logistics company, is collaborating with 
TradeLens, a blockchain-based container logistics platform, to 
accelerate the digitization of global supply chains. It aims to connect its 
82 container terminals while replacing paper-based documents with 
blockchain-enabled digital solutions to improve efficiency and visibility 
of container flows across multiple carriers.

AI drives efficient logisticsBlockchain reaction

Supply Chains in the Age of Instinct  |  Optimized reality
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Electronics company Siemens’ Amberg Factory has IoT sensors 
attached to manufacturing plant machines and facilities. It optimizes 
process work by monitoring all process situations in real time and 
checking for possible errors, collecting more than 50 million bits of 
data every day. Productivity has increased eightfold since this smart-
factory transition. 

Mercado Labs focuses on the first 120 days of the global supply 
chain, connecting buyers and sellers to help businesses plan, move, 
and ship products. The cloud-based platform offers procurement, 
ordering, and shipping features and is using digitization as 
a starting point to drive greater automation, collaboration, 
transparency, and predictability.

Connected factoryDigitizing the first mile

By embracing hyperconnectivity, enterprises can build agile, responsive supply chains that maximize customer 
satisfaction and revenues. These approaches increase asset uptime, make forecasts more accurate, and help businesses run 
more efficient transport networks. 



Digital twins answer ‘what if?’
Connected infrastructure is paving the way for an end-to-end supply chain digital twin – a virtual 
representation of a physical supply chain. This replica of all the steps in a supply chain will allow 
businesses to model dependencies in detail, answer 'what if?' scenarios, and understand potential risks 
and cost implications. 

Combining digital twins with technologies such as AI can provide manufacturers with strategic insights to quickly model 
business responses to new opportunities and threats. Any uncertainties can be played out to understand the implications 
of changes, decisions, and unexpected market conditions, building supply chain resilience. At the same time, businesses 
can use insights to identify where processes are broken or inefficient and continually refine them. 

Supply Chains in the Age of Instinct  |  Optimized reality
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Food packaging giant Tetra Pak has 
bridged its physical warehouse in 
Singapore with a virtual representation 
that monitors and simulates both 
the physical state and behavior of 
the warehouse’s assets in real time. 
Warehouse supervisors can use up-to-
the-minute operational data to make 
informed decisions to reduce stock 
congestion, improve resource planning, 
and allocate workloads. 

Schukat Electronic, a distributor of 
electronic components in Germany, is 
embracing continuous digitization and 
highly efficient, transparent processes 
to make same-day deliveries for 
customers. Process-mining technology 
from Celonis uses storage and sales 
data to create a digital twin of business 
processes to spot delays and adapt 
deliveries accordingly.

Consumer goods giant Unilever 
is building virtual versions of its 
factories using data streamed from 
sensor-equipped machines to create 
digital models that track physical 
conditions and test operational 
changes. Devices send real-time 
information on temperature, 
motor speed, and other production 
variables into the cloud, where 
algorithms use advanced analytics to 
map the best operational conditions. 

A virtual warehouse Delivering optimization Factories in the cloud



By 2025, advanced data analytics and accelerated delivery mechanisms will create a 
constant stream of algorithmically refined goods, services, and promotions personalized 
for individuals. As supply chains integrate data from multiple sources to build detailed 
pictures of consumer behavior, companies' razor-sharp demand-sensing will predict 
consumers' needs, sometimes before people are even aware of them.

Businesses that fail to embrace hyperpersonalization and convenience risk falling out of consumer 
consciousness. Predictive insights across the entire ecosystem will pinpoint new customer trends or sudden 
demand surges. They’ll deepen customer relationships by keeping products on the shelves and providing 
accurate delivery information.

Supply Chains in the Age of Instinct  |  Optimized reality
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Predictive insights create 
customer intimacy

Amazon Dash Smart Shelf is a Wi-Fi-enabled smart scale 
designed for small businesses that takes the hassle out 
of restocking office supplies. The built-in scale tracks 
inventory for commonly used products like pens or paper, 
and automatically re-orders when running low.

Revionics is a software company that develops 
price-optimization software for retailers like Home 
Depot and Ahold Delhaize. Using advanced AI and 
machine learning, Revionics enables retailers to alter 
the price of their products in line with demand. 

