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1. Executive Summary

In an increasingly complex and persistently volatile business environment, organizations
are placing growing emphasis on supply chain stability. Yet across a wide range of real-
world practices, a notable disconnect has emerged: even when delivery performance
has not materially deteriorated, customers’ overall perception of supply chain “reliability”
continues to decline. This suggests that the challenges facing today’s supply chains do
not stem solely from execution failures, but increasingly from customers’ limited
understanding of how supply chains operate—and the expectation gaps that result from
that lack of understanding.

An expanding body of evidence shows that customer dissatisfaction is rarely triggered
by a single incident. Instead, it is amplified through the cumulative effect of uncertainty
at the levels of communication and perception. When delivery date adjustments, supply
constraints, or price changes are presented without sufficient context or a clear
explanatory framework, even well-founded decisions can be interpreted as signs of
instability or loss of control. This shift indicates that supply chain issues are no longer
confined to execution performance; they are extending into the realm of customer
experience, directly affecting collaboration efficiency and the foundation of trust.

In B2B environments, customer experience is shaped less by isolated outcomes and
more by customers’ ability to understand constraints, assess potential risks, and adjust
their own plans accordingly. When supply chain operations lack transparency and
explainability, customers tend to equate complexity itself with unreliability, significantly
increasing the cost of communication and coordination.

This white paper argues that the core driver of today’s supply chain experience gap lies
in a systemic misalignment between how capabilities are presented and how customers
perceive them. Commitment logic, planning assumptions, and system rules that appear
clear and rational internally often lack the necessary contextual grounding from the
customer’s perspective. The parallel operation of multiple regions, nodes, and systems
further fragments information, undermining customers’ ability to assess overall
controllability.

Within this context, distributors play a critical role. Positioned between upstream supply
constraints and downstream customer demand, distributors often have a clearer view of
where constraints originate and how risks propagate. This unique vantage point enables
them to translate complex supply realities into information that customers can
understand, evaluate, and act upon. In this paper, this role is defined as that of an
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interpreter of supply chain experience—a function whose value lies not in simplifying the
problem itself, but in helping customers understand its boundaries, logic, and
implications.

As competitive conditions continue to converge, supply chain customer experience is
becoming an increasingly important source of differentiation for distributors. Those that
help customers make sense of complexity and jointly manage uncertainty are more
likely to build stable, sustainable partnerships and to establish structural advantages in
long-term competition.
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2. Why Customers Perceive Supply Chains as
Unreliable

In many organizations’ internal assessments, supply chain reliability is primarily
measured through operational metrics such as on-time delivery rates, shortage ratios,
or inventory turnover. However, the operational performance reflected by these
indicators often does not align with how customers actually perceive supply chain
reliability. In practice, even when delivery outcomes have not materially deteriorated,
customers may still develop growing concerns about overall supply chain stability.

The underlying reason is that customers are not focused on individual delivery results in
isolation, but on how uncertainty affects their own planning processes and risk exposure.
When changes in delivery schedules or supply adjustments are not accompanied by
clear explanations, the inherent complexity of the supply chain is easily interpreted as
unreliability.

This dynamic is further amplified in B2B environments. Customers’ assessments of
supply chain reliability are shaped by the entire interaction process—specifically,
whether that process is understandable and predictable. While different roles within the
customer organization may focus on different aspects, all depend on information that is
consistent, clear, and explainable to support decision-making. Once information
becomes fragmented or inconsistent over time, trust can erode rapidly.

2.1 Reliability vs. Predictability

In supply chain discourse, “reliability” has long been simplified to whether deliveries are
completed on time. From the customer’s perspective, however, reliability represents a
broader sense of control over the future. When delivery outcomes are difficult to
anticipate and lead times are repeatedly adjusted without a clear underlying logic, the
supply chain may still be perceived as unreliable—even if individual deliveries ultimately
meet their targets.

