
Where execution breaks down2-4

Technology alone isn’t enough. 
Integration, governance and adoption 

are essential to performance.

The next step is turning AI use cases into a 
repeatable capability that scales across teams, 

systems, and decisions.

The state of AI in supply 
chain decision-making
How to turn AI investment into real value

AI transformation fails not because of the tech, but because of 
strategy, data, integration and adoption.

Where companies stumble1

Leadership 
has no clear 
value case or 

AI vision.

When should 
we adapt the 
network?

Connect
Align the supply chain ecosystem
AI helps bring together data, 
systems, partners, and business 
priorities into a shared decision-
making foundation.

Phase 1: AI Agents

Phase 2: AI-Native Platform
The characteristics below show how organizations scale 
from individual AI use cases to connected, enterprise-wide 
decision-making.

Key capabilities
 Monitor signals

 Analyze situations

 Recommend
actions

Start where the value is. 
Focus on a high-impact supply chain challenge, prove value through a targeted use case, 
and expand from there. The organizations creating the most value from AI are not waiting 
for perfect conditions. They are building momentum one business problem at a time.

How AI agents help the supply chain work together

 Sense: Continuously monitor signals across
logistics, inventory, suppliers, and demand, and flag
exceptions early.

 Prepare: Run scenarios and surface recommendations
so teams don't start from zero.

 Act: Automate routine decisions, escalate complex
ones to humans with full context.

Modular adoption
 Start where the business need is greatest

and prove value quickly.

 Expand across use cases, functions, and
teams on the same platform.

AI-native decision intelligence
 Integrate with ERP, WMS, TMS, planning

solutions, and other business applications
without replacing existing systems.

 Connect data, workflows, AI, and human
expertise through a unified supply
chain model.

 Continuously sense, analyze, and recommend
actions across the supply chain.

Continuous end-to-end optimization
 Connect strategic planning and operational

execution across network, logistics,
inventory, and risk.

 Continuously optimize decisions and
orchestrate actions across systems,
functions, and partners.

Model
Understand the current state
Create visibility into networks, 
inventory, transportation, risks, 
and dependencies. AI identifies 
patterns and explains results.

Evaluate
Compare alternatives
Use AI to assess scenarios, 
trade-offs, and potential 
business impact faster.

How should we 
respond to 
disruptions?

How do we make 
better decisions 
across the supplier 
network?

It’s estimated that companies 
can improve both forecast 
accuracy and planning 
productivity by 15-20% with 
AI in supply chain planning.1

Early warning AI 
predicts supply chain 
disruptions 2–4 weeks 
ahead, cutting response 
times by 40%.2

70% of organizations 
report difficulties with 
data accuracy and 
quality from Tier 2 to 
Tier 4 suppliers.3

Decisions 
based on 
incomplete or 
siloed data

More visible, 
quantified 
trade-offs

Reactive 
firefighting

Faster 
disruption 
response

Annual or 
periodic 
network 
redesign

Continuous 
network 
optimization

From To

Data and 
connected 

systems are not 
decision-ready.

Processes are not 
redesigned and 

users do not 
adopt the new 
way of working.

Integration of 
internal and 

external supply 
chain processes 

remains low.

Explainability, 
responsible 

governance and 
trust are treated 
as afterthoughts.

52%
struggle with 
integration 
complexity.

46%
cite data 

quality issues.

43%
face user 
adoption 

resistance.

60%
lack a clear AI 

strategy or 
business case.

44%
don't have the right 

resources or expertise.

The Real Bottleneck: From Data to Strategy

Leading companies use AI to improve three critical decisions.
The most effective organizations start with a clear business problem, build 
confidence through targeted use cases, and scale from there.

Three critical supply chain decisions:

Applied Across:

Network Design | Logistics & Transportation | Risk & Disruption Management
Decision intelligence transforms AI from an analytical tool into a repeatable 
workflow for faster decisions, better execution, and greater business impact.

How Leading Companies Turn AI Into 
Competitive Advantage

AI agents help teams move faster. Advanced supply chains connect those 
agents across all systems and decisions.

Scaling Decision Intelligence 
Across the Supply Chain

Decision intelligence provides a repeatable workflow for supply chain decisions, combining data, 
AI, optimization, scenarios, and human judgment to move from signals to action.

Decision Intelligence Framework: 
The Path to Action-Ready Data

Sources: 1 PwC (2026), 2 Ma & Chang (2025), 3 Sadeghi et al. (2024), 4 Culot et al. (2024)

Sources: 1 Bain & Company (2024), 2 Huang (2025), 3 Sphera (2025)
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Execute
Turn decisions into outcomes
Coordinate actions, monitor 
results, and drive measurable 
business value with AI-
supported workflows. 
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Optimize
Select the best path forward
Recommend alternatives, rank 
options, highlight risks, and 
support human decision-making.
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Only 27%*
of companies have 
integrated AI into 

their supply chain.3

3 in 4
remain in pilot, planning, or 
no active deployment.3**

Beyond the AI 
hype, real value 
is hard to find:

And adoption lags behind ambition

The agentic AI market for supply chain software is projected to expand 
25× in five years from under USD 2 bn (2025) to USD 53 bn (2030).1 

By 2030, 6 in 10
enterprises using SCM 
software are expected to 
have adopted agentic AI.1

89%
of operations leaders say 
their tech investments 
haven't fully delivered 
the expected results.2

Market Growth Accelerates

* Survey sample size (n=269)
** Derived from Inspectorio survey findings calculation,
Sources: 1 Gartner (2026), 2 PwC (2025), 3 Inspectorio (2025)
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Agents help teams move faster. But full value requires 
connecting AI across all data, systems, and decisions – 
that's phase 2.

Start small, prove value 
quickly, and scale AI 
across the supply chain.

Turn fragmented data 
into connected decision 
intelligence without 
rip-and-replace.

Faster execution, lower cost, 
and more resilient operations 
through continuous 
end-to-end optimization.

The result




