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​
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About this Whitepaper 

This publication examines a historical disruption using publicly available reporting, industry research 

and representative enterprise modelling. 

The enterprise described throughout this document is fictional and has been constructed to illustrate 

how Operational Decision Intelligence can be applied to real-world disruptions. 

Historical events, timelines and documented industry impacts are based on publicly available sources 

cited throughout this publication. 

The purpose of this publication is educational. It does not represent the internal operations of any 

specific organization. 
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Executive Summary 
 

On 19 November 2023, attacks against commercial shipping in the Red Sea began to reshape one of 

the world's most important trade corridors. What initially appeared to be a regional security crisis 

rapidly evolved into a global operational disruption as container vessels abandoned the Suez Canal 

and rerouted around the Cape of Good Hope. Within weeks, transit times between Asia and Europe 

had increased significantly, freight costs were rising, schedules became increasingly unreliable and 

carefully balanced supply chains started to lose their predictability. (UNCTAD, 2024b; International 

Monetary Fund, 2024) 

For European manufacturers, the consequences extended far beyond shipping delays. Components 

that had been expected to arrive within established production windows suddenly became 

uncertain. Procurement teams struggled to obtain reliable delivery estimates. Logistics providers 

continuously revised schedules. Manufacturing planners were forced to resequence production 

based on incomplete information, while executive teams attempted to assess business exposure 

without a connected understanding of how the disruption propagated across suppliers, components, 

factories and customer commitments. 

The automotive sector became one of the earliest and most visible examples of this challenge. 

Vehicle manufacturers and suppliers across Europe depend heavily on electrical components, 

sensors, wiring harnesses, electronic control units and thousands of specialized parts sourced from 

suppliers throughout Asia. Modern production systems are designed around synchronized deliveries 

rather than extensive inventories, making them highly efficient during normal operations but 

increasingly vulnerable when transportation networks become unpredictable. 

The disruption quickly became visible across the industry. Manufacturing operations experienced 

production interruptions as critical components failed to arrive on schedule. Several organizations 

announced temporary production stoppages or reduced operations while awaiting deliveries that 

had been delayed by rerouted shipping services. What began as a maritime security issue had 

evolved into an operational challenge affecting procurement, logistics, manufacturing, finance and 

executive leadership simultaneously. (Associated Press, 2024b) 

Yet the disruption itself was not the only problem. 

Many organizations possessed sophisticated enterprise software capable of tracking purchase orders, 

monitoring inventory, managing suppliers and planning production. Each department maintained 

visibility into its own operational domain. Procurement understood suppliers. Logistics monitored 

shipments. Manufacturing tracked production schedules. Finance measured costs and revenue. 

What was largely missing was a continuous understanding of how those individual domains 

interacted as external events unfolded. 
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Traditional enterprise systems recorded operational activity. They rarely explained how an external 

geopolitical event would propagate through transportation networks, supplier ecosystems, 

manufacturing dependencies and ultimately financial performance. 

KEY INSIGHT 

The Red Sea Crisis was not fundamentally a shipping disruption. It was a visibility 

disruption. Organizations struggled not because information was unavailable, but 

because they could not continuously connect external events with enterprise 

operations. 

As uncertainty increased, decision-makers often found themselves asking increasingly complex 

questions: 

●​ Which suppliers rely on vessels currently rerouting around Africa? 

●​ Which components are expected to become constrained first? 

●​ Which manufacturing sites will exhaust inventory earliest? 

●​ Which customer commitments are most exposed? 

●​ Which mitigation options preserve the greatest amount of revenue? 

●​ How much financial exposure exists if transit times extend by another two weeks? 

Finding reliable answers required weeks of manual investigation across disconnected systems, 

spreadsheets, supplier communications and external intelligence sources. By the time a 

comprehensive picture emerged, many operational decisions had already become reactive rather 

than proactive. 

This whitepaper examines how a representative European automotive component manufacturer 

could have experienced the Red Sea Crisis during its most disruptive period between December 2023 

and February 2024. While the organization described throughout this document is fictional, the 

disruption, operational timelines and documented industry impacts are derived from publicly 

available reporting and historical events. 

Rather than presenting another retrospective of a global supply chain disruption, this paper explores 

a broader question: 

What changes when organizations move beyond monitoring operations and instead develop the 

ability to continuously understand them?  
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1. Introduction 

Global supply chains have spent decades optimizing for efficiency. 

Inventory buffers have been reduced. Transportation networks have become increasingly 

synchronized. Production schedules now assume predictable logistics, stable supplier performance 

and uninterrupted international trade. Digital transformation has provided organizations with 

unprecedented visibility into purchasing, inventory management, manufacturing operations and 

financial performance. 

The assumption underlying many of these investments has been relatively straightforward: if every 

operational function becomes more efficient, the enterprise itself becomes more resilient. 

The Red Sea Crisis demonstrated why that assumption is incomplete. 

Following attacks against commercial vessels transiting the Bab el-Mandeb Strait during late 2023, 

major shipping companies progressively suspended passage through the Red Sea and the Suez Canal. 

Instead, vessels began sailing around the Cape of Good Hope—a route adding thousands of nautical 

miles and often ten days or more to Asia-Europe transit times. At the same time, available container 

capacity tightened, insurance premiums increased, schedules became increasingly unreliable and 

congestion began propagating through ports across multiple continents. (Flexport, 2024; UNCTAD, 

2024b) 

For manufacturers, none of these developments occurred inside the enterprise. 

