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Faced with mounting tariff costs and a dangerously concentrated supplier footprint in China, a U.S.-based Fortune
500 industrial manufacturer partnered with GEP to revamp its global sourcing strategy.

Leveraging a structured, data-driven approach to supply chain footprint optimization, GEP helped the company
regionalize over 2,000 SKUs, reduce lead times, improve supplier performance and strengthen supply chain
resilience without increasing total landed cost.

OBJECTIVES

+ De-risk China concentration by diversifying supply base across critical SKUs
+ Shorten long and unreliable lead times impacting plant operations

* Improve quality, consistency and supply chain responsiveness

+ Maintain or improve total landed cost during transition

+ Build a flexible supplier strategy for scalable reallocation

* Preserve or enhance total landed cost throughout the transition

APPROACH

* Mapped 2,000+ SKUs and flows from China to 150+ global locations
« Grouped SKUs by volume, value, lead time sensitivity, and risk

+ Modeled total cost-to-serve and geopolitical exposure across options
+ Simulated dual- and nearshoring supplier network scenarios

+ Designed flexible volume allocation and dual-source strategies

+ Piloted 150 SKUs followed by a phased global rollout

RESULTS

+ 150 high-priority SKUs successfully transitioned in six-month pilot

* Lead times reduced by 20% to 35% for regionalized SKUs

+ Alternative suppliers identified for 100% of SKUs across multiple regions

+ Improved supplier quality and reliability performance

+ 20%+ ex-works savings through best-cost supplier mix

+ 100%+ landed cost savings on tariff-impacted SKUs

+ Real-time dashboard deployed for mix, risk, and performance monitoring

+ Scalable dual-sourcing strategy built for future flexibility

« Significant total cost of ownership (TCO) gains and operational improvements
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Breaking the
One-Country
Dependence

As a leading U.S.-based industrial manufacturer with
over 150 global locations, resilience had become a
growing concern. More than 95% of its 2,000+ casting,
forging, and stamping SKUs — sourced through

100+ China-based suppliers — were exposed to the
mounting risks of geopolitical disruption, unreliable lead
times, and tariff volatility.

This highly concentrated sourcing strategy, once
cost-effective, had become a liability. The company
needed to rebalance its supply base, mitigate risk, and
maintain cost efficiency without disrupting production or
compromising quality.

Footprint
Optimization
With Cost-Risk
Precision

GEP responded with its structured supply chain
footprint optimization framework.

First, the team mapped over 2,000 SKUs, tracing
product flows from Chinese suppliers to every global
plant location. Through this, they uncovered key
dependency clusters — specific suppliers and parts
driving the highest risk exposure.

Next, GEP segmented SKUs by volume, value, lead
time sensitivity, and business criticality. Roughly 400
SKUs were flagged as high-risk, either due to single-
source dependency or excessive lead times. Using this
segmentation, GEP identified product families most
suitable for regionalization or dual sourcing.

The next step was to understand the cost-risk trade-offs.
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GEP developed a comprehensive Total Cost to
Serve model, factoring in not just unit price, but also
freight, duties, and inventory holding costs. The team
paired this with a supplier risk heat map, combining
performance metrics and geopolitical exposure to
create a clear, data-driven view of supplier suitability.

GEP then simulated multiple supply network scenarios,
testing dual-sourcing and nearshoring models across
Southeast Asia, India, Eastern Europe, and Latin
America. Each scenario was evaluated against cost,
risk, and execution feasibility.

From Pilot to
Enterprise-Wide
Execution

Based on these findings, GEP designed an optimized
supplier strategy, with flexible volume allocation and
built-in levers for reallocation in response to market
changes. The implementation began with a six-month
pilot transitioning 150 high-risk SKUs. This required
close collaboration between engineering, procurement,
and quality teams.

The pilot reduced lead times by 20% to 35% while
improving supplier quality and reliability metrics.
Encouraged by these initial strong results, the client
adopted GEP’s 24-month roadmap to regionalize all
2,000+ SKUs, with alternative suppliers identified across
Asia, Eastern Europe, and Latin America.
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Cost benefits were significant.

Optimizing the supplier mix across regions yielded 20%+ ex-works savings, while tariff-impacted SKUs saw landed
cost reductions of over 100%. A real-time dashboard now tracks the client’s supplier performance, risk exposure, and
sourcing flexibility across the network.

With the support of GEP’s team, the company transitioned to a resilient, regionally balanced supply chain, equipped
with dual-source flexibility, improved operational responsiveness, and lower total cost of ownership.
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GEP® delivers Al-powered procurement and supply chain solutions that help global enterprises become

more agile and resilient, operate more efficiently and effectively, gain competitive advantage, boost
profitability and increase shareholder value.

Fresh thinking, innovative products, unrivaled domain expertise, smart, passionate people — this is how
GEP SOFTWARE™, GEP STRATEGY™ and GEP MANAGED SERVICES™ together deliver procurement
and supply chain solutions of unprecedented scale, power and effectiveness. Our customers are the world’s
best companies, including more than 1000 Fortune 500 and Global 2000 industry leaders who rely on GEP
to meet ambitious strategic, financial and operational goals.

A leader in multiple Gartner Magic Quadrants, GEP’s cloud-native software and digital business platforms
consistently win awards and recognition from industry analysts, research firms and media outlets, including
Gartner, Forrester, IDC, ISG, and Spend Matters.

GEP is also regularly ranked a top procurement and supply chain consulting and strategy firm, and a
leading managed services provider by ALM, Everest Group, NelsonHall, IDC, ISG and HFS, among others.
Headquartered in Clark, New Jersey, GEP has offices and operations centers across Europe, Asia, Africa
and the Americas. To learn more, visit www.gep.com.

GEP SMART is an Al-powered, cloud-native GEP NEXXE is a unified and comprehensive

software for direct and indirect procurement supply chain platform that provides end-to-end
that offers comprehensive source-to-pay planning, visibility, execution and collaboration
functionality in one user-friendly platform, capabilities for today’s complex, global supply

inclusive of spend analysis, sourcing, ! chains.
contract management, supplier management, !
procure-to-pay, savings project management | Built on a foundation of big data, artificial

and savings tracking, invoicing and other intelligence and machine learning, GEP NEXXE
related functionalities. ‘ is next-generation software that helps enterprises
make supply chain a competitive advantage.






