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Executive Summary

Traditional operations and supply chain models were designed for environments where
disruption was cyclical and predictable. That context no longer exists.

Organisations now face persistent volatility driven by geopolitical tension, capacity
constraints and rising customer expectations. In this environment, teams are pushed
into continuous reactive firefighting. It’s clear that traditional businesses that
manage operational performance through linear or siloed approaches are no longer
delivering the value they once did. Instead, performance now depends on the ability to
continuously balance cost, inventory and service. The highest performing organisations
are those that can optimise them together or make explicit, informed trade-offs when

required.

Effectively harnessing technology is helping businesses redefine what high performance
looks like. Agentic Al is shifting the focus from automating isolated tasks to augmenting

entire operational roles. Al agents analyse information, reconcile fragmented signals,
prepare decisions and execute actions within operational systems, automating

repetitive work while improving the quality and speed of decision-making. This shortens

planning cycles and allows teams to focus on anticipation, exception management and
continuous improvement rather than manual coordination.

New approaches to planning are also addressing the structural limits of traditional
models like material requirements planning (MRP). Rather than propagating
requirements, No Chain Planning® (NCP) focuses on reconciling what must be done
with what is actually feasible in constrained environments. By identifying true blocking

points and enabling scenario simulation, planning becomes a dynamic decision-support

capability. Combined, agentic Al and NCP enable systemic improvement across cost,
inventory and service through structural transformation rather than incremental

optimisation.

Case study 1: Enhancing people
to transform automotive supplier
execution at scale

An automotive equipment supplier
deployed Al agents within its daily
material-planning workflow to
structure email-based information,
integrate operational data and

prioritise alerts. The agent reduced
manual workload by around 36%,
allowing planners to focus on
early issue qualification, faster
decision-making and exception
management rather than

administrative tasks. I

Case study 2: Enhancing processes
to address the aerospace ramp-up
challenge

In a complex industrial environment,
NCP enabled organisations to
identify critical blocking points, align
priorities and simulate alternative
scenarios. The approach delivered
inventory reductions of 20-30%,
stabilised service levels during
periods of tension and improved
cash control by aligning decisions
with real operational constraints.
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How technological innovation is redefining the foundations
of operational competitiveness

Traditional approaches to supply chain management were designed for a world where
businesses dealt with disruption on a cyclical basis. That world does not exist anymore.
Instead, businesses are navigating an environment where disruption is now a permanent
structural reality. Persistent market volatility, geopolitical tensions, capacity constraint and
rising customer expectations are forcing businesses into constant, reactive firefighting.

Today, operational performance cannot be addressed in a linear or isolated way.
Achieving peak performance requires balancing three inseparable dimensions: cost,
inventory and service. This means producing at a lower cost without degrading service
quality, keeping inventory levels under control without compromising availability

and delivering faster without overconsuming resources. The highest-performing
organisations are those that can optimise all three dimensions or to make informed
trade-offs when needed.

While rapid technological innovation is contributing to this structural disruption, it

also enables businesses to achieve things that were not possible even five years ago.
Agentic Al enhances people by increasing team efficiency, improving information
quality, accelerating the integration of signals from the field and streamlining decision-
making. At the same time, emerging planning methodologies like No Chain Planning®
(NCP) are enabling more dynamic trade-offs between commercial ambition, operational
constraints and financial exposure.

Together, these two approaches will not only allow businesses to adapt to structural
volatility, but unlock new levels of operational performance too.

3 Argon&Co*



Augmenting people with
agentic Al

To date, the majority of business Al use cases have
focused on isolated tasks like improving forecasts,
automating tasks or optimising parameters. While
this approach can deliver real gains, it is limited by
its fragmented nature.

Al agents are designed to do more than complete
a single task and can operate at the heart of
end-to-end workflows, interacting directly

with information systems and a company’s
communication flows.

An Al agent analyses before it acts. It reads emails,
interprets signals, reconciles scattered information,
prepares decisions within a defined framework
and executes actions in operational tools. During
this process, it handles a multitude of micro-tasks
that structure teams’ day-to-day work. Taken
individually, these tasks may seem trivial. But
together they represent a considerable share of
the work that determines the quality, speed and
consistency of operational management.

