
What’s Real, What’s Not: 
2025 Supply Chain Trends 
Put to the Test 



2025 is the year supply chain 

transformation gets real.

Over the past several years, we’ve 

seen a flood of predictions about how 

AI, digitalization, and resiliency would 

reshape supply chains. Now, in 2025, 

we’re seeing which of those trends are 

delivering—and which ones haven’t 

lived up to the hype.

Mid-sized and enterprise supply 

chains alike are moving beyond the 

buzzwords. The pressure to adapt has 

only intensified: volatility remains 

high, customer expectations are rising, 

and the gap between planning and 

execution is increasingly a source 

of competitive risk. But this year, 

something’s different—organizations 

are acting with greater urgency, focus, 

and pragmatism.

This ebook takes a closer look at the 

top 5 trends that are truly gaining 

traction across supply chains in 2025—

from real-time decision execution to 

practical AI deployment—and candidly 

examines a few high-profile predictions 

that are falling short.

Our goal is to help supply chain leaders:

• Focus on what’s working, not just 

what’s trending

• Avoid wasted investment in 

underperforming initiatives

• Build realistic roadmaps based on 

evidence—not hype

Because in today’s environment, clarity 

and execution matter more than ever.

Executive Summary 
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Executive Summary

A snapshot of what’s changed in 2025—

and why supply chain leaders must 

focus on execution over hype.

Part I: 5 Trends That Are 
Proving True

1. AI Adoption Is Moving from 

Experimentation to Execution

Practical use cases are driving value—

especially in forecasting, data quality, 

and scenario planning.

2. Scenario Planning Becomes 

Essential, Not Optional

Volatility is the norm. Companies that 

can model and act on what-if scenarios 

are outperforming those that can’t.

3. S&OP and IBP Maturity Are Finally 

Gaining Ground

Mid-market companies are taking 

meaningful steps toward cross-

functional, financially aligned planning.

4. ERP Is No Longer the Center of 

Planning

Purpose-built platforms are 

augmenting—not replacing—ERP 

systems to drive agility and 

responsiveness.

5. Real-Time Execution Gaps Are a 

Competitive Liability

Speed of decision-making is separating 

leaders from laggards, and concurrent 

planning is closing the gap.

Part II: A Few Trends That 
Missed the Marke

6. Blockchain Still Hasn’t Delivered 

at Scale

Transparency is important—but 

adoption hurdles persist.

7. End-to-End Autonomy Remains 

Out of Reach

AI is augmenting planners, not 

replacing them.

8. Sustainability Reporting Isn’t 

Where It Needs to Be

Scope 3 and carbon metrics are gaining 

interest—but still lag in implementation 

and standardization.

Conclusion: What It All 
Means for 2025-2026 
Strategy 

Focus on what’s working, avoid what’s 

not, and invest in planning capabilities 

that meet your business where it is 

today—while building for tomorrow.

Table of Contents
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For years, artificial intelligence (AI) sat 

at the edge of supply chain strategy—

buzzing with potential but rarely 

embedded in day-to-day decision-

making. In 2025, that’s changing.

AI is no longer a future 
concept. It’s a present-
tense differentiator.

According to Gartner, 50% of supply 

chain organizations are actively 

investing in AI and advanced analytics. 

What’s different now isn’t just the 

investment—it’s the execution. Supply 

chain teams are moving past pilot 

programs and starting to scale AI into 

operational planning, forecasting, and 

risk management.

Where AI Is Gaining 
Ground

• Forecasting and Demand Sensing:

AI-driven forecasting engines are 

outperforming traditional models, 

especially in dynamic categories. 

They’re helping mid-sized companies 

detect demand shifts faster, reduce 

bias, and recalibrate more often.

• Data Quality and Cleansing:

One of the unsung heroes of AI success 

has been behind the scenes. Tools that 

use AI to identify anomalies, reconcile 

discrepancies, and flag outdated data 

are improving trust in planning inputs—

without adding more manual work.

• Scenario-Based Decision Support:

Generative AI is emerging as a support 

layer—not a replacement—for planners. 