The disruption originated outside traditional business systems. 

No ERP generated an alert indicating that geopolitical instability would soon affect component 

availability. 

No transportation management platform automatically quantified how rerouted shipping corridors 

would influence production continuity. 

No procurement dashboard continuously mapped which suppliers shared common maritime 

dependencies. 

Instead, organizations observed the consequences one operational event at a time. 

●​ A shipment missed its estimated arrival date 

●​ A supplier requested revised delivery commitments 

●​ A logistics provider communicated another schedule adjustment 

●​ Production planners modified manufacturing sequences 

●​ Procurement contacted suppliers for updates 

●​ Finance recalculated working capital assumptions 

Each decision appeared rational when viewed independently. 
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Collectively, however, they represented a much larger operational pattern that few organizations 

could observe in real time. 

The Red Sea Crisis therefore serves as an important case study not because maritime disruptions are 

unusual, but because it illustrates how external events increasingly propagate across interconnected 

operational ecosystems. 

The disruption was never solely about shipping. 

It was simultaneously about supplier concentration, transportation infrastructure, manufacturing 

resilience, inventory strategy, customer commitments, financial exposure and executive 

decision-making. 

Organizations capable of connecting those relationships gained valuable time to investigate, prioritize 

and mitigate operational risk. 

Organizations relying primarily on fragmented operational visibility often discovered the true scope 

of the disruption only after business impact had already materialized. (Christopher & Peck, 2004; 

Ivanov & Dolgui, 2021) 

KEY INSIGHT 

Supplier diversification alone does not create resilience. When multiple suppliers 

depend upon the same ports, shipping lanes or logistics providers, hidden 

infrastructure concentration remains.​
 

This distinction—between observing operational events and understanding operational 

consequences—forms the foundation of what this paper describes as Operational Decision 

Intelligence. 

2. Representative Enterprise 

To illustrate how operational disruptions propagate through a modern manufacturing organization, 

this whitepaper follows a representative European automotive supplier operating within the broader 

European vehicle ecosystem. 

The company is fictional. 

Its operational profile, however, reflects characteristics commonly found among medium-sized Tier-2 

automotive manufacturers serving major European vehicle producers. 
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Northern Motion Components 

Industry 

Automotive electronics and electrical systems 

Headquarters 

Southern Germany 

Annual Revenue 

€430 million 

Employees 

1,250 

Manufacturing Facilities 

●​ Germany 

●​ Czech Republic 

●​ Hungary 

Primary Customers 

European Tier-1 automotive suppliers and vehicle manufacturers 

Core Products 

●​ Wiring assemblies 

●​ Electronic sensor modules 

●​ Control-unit subassemblies 

●​ Electrical distribution systems 

●​ Vehicle connectivity components 

Supply Network 

Approximately sixty percent of the organization's critical electronic components originate from 

suppliers located across China, Taiwan, Malaysia, Vietnam and South Korea. 

Many shipments follow established Asia-Europe maritime routes through the South China Sea, the 

Strait of Malacca, the Indian Ocean, the Bab el-Mandeb Strait, the Red Sea and the Suez Canal before 

arriving at distribution centers in Northern Europe. 

While suppliers are geographically diversified across several countries, many depend upon 

remarkably similar transportation infrastructure. 
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This distinction becomes critically important. 

Supplier diversification does not necessarily eliminate transportation concentration. (Christopher & 

Peck, 2004; Tang, 2006) 

Several independent suppliers may still rely upon the same shipping corridor, the same 

transshipment ports and the same container services. 

Under normal operating conditions, this shared dependency remains largely invisible. 

During the Red Sea Crisis, it became one of the organization's most significant operational risks. 

Operating Model 

Northern Motion Components operates using a just-in-time manufacturing strategy. 

Production schedules are continuously synchronized with customer demand forecasts and supplier 

delivery commitments. 

Inventory policies are intentionally lean. 

Most electronic components maintain inventory coverage between two and three weeks, balancing 

working capital efficiency against supply continuity. 

Enterprise operations are supported by mature digital systems including: 

●​ SAP ERP 

●​ Manufacturing Execution Systems (MES) 

●​ Warehouse Management Systems 

●​ Transportation Management software 

●​ Supplier performance dashboards 

●​ Business Intelligence reporting 

●​ Spreadsheet-based operational planning 

Each platform performs its intended function effectively. 

Each department possesses visibility into its own responsibilities. 

What none of these systems continuously provides is an integrated understanding of how external 

geopolitical events propagate through suppliers, logistics networks, manufacturing operations and 

ultimately commercial performance. 

In November 2023, that limitation had not yet become apparent. 

Within weeks, it would become one of the organization's greatest operational challenges. 
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3. Timeline of the Crisis 

On the morning of 19 November 2023, what initially appeared to be another regional security 

incident quickly began changing one of the world's most important maritime corridors. Commercial 

vessels transiting the Bab el-Mandeb Strait and the Red Sea increasingly became targets of attacks, 

forcing shipping companies to reassess whether one of the shortest trade routes between Asia and 

Europe remained commercially viable. (UNCTAD, 2024b) 

For manufacturers across Europe, there was no immediate disruption. 

Production continued. Purchase orders remained open. Factories operated normally. 

The disruption had begun—but it had not yet reached the enterprise. 