Designed for repetitive, structured tasks

In many operational roles, a significant proportion
of activities are repetitive, structured and
predictable. Agentic Al can automate or augment a
large share of these tasks to free up a considerable
amount of human time.

The value created goes beyond efficiency gains.
When strategically deployed, agents also make
it possible to capture weak signals earlier. These

signals may currently be difficult to exploit at
scale, especially if they come from emails, articles,
supplier messages or other poorly structured
flows. By monitoring and collecting this disparate
data in real time, agents can improve the quality of
planning input data and accelerate the updating of
priorities in line with operational reality.

This kind of focused, strategic deployment enables
teams to handle more activity, at a higher level

of quality, without any increase in resources.
Operating costs are mechanically reduced while
the ability to absorb growth improves./

Shortening planning cycles

Agents can also have a considerable structural
impact on planning workflows. By integrating
events faster, consolidating scattered information
and preparing action options, agentic Al
significantly shortens planning cycles. Updates that
previously took several days could be completed

in minutes or hours, improving an organisation’s
overall responsiveness and its alignment with what
is happening on the ground.

By removing the need for humans to perform low
value-added tasks, agentic Al is redefining the very
nature of work. The time saved can be reinvested in
analysis, decision-making, exception management
or continuous improvement. Better productivity

is just the start and the broader improvements in
operational management can drive lasting cost
benefits, inventory and service.
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Reconciling inventory and
service with No Chain
Planning®

While agentic Al transforms the way signals are
captured and decisions are executed, it does not
address how processes and systems can enable
those decisions in a constrained environment.

This is where the limits of traditional planning
approaches become visible. Material requirements
planning (MRP) methods are still the dominant
way to structure planning processes and systems.
But MRP was designed for relatively stable
environments and its logic is based on each step
triggering the next requirement in a set order. This
limits its ability to integrate actual constraints or
prioritise globally.

The structural limitations of MRP emerge as
complexity grows. Factors like multi-level bills of
materials, poor supplier performance and capacity
constraints make it difficult for MRP to provide
realistic plans. It tells you what is needed (but
with low responsiveness) and not what is actually
feasible. This issue can be seen in the aerospace
and defence sector where manufacturers have had
a strong growth in demand combined with deep
constraints across the entire supply chain since
2020. Ramp-ups are taking place in environments
where every tier of the supply chain can become a
blocking point.

In this context, the operational questions
businesses need to ask are changing. They need to
move beyond a narrow focus on planning volumes
and try to identify what actually determines a
company’s ability to deliver. Instead, they need to

be asking:

*  Which parts will be missing last and block final
assembly?

¢ Should certain components continue to be
produced if others are already missing, at the
risk of generating unnecessary inventory?

e How can all functions, planning, procurement,
production and quality, be aligned around
common priorities?

Traditional planning tools struggle to answer these
guestions and often create situations where high
inventory levels coexist with critical shortages as
teams pursue local objectives without a global
view.

No Chain Planning® provides a radically

different answer. It moves the conversation from
propagating requirements to how best to balance
what must be done to meet commitments (the
‘Must-Do’) and what is actually feasible given

the constraints (the ‘Can-Do’). The confrontation
between these two dimensions reveals the gap
between ambition and reality. Addressing this gap
then becomes the core management priority.

NCP uses advanced calculation engines to
reconstruct all multi-level dependencies. This
identifies critical blocking points and ‘last

missing parts’ as well as priority actions to relieve
constraints or simulate trade-offs between ‘Can-
do’ and ‘Must-do’. Planning stops being a static
exercise and becomes a dynamic decision-support
system.

NCP can have significant results in complex
industrial environments. In one example, a business
saw inventory reductions of between 20-30%,
service stabilisation during periods of tension

and improved cash control. But the real change is
qualitative as decisions become coherent, priorities
aligned and trade-offs owned. The supply chain
transforms from an execution system to a true
strategic decision-making system.
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Two complementary
innovations that set new
standards of performance

Agentic Al and No Chain Planning® work well
together because they do not address the same
challenges. The first is all about execution. Agents
augment teams, improve efficiency and reduce
costs. Meanwhile, NCP acts on processes and
systems to support better decision-making. It
makes it possible to optimise inventory and service
in constrained environments.

