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E YEON  EX P ER I EN CE  EV EN T

The container moment – 
GenAI in Supply Chain

Knut Alicke

Storyline 

Flow – start as is planner, etc – then planner was the system

- Let’s look back – how is planning done today – picture of article with 3 Generations of 
planning systems and all did not work, as the knowledge of the planner is not 
captured. 

- Than show the planner – has a lot of experience, as lot of knoweldge 
- This can and should be captured by AI, changing the world 
- GenAI – what can it do – pages on vibe coding workshops, my own S&OP app, what it 

does, reactions and workshops done based on it. 

Storyline for the S&OP simulation 
- Build the S&OP app that works with 5 different functions 
- Reality is that all 5 do not trust each other and have local incentives to follow – 

picture of a VC with 30 participants, 20 camera off, mic off, 5 not listening, 5 
commenting on very recent topics, no decision etc 

- Idea to test – would it be possible to model “human” behavior setting up 5 agents 
interacting with each other – screenshot of the “discussion” of the 5 agents 

- Now – start to work on the bevhavior defining the trust and locality of decisions – can 
be 0 .... 100 % - give typical organizations – fully aligned and trusting, realistic mix etc 

- 1st experiment – change the two parameters in the same way for all and evaluate the 
result 

- 2nd experiment – different levels of trust – and add a 48 month simulation ... 
- What did we learn from those experiments – insights and 7 things to start working on 

Monday 
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Will all of this 

lead to the 

end of the 

world – the 

perfect storm 

of natural 

disasters, war, 

tariff chaos?  



T H E  S T A T E  O F  A I  2 0 2 6   ·   A D O P T I O N M c K i n s e y  &  C o m p a n y

Organizations using AI are increasingly reaching the scaling phase.
Use of AI by respondents’ organizations, % of respondents

Organizations that use AI in at least 1 business function
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T H E  S T A T E  O F  A I  2 0 2 6   ·   C O S T M c K i n s e y  &  C o m p a n y

Cost benefits from AI show up first in supply chain management, ahead of 
service operations and manufacturing.
Cost change within business units from AI use, past 12 months, by function, % of respondents

Decrease by ≥20% Decrease by 11–19% Decrease by ≤10%
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Source: McKinsey Global Survey on the state of AI, 1,719 participants at all levels, May 4–June 8, 2026



T H E  S T A T E  O F  A I  2 0 2 6   ·   R E V E N U E M c K i n s e y  &  C o m p a n y

Revenue gains from AI show up most in marketing and sales and in product 
or service development.
Revenue increase within business units from AI use, past 12 months, by function, % of respondents

Increase by >10% Increase by 6–10% Increase by ≤5%
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T H E  S T A T E  O F  A I  2 0 2 6   ·   A M B I T I O N M c K i n s e y  &  C o m p a n y

High performers set growth and innovation objectives for AI, in addition to 
efficiency goals.
Objectives of AI efforts at respondents’ organizations, % of respondents

Efficiency
e.g., reducing costs by automating 
workflows

78

82

Growth
e.g., increasing revenues through 
improved customer targeting or new 
product features

74

47

Innovation
e.g., creating new businesses or 
transforming business models

65

49

AI high performers (n = 92)

All other respondents (n = 1,429)

Source: McKinsey Global Survey on the state of AI, 1,719 participants at all levels, May 4–June 8, 2026

Note: AI high performers are respondents who reported that 5% or more of their organization’s EBIT and “significant value” are attributable to the organization’s use of AI
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The planner

30 years tenure, great 

internal network, 

excellent business 

sense, committed  

Still knows how to use a 

Fax Machine

Keeps operations 

running on a daily basis, 

hard to replace during 2 

weeks of PTO
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Traditional 

(100% FTE)

AI-enabled  

(100% FTE)

Customer 

interaction 

Collaboration &

coordination

Reporting

Manual inputs 

& calculations

Wouldn’t it be great to spend the majority 
of our time on value-adding tasks?

Planning activity: Indexed

Exception 

management

Routine

tasks
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The “August in France” Anomaly
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AI and GenAI will disrupt the 
way we operate

… similar to the invention of 
the container and the internet 
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Tokens per 1,000 EUR, billions

50 mn

GPT-3 

(Davinci)

500 mn

GPT-3.5-turbo 

launches

2 bn

GPT-4-turbo 

and price wars

7 bn

GPT-4o 

mini/Claude 
Haiku

12 bn

Gemini 

Flash/DeepSeek 
V3

50 bn

Current 

cheapest 
frontier models

Tokens per 1,000 EUR — same money, exponentially more AI

Source: OpenAI, Anthropic, Google, DeepSeek published pricing · Best-value frontier-class model at each snapshot

Q4 2022 Q1 2023 Q4 2023 Q2 2024 Q4 2024 Q1 2026

A token is the currency of LLMs – could be a word or a part of a word the LLM uses to read and process

Example: Analyzing 3 years historical demand of 10.000 SKUs would be approx. 15 Mio tokens (3 EUR)  
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3 generations of AI reshaping how operations actually works

Traditional AI
Predicts & optimises

Generative AI
ChatGPT era — generates on request

Agentic AI
Acts autonomously towards a goal

“ChatGPT is the analyst you brief every morning. Agentic AI is the team member who already
read the brief and is waiting for your sign-off — before you’ve had breakfast.”