This divergence stems from customers’ strong reliance on predictability. Production
planning, project scheduling, and resource allocation are all built upon assumptions
about the rhythm and stability of external supply. As a result, customers are often less
concerned with whether a delivery is eventually on time than with whether lead times
remain stable and whether changes occur within clearly understood boundaries. In
practice, a slightly longer but predictable lead time is often more acceptable than a
nominally precise commitment that continues to shift.
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Empirical research further reinforces this distinction. Studies examining lead-time
variability show that volatility itself significantly increases inventory costs, stockout risk,
and fulfillment uncertainty—often to a greater extent than the average level of lead time.
This implies that even if average lead times remain unchanged, rising variability can
materially reduce overall supply chain stability and controllability. In other words, the
stability and predictability of lead times matter more for perceived reliability than how
fast a supply chain appears to be in theory.

For customers, such

. . Internal Supply Chain Perspective Customer Experience Perspective
volatility translates directly - P

into uncertain ty costs. +/ On-time delivery rate ? Why did the delivery date change?
Frequent | y C han g in g v Inventory turnover within target
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delivery schedules force v/ Capacity utilization stable ? Can I still rely on this commitment?
customers to build f

What risk does this create for my plan?

Will it change again next week?
additional buffer inventory,
Figure 1. When KPIs Look Good but Experience Feels Uncertain

repeatedly revise internal )
Conceptual Analysis by WIN SOURCE

plans, and, in some cases,

delay commitments to their own downstream partners. In this process, even in the
absence of explicit fulfillment failures, the supply chain may already be perceived as
high-risk and difficult to rely upon.

Reliability, therefore, is not a static outcome metric but an experience that is built upon
consistently predictable performance. Only when supply chains provide customers with
stable decision logic, clearly defined assumptions, and understandable boundaries for
change can reliability be genuinely perceived and gradually accumulated. This
distinction forms a critical foundation for understanding the experience gaps discussed
in the sections that follow.

2.2 The Invisible Supply Chain: How Lack of Visibility Erodes Trust

From the customer’s perspective, supply chains are frequently perceived as “unreliable”
largely because their operations lack perceptibility. How orders progress, why delivery
dates are adjusted, and where supply constraints originate are often commmunicated in
fragmented, delayed, or highly specialized forms. As a result, customers struggle to form
a coherent understanding of the overall operating rhythm. When supply chain logic
cannot be clearly understood, complexity is easily interpreted as instability.

Research indicates a strong relationship between supply chain transparency and
customer trust. Empirical studies based on large enterprise samples show that higher

Y A \VIN SOURCE 2026 06



WINSOURCE

ELECTRONICS

levels of information transparency in supply chain operations are associated with
increased customer trust, which in turn contributes positively to firm performance. For
customers, transparency serves as a critical basis for assessing whether a partnership is
trustworthy. When key information remains invisible, customers tend to amplify
perceived risks rather than assume that the system is stable.

It is important to emphasize that an invisible supply chain does not imply a lack of
internal data or managerial capability. In fact, many organizations have already invested
heavily in planning systems, tracking tools, and control towers to enhance visibility over
inventory, logistics, and order status. However, improvements in internal visibility do not
automatically translate into customer understanding. Such systems are typically
designed to answer what has happened, but they often fall short of explaining why it
happened or how the situation may evolve. Without an explanatory framework, even
abundant information fails to support effective customer judgment.

The fundamental reason supply chains are

perceived as black boxes lies in customers’ |

inability to assess the origin, scope, and
implications of change for their own plans.
When supply chain operations cannot be
incorporated into customers’ decision logic,
any fluctuation is likely to be viewed as a

potential threat. This continuously
accumulating cognitive pressure forms an important backdrop against which supply
chain reliability is repeatedly called into question.

2.3 Structural Differences in B2B Customer Experience

In supply chain contexts, directly applying B2C customer experience logic often leads to
misinterpretation of how B2B customers actually perceive their interactions. Unlike
individual consumers, B2B customer experience is collectively shaped by multiple roles,
decision layers, and stages of involvement. This structural complexity makes B2B
customers’ assessments of supply chain reliability inherently more nuanced.

Research shows that B2B customer experience is fundamentally a multi-stakeholder
judgment. Functions such as procurement, planning, and operations all participate in
evaluating the experience, yet they focus on different aspects of the same supply chain
information. As a result, changes in delivery schedules or supply conditions are not
perceived uniformly, but are repeatedly interpreted and debated within the customer
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organization. This dynamic significantly amplifies the importance of clarity and
consistency in information.