AI enables dynamic pricingSmart shelves unlock demand
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Optimized reality

How businesses can prepare
To make the transition from siloed models to hyperconnected ecosystems, supply chain leaders should consider 
taking the following transformation steps:

Digitize to become transparent:   
Harness the power of digital innovations like 
track-and-trace technologies, radio frequency 
identification, and smart sensors to create a 
digital twin for every link in the supply chain. 
Digitization brings down walls as the chain 
becomes a transparent, integrated ecosystem. 

Embrace AI-powered agility: 
Combine hyperconnected supply chains with AI 
and algorithms for real-time insights that drive 
proactive decision-making. AI can help improve 
forecast accuracy, reduce inventory levels, and 
boost planning productivity.

Personalize purchasing decisions: 
Connect customer data with online platforms 
and physical retail stores to personalize the path 
to purchase. Use richer insights to go beyond 
demographics; for example, base strategies on 
shared values, mindsets, or personality.

Personalize products:  
Use customer data and AI to continually refine 
products, and use emerging technologies such as 
3D printing to offer personalization.

Connect Predict

Supply Chains in the Age of Instinct  |  Optimized reality  |  How businesses can prepare
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Adapt
Empower employees: 
Use supply chain digital twins to empower 
employee decision-making. By virtually 
re-creating production schedules and inventory 
volumes and locations, leaders can make 
informed decisions on the spot or even automate 
decisions with confidence. Companies can 
quickly respond to outliers and minimize 
disruptions, leading to a seamless customer 
service experience.

Map smart product and service experience: 
Analyze IoT data using AI to understand how 
customers across the supply chain interact 
with different products and services. Use these 
insights to adapt products and services, and for 
targeted marketing. Build customer experience 
data into product lifecycles to make them 
more relevant.

Get ahead:  
To anticipate risks and opportunities, 
clean up unstructured data and implement 
predictive analytics to discover the services 
and experiences of the future. Combine both 
external and internal data to generate insights 
you can action.

Prioritize maintenance forecasting:  
Use machine learning, AI, and advanced 
analytics to predict equipment problems and 
maintenance needs more accurately, boosting 
customer satisfaction by preventing parts 
failures and keeping production running.

Predict

Supply Chains in the Age of Instinct  |  Optimized reality  |  How businesses can prepare
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Businesses that raise the bar for ethical and 
environmental standards across supply chains are 
meeting customer expectations for companies to act 
responsibly and to take a stand on the issues that 
matter to them. 

02 
Ethical 
impact  
Supply chains must shift from driving down costs to driving social change too.



Ethical impact

Microtrends

Waste not,  want notA network of shared values Building an au gmented 
workforce

In our changing economic and environmental climate, consumers 
expect businesses to respond by stepping up and offering ways to 
drive social change. More civic-minded brands are communicating 
a sense of purpose, and when purpose is proved to customers, 
profits follow. 

Businesses that strictly enforce values across their supply chains 
are meeting these consumer expectations. They are on a quest for 
fairly sourced materials and ethical supply chain practices that 
drive innovation. 

At the same time, businesses are also taking their responsibility 
to their employees and the communities in their supply chains 
seriously, ensuring that the rise of new technologies and business 
growth does not come at the cost of human well-being. 

Supply Chains in the Age of Instinct  |  Ethical impact
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A network of shared values
In siloed and fragmented business models, procurement squeezes costs down to the last point on the 
supply chain – and that’s when businesses take risks and compromise on ethics and quality. In supply 
chains with shared values embedded across the ecosystem, businesses can grow together. In this 
future, supply chains will become a web of relationships in which businesses and their suppliers work in 
partnership to nurture ethical practices. 

As consumers seek to engage with ethical brands and understand the impact their products have on individuals, 
communities, and the environment, supply chains must reflect those values. Businesses and their suppliers should form 
cross-industry alliances to rethink how to deliver sustainable production.

Supply Chains in the Age of Instinct  |  Ethical impact

Volvo Cars is the first carmaker 
to implement global traceability 
of the cobalt used in its batteries 
by using blockchain technology. 
Blockchain boosts transparency of 
the raw material supply chain, which 
means Volvo and its customers can 
be assured of the integrity of car 
parts, responsible sourcing, and 
compliance with regulations.

Multinational food manufacturer 
Nestlé is a champion of responsible 
sourcing. The company has 
implemented sustainable sourcing 
practices, engages in enrichment 
initiatives within its supplier 
ecosystem, publishes an annual 
transparency report on its 15 priority 
raw materials, and works with WWF-
Australia to trace food back to its 
farm origins.