PHASE 01 

Regional Security Issue 

19–30 November 2023 

 

The first weeks were characterized by uncertainty rather than immediate operational impact. 

International shipping companies closely monitored developments while naval forces increased their 

presence in the region. Risk assessments changed daily. Insurance providers reassessed premiums, 

and logistics providers began preparing contingency plans should the situation deteriorate further. 

Inside Northern Motion Components, the event attracted little executive attention. 

The procurement department received several notifications from logistics partners indicating 

"potential delays" for selected shipments, but estimated arrival dates remained largely unchanged. 

The disruption appeared operationally insignificant. 

From the perspective of the business, nothing had happened. 

Yet the conditions necessary for a much larger disruption were already developing. 
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PHASE 02 

The Shipping Network Changes 

Early December 2023 

 

As attacks continued, several of the world's largest container shipping companies announced that 

vessels would temporarily avoid the Red Sea and instead sail around the Cape of Good Hope. (A.P. 

Moller–Maersk, 2024a; Hapag-Lloyd AG, 2024a) 

The decision fundamentally changed Asia-Europe logistics. 

Instead of passing through the Suez Canal, vessels would now travel thousands of additional nautical 

miles around southern Africa before returning north toward European ports.​
​
Transit times immediately became longer. Shipping schedules became unreliable. Available vessel 

capacity declined. Containers remained tied up at sea for longer periods. (Flexport, 2024) 

Every additional day a container spent in transit reduced the number of journeys that vessel could 

complete during the year. (Hapag-Lloyd AG, 2024a; UNCTAD, 2024b) 

Although no factories had yet stopped production, supply chains had already become slower. 

Northern Motion Components noticed the first tangible changes. 

-​ Purchase orders that had previously shown stable arrival dates now began moving by several 

days. Logistics partners issued revised schedules almost weekly. Supplier account managers 

became noticeably less confident when discussing delivery commitments 

No single shipment appeared critical. Viewed individually, every delay seemed manageable. 

Viewed collectively, they represented the beginning of a systemic disruption. 
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​
Sources: UNCTAD (2024b); Associated Press (2024a, 2024b). 

PHASE 03 

Operational Uncertainty Begins to Spread 

Mid-December 2023 

 

As rerouted vessels accumulated at sea, variability replaced predictability. 

The challenge was no longer simply longer transit times. 

The challenge became uncertainty. 

Some shipments arrived close to schedule, some slipped by a week, and others remained impossible 

to estimate with confidence. 

For production planners, this uncertainty proved significantly more difficult than delay itself. 

Factories can adapt to known lead times. They struggle to adapt when delivery dates continually 

change. 

Northern Motion Components responded by increasing communication across procurement, logistics 

and manufacturing planning.  
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-​ Daily meetings became more frequent 

-​ Production schedules were revised more often 

-​ Suppliers were contacted repeatedly for updated information 

Additional spreadsheets appeared as departments attempted to track revised delivery estimates 

outside existing enterprise systems. 

Operational workload increased significantly despite production still remaining largely uninterrupted. 

The organization had entered the investigation phase of the crisis. 

PHASE 04 

Components Begin Missing Production Windows 

January 2024 

 

Following the Christmas period, the cumulative effects of the rerouted shipping network began 

reaching European manufacturing. (Associated Press, 2024a, 2024b) 

Several shipments originally expected before the holidays had still not arrived. 

Others reached European ports but encountered additional delays caused by congestion, container 

availability and inland transportation bottlenecks. 

Northern Motion Components now faced a different problem. 

The issue was no longer delayed shipments. 

It was missing production inputs. 

Electronic control modules required for one customer program remained aboard vessels still sailing 

around southern Africa. 

Connector assemblies for another production line were waiting for onward transport from European 

ports. 

Several suppliers could confirm dispatch dates. Few could confidently confirm arrival dates. 

Manufacturing planners began resequencing production.​
Rather than following customer demand, production increasingly followed component availability. ​
​
Certain product families continued operating normally. Others slowed. Others temporarily stopped. 
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KEY INSIGHT 

Production interruptions rarely occur as single catastrophic events. They emerge 

through hundreds of small operational decisions that gradually reduce manufacturing 

flexibility.​
 

Every adjustment created downstream consequences: 

●​ Warehouse operations changed 

●​ Labour schedules shifted 

●​ Customer delivery commitments required review 

●​ Production efficiency declined as frequent schedule changes reduced manufacturing stability 

None of these decisions represented operational failure. Each was a rational response to incomplete 

information. 

PHASE 05 

Industry-Wide Consequences Become Visible 

January–February 2024 

 

By early 2024, the disruption had become impossible to ignore across the European automotive 

industry. 

Manufacturers publicly announced production interruptions caused by delayed component 

deliveries. (Associated Press, 2024a, 2024b) 

Factories temporarily reduced output while awaiting electrical components and other imported parts 

arriving from Asia. 

The disruption had propagated beyond logistics. It now directly affected manufacturing capacity. 

For Northern Motion Components, executive leadership initiated formal operational reviews. Weekly 

management meetings became daily operational briefings. Finance attempted to estimate 

commercial exposure. Procurement accelerated supplier engagement. Operations prioritized 

production lines supporting contractual customer obligations. Sales prepared customer 

communications explaining revised delivery expectations. 

The organization remained operational. But it was increasingly operating under uncertainty rather 

than confidence. 

The most significant challenge was no longer transportation. 
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It was understanding. 

