
Arrival in Europe

However, upon arrival in Europe the sneakers are held 
by EU customs. 

Customs backlogs slow the offloading but when the sneakers finally get through, 
Soulsneakers is informed that its products have been held by customs. This is due  
to new rules targeting the import of relevant products that may be linked to 
deforestation under the EU.

Soulsneakers must now demonstrate that its sneakers were not made with rubber 
implicated in deforestation and submit documents proving the natural rubber is not 
linked to deforestation or forest degradation, which they are not prepared for. 

This presents a challenge as it requires supply chain traceability back to the rubber 
plantation, and robust evidence that the plantation is not situated in an area of 
deforestation or forest degradation.

To prepare for future customs requests related to regulation, Ana works with 
suppliers to support compliance and a smoother customs process when entering 
the EU. Together they create a plan to:

•	 Gather information and data on the geolocation of rubber plantations using 
supply chain and product traceability tools.

•	 Coordinate with logistics providers to streamline processes and prepare 
documentation in anticipation of potential EU customs checks or additional 
evidence requests.

•	 Conduct risk assessments to ascertain the risk of non-compliance with the EUDR, 
using information from suppliers’ certification schemes to support their  
risk assessment.

•	 Carry out due diligence to ensure suppliers, beyond tier 1, operate in line with 
latest legislation, and risk assessments to determine the risk of non-compliant 
rubber.

•	 Implement mandatory compliance training for all suppliers to enhance their 
understanding of relevant global laws and regulations, reducing Soulsneakers’ risk 
of non-compliance through third-party suppliers.
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Enhancing Supply Chain Resilience 
Key strategies from risk to resilience
Global supply chains are complex and vulnerable to challenges  
and risks from all dimensions, including environmental, geopolitical, 
operational, and regulatory.  Despite operating within a volatile and 
uncertain landscape, proactive measures can be taken to mitigate 
risks and prepare for disruption throughout a product’s lifecycle.

Meet Soulsneakers, our fictional European sneaker company with a global footprint. 
Soulsneakers embeds resilience and sustainability measures throughout its product 
lifecycle. This is key to its overall product strategy, and delivering high-quality, sustainable 
products to European consumers for the summer season is strategically crucial. 
However, its extensive network of third-party suppliers and partners presents a unique 
set of challenges.

Follow Soulsneakers’ journey  from manufacturing to recycling through relatable 
examples to highlight common supply chain risks and effective mitigation strategies, 
explained from the perspective of Ana, its Resilience and Crisis Coordinator.

Through Ana’s role and responsibilities, discover how to build resilience across complex, 
global, end-to-end supply chains to avoid high-impact disruptions.

Disposal of the sneakers 

Over time the sneakers wear out and consumers dispose 
of them.

Kwaku owns a pair of the sneakers but, feeling they are now too worn out, he throws 
them and their packaging in the bin. From there, the sneakers end up in landfill 
waste, contributing to greenhouse gas emissions, soil and water contamination and 
ecosystem degradation.

This poses sustainability and reputational risks for Soulsneakers, exposing them to 
compliance risks related to evolving EU directives and initiatives promoting circularity, 
such as the upcoming Ecodesign for Sustainable Products Regulation (ESPR). It also 
hinders the company’s ability to capitalise on circular economy principles, benefiting 
from cost savings and sustainability improvements through using recycled materials.

Ana works with Soulsneakers’ Sustainability team to implement a recycling 
programme where a third party collects worn-out shoes from stores so that their 
materials (including rubber) can be recycled. This allows Soulsneakers to process 
collected materials for manufacturing into new shoes, as well as offer customer 
incentives for recycling.

While the cost of such measures might be significant in the short term, if approached 
in the right way, the business can enhance its sustainability practices and reduce 
costs in the long term. Ultimately, this enables the company to improve stakeholder 
perceptions by building green credentials and increasing brand transparency in an 
ever-demanding market.

Customers use the product 

Once customers have bought the sneakers, they are 
taken home and worn. 

Radhika has recently bought a pair of Soulsneakers’ shoes, but after wearing them 
a few times decides she is not happy with the quality. Unimpressed with the after-
sales service she receives, Radhika posts a negative review online. More people share 
their own negative experiences, which gains traction on social media and starts to 
negatively impact the brand. 

