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The pandemic shook up supply chains in ways most leaders were 

ill-prepared for. Subsequent stresses, including geopolitical 

volatility and tariff shocks, suggest that uncertainty is here for the 

long haul. 

 

For many companies, supply chain planning has moved from a 

technical back-office process to a standing item on the executive 

agenda, according to a BCG survey of more than 180 planning 

leaders from a range of industries and geographies. Over 70% of 

respondents say they’ve invested in advanced planning systems. 

Interest in AI is high, and experimentation is widespread. 

 

While most organizations rate their planning maturity as 

“intermediate” or better, only about 1 in 5 reports meaningful value 

so far from advanced capabilities such as planning automation, 

optimization engines, or AI. An even smaller portion—just 7%—

report value from agentic or GenAI applications. 

 

These advanced planning technologies may be increasingly 

available, but the challenge seems to have more to do with broader 

operating model issues. The companies pulling ahead treat 

planning as a strategic capability. They anchor it in clear decision 

rights, disciplined integrated business planning, strong data 

governance, and sustained capability building. They position these 

systems as foundational to their infrastructure and know they must 

evolve along with strategy, network design, and product complexity. 

And they integrate AI deliberately into that foundation. 

 

The organizations that aren’t keeping up are trying to leapfrog 
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maturity. They deploy sophisticated tools on top of fragmented 

data, inconsistent definitions, and unclear accountability. Planners 

spend more time reconciling numbers than shaping decisions, and 

the gains in service, inventory performance, and responsiveness 

they’re hoping for fail to materialize. 

 

AI as an Intelligence Layer 

 

AI is already delivering value in planning, but it’s making its mark 

so far in focused, evolutionary ways. The strongest results today 

come from AI’s ability to improve forecast accuracy, flag and 

prioritize plan deviations, fine-tune parameters, and make planning 

outputs more transparent. 

 

Fully autonomous, “lights-out” planning remains largely 

aspirational. Even the most advanced adopters are keeping humans 

deeply involved, using AI as an intelligence layer and not as the 

whole system. 

 

In fact, early AI pilots often serve as a diagnostic: they expose long-

standing weaknesses such as inconsistent core data, unstable 

workflows, and ambiguous decision rights. Organizations moving 

fastest use those insights to strengthen the foundation of their 

planning system. 

 

For leaders, a few no-regret moves stand out: 

• Anchor improvement efforts in a small set of high-

value decisions. Rather than beginning with technology, 

start with the supply, inventory, and service tradeoffs that 

most affect performance. Design your planning—and use of 

AI —around improving those decisions. 

• Make data discipline a non-negotiable. Consistent 

definitions, a “single version of the truth,” and clear 

ownership of data are prerequisites for getting value from 

advanced planning systems. They’re also critical for keeping 

AI honest. 

• Shift from calendar-driven planning to exception-

driven rhythms. Continuous sensing, clearer escalation 



paths, and faster decision cycles reduce firefighting and 

create the operating context into which AI copilots and 

agents can be introduced responsibly. 

• Invest in planners. As automation expands, the role 

shifts—from data consolidation to decision orchestration. 

Judgment, cross-functional influence, and scenario thinking 

become even more critical. Technology only raises the talent 

bar. 

It’s easy to miss the days when supply chain planning was primarily 

an exercise in balancing supply and demand. It’s now about shaping 

tradeoffs under high pressure and ongoing disruptions. The 

organizations that treat planning as a strategic differentiator will be 

the ones that respond with speed, resilience, and confidence when 

the next crisis arrives. 
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