At the same time, B2B decision-making is typically grounded in long-term collaboration
and shared risk. Unlike B2C settings, which tend to prioritize immediate convenience, B2B
customers place greater emphasis on whether a partnership is sustainable and
predictable over time. Accordingly, the core of the B2B experience lies in trust formation
and risk management, rather than in satisfaction with isolated outcomes.

For this reason, B2B customers are considerably more sensitive to information
consistency than their B2C counterparts. Because multiple teams must align around the
same inputs to reach internal consensus, any lack of explanation or inconsistency in
messaging can undermine customers’ perceptions of supply chain reliability.

Therefore, in B2B environments, supply chain reliability depends on whether it effectively
supports customers’ internal judgment and coordination processes. Only when supply
chain information can be absorbed by different roles in a consistent and
understandable manner does reliability become a capability that customers can truly
depend on. This also explains why B2B supply chain experience management must
center on understandability and predictability, rather than simply replicating B2C
experience models.

Summary

In summary, customers’ doubts about supply chain reliability rarely stem from isolated
fulfillment outcomes. Instead, they arise from the combined effects of limited
predictability, lack of visibility, and the inherent complexity of B2B experience evaluation
mechanisms. When supply chain operations cannot be clearly understood or integrated
into customers’ internal decision-making logic, uncertainty is continuously amplified,
gradually eroding the foundation of trust.

These experience-related challenges are not isolated incidents. Rather, they reflect a
structural misalignment between how supply chains operate and how customers
perceive and interpret them—an insight that sets the stage for examining the deeper
root causes of the disconnect in the sections that follow.
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3. The Root Causes of the Disconnect Between
Supply Chains and Customers

In many supply chain interactions, misalignment does not arise from a lack of
information, but from different interpretations of the same information. Supply chain
teams tend to describe lead times, availability, and risk using highly specialized
terminology, while customers interpret this information through the lens of their own
operating rhythms and decision-making needs. When the two sides operate within
different semantic frameworks, communication that appears clear on the surface can in
fact be more likely to produce misunderstanding.

If these differences are not explicitly recognized and addressed, information can
gradually drift from its original meaning as it moves across organizational boundaries,
ultimately shaping customers’ perceptions of supply chain reliability. This chapter
examines how such linguistic and semantic misalignments—subtle yet pervasive—
create a persistent disconnect between supply chain operations and customer
experience at a structural level.

3.1 Misalignment Between Supply Chain Language and Customer Language

In supply chain interactions, many experience-related issues do not arise from missing
information, but from differing interpretations of the same terminology. Concepts such
as lead time, Available-to-Promise (ATP), and availability have precise and well-defined
meanings within supply chain systems. They are designed primarily to support internal
planning and commitment decisions, and their calculated values depend on multiple
assumptions and dynamic parameters. In customer contexts, however, these terms are

often naturally interpreted as
indicating delivery dates or
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N what is “committed” in a

Figure 2. The Semantic Tower of Babel in Supply Communication  pysiness sense expectation

Conceptual Analysis by WIN SOURCE . .
gaps inevitably emerge.

A similar semantic misalignment can be observed in how lead time itself is understood.

In supply chain management, lead time represents a process-based time
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structure rather than a specific delivery promise. In customer decision-making, by
contrast, lead time is more directly interpreted as when materials will be available for
production or downstream delivery. When this distinction is not explicitly clarified,
subsequent adjustments are easily perceived as changes to a prior commitment.

It is important to emphasize that these issues do not imply that supply chain language is
inherently flawed. On the contrary, such terminology is necessary and precise within
professional contexts. The real challenge lies in the fact that the underlying assumptions,
calculation logic, and applicability boundaries embedded in these terms are often not
communicated to customers. When customers make decisions based on business
semantics, while supply chain teams respond based on system semantics,
communication can fail—even when both sides are technically correct.

Over time, this linguistic misalignment is perceived by customers as instability and
inconsistency. When lead times or availability figures are adjusted at later stages,
customers are more likely to interpret these changes as evidence of unreliable
commitments rather than as reasonable corrections. As a result, experience gaps
between supply chains and customers often do not originate in execution failures, but at
the moment when semantics are not clearly translated.