From “what if this supplier drops?” 

to “what happens if we increase 

safety stock here?”, planners can now 

generate, compare, and explain options 

faster than ever.

Trend #1: AI Adoption Is Moving 
from Experimentation to 
Execution
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A Mindset Shift: From 
Magic to Maturity

Companies that succeed with AI in 

2025 aren’t chasing hype—they’re 

embedding AI into specific use cases 

that deliver ROI. They view AI as a 

strategic enabler, not a silver bullet.

Key enablers of success:

• Clear executive sponsorship

• High-quality, structured data

• Focused use cases with measurable 

impact

• Training and upskilling of planning 

teams

What’s Still in Progress

Despite progress, full AI autonomy in 

supply chain planning remains out of 

reach for most organizations. Many are 

still navigating:

• Change management and cultural 

resistance

• Model transparency and explainability

• Overreliance on “black box” outputs 

without proper review

The goal isn’t to remove humans—it’s 

to amplify their capabilities with AI-

enabled insight and speed.

Bottom Line:

In 2025, AI in supply chain planning 

is no longer just a test case—it’s 

a practical tool driving real 

improvements in speed, visibility, 

and decision quality. The companies 

winning with AI aren’t those chasing 

headlines. They’re the ones putting it 

to work, use case by use case.
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In today’s supply chain environment, 

one thing is certain: uncertainty. 

Disruptions no longer happen once in 

a decade—they happen every quarter. 

From geopolitical shifts and labor 

constraints to volatile demand patterns 

and supplier instability, companies can 

no longer rely on static plans built for 

“business as usual.”

That’s why scenario planning has moved 

from a nice-to-have to a core planning 

capability in 2025.

From Reactive to Resilient

Many companies are realizing their 

current tools—often spreadsheets 

or rigid ERP modules—simply can’t 

keep up. They’re reactive, slow, and 

disconnected. And in a volatile market, 

that’s a recipe for margin erosion and 

missed service levels.

What’s changed:

In 2025, scenario planning is becoming 

embedded in how mid-market and 

enterprise supply chains operate—not 

just as a once-a-year exercise, but as a 

continuous process.

Use cases include:

• Evaluating the impact of supplier 

delays or port closures

• Assessing alternate sourcing or 

production strategies

• Modeling inventory strategies under 

different demand curves

• Quantifying trade-offs between cost, 

service, and cash flow

The Data Behind the Shift

According to a recent Gartner report, 

only 19% of CSCOs fully integrate 

scenario planning into strategy—but 

those who do are significantly more 

likely to meet performance targets.

Similarly, McKinsey found that 

companies with mature scenario 

planning capabilities were twice 

as likely to recover quickly from 

disruptions and improve planning cycle 

speed by up to 30%.
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What It Takes to Make 
It Work

Scenario planning isn’t just about 

software—it’s a mindset and capability. 

Organizations making real progress in 

2025 are:

• Integrating planning across functions, 

so that supply, finance, and commercial 

teams all evaluate the same options

• Enabling rapid simulation, with 

planning platforms that model changes 

in minutes—not days

• Tying scenarios to financial impact, 

so trade-offs can be understood in 

business terms (margin, revenue, cash)

• Running playbooks in advance, not in 

the heat of the crisis

The Pitfalls of Poor 
Scenario Planning

Companies that treat scenario planning 

as an occasional, siloed exercise often 

struggle with:

• Delayed decisions during disruption

• Lack of clarity on the best course of 

action

• Inconsistent assumptions between 

departments

• Poor confidence in the output of the 

plan

Bottom Line:
Scenario planning is no longer 

optional—it’s a critical enabler of 

resilience and agility. In 2025, leading 

companies aren’t just asking “What 

happened?”—they’re asking, “What 

could happen, and what will we do 

about it?
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For over a decade, companies have 

talked about moving from S&OP to 

Integrated Business Planning (IBP). 

But for many, that shift remained 

aspirational—hampered by siloed 

functions, disconnected systems, and a 

lack of executive alignment.

In 2025, that’s starting to change.