Lumi ID is a system that allows 
businesses to provide a more 
transparent service to their 
customers by integrating QR codes 
into packaging. After scanning 
the QR code, recipients can view 
answers to FAQs, and accurate, up-
to-date information about packaging 
specifications, certifications, and 
local recycling options. 

Traceable ethics Responsible sourcing QR code transparency
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Waste not, want not
Material waste is rife across today’s supply chains. Plastics has risen to the top of 
the sustainability agenda, the use of raw materials in manufacturing processes 
is often inefficient, and booming e-commerce and direct-to-consumer models 
mean existing delivery solutions pollute the environment and place pressure on 
infrastructure. Businesses need to support all players in the value chain to meet 
consumer demand for sustainability and rethink how they innovate products, 
packaging, and logistics to reduce waste. 

As consumers demand an end to wasteful supply chains from packaging to congestion, businesses must support each 
other on this journey. The future will call for collaboration with competitors on last-mile delivery innovations to reduce 
the carbon footprint of supply chains, while smart packaging will represent a cross-industry revolution. 

The UK government is considering 
measures to reduce the damaging side 
effects of the e-commerce boom and 
the rise in delivery vans on roads. The 
Department for Transport’s scientific 
advisors have recommended a 
mandatory charge on all Amazon-style 
deliveries to combat congestion and 
rising toxic emissions.

LivingPackets is a smart packaging solution that 
can be reused up to 1,000 times. Its smart box 
monitors a parcel’s location, temperature, shocks, 
and opening, and allows customers to view the 
contents via a remote camera. The box structure 
eradicates the need for internal secondary 
packaging, while its digital address display means 
there is no need to reprint labels or stickers and 
streamlines the returns process.

A taxing solution Smart packaging
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Building an augmented 
workforce
The impact of automation on workers will be significant. By 2025, 
automation should improve employee well-being and increase productivity. 
By applying technology to many tasks, companies can free up staff to focus 
on the high-value aspects of their roles. At the same time, businesses have 
a responsibility to educate and reskill employees as we adjust to a future of 
hybrid workforces made up of people and machines. 

Supply Chains in the Age of Instinct  |  Ethical impact

Swiss Productions is using cobots to help its 
workforce maximize machine productivity when 
producing screws for customers in the medical, 
electronics, and aerospace industries. This boosts 
productivity, reduces the risk of human injury, 
and allows machine operators to focus on more 
strategic tasks.

Genpact has opened Genome, its internal learning 
platform, to the public to help people upskill and 
prepare themselves for one of the most difficult labor 
markets in history. By offering key training to the 
public at no cost, reskilling initiatives can accelerate 
adoption of the critical professional skills and 
competencies required to succeed in the digital age.

Supply chains are major forces in the communities in which they operate. Reskilling employees to complement the rise 
of automation will not only enhance their operations, but also increase adoption and integration of digital technologies 
and AI within supply chains. 

A helping hand Fostering professional resilience
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Ethical impact

How businesses can prepare
To make the transition from driving down costs to driving social change too, supply chain leaders should 
consider taking the following transformation steps: 

Track ethical procurement and provenance: 
Increase transparency by investing in 
technologies like blockchain that track 
provenance and ethical sourcing across all 
suppliers. Empower teams to choose partners 
based on these values and use your muscle in the 
supply chain to encourage more companies to 
adopt ethical practices. 

Incorporate new value metrics:  
Incorporate analysis of new value metrics such as 
reputation, impact of automation, sustainability, 
and workforce well-being into business 
performance reports.

Embrace the promise of the digital factory: 
Create more efficient working practices and 
improved health-and-safety conditions by 
implementing smart manufacturing. The 
industrial IoT brings with it process and 
operational changes that ultimately benefit 
the workforce.

Plan sustainable deliveries:  
To enable supply chains to reduce carbon 
emissions, use AI insights to predict changes 
in demand and optimize logistics in real time, 
bundling collections from centralized pickup 
points where possible. 

Prepare for carbon pricing:  
Prepare for a future when there is a price 
on carbon pollution to reduce emissions. 
Where possible, ensure that transportation 
is sustainable. For example, using electric 
transport for high-volume lanes or hydrogen 
trucks for deliveries, or next-generation green 
technologies to create factories that are carbon 
neutral.

Connect Predict

Supply Chains in the Age of Instinct  |  Ethical impact  |  How businesses can prepare
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Adapt
Augment human intelligence: 
Bust the myth that automation replaces 
people by focusing on initiatives in which 
technology augments the human workforce. 
Invest in technologies such as AI, virtual 
reality, augmented reality, and robotics to 
reduce downtime and increase productivity.