3.2 Internal Commitment Logic vs. External Customer Expectations

In real-world supply chain environments, discrepancies between internal commitments
and actual fulfillment are far from uncommon. Traditional commitment mechanisms are
often built on assumptions of relative stability, while demand volatility, supply disruptions,
and execution variance have become the
norm. The challenge is that this uncertainty
israrely made explicit at the point when
commitments are formed. Customers, in turn,
tend to interpret commitments as definite and
dependable outcomes, causing rational
internal adjustments to be perceived as

repeated changes or broken promises.

From the customer’s perspective, a commitment serves as a decision premise. Once a
delivery date or fulfillment assessment is accepted, customers typically use it to plan
production, schedule projects, and in many cases, make downstream commitments of
their own. As a result, any change to an existing commitment has a cascading impact.
Service management research shows that customer experience is shaped by the gap
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between prior expectations and actual perceptions. When the assumptions underlying a
commitment are not clearly defined, customer expectations are often unintentionally
elevated, significantly amplifying the negative perception of subsequent adjustments.

Further research highlights a fundamental divergence in how different parties view the
function of a commitment. For suppliers, commitments primarily serve as tools for
internal performance and risk management. For customers, however, commitments act
as core signals of partnership credibility. When the boundaries, adjustment logic, and
risk assumptions of commitments are not jointly understood, even rational and
necessary internal decisions can quickly translate into external distrust.

Therefore, the tension between internal commitment logic and external customer
expectations is not an occasional issue, but a structural experience gap. Addressing this
gap does not require eliminating uncertainty itself. Rather, it requires clearly defining the
assumptions and risk boundaries of commitments at the moment they are made,
enabling customers to make decisions based on a shared understanding of the
underlying conditions.

3.3 Complexity Across Multiple Nodes and Regions

As supply chains expand across more nodes and regions, complexity increasingly
becomes a structural constraint. In multi-node, multi-regional networks, even when
capabilities at individual points remain unchanged, the structure of the network itself
systematically amplifies uncertainty.

Research consistently shows that complexity acts as a risk multiplier. As the number of
nodes, sites, and suppliers increases, the frequency of disruptions rises significantly,
while aligning information and maintaining consistent judgment across nodes becomes
increasingly difficult. In multi-tier supply chains, a single finished product often involves a
large number of suppliers, with data that is highly fragmented and often proprietary. As
a result, the overall operating state of the network is difficult to interpret in a unified
manner.

This structural complexity directly affects
responsiveness and ultimately manifests at the
level of customer experience. Although many
organizations have improved visibility into their
tier-one suppliers, control over deeper-tier
nodes remains limited—and major disruptions

frequently originate in these less visible layers.
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Once a disruption occurs, internal coordination and response typically require
considerable time. From the customer’s perspective, such delays and repeated
adjustments are more readily perceived as a loss of rhythm and a decline in reliability.

For this reason, complexity across multiple nodes and regions is not a problem that can
simply be optimized away, but a structural reality that must be acknowledged and
managed. When complex networks lack sufficient coordination and explanatory
mechanisms, their inherent uncertainty continues to be amplified and is ultimately
reflected in customer experience. Customers do not directly perceive the complexity of
network structures; rather, they form judgments about supply chain reliability through
frequent changes, delayed responses, and inconsistent information.

Summary

Taken together, the disconnect between supply chains and customer experience results
from the combined effects of semantic misalignment, mismatched commitment logic,
and structural complexity that amplifies uncertainty. When professional terminology is
not clearly translated, commitment boundaries are not explicitly defined, and complex
networks lack effective explanatory mechanisms, what customers perceive is continual
change and imbalance.

Such challenges cannot be resolved solely by strengthening execution. Instead, they
require a re-examination of how supply chain information is expressed and exchanged—
through the lens of customer experience. Only by shifting focus from operational output
to interpretability and interaction can supply chains begin to close this structural
experience gap.
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4. From Delivery Outcomes to Experience Design

The analysis in the preceding chapters shows that customers’ judgments of supply chain
reliability depend less on delivery outcomes themselves and more on whether
customers can understand how the supply chain operates. When the logic through
which capabilities function is difficult to perceive or explain, complexity is readily
interpreted as instability.