When combined, these game-changing innovations
have the potential to produce long-term
operational improvements. NCP makes it possible
to capture useful signals faster and translate

these priorities into operational decisions, while
agentic Al shortens planning cycles and improves
responsiveness and productivity at scale. Teams
can focus on complex situations, where their
experience and judgement provide the greatest
value.

:
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By moving beyond traditional trade-offs, it
becomes possible to improve cost, inventory

and service simultaneously through structural
transformation rather than marginal optimisation.
In a world where constant instability and constraint
have pushed traditional approaches to their

limits, businesses have a real opportunity to move
operational performance into a new phase.

Organisations can’t afford to continue thinking

in terms of incremental optimisation. The risk of
hitting a performance ceiling is simply too high.
Those that know how to integrate new innovations
to augment people and transform planning

can redefine the way they design, manage and
execute the processes central to their operations.
Technology is not an additional tool but a central
driver of competitiveness, capable of profoundly
improving operational performance.
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Case study: Enhancing people to transform
automotive supplier execution at scale

In a highly competitive automotive market, a global supplier was under pressure to
improve cost efficiency while maintaining service levels and controlling inventory. Too
much time was being wasted on manual tasks like digging through emails and cross-
checking ERP data.

The challenge was moving beyond just finding problems. Traditional process
optimisation approaches were no longer effective, especially for the task of improving
performance across cost, inventory and service simultaneously. All without adding
complexity or headcount.

Using Al agents to augment operational roles

Rather than redesigning processes in isolation, the company focused on transforming
execution. This is precisely where agentic Al can create real value. It deployed agentic
Al to integrate into teams’ daily material planning workflow and support end-to-end
operational roles in procurement and planning, where fragmented data and manual
coordination had created delays and inefficiencies.

A structured transformation approach was used to:
¢ Map operational roles and identify high-impact micro-decisions

Deploy Al agents to automate repetitive tasks, reconcile data and support decision-
making

Integrate agents directly into core systems and communication flows
¢ Establish governance to ensure reliability, control and user adoption
Faster decisions and improved control

The initial deployment delivered a 36% reduction in workload across procurement
without impacting service stability. More importantly, it enabled a shift in how teams
operated:
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Earlier detection of supply risks through improved signal capture
Faster, more consistent decision-making across fragmented data sources

« Greater focus on exception management rather than manual coordination

Scaling performance improvements

Following the pilot, the organisation expanded the approach across functions
including logistics, master data and factory planning. The company has improved its
responsiveness and productivity, demonstrating how agentic Al can help organisations
move beyond incremental efficiency gains and support more balanced performance.

Agentic Al has not replaced planners, it has enhanced their ability to decide quickly,
cover a broader scope and act accurately in an environment where service, inventory
and cost often depend on just a few daily decisions.
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Case study: Enhancing processes to address the
aerospace ramp-up challenge

A leading global tier one supplier from the aeronautics sector faced challenges in
delivering ambitious ramp-up targets within a constrained, multi-tier supply chain.
Planning approaches that had previously been effective were straining to cope with
complex multi-level bills of materials, where a single missing component could halt
production. This created a double penalty of lost revenue from missed deliveries and
excess inventory tied up in incomplete assemblies.

From sequential planning to decision-driven orchestration

The company adopted No Chain Planning® to begin shifting from traditional MRP
logic to a model based on real-time prioritisation. At the core of the approach is the
distinction between:

¢ Must-Do: what is required to meet real customer demand
e Can-Do: what is feasible given supplier and capacity constraints

By comparing the two, NCP makes the gap between ambition and reality explicit.
This enables teams to focus on true critical paths rather than reacting to fragmented
planning signals.

Better prioritisation, improved stock and service balance

When NCP was integrated into existing systems, it transformed procurement and
planning by prioritising suppliers based on revenue at risk rather than volume of alerts.
This reduced planning noise and helped decision-makers identify future shortages
earlier to prevent production disruption. Most importantly, it gave leaders the ability
to make explicit trade-offs between service and inventory, shifting from reactive
firefighting to structured, data-driven decision-making.

Enabling more control during ramp-ups

The company has benefitted from improved service performance while reducing
unnecessary stock accumulation. This shows how NCP can help organisations manage
cost, inventory and service in a more balanced and controlled way. Even during high-
pressure ramp-ups.
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