Build diverse skills:  
Support new business models by creating 
diverse teams with the skills to adapt to new 
technologies and the changing nature of 
work. Blend creativity, problem-solving, and 
empathy with data science, software, and 
design skills. 

Activate a sustainability culture: 
Make sustainability efforts transparent. 
Publish reports and progress toward goals 
to inspire employee engagement and 
continually improve sustainability tracking, 
methodologies, and processes.



Businesses must collaborate 
transparently and adopt circular 
principles so their supply chains can 
prioritize long-term approaches and 
create resilience.

03 
Whole-system 
planning  
Supply chains must shift from short-term thinking to circular collaboration. 



Whole-system planning

Microtrends

Embedding circular 
principles

Long-term investment 
reaps rewards

Global logistics require 
local logic

Consumers and businesses are increasingly aware that 
we live in a society that cannot continue to grow at the 
cost of nature and people’s well-being. In the wake of 
social, environmental, and political uncertainty, supply 
chains must reassess and take a more long-term and 
holistic approach.

With businesses and communities facing multidimensional 
threats, companies will use these approaches to create 
truly resilient supply chains, reinforced against big-picture 
vulnerabilities, from trade wars to global pandemics. 
Businesses must invest and partner wisely to protect the 
core parts of their organizations while freeing up capital to 

invest in innovative solutions that enable them to move from 
traditional to regenerative circular economies.

Companies across the value chain will need to work together 
in response to changes in external conditions, such as 
customer needs, resource fluctuations, or supply chain 
disruptions. This collaborative approach will establish 
business-to-business relationships that can meet new 
consumer demands.

Supply Chains in the Age of Instinct  |  Whole-system planning
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Long-term investment 
reaps rewards
Businesses are recognizing the need to invest in supply chain innovations. The disruption 
caused by COVID-19 has accelerated this mindset. Next-generation supply chains must be 
future-proofed against evolving threats, as companies use new investment strategies to 
collaborate with startups and form unexpected partnerships. Businesses can maintain control 
of the supply chain without having to own every aspect of it.

Investment and collaborative partnerships nurture supply chain innovation, bring fresh thinking, limit risk, and are a 
cost-effective way of working. 

Investment in European supply chain startups is 
rapidly increasing, with 83 startups raising $639 
million in funding between them in the year to 
February 2020. Berlin-based startup Fliit, a digital 
platform that aims to simplify fresh-food logistics, 
raised $11.6 million alone. 

Businesses are also continuing to invest in their 
own operations. For example, Unilever is working 
to connect its supply chain via 20 billion devices, 
automating processes, and using the data it collects.

The Port of Antwerp has launched the ePIcenter, a 
project designed to research and develop solutions 
to global supply chain challenges. With 36 partners, 
the project focuses on the operational opportunities 
offered by Industry 4.0, Hyperloop (a transport system 
that uses magnetic accelerators to propel cargo), and 
autonomous vehicles. Technology innovators and 
environmental experts are collaborating to increase 
efficiency and sustainability across supply chains.

Investment explodes Collaborative innovation
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Embedding circular principles
The principles of green capitalism, clean markets, and positive-impact industries are moving from the fringes 
into the mainstream. In response, more businesses are embedding circular principles within their supply 
chains, aiming to redefine growth, encourage regeneration and repurposing, squeeze maximum value from 
existing products, and prioritize access over ownership. It’s also spurring a new era of reverse logistics (any 
process in which products, materials, or packaging go at least one step back in the supply chain), shifting the 
onus of repair and reuse propositions from the end-user to businesses. 

By embracing circular principles, future supply chains will eschew the traditional system of produce, use, and discard, 
instead using only a set amount of materials and resources that will stay within one supply chain ecosystem for good. 
This means manufacturers and other businesses evolve from selling material products to selling the outcome or value 
that products deliver. 

Supply Chains in the Age of Instinct  |  Whole-system planning

Ikea has committed to becoming 
a circular business by 2030. 
It’s designing all products to be 
repurposed, repaired, reused, and 
resold, fundamentally transforming 
how its supply chain operates. 

As part of its regenerative commitment, 
US-based food company General Mills is 
working with key suppliers to introduce 
practices that sequester carbon and 
improve land resilience across farms 
that grow its key ingredients. These 
regenerative practices aim to enhance 
the natural resources used by the farming 
communities in its supply chain.