Against this backdrop, simply emphasizing delivery performance or increasing
information transparency is no longer sufficient to explain how customer experience is
formed. The critical issue lies in how supply chain capabilities are presented—and
whether they can be translated into judgment frameworks that customers can
understand and evaluate. Accordingly, this chapter adopts an experience-oriented
perspective to examine how supply chain capabilities are perceived and used by
customers, and to reframe the role of experience within the supply chain.

4.1 The Essence of Experience: How Capabilities Are Understood and Used

In supply chain contexts, “experience” is often understood as an extended evaluation of
delivery outcomes—such as whether deliveries are on time or stable. This view implicitly
assumes that experience will naturally improve as long as capabilities exist. Yet practice
repeatedly shows that even when supply chain capabilities remain unchanged,
customers’ assessments of reliability can differ markedly. This indicates that experience
does not depend on capabilities themselves, but on how those capabilities are
understood and used by customers.

Relevant research provides a clear theoretical foundation for this distinction. Service-
dominant logic argues that value is not unilaterally created and delivered by suppliers,
but is realized through customers’ integration of resources in support of their own actions.
Accordingly, capabilities only translate into perceived value when they are understood
by customers and incorporated into their decision-making. Experience does not emerge
after fulfillment is completed; it begins earlier, at the point where capabilities are
integrated into customers’ judgment frameworks.

Customer-dominant logic further reinforces this perspective. Research shows that
customers interpret, prioritize, and evaluate capabilities in relation to their own business
contexts, forming judgments that are actionable within their specific situations. As a
result, customer experience reflects not whether capabilities are sufficient in an absolute
sense, but whether they are presented in ways that are meaningful to customers.
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From this viewpoint, experience is fundamentally an interpretive process. When
customers face complex or uncertain supply chain situations, delivery dates, availability,
and constraints are not merely factual statements, but signals that require interpretation.
Customers form judgments about reliability and collaborativeness by making sense of
what is happening, why it is happening, and how conditions may evolve.

Consequently, the same supply chain capabilities can produce very different
experiences depending on how they are presented. When capabilities are clearly
embedded within customers’ judgment logic, they are more likely to be perceived as
predictable and workable constraints. When capabilities lack sufficient context or
explanatory pathways, however, even rational conditions may be experienced as
repeated change or loss of control. In supply chain settings, customer experience
therefore reflects how capabilities are understood, evaluated, and ultimately used by
customers.

4.2 Three Core Dimensions of Supply Chain Customer Experience

If customer experience is understood as the way supply chain capabilities are perceived
and used, it follows that experience is formed

through a set of essential dimensions. In P

supply chain contexts, customers’ judgments

about whether a supply chain is “reliable” or Explainability
Trust in Change
“collaborative” are primarily grounded in T —
three interrelated yet non-substitutable y Predictability
4 Plan for the Future

dimensions: understandability, predictability, S
and explainability. Together, these Understandability

Clarity in the Present

dimensions determine whether customers

are able to incorporate supply chain i . .
. . . ) Figure 3. The Three-Tier Model for Supply Chain

capabilities into their own planning and Customer Experience

decision-making logic. Conceptual Analysis by WIN SOURCE
4.2.1 Understandability: Can Customers Make Sense of What Is Happening?

Understandability is the foundational dimension of supply chain customer experience. At
its core, it concerns whether customers can quickly assess the current state of affairs.
When information structures are complex and poorly organized, even accurate data can
impose a significant cognitive burden, making comprehension difficult and becoming a
source of experience friction.

Research consistently shows that information being available does not equate to
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information being understandable. When information is presented in a fragmented
manner and lacks contextual grounding, recipients often struggle to form an integrated
assessment and may even overlook critical changes. In supply chain settings, this
means that customers may have access to extensive data on orders, inventory, or lead
times, yet still be unable to judge whether the current situation is normal or whether risks
are accumulating.