Leadership possessed hundreds of operational updates: 

●​ Supplier emails 

●​ Shipping notifications 

●​ Inventory reports 

●​ Production dashboards 

●​ Customer forecasts. 

None of them independently answered the question executives actually needed to understand: 

“How does this disruption propagate across the business, and what should we do next?” 

That question became increasingly difficult to answer as the crisis evolved. 

4. Operational Reconstruction 

Looking back, the most revealing aspect of the Red Sea Crisis is not that shipments were delayed. 

Global supply chains have always experienced disruption. 

-​ Weather events delay vessels 

-​ Ports become congested 

-​ Suppliers miss commitments 

-​ Factories recover 

The Red Sea Crisis was different because it demonstrated how quickly a geopolitical event could 

propagate across an entire operational ecosystem without any single department fully understanding 

the emerging picture. 

Northern Motion Components did not experience one operational failure. 

It experienced hundreds of small operational changes that gradually accumulated into 

executive-level business risk. 

The first indication arrived as revised estimated times of arrival. Procurement initially treated these 

as isolated supplier issues. Logistics viewed them as shipping adjustments. Manufacturing considered 

them routine schedule changes. 

No department recognized them as interconnected consequences of the same external event. 

As December progressed, additional suppliers reported similar delays. 

The pattern became more difficult to dismiss. Electrical connectors sourced from Malaysia were 

delayed. Sensor assemblies from Taiwan moved to later vessels. Electronic modules manufactured in 
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China received revised delivery windows. Packaging materials from Southeast Asia also began 

slipping. 

These suppliers had little in common commercially. 

●​ Different contracts 

●​ Different countries 

●​ Different manufacturers 

●​ Different products 

What they shared was transportation. Every shipment depended on essentially the same maritime 

corridor. (Christopher & Peck, 2004; Tang, 2006) ​
​
That dependency remained largely invisible inside traditional enterprise systems. 

From the ERP's perspective, each purchase order remained independent. From reality's perspective, 

they were tightly connected. 

As production planners attempted to protect customer deliveries, manufacturing schedules became 

increasingly dynamic. 

Components arriving unexpectedly were immediately consumed. Other production orders were 

postponed while awaiting missing parts. Short-term efficiency gradually deteriorated. 

​
Source: Chimera Intelligence analysis. 
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Labour allocation became more complicated. Inventory buffers disappeared faster than 

replenishment could restore them. Customer priorities increasingly determined production 

sequencing. Procurement intensified communication with suppliers. Logistics providers. Freight 

forwarders. Shipping companies. 

The volume of information entering the organization increased dramatically. Ironically, operational 

understanding did not. 

Executives received more reports than ever before. 

Yet every report described only a fragment of the broader operational picture. 

Finance calculated delayed revenue. Operations measured production losses. Procurement tracked 

supplier performance. Logistics monitored shipments. 

No single function continuously connected these developments into one evolving operational 

narrative. 

The organization therefore spent considerable time answering questions that should have been 

continuously available. 

●​ Which delayed shipment presents the greatest business risk? 

●​ Which suppliers ultimately depend on the same transportation corridor? 

●​ Which manufacturing line loses production first? 

●​ Which customer contracts become commercially exposed? 

●​ Where should limited executive attention be focused? 

By the time these answers emerged through manual investigation, circumstances had often changed 

again. 

The crisis itself was evolving faster than the organization's ability to build a shared operational 

understanding. 

Looking back with the benefit of hindsight, the disruption followed a remarkably logical progression. 

-​ A geopolitical event altered maritime security 

-​ Shipping companies rerouted vessels 

-​ Transit times increased 

-​ Schedule reliability declined 

-​ Component deliveries became uncertain 

-​ Production planning became unstable 

-​ Manufacturing efficiency decreased 

-​ Customer commitments became exposed 

-​ Financial risk increased 

Every step naturally followed the previous one. 

The challenge was never that these relationships did not exist. 
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The challenge was that they remained disconnected across dozens of enterprise systems, operational 

teams and external information sources. 

Understanding the crisis therefore required reconstructing relationships that already existed—but 

were never continuously connected into a single operational picture. 

5. Hidden Dependencies 

The Red Sea Crisis exposed a fundamental characteristic of modern manufacturing that is often 

underestimated: organizations rarely fail because of a single supplier. 

They fail because they do not understand the network of dependencies that connects suppliers, 

logistics infrastructure, production assets and commercial commitments. 

For Northern Motion Components, the disruption was never simply about a delayed shipment. It was 

about hundreds of interconnected relationships that had gradually developed over years of supply 

chain optimization. 

Most of those relationships existed long before the first vessel diverted around the Cape of Good 

Hope. 

The crisis simply made them visible. 

DEPENDENCY 01​
Transportation Concentration 

 

Like many European manufacturers, Northern Motion Components had invested considerable effort 

in supplier diversification. 

Critical electrical components originated from multiple countries across Asia. 

Different contracts had been negotiated. 

Different suppliers had been qualified. 

From a procurement perspective, concentration risk appeared relatively low. Operationally, however, 

the company remained highly concentrated.  

Although suppliers were geographically distributed, most exported through the same maritime 

network. Containers departed from different ports, but ultimately converged along similar shipping 

corridors before entering the Red Sea and transiting the Suez Canal. 

The organization had diversified suppliers. It had not diversified transportation.  
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When vessels stopped transiting the Red Sea, seemingly independent suppliers became exposed 

simultaneously. 