Supply chain specialist CHEP has changed 
its business model to share and reuse 
its pallets throughout the supply chain. 
Customers return pallets to the company 
to be checked, cleansed, refurbished, and 
reused by other customers. CHEP’s pallets 
are part of a share and reuse model, with 
any pallets that are stolen or destroyed 
undermining the industry-wide positive 
impact of this circular model.

Embracing circularity Regenerative resilience Return to sender
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Global logistics require local logic
Companies are beginning to acknowledge that e-commerce and its logistical 
infrastructure are damaging the environment. As a result, they are developing eco-
conscious ways to deliver goods, process returns, and respond to hyperlocal demand. 
As more goods are sent directly to customers, the pressure is on to redesign delivery 
networks and ensure a speedy and green last mile. One way to solve these logistics 
inefficiencies is to shrink or localize the supply chain.

Cost savings and increased efficiencies gained by using technology to tune in to hyperlocal demand, combined with 
the pressure to reduce delivery miles, will lead to greater local production. Building small, more agile facilities tied to 
warehouses that feed local markets will help stimulate regional and local economies and increase supply chain resilience. 

Spanish retailer Mango has opened a logistics 
center near Barcelona that can stock millions 
of garments and accessories and handle 75,000 
garments from suppliers every hour. Other 
high-street brands, such as retailer H&M, are 
exploring how to turn their extensive network of 
stores into logistical hubs. It’s redesigning stores 
to better serve online shoppers in major cities 
and towns, using them as logistical hubs for 
deliveries, pickups, and returns.

In the US, Ohi creates micro-warehouses 
in vacant retail or office space, providing 
businesses with fulfillment centers without 
long-term leases and expensive integration. 
Ohi offers analytics to help brands predict 
demand and connects them with local 
bike couriers for deliveries, avoiding the 
environmental impact of planes or vehicles.

Centralized logistics Repurposing disused space
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Whole-system planning:

How businesses can prepare
To make the transition from short-term thinking to embracing circularity and collaboration, supply chain leaders 
should consider taking the following transformation steps: 

Regenerative customer engagement:   
Take advantage of reuse consumption models to 
encourage repeat custom and closer interdependence 
between producers, partners, and customers. 

Own less, control more:  
COVID-19 has proved that supply chains don’t need 
to be run in-house as external resources have been 
bought in to help respond. Assess which supply chain 
functions can be outsourced, and which you can add 
value to by running internally. 

Anticipate local demand:  
Tailor in-store stock by using IoT and AI 
data analysis (of both customer data and 
external information like weather) to 
predict local demand, reduce waste, and 
optimize last-mile deliveries.

Connect

Place people at the core:  
Ensure people are at the core of after-sales service offerings 
as manufacturers move toward service-as-a-product models.

AdaptPredict

Localize production:  
Consider building multiple smaller, highly automated smart 
factories to supply local markets.   

Achieve a whole-system view:  
Invest in control tower technologies that enable visibility across 
all partners in the supply chain. This will increase transparency 
and help businesses achieve a whole-system view, ensuring 
they can enhance safety and product efficiency and maintain 
high levels of collaboration.  

Supply Chains in the Age of Instinct  |  Whole-system planning  |  How businesses can prepare
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Optimized reality Ethical impact

The road to networked resilience
To thrive within each macrotrend, businesses need to navigate the three major shifts:

From siloed models to 

hyperconnected ecosystems

From driving down costs to 
driving social change too

From short-term thinking to 
circular collaboration

·  Use data to anticipate demand, answer 
'what if?' scenarios, and orchestrate 
supply chain logistics

·  Deepen consumer connections through 
personalized experiences 

·  Embed shared values across supply chains 
and collaborate to reduce material waste

·  Use digital technologies as an opportunity 
to maximize human potential and help 
workers prepare for this future

·  Refocus priorities away from linear 
modes of production toward restorative 
circular economies 

·  Connect and collaborate to invest in 
innovation and localize supply chains

Whole-system planning

Supply Chains in the Age of Instinct  |  The road to networked resilience
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Realizing the supply chain 
of the future
Before businesses and their supply chains 
can transform to thrive in 2025, they must:

01
02
03
04
05

Successful companies will build on these foundations to create next-generation supply chains. We call this forward-
thinking organization an instinctive enterprise.