For this reason, understandability represents the minimum threshold of experience. Only
when customers clearly grasp what is happening in the present can subsequent
judgments about plan adjustments, risk assessment, and collaborative decision-making
be meaningfully grounded.

4.2.2 Predictability: Can Customers Plan Around Uncertainty?

Building on an understanding of the current state, the second core dimension of
customer experience is predictability. Here, predictability refers to whether customers
can make reasonable plans for the future based on stable judgment logic.

Research indicates that in uncertain environments, decision-makers rely more heavily on
consistent decision rules and clearly defined boundaries of change than on precise
forecasts of single outcomes. As long as changes follow a coherent logic and exhibit
recognizable patterns, a system can still be regarded as “predictable,” even in the
presence of variability.

Classic studies further distinguish between uncertainty and unpredictability. Uncertainty
in itself does not necessarily undermine planning capability; what truly erodes
experience is uncertainty that lacks a basis for judgment. In supply chain contexts, when
customers can understand the potential range, pace, and triggers of change, even an
unstable supply environment can still be incorporated into planning.

Accordingly, predictability does not reflect whether a supply chain has eliminated
volatility, but whether customers can construct viable courses of action around that
volatility.

4.2.3 Explainability: Are Changes and Risks Clearly Explained?

In complex systems, change alone does not automatically generate distrust;
unexplained change does. Explainability focuses on whether customers can understand
the causes, underlying logic, and potential implications when supply chain conditions
are adjusted.
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Research shows that in highly uncertain environments, people tend to place greater trust
in systems that provide clear explanations, even if those systems do not always deliver
optimal outcomes. Studies on sensemaking in organizational behavior similarly suggest
that individuals interpret change by constructing causal narratives, which then inform
judgments about whether a system is trustworthy and reliable.

In supply chain contexts, delivery date adjustments, tightening supply, or priority shifts
are not in themselves direct causes of experience failure. What truly shapes experience
is whether these changes are situated within a coherent and make-sense logic. When
customers can understand why a change has occurred and how conditions may evolve,
risks—while still present—are more likely to be perceived as manageable constraints
rather than signs of disorder.

Integrated Perspective

Taken together, supply chain customer experience is formed through the progressive
interaction of understandability, predictability, and explainability. These three dimensions
correspond respectively to customers’ understanding of the current state, their judgment
about the future, and their trust in change.

When any one of these dimensions is absent, supply chain capabilities—even if robust—
are difficult for customers to use effectively. When all three are present, however,
complexity itself can be reframed as a collaborative reality rather than a source of
friction.

4.3 A Common Misconception: Transparency Does Not Equal Understanding

In practice, many initiatives labeled as
customer experience improvements fail to
address the level at which experience is

Current risk point: X

Recommended action: Y Gctuolly formed_ One Of the mOSt

common misconceptions is equating the

presentation of information with the
improvement of experience, while

overlooking the complexity of how
customers understand and judge that information.

The first misconception lies in substituting visualization for explanation. Dashboards,
control towers, and status charts are widely used to enhance supply chain transparency,
yet visualization alone does not automatically improve understanding. When information
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lacks a clear causal structure or explanatory cues, graphical displays can increase
cognitive burden—amplifying change without helping customers interpret its meaning.

The second misconception is equating data transparency with better experience.
Although transparency is often regarded as a foundation of trust, an increase in data
volume can lead to information overload when data is not contextualized, filtered, or
explicitly linked to decision-making. When customers are unable to distinguish which
changes matter and which risks require attention, transparency itself may even
undermine trust.

In complex systems, transparency that is visible but not explainable is often perceived as
a loss of control rather than as reliability. This suggests that unless data and status
changes are embedded within a coherent and intelligible logic, transparency alone will
not naturally translate into a positive experience.

Taken together, these common misconceptions stem from a misjudgment of where
experience actually takes shape. When experience is reduced to showing more
information or opening more data, the cognitive layer that truly shapes customer
judgment and trust is left unaddressed.

Summary

This chapter has re-examined the relationship between supply chain capabilities and
customer perception through the lens of experience, arguing that customer experience
reflects how capabilities are understood, judged, and used. Viewed through the three
core dimensions of understandability, predictability, and explainability, experience is
shown to hinge not on the elimination of uncertainty, but on whether uncertainty is
clearly articulated and integrated into customers’ decision-making logic.