To address these concerns, Ana collaborates with Corporate Affairs, Marketing, 
Quality Assurance and Customer Service teams to create an appropriate response 
plan. These processes include:

•	 Reviewing product feedback to pinpoint common areas of customer concern.

•	 Enhancing after-sales support to resolve customer issues efficiently and 
proactively.

•	 Invest in research and development to develop more durable and high-quality 
materials.

•	 Establishing clearer communication channels. This includes dedicated  
phone lines and online forms for complaints and feedback, proactively reaching  
out to potentially impacted customers, and directly engaging with concerns  
on social media.

Soulsneakers’ Sales team also begins a 
campaign on consumer research. With a 
better understanding of what consumers 
value, the company can look to close the 
expectations vs. reality gap. The findings 
around consumer preferences will then 
be incorporated into product design 
changes to reduce the chances of a 
similar issue arising in the future.

Sale of product 

The sneakers reach local shops and are sold  
to customers. 

As the cost of living rises, prospective customers like Adam are increasingly 
prioritising price in their purchasing decisions. As a result, Soulsneakers faces 
decreased demand in Northern Europe leading to unused stock and lower profit 
expectations.

Ana supports the Operations team  
to engage in real-time product demand 
monitoring, utilising modular systems and 
having current supply data readily available. 
With this data, the team is able to proactively 
divert products from lower-demand to 
higher-demand locations. Additionally, 
data insights enable timely production 
adjustments, thereby reducing surplus stock 
levels, increasing efficiency and protecting 
the organisation’s bottom line.

Transport to shops 

The sneakers have passed through the distribution 
centre and are transported to European shops. 

Nick oversees transportation of the products to shops and customers across 
Northern Europe. Recent fuel shortages have led to higher prices, increasing the 
cost of transportation and making it harder and more costly for his fleet to refuel. 
Alongside a driver shortage, these disruptions have left customers increasingly 
frustrated by late or unfulfilled orders.

In response, Nick takes two actions:

•	 Implement efficient routing algorithms and utilising telematics to reduce 
fuel consumption by minimising mileage and idling times.

•	 Redeploy workers from other locations to assist with deliveries.  
This reduces the risk of staff shortages from becoming a long-term issue.  
The staff have already been trained by Soulsneakers, so can assist operations 
with immediate effect. Nick then implements overtime 
arrangements to increase capacity and keep the business 
running smoothly.

To address customer service issues, Ana proposes to the 
senior leadership team to invest in a generative AI tool.  
This tool would alert customers about product delivery 
delays and provide support through an AI chatbot.  
The chatbot would offer alternative routing options, 
updated delivery times, as well as personalised assistance. 
While implementing such a tool will require an upfront 
investment and potentially increase costs in the short 
term, the long-term benefits, such as improved customer 
retention and a stronger brand reputation, would make  
it a worthwhile strategic decision.

Sorting at distribution 
centres  

The sneakers can now continue to the distribution 
centre, in mainland Europe. 

Vlad oversees Soulsneakers’ own distribution centre, where goods are prepared 
for shipment to local stores. Despite recent efforts to improve efficiency through 
automation and digitisation, the centre suffers a full system shutdown due to a 
critical IT failure. This affects all tracking and processing activities through the system. 
To deal with this issue, Ana collaborates with other departments to implement 
effective response measures:

•	 Implement manual workarounds and prioritise critical services to maintain 
essential operations.

•	 Inform stores and end consumers about potential delays, while the 
Marketing and Communications teams work to maintain customer satisfaction.

•	 Coordinate with the IT system supplier to expedite a resolution and restore 
full functionality as quickly as possible.

To reduce the impact of such events in the future, Ana works with Operations and 
IT to consider transitioning to a cloud-based platform with built-in disaster recovery 
options. This includes regular backups and data replication across multiple data 
centres, mitigating some technology-related risks and enabling faster recovery times 
in the face of data loss and operational interruptions, strengthening Soulsneakers’ 
overall resilience. 

Shipping to Europe 

The sneakers are transported to Europe  
via container ship.