Receives a goal. Plans steps. 

Executes them. Uses your systems.

Produces text, analysis, code in 

response to your prompt.

Machine Learning. Answers a 

specific question.

Example: “Review all Q3 sup-plier 

contracts, flag anomalies, draft 
renegotiation briefs.  Done. 
Overnight.

Example: You paste a contract into 

ChatGPT and ask “what are the 
risks?”

Example: Your demand forecast 

model tells you what will happen.

Requires: governance – clear 

decision rights and approval gates.

Limitation: Still reactive. It answers. 

It doesn’t act.

Limitation: Reactive. Narrow. Can’t 

adapt without reprogramming.
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A new digital 
colleague joining … 

Let‘s assume
we pair this
experienced
planner with a 
new colleague
who brings all 
the cool 
knowledge on 
latest stuff

And – what if
this new
colleague is
digital? 

Onboarding 

Mentor Role (“Meister”)

Reverse Mentoring 

First tasks, interaction 

and feedback 

Standardization / Documentation 

Source: Picture created by ChatGPT4 with nearly no errors 
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GenAI will serve as the interface between planner and the complex 
algorithm (that no one understood before) – thus opening the black box 

User / Planner

Asks questions in natural language, gets 
insights in under stable answers

User / Planner

Needs the system to answer questions 

GenAI layer/digital SC analyst 

Naturals language interface + reasoning

Planning Systems

CRM, APS, optimization, models, algorithms optimization 

Planning Systems

CRM, APS, optimization, demand/supply planning, etc.

ERP

Transaction, backbone, execution

ERP

Transaction, backbone, execution

Explanation: 

Too high shipment from Supplier X 
Recommendation: discount to clear 20% 

by month-end

Question:

 Why do we have excess 
inventory in Europe?

Translation to data 

queries & models

Challenge: Gap between 

‘human language’ and 
‘system logic’

The digital colleague in action – 
adding value by opeating the 
interface between the planner 
and the complex system 



How I vibe coded an E2E 
planning app in 30h 

• Full functionality of a planning system, with natural 
language input and scenario calculation in a modern 
and clear user interface  

• Crucial: Deep business / expert knowledge to guide 
and challenge the model 

• Important: This is still an MVP and requires 
industrial scaling (which might be another 50h) 

Implication for your IT implementation
• Planning software provides the bare minimum 
• Vibe code the specifics and have GenAI creating the 

specs documents to significantly speed up 
implementation time 

• Challenge your software partner to enable vibe 
coding on top of the core system 

Source: https://knutalicke.substack.com/p/how-i-vibe-coded-an-s-and-op-app 

Mees, Marieke, Desire, Thibaut,Schäfer, 
Dr. Michael, johannes kapper
Campanella, Benjamin, Schuhmacher, 
Dr. Michael

Flawia, Sylwia 

Demo
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Bring vibe coding to 
operations – amazing 
impact, feedback and 
excitement 

Solving own challenges

• Dynamic safety stock 
simulation 

• Viscosity optimization 

•  COGS simulation 

• Initial stocking for NPI 

Source: https://lnkd.in/p/e5HT4Mxr 

https://lnkd.in/p/e5HT4Mxr






Leveraging the S&OP app for a realistic simulation of real behavior – every 
function acting as an individual agent 

• Aligned – everyone end-to-end, everyone 
trusting (locality 0, trust 100). The textbook.

• Every function for itself – everyone local, 
everyone distrustful (100/0). War of all against all.

• Honest but selfish – everyone local, everyone 
trusting (100/100). Good faith on bad incentives.

• Aligned but paranoid – everyone end-to-end; nobody 
trusts a number (0/0). Good incentives, bad memories.

• Sales games, SCM compensates – inflating Sales 
against a skeptical planner, the classic pairing.

• Realistic mix of trust and locality 









The agents interact in plain language to justify their decisions ... 

Demand Review. The statistical baseline says 60,952 units. Sales increases to 71,740 – 17.7% above it:

Sales agent: “I’m seeing strong customer interest and our pipeline is solid – I’m confident we can push 71,740 units this cycle. Yes, it’s above the 
statistical baseline, but that baseline doesn’t capture the momentum we’re building… I’d rather aim high and capture every sa le than leave revenue 

on the table.”