What initially appeared to be multiple isolated supplier delays was, in reality, a single infrastructure 

dependency affecting the entire supply network. 

DEPENDENCY 02​
Critical Components 

 

Every production line consumed hundreds or thousands of individual parts. 

-​ Not every component carried the same operational importance 

-​ A delayed carton of packaging material might create inconvenience 

-​ A delayed electronic control module could halt an entire production line 

-​ Traditional inventory reports treated both as delayed purchase orders 

-​ Operationally, they represented vastly different levels of business risk 

Leadership therefore faced an important challenge: 

“Which delayed shipment deserved immediate attention?” 

 

​
Source: Chimera Intelligence analysis. 

© 2026 Chimera Intelligence. All rights reserved.    |    Operational Decision Intelligence Whitepaper Series    |    

14



 

Without continuously connecting components to finished products, production schedules and 

customer commitments, prioritization became largely manual. 

Engineering, procurement and production planning spent valuable time determining which missing 

parts genuinely threatened manufacturing continuity. 

The delay itself was only half the problem.  

Understanding its significance consumed even more time. (Ivanov & Dolgui, 2021) 

DEPENDENCY 03​
Manufacturing Flexibility 

 

Production interruptions rarely occur as dramatic events. 

They propagate gradually. One manufacturing line begins operating below capacity. Another 

consumes remaining inventory. Warehouse teams redistribute components between facilities. 

Production planners postpone lower-priority orders. Customer deliveries are renegotiated. (Ivanov, 

2021) 

Over several weeks, dozens of individually rational decisions reshape the production schedule. 

Viewed from inside each department, these adjustments appear manageable. 

Viewed across the enterprise, they represent an emerging operational crisis. 

Northern Motion Components never experienced one catastrophic moment where production 

suddenly failed. 

Instead, manufacturing flexibility slowly disappeared. 

Every missing component reduced future options. 

Every resequenced production order constrained subsequent planning decisions. 

By the time executive leadership recognized the cumulative impact, many mitigation opportunities 

had already narrowed. 
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DEPENDENCY 04​
Customer Exposure 

 

Every customer generated revenue. Not every customer generated the same operational 

consequences. 

Certain production programs supplied long-term strategic customers. Others fulfilled lower-volume 

contracts with greater scheduling flexibility. 

Yet delayed components did not distinguish between commercial priorities. 

A single electronic connector could affect multiple customer programs simultaneously. One missing 

sensor assembly could delay deliveries across several vehicle platforms. 

The organization therefore needed to understand not only which products were affected, but which 

commercial relationships became exposed first. 

This required connecting suppliers to components. 

↓ 

Components to products  

↓ 

Products to customers  

↓ 

Customers to revenue. 

Most organizations maintained this information somewhere. 

Very few continuously connected it. 

DEPENDENCY 05​
Time as a Strategic Resource 

 

Inventory can be replenished. Alternative suppliers can be qualified. 

Transportation routes can be changed. Production schedules can be revised. 

Time cannot. 
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Every day spent investigating the disruption reduced the number of viable mitigation options 

remaining. This proved to be one of the defining characteristics of the Red Sea Crisis. 

The disruption unfolded over weeks rather than hours. 

Organizations were not surprised by a sudden shutdown. Instead, they gradually lost the ability to act 

proactively. Each day produced more operational data than the previous one. 

●​ Additional supplier updates 

●​ Revised shipping schedules 

●​ Inventory reports 

●​ Customer communications 

Paradoxically, greater information did not automatically create greater understanding. 

Executives became overwhelmed not because information was unavailable, but because it remained 

disconnected. 

DEPENDENCY 06​
External Events Become Executive Decisions 

 

Perhaps the most significant hidden dependency was organizational rather than logistical. 

Every major external event eventually became an internal executive decision: 

1.​ Should production continue? 

2.​ Should inventory be reserved for strategic customers? 

3.​ Should alternative suppliers be activated despite higher cost? 

4.​ Should customer deliveries be reprioritized? 

5.​ Should production temporarily pause while awaiting critical components? 

These decisions were not triggered by ERP systems. They emerged because external geopolitical 

events gradually reshaped the organization's operating environment. 

The quality of those decisions depended entirely upon how quickly leadership could transform 

fragmented operational information into a coherent understanding of enterprise-wide impact. 

(Ivanov & Dolgui, 2021) 

KEY INSIGHT 

Most enterprise systems accurately describe their own domain. Very few explain how 

disruption propagates across domains. 
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The organizations that navigated the disruption most effectively were not necessarily those with the 

largest inventories or the greatest purchasing power. 

They were the organizations that developed situational awareness before operational constraints 

became irreversible. 

6. Where Traditional Enterprise Systems 

Stopped 

The Red Sea Crisis did not expose a failure of enterprise software. 

-​ SAP continued processing purchase orders 

-​ Warehouse systems accurately reported inventory 

-​ Transportation platforms tracked shipments 

-​ Business Intelligence dashboards visualized operational metrics 

Every system performed exactly as designed. 

The challenge was that each system answered only its own questions. 

The ERP answered: 

"What have we ordered?" 

The Transportation Management System answered: 

"Where is the shipment?" 

The Warehouse Management System answered: 

"How much inventory remains?" 

Manufacturing systems answered: 

"What is today's production schedule?" 
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​
Source: Chimera Intelligence analysis. 

 

Finance answered: 

"What is the current commercial impact?" 