Move data to the core of the organization

Collaborate seamlessly

Harness foresight to spot r isks and opportunities

Nurture a purpose- driven workforce

Embed AI and combine its insights with the 
context and knowledge of their workforce

Supply Chains in the Age of Instinct  |  Realizing the supply chain of the future
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Supply chains in the 
age of instinct
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Thriving in 2025

Evolve into an 
instinctive enterprise

Supply Chains in the Age of Instinct  |  The instinctive enterprise

Companies that thrive in a 
world shaped by optimized 
reality, ethical impact, and 
whole-system planning will 
connect data, knowledge, 
people, and insight from across 
their ecosystems to make fast, 
accurate decisions that benefit 
users and customers. These are 
instinctive enterprises. 

With smart technology 
embedded throughout their 
organizations, next-generation 
businesses will harness the 

power of supply chains that are 
responsive, predictive, and in tune 
with customers’ needs. With AI 
as their neural wiring, they will 
collaborate with partners across 
the supply chain to embed ethical 
values and augment the workforce. 

By 2025, the enterprises that 
survive and thrive will have 
responded to these global 
macrotrends to ensure financial 
and sustainable growth, valuing 
consumers, workers, their 
communities, and the environment. 
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Predictive 
insight

Adaptive 
workforce

Connected 
ecosystem

The instinctive enterprise 
and its supply chain
An instinctive enterprise will navigate the macrotrends of the future and 
be prepared for unexpected sources of competition, demands for greater 
transparency, new economic models, and talent needs.  
 
It brings together insights with the context and knowledge from its workers 
and partners, and has three hallmarks: 

Instinctive enterprises will have embraced 
external partnerships and created networks 
of innovation, collaborating across 
the supply chain, including with their 
competitors. Internally, hyperconnected 
supply chains with integrated operations 
will link systems together to provide a 
central view of supply chain performance. 

Harnessing data from multiple sources 
and embracing advanced technologies, 
instinctive enterprises will gain real-
time practical insights and fast, accurate 
prediction capabilities so they can 
anticipate customer needs, business 
opportunities, and risks.

Consisting of man and machine, the 
adaptive workforce embraces change. 
Instinctive enterprises will use new 
technologies not only to protect 
employees and boost productivity, but 
also to re-educate, upskill, and prepare 
them for the rise of automation. 

Supply Chains in the Age of Instinct  |  The instinctive enterprise



What if an instinctive enterprise’s supply chain 
could deliver…

Supply Chains in the Age of Instinct | The instinctive enterprise
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What if supply chains could generate more 
energy than they take out? Businesses are 
moving toward circular economy models 
that focus on financial and non-financial 
value creation at all points along the chain. 
Regenerative design could ensure supply 
chains actively contribute and give back to the 
environment. 

What if the supply chains of tomorrow existed 
entirely in our homes or neighborhoods? 
Advances in additive manufacturing, 
industrial 3D printing, and service-led 
business models mean that, instead of 
shipping physical products in large containers, 
customers will receive digital files and have 
the product made with local, sustainable, and 
maybe even recycled materials. 

What if businesses opened up their supply chain data for collaboration? As 
demands for sustainability increase, sourcing teams could promote collaboration 
with and between suppliers, building trust and sharing data to create solutions 
and innovations that benefit everyone in the chain.

Google, Samsung, HTC, Oculus, Sony, and Acer have formed the Global Virtual 
Reality Association (GVRA) to promote global VR development and serve as a 
resource for the industry, consumers, and policy makers. Businesses should aim to 
collaborate in a similar way around supply chain challenges. 

What if supply chains could anticipate and satisfy consumers’ desires before they 
are aware of them? AI and advanced data analytics are creating a constant stream 
of goods and services, algorithmically refined to better meet people’s preferences, 
usurping the need to make any conscious decision to buy.

Design agency Argodesign believes the need for ordering and delivery will be 
superseded altogether. In a recent speculative project, it outlined a future when 
consumers’ fridges are automatically restocked based on householders’ previous 
shopping preferences when someone moves an item from their shelf.

Regenerative ecosystems: 

Hyperlocal logistics:  Subconscious commerce:  

Open-source innovation: 
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Supply chains 2025: 
Are you ready?

As your company prepares for the world it will operate in tomorrow, our 
report offers a guide to supply chain transformation.

Future-focused companies are already taking decisive steps toward 
enabling connected ecosystems, predictive insights, and an adaptive 
workforce with automation and AI embedded as their neural wiring. 

It is the instinctive enterprise that will make these shifts and thrive. 
Focused on the customer, it will deliver superior, integrated operations that 
outpace the competition by enabling supply chains with responsive, end-
to-end control. 

Supply Chains in the Age of Instinct | The instinctive enterprise
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