Mid-sized companies, in particular, are 

making real progress on the maturity 

curve. They’re not just holding monthly 

S&OP meetings—they’re connecting 

planning to financial targets, linking 

decisions across functions, and building 

processes that enable faster, smarter 

decisions.

What’s Driving the Shift 
Now?

Several forces are accelerating S&OP 

and IBP maturity:

• Increased volatility is exposing the 

limits of disconnected planning

• Executive pressure for better 

alignment between operations and 

financial outcomes

• More accessible technology platforms 

that are easier to implement and right-

sized for mid-market needs

• A growing recognition that 

spreadsheets and ERP modules aren’t 

enough

This isn’t about adopting a new 

acronym. It’s about rethinking the role 

of planning—from coordination to 

competitive advantage.
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Trend #3: S&OP and IBP 
Maturity Are Finally Gaining 
Ground



From Process to 
Performance Driver

Companies advancing their S&OP/IBP 

maturity are:

• Aligning supply, demand, and inventory 

planning across business units

• Involving finance early and 

continuously—not just as a scorekeeper

• Running scenarios that link operational 

choices to P&L outcomes

• Establishing shared metrics and 

planning cadences that drive action

As Gartner puts it, “IBP isn’t a renamed 

S&OP process—it’s a transformation 

in how organizations plan, govern, and 

execute.”

The Results Are Real

Organizations that elevate S&OP to a 

true IBP model are seeing measurable 

gains:

• 15–25% improvement in forecast 

accuracy

• 10–20% faster planning cycles

• Reduced working capital and improved 

margin visibility (Source: Gartner & 

McKinsey, 2023)

This kind of impact doesn’t require a 

full digital overhaul—it requires focus, 

cross-functional ownership, and a clear 

understanding of where you are on the 

maturity curve.
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What Maturity Looks Like 
in Practice

Early-stage S&OP:

• Supply and demand reconciled 

monthly

• Forecasts owned by supply chain

• Finance checks in after decisions 

are made

Mid-stage IBP:

• Demand consensus includes 

commercial input

• Scenario planning tied to revenue/

margin impact

• Finance co-owns planning 

assumptions

Advanced IBP:

• Strategic plans translated into 

operational plans

• Trade-offs are evaluated in real time

• Executive teams use planning data to 

steer the business

Bottom Line:

S&OP and IBP maturity is no longer 

a “big company” luxury. In 2025, mid-

market supply chains are stepping 

up—integrating operations, finance, 

and strategy to drive smarter, faster 

decisions. The companies making 

the most progress aren’t chasing 

perfection. They’re building capability—

one layer at a time.
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For many mid-sized companies, 

enterprise resource planning (ERP) 

systems were once seen as the central 

hub for everything—from transactions 

to inventory to planning. But in 2025, 

that center of gravity is shifting. 

ERPs are still critical for execution. 

But for planning? They’re no longer 

enough.

Today’s supply chains are more dynamic, 

interconnected, and customer-

driven than ever. The pace of change 

simply outstrips what traditional ERP 

planning modules were built to handle. 

As companies demand more agility, 

responsiveness, and collaboration, the 

limitations of ERP-native planning are 

being exposed.

Why ERPs Fall Short for 
Planning

• Slow to adapt – ERP systems are 

typically rigid, with hard-coded 

workflows that don’t support rapid 

change

• Limited visibility – Many ERP 

modules operate in silos and struggle 

to integrate external data or real-time 

inputs

• Poor usability for planners – 

Designed for transactional users, not 

scenario-driven planning teams

• Lack of simulation capabilities – 

Most ERP tools can’t run robust “what-

if” scenarios or real-time impact analysis

As one supply chain leader put it: 

“Our ERP tells us what’s already happened. 

But we need to plan for what might 

happen next.”
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Trend #4: ERP Is No Longer the 
Center of Planning



What’s Replacing the 
ERP’s Role in Planning?

Companies are increasingly turning 

to purpose-built planning platforms 

that sit alongside the ERP, not inside it. 