These were all valuable answers. 

Collectively, however, they failed to answer the questions executives actually needed during a rapidly 

evolving disruption. 

No platform continuously asked: 

“Which delayed shipment presents the greatest operational risk?” 
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No platform automatically connected: 

A geopolitical attack 

↓ 

A maritime corridor 

↓ 

A shipping service 

↓ 

Multiple suppliers 

↓ 

Critical electronic components 

↓ 

Specific production lines 

↓ 

Strategic customers 

↓ 

Projected revenue exposure 

Every relationship existed. 

None were continuously assembled into an operational picture. 

As the disruption intensified, departments compensated through manual effort: 

●​ Procurement built tracking spreadsheets 

●​ Operations organized daily coordination meetings 

●​ Logistics contacted freight forwarders repeatedly 

●​ Finance created revised commercial forecasts 

●​ Engineering assessed substitute components 

●​ Senior leadership requested increasingly frequent operational updates 

The enterprise became highly collaborative. But it also became increasingly dependent on human 

coordination.  
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KEY INSIGHT 

Operational resilience is determined less by the amount of available data than by the 

speed at which organizations transform fragmented information into shared 

understanding.​
 

That coordination consumed enormous amounts of time. 

By January 2024, executives were receiving dozens of reports every day. 

●​ Supplier status reports 

●​ Inventory summaries 

●​ Shipping updates 

●​ Production schedules 

●​ Customer communications 

●​ Financial forecasts 

Every report was accurate, but neither one explained how the disruption would evolve tomorrow. 

This distinction is important. 

Traditional enterprise software is primarily designed to record, manage and optimize known business 

processes. Global disruptions do not follow known business processes. (Ivanov & Dolgui, 2021) 

-​ They originate outside the enterprise 

-​ They propagate across organizational boundaries 

-​ They continuously change 

(Ivanov, 2021; Tang, 2006) 

Responding effectively therefore requires something different. 

-​ Not another dashboard 

-​ Not additional reports 

-​ Not more alerts 

It requires continuously connecting external intelligence with enterprise context. 

Instead of asking what happened yesterday, leadership needs to understand what today's 

developments are likely to change tomorrow. 

That is the gap the Red Sea Crisis exposed. 

The operational challenge was never a lack of information. 

It was the absence of connected understanding. 
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By the time leadership had manually assembled that understanding, the disruption had often 

evolved again, forcing the organization to repeat the same investigative process under even greater 

time pressure. 

The organizations that adapted fastest were not necessarily those with more data. 

They were the ones that could transform data into operational understanding before competitors 

reached the same conclusions. 

7. How Operational Decision Intelligence 

Changes the Outcome 
The following section is an illustrative counterfactual. It describes how an Operational Decision 

Intelligence capability could have supported a representative enterprise; it does not describe 

decisions actually made during the crisis. 

The purpose of this whitepaper is not to suggest that the Red Sea Crisis could have been prevented. 

It could not. 

Nor is the objective to imply that organizations equipped with better software would somehow avoid 

geopolitical disruption. 

They would not. 

The differentiator lies elsewhere. The organizations that perform best during periods of uncertainty 

are rarely those with the most information. They are the organizations that achieve understanding 

first. 

Operational Decision Intelligence is built around that principle. 

Rather than treating external events, enterprise data and operational workflows as separate 

domains, Operational Decision Intelligence continuously connects them into a shared operational 

picture that evolves alongside the disruption itself. 

Instead of waiting for delayed shipments to create manufacturing problems, the organization begins 

understanding potential consequences while the disruption is still developing. 

During the Red Sea Crisis, that process could have unfolded as follows. 
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PHASE 01​
Signal Detection 

 

The first reports of attacks against commercial shipping begin appearing across trusted intelligence 

sources. 

Rather than generating another news alert, the platform recognizes the event as operationally 

relevant. 

The signal is classified as: 

●​ Geopolitical conflict 

●​ Maritime disruption 

●​ Trade corridor disruption 

●​ Logistics risk 

●​ Supply chain exposure 

Confidence begins increasing as additional independent sources report the same development. 

The event is no longer simply news. 

It becomes operational intelligence. 

​
Source: Chimera Intelligence analysis. 

© 2026 Chimera Intelligence. All rights reserved.    |    Operational Decision Intelligence Whitepaper Series    |    

23



 

PHASE 02​
Enterprise Context 

 

The disruption is immediately compared against enterprise context. 

Questions are no longer generic. They become organization-specific:  

-​ Which suppliers ship through the Red Sea? 

-​ Which purchase orders are already in transit? 

-​ Which suppliers are expected to dispatch goods during the next thirty days? 

-​ Which production facilities depend on those deliveries? 

-​ Which products consume those components? 

Instead of beginning with the disruption, the investigation immediately begins with business 

relevance. 

PHASE 03​
Relationship Resolution 

 

The platform begins constructing relationships automatically. 

         Red Sea 

↓ 

Bab el-Mandeb Strait 

↓ 

Affected shipping lanes 

↓ 

Container services 

↓ 

Supplier shipments 

↓ 

Electronic components 
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↓ 

Manufacturing facilities 

↓ 

Customer programs 

↓ 

Revenue exposure 

Instead of dozens of disconnected dashboards, leadership receives a continuously expanding 

operational graph. 

Every newly discovered relationship increases organizational understanding. 