Katrine works at a shipping company that Soulsneakers uses to ship its sneakers. 
It’s peak export season, so she finds that not only is there a shortage of empty 
containers, but many vessels are already full. Space on the next available sailing is not 
for another 1-2 weeks, meaning that the sneakers will have to stay in the warehouse.

This will ultimately lead to the loss of sales. Ana and her team decide to prioritise 
some goods via air cargo after an overall assessment on the cost and loss of sales.

Aware of this constant risk in peak season, Ana works to reduce future shipping 
delays during these periods by working with the Operations team and logistics 
suppliers at Soulsneakers to explore mitigatory measures. Together they engage 
in scenario planning to explore strategic choices for a range of seasonal scenarios. 
From this, they decide to invest in:

•	 Ongoing collaboration: Ana and her team stay in close contact with logistics 
partners to monitor market conditions, potential congestion, capacity constraints, 
and equipment shortages. Allowing for timely adjustments, such as advancing 
order schedules or notifying the Sales team early about potential delays, supports 
strategic planning and channel management to minimise impacts on sales.

•	 Pre-emptive planning: Ana and the logistics suppliers identify alternative 
transport options, such as air freight. They pre-align on protocols for activating 
these alternatives, accelerating decision-making in times of crisis, minimising delays, 
and facilitating smoother transitions when standard routes face disruptions.

•	 Tailored inventory strategy: Categorising products as core or on-trend allows 
for differentiated inventory strategies. For instance, core product safety stock is 
strategically located to ensure consistent availability even in the face of potential 
disruptions. 

Supplier logistics  
and warehousing 

The finished goods are sent to a local warehouse in 
Vietnam for container loading.

In recent years, inflation has substantially decreased real wages for workers like 
Hanh. In response, the workers at the manufacturing site organise a protest, resulting 
in delays. This highlights the vital connection between fair labour practices, supply 
chain stability and business continuity.

Ana collaborates with the Procurement team to review 
all contracts with the local factories to ensure they  
meet local regulations on fair pay, worker benefits  
and protections. Eventually, a resolution is negotiated 
to address the workers’ concerns. However, the factory 
is now faced with increased labour costs due to the 
newly agreed wages. These higher production costs 
are consequently reflected in price adjustments passed 
on to the factory’s clients, including Soulsneakers. 
While ethical sourcing practices may impact costs, 
Soulsneakers recognises that these adjustments 
ultimately support workforce stability and continuity  
in the long run.

This has coincided with peak export season in Vietnam. 
Warehouses are struggling with a labour gap, lacking 
the necessary workforce to manage the surge in 
export volumes. This lack of capacity has led to cargo 
delays, impacting schedules, and reducing on-shelf 
availability for consumers. To mitigate this, Ana utilises 
pre-approved backup labour agencies, which have 
been rigorously assessed to meet ethical standards, 
to address the workforce deficit and support timely 
delivery to European customers.

Manufacturing 

The rubber is manufactured into 
sneakers in a factory in Ho Chi 
Minh City, Vietnam.

Hanh works at a manufacturing factory where 
the sneakers are made. A fire caused by faulty 
machinery breaks out, bringing the factory to 
a standstill. The factory is evacuated safely, but 
the resulting power outage disrupts production, 
leaving operations scrambling to meet 
Soulsneakers’ orders.

To reduce the impact of such scenarios on critical operations, Ana requests  
that Soulsneakers’ Procurement team incorporate supplier clauses on:

•	 Health and safety.

•	 Putting in place Business Continuity Plans (BCPs) to support service recovery within 
agreed Service Level Agreements / minimum service level requirements.

Simultaneously, Ana consults with the Sustainable Procurement team to investigate 
the root cause of the fire, evaluate preventative measures, and formulate appropriate 
follow-up actions, including potential industry-wide, multi-stakeholder collaborations. 

To satisfy new contractual requirements and improve critical site resilience, the 
factory’s management team designs and implements BCPs. This includes purchasing 
backup generators to reduce dependency on a single power source, and follow 
annual maintenance checks. The BCPs undergo rigorous stress testing to evaluate 
their effectiveness across a range of potential issues and crisis scenarios. 