Supply Chain agent: “Sales came in at 71,740 units, but with their consistent +10% bias, I’m not buying the full number… I’m comfortable 
committing to 68,436 units for consensus, which is still 12% above baseline and gets us to our OTIF target without bloating inventory further.”

Supply Review. Manufacturing has quietly built additional 23,316 units ahead of demand – spread across products in proportion to demand.

Manufacturing: “We’re running at 132% peak utilization, which is completely unsustainable… I’ve already smoothed some of the demand 
volatility to protect our lines.” The additional build leads to higher requirements of components 

Procurement: “We’ve got five components short and that’s translating directly into 8,833 units of finished-goods backlog… for these bottleneck 

parts we should consider expedited orders even at an 80% air freight premium. We are already €299,000 into expedite costs on this plan.”

Finance Review. Finance sees a demand plan it never believed and a balance sheet absorbing the consequences:

Finance: “This demand drift of +12.3% is way above my 3% funding tolerance… I need Supply Chain and Sales to justify why we can’t meet this 

demand with leaner stock levels before I approve any plan that bloats our working capital further.”

Reconciliation. Three gaps remain open – the demand inflation, the capacity overload, the funding dispute. The facilitator escalates:

Facilitator: “Three unresolved gaps after two rounds – escalating to the executive S&OP. Executive decision required: commit working capital 
(~€608k) and capacity to recover €1.43 million of backlogged demand and the disputed upside, or hold to a leaner plan and acc ept the service and 

revenue risk.”



T H E  C O M P A N Y  S C O R E C A R D

A L I G N E D R E A L I S T I C

Consensus vs baseline 0.0% +12.3%

Service level 91% 87%

Peak utilisation 107% 132%

Build ahead of demand 0 23,316

EBITDA €2.55M €2.25M

Meeting outcome resolved escalated

E A C H  F U N C T I O N ’ S  O W N  K P I

A L I G N E D R E A L I S T I C

Sales, attainment 80.6% 85.7% better

Supply Chain, turns 7.0 7.1 better

Manufacturing, util. 52% 71% better

Manufacturing, cost €12.33 €10.49 better

Procurement, PPV €124k €177k worse

Finance, margin 55.3% 55.2% flat

The controversial result – a realistic mix of trust and locality delivers 
bad results for the company – but own local numbers look great 

Source: Results of the multi agent S&OP simulation



Expanding the experiment 
• Trust and locality move from 

0..100% in steps of 10 
• 121 scenarios tested against 

EBITDA

Results
• The more local the worse for 

the overall company 
• Pure E2E beats distrust 

A “regular” setup – evaluating the parameters shows very different 
impact on EBITDA 



Source: Results of the multi agent S&OP simulation

We made the situations realistic and dynamic – demand shock, supply shortage, 
tender etc – and analysed the different trust / locality settings against it 

Trust is a consequence, not a parameter
Wherever a company starts, within ten cycles it settles at the trust its incentives actually 
pay for.

Finance is happy as Supply Chain did the cutting.
The planner haircuts Sales’ inflated forecast, so the number reaches Finance already 
cleaned up.

The shock ends; the bill keeps running.
Service recovers in a few cycles, but burned trust takes much longer to heal 

The sceptical planner is the unsung hero, and pays for it.
Absorbing that inflation every cycle, Supply Chain ends with the lowest trust in the 
building.

You can’t pre-buy trust insurance.
Standing distrust pays against demand turmoil but taxes every calm day; let trust adapt 
and you rarely need the policy.
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Bringing it home ... 

If your board / CEO is using 

ChatGPT on a daily basis in a 

meaningful way you can go 

ahead and start a pilot 

- Senior management is 

interested and has a 

realistic understanding of 

the new technology 

- Pilots are not overscoped 

Foster curiosity (org/people)

Impact back – not tech-forward 

Strong capabilities on all levels 

Start with small pilot, scale fast

AI is todays container moment 

Towards a new tech stack – 
standard + vibe coded 

AI as the new digital colleague 
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You cannot overtake 
fifteen cars when it’s 
sunny weather, but 
you can when it is 
raining

– Ayrton Senna

Formula 1 world champion '88, '90, ‘91
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Thank you!

knut@alicke-scm.com

www.alicke-scm.com 

Further readings on Substack

The planner was the system
https://knutalicke.substack.com/p/the-planner-was-the-system 

How I vibe coded an S&OP app in 30 h 
https://knutalicke.substack.com/p/how-i-vibe-coded-an-s-and-op-app 

Trust was the consequence
https://knutalicke.substack.com/p/trust-was-the-consequence 

Stay in touch 
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