PHASE 04​
Operational Assessment 

 

Rather than reporting delayed containers, the platform begins calculating operational consequences:  

●​ Inventory runway 

●​ Expected production interruption 

●​ Manufacturing flexibility 

●​ Supplier concentration 

●​ Alternative sourcing options 

●​ Transportation dependencies 

Every operational consequence becomes attached to the original disruption. Executives no longer 

need to ask whether the event matters. 

The platform explains why it matters. 
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PHASE 05​
Financial Assessment 

 

Operational disruption eventually becomes financial exposure. 

The platform estimates: 

●​ Revenue potentially affected 

●​ Customer commitments at risk 

●​ Working capital implications 

●​ Procurement cost increases 

●​ Expedited freight costs 

●​ Manufacturing inefficiencies 

●​ Margin exposure 

Importantly, these are not presented as precise forecasts. 

They are continuously updated operational estimates designed to support decision-making while 

uncertainty remains high. 

Leadership gains directional understanding long before accounting systems can measure actual 

financial impact. 

PHASE 06​
Mitigation Intelligence 

 

Perhaps the greatest advantage emerges before production is interrupted. 

The platform continuously evaluates mitigation opportunities:  

●​ Alternative suppliers 

●​ Inventory redistribution 

●​ Production resequencing 

●​ Customer prioritization 

●​ Alternative logistics providers 

●​ Air freight substitution 

●​ Component interchangeability 

●​ Engineering alternatives 

Every mitigation option is evaluated against operational consequences. 
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Instead of asking: 

"What should we do?" 

Leadership begins asking: 

"Which option creates the best outcome?" 

KEY INSIGHT 

The objective is not to predict every disruption. The objective is to understand 

emerging disruption early enough that meaningful mitigation options still exist. 

That represents a fundamentally different decision-making process. 

PHASE 07​
Executive Decision Support 

 

By the time executive leadership meets, the discussion changes completely. Instead of reviewing 

operational updates, leadership reviews operational understanding. ​
The briefing no longer consists of dozens of disconnected reports. 

Instead, executives receive one evolving operational assessment. 

●​ Current disruption 

●​ Validated confidence 

●​ Business functions affected 

●​ Manufacturing exposure 

●​ Financial exposure 

●​ Recommended mitigation 

●​ Confidence level 

●​ Supporting evidence 

●​ Most importantly: Recommended decisions 

Leadership spends less time understanding the situation. More time deciding how to respond. That 

distinction often determines whether mitigation begins while options still exist—or after they have 

disappeared. 
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8. Executive Investigation Examples 

During the first weeks of the Red Sea Crisis, executive leadership would likely have investigated 

questions such as these. 

SUPPLY CHAIN EXPOSURE 

“Which active suppliers currently depend on vessels transiting the Red Sea or Suez Canal?” 

MANUFACTURING RISK 

“Which manufacturing facility is projected to exhaust inventory first if average transit times increase 

by another fourteen days?” 

CUSTOMER IMPACT 

“Which customer programs become operationally exposed within the next thirty days?” 

FINANCIAL EXPOSURE 

Estimate projected revenue exposure under three scenarios: 10-day, 20-day and 30-day shipping 

delays. 

SUPPLIER CONCENTRATION 

Identify components where more than 70% of supply depends on a single transportation corridor. 

MITIGATION 

Rank qualified alternative suppliers based on lead time, production capability, logistics resilience 

and expected implementation effort. 

OPERATIONAL PRIORITIZATION 

If production capacity must be reduced by 20%, which customer programs should be prioritized to 

preserve contractual commitments and revenue? 

EXECUTIVE SUMMARY 

Generate an executive briefing explaining the current operational situation, confidence level, 

projected business impact and recommended actions. 

Notice that none of these questions ask for additional reports. They ask for understanding. 

That distinction defines Operational Decision Intelligence. 
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​
Source: Chimera Intelligence analysis. 

9. Lessons Learned 

The Red Sea Crisis demonstrated that modern manufacturing resilience extends far beyond inventory 

management and supplier diversification. 

Organizations increasingly operate within highly interconnected operational ecosystems where 

external events propagate rapidly across logistics infrastructure, supplier networks, production 

systems and commercial commitments. 

Several important lessons emerge from this disruption. 

1. Supply Chain Diversification Does Not Eliminate Infrastructure Concentration 

Organizations often diversify suppliers across multiple countries while unknowingly maintaining 

dependence upon the same shipping corridors, ports or logistics providers. 

True resilience requires understanding shared infrastructure—not simply counting suppliers. 

(Christopher & Peck, 2004; Tang, 2006) 
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2. Operational Consequences Matter More Than Operational Events 

Thousands of external events occur every day. Only a small percentage materially affect enterprise 

operations. The competitive advantage lies in identifying which events genuinely require executive 

attention. 

3. Speed of Understanding Creates Strategic Advantage 

During rapidly evolving disruptions, time becomes more valuable than certainty. 

Organizations capable of forming a sufficiently accurate operational picture within hours consistently 

possess more mitigation options than organizations requiring weeks of investigation. (Ivanov, 2021) 

4. Enterprise Systems Were Never Designed to Explain External Disruptions 

ERP, CRM, MES and Business Intelligence platforms remain essential. 

However, they primarily describe enterprise operations. 

They do not continuously explain how geopolitical events, infrastructure disruptions or systemic 

supply chain risks propagate across the organization. 