These tools:

• Bring together demand, supply, and 

inventory planning in one place

• Enable real-time collaboration across 

functions

• Support rapid scenario modeling and 

decision impact analysis

• Provide visibility into constraints and 

trade-offs at the speed of business

Importantly, they don’t require ripping 

out your ERP. Instead, they extend 

its value—feeding it cleaner data, 

more accurate plans, and more agile 

responses.

A Practical Shift for Mid-
Sized Companies

This move away from ERP-centric 

planning isn’t about chasing the latest 

technology. It’s about recognizing 

that planning and execution are 

fundamentally different needs.

Execution systems should be stable 

and reliable.

Planning systems should be flexible, 

forward-looking, and responsive.

In 2025, more mid-sized businesses 

are making this distinction—and seeing 

meaningful gains in agility, service 

levels, and planner productivity as a 

result.

Bottom Line:
Your ERP is still essential—but it’s 

no longer the brain of your planning 

process. In 2025, smart companies 

are surrounding it with tools that help 

them plan forward, not just look back.
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In 2025, speed is no longer a nice-to-

have in supply chain planning—it’s a 

requirement. And yet, most companies 

still can’t act on disruptions, changes, or 

new data in real time.

According to Gartner, while 95% of 

supply chains need to respond rapidly 

to change, only 7% are capable of 

executing decisions in real time.

That gap is no longer just a process 

inefficiency. It’s a competitive liability.

The Cost of Delay

When execution lags behind reality, the 

consequences compound:

• Inventory builds up in the wrong place

• Customer orders are missed or 

delayed

• Supply disruptions ripple across 

functions

• Planners spend time reacting instead 

of optimizing

And most of this happens not because 

companies lack data, but because their 

systems and processes can’t turn that 

data into coordinated action—fast 

enough.

What Real-Time 
Execution Actually 
Looks Like

The leading supply chains in 2025 

aren’t just faster—they’re smarter and 

more connected. They’re closing the 

gap between insight and action with 

capabilities like:

• Concurrent planning across supply, 

demand, and inventory

• Automated alerts and exceptions 

based on live data

• Embedded collaboration tools so 

functions can align on decisions 

instantly

• Scenario-driven decision support to 

evaluate trade-offs in minutes, not days

This isn’t about responding instantly to 

every fluctuation—it’s about knowing 

when a shift matters, and having the 

tools and trust to act decisively.
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Trend #5: Real-Time Execution 
Gaps Are a Competitive 
Liability



The Human Side of Real-
Time Planning

Many companies think the barrier to 

real-time execution is purely technical. 

But in practice, it’s often cultural:

• Lack of trust in data

• Siloed accountability

• Decision processes designed around 

meetings—not moments

Organizations making progress in 2025 

are building decision agility into their 

teams as much as their technology. 

They’re empowering planners with clear 

thresholds, predefined playbooks, and 

shared visibility into trade-offs.

The Execution Gap as a 
Strategic Risk

As supply chains become more volatile 

and customer expectations grow, the 

ability to respond in hours—not weeks—

becomes a differentiator.

Companies that can’t execute in real 

time face:

• Higher operating costs

• Increased service level penalties

• Slower response to market shifts

• Eroding trust with partners and 

customers

Bottom Lime:

In a world of constant change, the 

execution gap is the new bottleneck. In 

2025, leading companies are closing it—

not just with faster systems, but with 

smarter planning, empowered teams, 

and real-time coordination across the 

business.
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Not every prediction becomes a reality.

While 2025 has brought meaningful 

progress in planning technology 

and organizational maturity, some 

high-profile trends haven’t lived up 

to expectations—at least not yet. 

Whether due to complexity, lack of 

infrastructure, or simply misaligned 

hype cycles, these trends have proven 

harder to implement than originally 

imagined.

Here are three that were widely 

discussed—but remain overpromised 

and underdelivered in most mid-market 

and enterprise supply chains.

1. Blockchain for Supply 
Chain Transparency

The Promise:

Blockchain was supposed to deliver 

immutable, end-to-end visibility across 

global supply chains—tracking every 

component from origin to delivery with 

total transparency.