Transportation  
of raw materials  

The raw rubber travels to Vietnam by sea.  

Once extracted, the raw rubber is transported to Laem Chabang, Thailand,  
before being shipped to Ho Chi Minh City, Vietnam.

This journey coincides with a period of extreme weather along the shipping route. 
Concerned about disruptions to the production schedule, Ana explores more reliable 
ocean freight solutions that could maintain an acceptable transit time. This includes 
premium carriers known for their reliability and weather routing expertise, and 
exploring expedited shipping options, even if they come at a higher cost. Ana also 
takes immediate action to implement:

•	 Real-time shipment tracking and proactive 
rerouting to monitor the shipment’s location 
and receive alerts about potential weather 
disruptions. This allows rerouting in response  
to emerging weather warnings.

•	 Transparent communication with carriers, 
suppliers, and customers to provide updates 
and adjust delivery schedules as needed.

Raw material extraction 

Rubber, a key material in the production of sneakers,  
is harvested from a Thai plantation.
Note: Additional materials would be needed to produce the sneaker, and their supply chains would  
also need to be considered but, for the purposes of this example, we have focused primarily on rubber. 

Sunan is a rubber farmer in Thailand. The Soulsneakers factory relies on this rubber 
to make its product, but recently, Sunan has struggled to meet demand. Extreme 
rainfall has disrupted his plantation, making latex collection difficult.

Ana has no immediate alternative suppliers, and as a temporary measure, identifies 
several geographically diverse suppliers who could potentially bridge the gap. 
Working with Soulsneakers’ Procurement and Risk Management teams, they conduct 
due diligence and third-party risk assessments on three suppliers. They conclude 
that one of the suppliers is suitable to work with.

Although Ana found a temporary solution, the lack  
of pre-existing arrangements with alternative suppliers 
delayed Soulsneakers’ ability to react. To avoid this 
happening again, Ana directs her team to interrogate 
the supply chain architecture and identify any other 
vulnerabilities where the organisation is overly 
dependent on a single supplier or geographic region. 
Sourcing from a diverse supplier base will require 
investment and potentially increase costs in the short 
term. However, this strategy will improve the resilience 
of Soulsneakers’ supply chains and make them less 
susceptible to regional and environmental disruptions, 
mitigating the potential for lost revenue, heightened 
exceptional costs, and reputational damage caused  
by disruption.

Processing the 
raw materials 

The rubber arrives at Ho Chi Minh City Port, Vietnam, 
and is processed locally.

A surge in global trade has led to a backlog of containers, exceeding the port’s 
current infrastructure capacity. This prevents timely offloading and processing  
of the rubber shipment. 

Because of this, Chi, who oversees the procurement of rubber for his processing 
factory, does not receive enough rubber to meet current demands. Chi is not able 
to rely on a previously approved local alternative, as the factory lacks established 
relationships with local upstream suppliers.

As a short-term solution, Ana and Soulsneakers’ Public Affairs team identify other 
footwear brands in Vietnam and set up a partnership. By pooling resources and 
knowledge, participating companies share production capacity. This collaboration  
is governed by a clearly defined framework that supports compliance with applicable 
anti-trust and competition laws. Ana also explores local upstream production 
capabilities. Working more closely with rubber plantations in Vietnam would avoid 
the need for cross-border transport of raw materials. This would reduce delays and 
transportation costs, support the local community, and provide more opportunities 
for processing plants.

Find more, take a look at 
Deloitte’s EU Deforestation 
Regulation spotlight on rubber.

See the Deloitte perspective 
on redefining Third Party 
Management with GenAI.

See more from Maersk on increasing 
efficiency: re-imagine supply chains 
and aspire towards more simplification 
of future logistics.

For more on Third Party Risk 
Management, take a look at 
research from Deloitte.

Take a look at the Deloitte 
summary of how how the 
circular economy can be a 
key driver of business growth.

Take a look at Maersk’s page for 
more on how to navigate supply 
chain risk to protect continuity.

Read Deloitte’s research on 
the imperative for increased 
supply chain resilience.

Access the latest articles, trends 
and research from Maersk to help 
guide supply chain strategies.
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