That capability requires connected intelligence. (Ivanov & Dolgui, 2021) 

5. Executive Attention Is a Limited Resource 

Perhaps the greatest operational challenge during the Red Sea Crisis was not insufficient information. 

It was excessive fragmentation. 

Leaders received hundreds of operational updates without a continuously evolving understanding of 

which developments mattered most. 

Future resilience depends less upon collecting more information and more upon connecting the 

information organizations already possess. 

KEY INSIGHT 

Executive attention is a finite resource. Operational Decision Intelligence ensures that 

attention is directed toward the developments most likely to influence business 

outcomes. 
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Appendix A — Operational Decision 

Intelligence Model 

This appendix illustrates how a connected intelligence platform could model the Red Sea Crisis as a 

continuously evolving operational graph. 

Initial Signal 

Event 

Commercial shipping attacks in the Red Sea 

Classification 

●​ Geopolitical 

●​ Maritime Security 

●​ Trade Route Disruption 

Confidence 

High 

Connected Infrastructure 

●​ Bab el-Mandeb Strait 

●​ Red Sea 

●​ Suez Canal 

●​ Cape of Good Hope 

●​ Major Asian export ports 

●​ Northern European import ports 

© 2026 Chimera Intelligence. All rights reserved.    |    Operational Decision Intelligence Whitepaper Series    |    

31



 

​
Source: Chimera Intelligence analysis. 

Enterprise Relationships 

Infrastructure 

↓ 

Shipping Service 

↓ 

Container Vessel 

↓ 

Supplier 

↓ 

Purchase Order 

↓ 

Component 
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↓ 

Manufacturing Facility 

↓ 

Finished Product 

↓ 

Customer Program 

↓ 

Revenue 

Operational Assessments 

●​ Manufacturing continuity 

●​ Supplier concentration 

●​ Logistics resilience 

●​ Inventory runway 

●​ Customer commitments 

●​ Production flexibility 

●​ Financial exposure 

Executive Outputs 

●​ Executive Briefing 

●​ Operational Assessment 

●​ Manufacturing Risk Summary 

●​ Revenue Exposure Estimate 

●​ Mitigation Recommendations 

●​ Supplier Alternative Ranking 

●​ Operational Timeline 

●​ Decision Log 

●​ Continuous Situation Updates 
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Example Executive Workflow 

08:14 

Signal validated. 

↓ 

08:17 

Affected shipping corridor identified. 

↓ 

08:21 

Enterprise suppliers connected. 

↓ 

08:24 

Critical components identified. 

↓ 

08:28 

Inventory runway calculated. 

↓ 

08:33 

Manufacturing exposure estimated. 

↓ 

08:37 

Financial exposure projected. 

↓ 

08:41 

Alternative suppliers ranked. 

↓ 
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08:46 

Executive briefing generated. 

↓ 

08:52 

Leadership initiates mitigation planning. 

Closing Remarks 

The Red Sea Crisis was not solely a maritime disruption. 

It was an operational disruption that exposed how deeply interconnected modern enterprises have 

become. 

The organizations most affected were not necessarily those with the leanest inventories, the smallest 

supplier networks or the least sophisticated enterprise systems. They were the organizations that 

lacked a continuous understanding of how external events propagated through their own operations. 

Operational Decision Intelligence addresses that challenge by connecting external intelligence, 

enterprise context and business relationships into a shared operational understanding. Rather than 

reacting to the consequences of disruption, organizations gain the ability to identify emerging 

exposure, quantify potential business impact and prioritize mitigation while meaningful options 

remain available. 

The objective is not to predict every disruption. 

It is to reduce uncertainty when disruption occurs. 

Because in complex operational environments, better decisions rarely come from having more data. 

They come from understanding the relationships that already exist. 

(Christopher & Peck, 2004; Ivanov, 2021; Tang, 2006)  
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About Chimera Intelligence 

Modern enterprises have invested billions of dollars building systems that record transactions, 

manage operations and automate workflows. 

Yet when disruption occurs, executives are still forced to assemble information manually across 

ERP platforms, supply chain systems, cybersecurity tools, spreadsheets, email and external 

intelligence before they can answer a simple question: 

What does this mean for our business? 

Chimera Intelligence was founded to solve that problem. 

We are defining the Operational Decision Intelligence category—a new approach that continuously 

connects global events, enterprise context and artificial intelligence into a shared operational 

understanding. 

Rather than replacing existing enterprise systems, Chimera operates as an intelligence layer above 

them. 

It continuously ingests signals from internal and external sources, resolves relationships across 

suppliers, products, facilities, customers and critical infrastructure, and transforms fragmented 

information into operational context that executives can understand and act upon. 

The result is a continuously evolving picture of how external events propagate across the 

enterprise—helping organizations identify emerging disruption earlier, estimate operational and 

financial exposure, evaluate mitigation options and make faster, more informed decisions. 

Today, Chimera is focused on organizations operating within complex, globally connected 

environments where geopolitical events, supply chain disruptions, cyber incidents and 

infrastructure failures increasingly influence operational performance. 

This whitepaper forms part of the Operational Decision Intelligence Whitepaper Series, an ongoing 

research initiative examining real-world disruptions to demonstrate how connected operational 

intelligence can improve enterprise resilience and executive decision-making. 

To learn more about Operational Decision Intelligence or explore additional research, visit: 

chimera-intelligence.com 

linkedin.com/company/chimera-intelligence/ 

info@chimera-intelligence.com 
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