The Reality:

While compelling in theory, blockchain 

has seen limited adoption outside 

of niche pilots or highly regulated 

environments. Widespread 

implementation has been hindered by:

• Complex partner coordination across 

supply networks

• High costs of infrastructure and 

integration

• Lack of standardized platforms and 

protocols

• Difficulty justifying ROI compared to 

other digital investments

Most companies have opted for 

more practical visibility solutions—

leveraging cloud platforms, control 

towers, or API-driven integrations that 

deliver 80% of the value with far less 

complexity.

Verdict: 

Still on the horizon—just not ready for 

broad deployment at scale.
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Part II: Trends That Missed 
the Mark



2. End-to-End Autonomy 
with AI

The Promise:

Fully autonomous supply chains 

powered by AI would sense, plan, 

and respond without human input—

eliminating the need for manual 

decision-making.

The Reality:

AI is absolutely gaining traction (as 

discussed in Trend #1), but the notion 

of an “autonomous supply chain” 

remains largely aspirational. Most 

companies still require:

• Human oversight for strategic and 

risk-sensitive decisions

• Contextual judgment that AI models 

struggle to replicate

• Governance and auditability, 

especially in regulated industries

In 2025, the leading use of AI is 

augmentative, not autonomous. 

Companies are using AI to generate 

insights, improve speed, and support 

trade-off analysis—but humans are still 

in the loop, and rightly so.

Verdict: 

Helpful support tool—not a 

replacement for experienced planners.
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3. Universal Sustainability 
Metrics and Scope 3 
Visibility

The Promise:

As ESG pressures mounted, many 

predicted that sustainability tracking—

especially Scope 3 emissions—would 

become a foundational part of supply 

chain strategy.

The Reality:

While awareness and urgency have 

grown, execution is still lagging. Most 

mid-sized companies struggle with:

• Incomplete or unreliable supplier 

data

• Fragmented tracking tools

• Lack of internal ownership for 

sustainability metrics

• Difficulty translating sustainability 

goals into day-to-day planning

Tools are emerging to address these 

gaps, and regulatory pressure is 

increasing—but for now, carbon 

tracking and sustainability metrics 

remain patchy and inconsistent in 

practice.

Verdict: 

Priority is rising, but standardization 

and execution are still works in 

progress.



The supply chain world has no shortage 

of buzzwords, predictions, and 

promises. But in 2025, the companies 

making the biggest strides aren’t 

chasing trends—they’re executing with 

clarity, pragmatism, and purpose.

The five trends explored in this ebook 

aren’t just gaining attention—they’re 

delivering results:

• AI is being applied to real problems, 

not theoretical ones.

• Scenario planning is no longer 

optional in a volatile world.

• S&OP and IBP maturity is 

progressing—especially in the mid-

market.

• ERP is being right-sized, not replaced.

• Real-time execution is becoming a 

differentiator.

At the same time, we’ve seen that 

some high-profile innovations—like 

blockchain, full autonomy, and 

universal sustainability metrics—aren’t 

ready for prime time. That doesn’t 

mean they won’t be important. It means 

that timing and readiness matter.
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Conclusion: Focus on 
What’s Real. Build Toward 
What’s Next.



The Path Forward:

If there’s one lesson from 2025 so far, 

it’s this:

Focus on building the capabilities your 

business needs now—while staying 

positioned for what’s next.

That means:

• Start with visibility.

• Prioritize collaboration.

• Integrate planning with strategy and 

finance.

• Choose tools that scale without 

overcomplicating.

• Measure progress in value, not 

features.

You don’t need to do it all at once. But 

you do need to start with intention.

What’s Next from Here?

In our follow-up content, we’ll explore:

• How to assess your planning 

readiness

• Practical steps to modernize without 

disruption

• Real-world case studies of companies 

on the crawl–walk–run journey

Until then, ask yourself:

Are we investing in what’s real—or still 

waiting for the perfect moment?

Because in supply chain, the perfect 

moment never comes.

But better planning? That starts today.
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