Only when experience is treated as a deliberately designed cognitive structure can
supply chain capabilities be translated into value that customers can genuinely perceive.
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5. Distributors as Interpreters of Experience

In complex, multi-tier supply chain environments, customer experience is formed
through the process by which information is transmitted, interpreted, and used for
judgment. As established in the previous chapter, experience does not depend on
capabilities themselves, but on how those capabilities are understood and applied by
customers. This naturally raises a critical question: in real-world operations, who is best
positioned to intervene at this level of understanding and judgment?

Within the supply chain ecosystem, distributors occupy a pivotal position linking
upstream supply constraints with downstream customer decisions. On the one hand,
they are continuously exposed to upstream limitations, changes, and uncertainty. On the
other, they directly support customers’ needs in planning, fulfilment, and risk assessment.
This dual positioning means that distributors are not merely conduits of information; they
are inevitably involved in shaping how supply chain information is interpreted and put to
use.

5.1 The Distributor’'s Unique Position in the Supply Chain

In complex, multi-tier supply chain systems, the position an actor occupies often
determines the function it performs. The distributor’s structural position means that it
does not merely transmit information, but is unavoidably involved in shaping how
information is understood and used.

Organizational research on boundary roles suggests that actors located at system
boundaries often take on functions such as information filtering, conflict mediation, and
meaning translation. In supply chain contexts, distributors sit at the intersection of
different logics, tasked with building understandable connections between upstream
system constraints and downstream customer business judgments.

Further research indicates that in highly complex systems, the value of intermediary
organizations does not lie in eliminating complexity, but in helping other participants
understand how complexity affects their own decisions. Distributors are not responsible
for resolving all constraints. Rather, within the limits of existing constraints, they translate
those constraints into forms of information that customers can evaluate and act upon.
This process is fundamentally one of interpretation and reconfiguration.

Studies on multi-party coordination similarly highlight the importance of translator roles
when participants operate with different languages and evaluation frameworks.
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In practice, customers’
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Figure 4. The Distributor's Role in Simplifying Upstream Complexity upstream systems.
Conceptual Analysis by WIN SOURCE

Accordingly, the distributor's uniqueness does not stem from resource control or superior
capabilities, but from its position within the network itself. It is precisely this structural
role—connecting supply constraints with customer decision-making—that naturally
positions distributors as interpreters of supply chain experience.

5.2 Translating Supply Constraints into Decision-Relevant Information

In complex supply chain environments, the real challenge customers face is not whether
constraints exist, but how to determine which options remain viable given those
constraints. The role distributors play at this stage is to help customers understand what
specific constraints mean for their concrete plans at critical decision points.

In practice, information generated by upstream systems is often presented as status
conclusions—for example, that a certain component is not deliverable or that lead time
is uncertain. When such conclusions are passed directly to customers, the burden of
judgment shifts entirely to them: Does this status affect the current project? Are
acceptable alternatives available? Should scope, timing, or priorities be adjusted? The
value of distributors lies precisely in filling this judgment gap.

More specifically, distributors do not simply restate system outputs. Instead, they
reorganize and reframe constraints in light of customers’ actual usage scenarios. For
example, “not deliverable” may be translated into the fact that full demand cannot be
met within a given time window, but partial requirements may still be supported through
adjustments in quantity, batch size, or delivery cadence. Alternatively, distributors may
clarify which critical assumptions—if changed—would materially affect delivery timelines.
In this way, supply constraints are transformed from absolute states into conditional
judgments that can be discussed, compared, and evaluated.

Decision research shows that decision quality depends less on the completeness of
information than on its relevance to the decision at hand. When distributors directly
connect supply realities to customers’ plans, customers are no longer limited to receiving
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conclusions; they are able to assess the risks and consequences associated with
different options. In uncertain environments, such conditional framing is often more
conducive to rational decision-making than singular, seemingly definitive commitments.

What distributors accomplish in this process is,

in effect, taking on part of the judgment work
that customers would otherwise need to |
perform—often without sufficient informational
support. When constraints are clearly
embedded within the customer’s decision

context, supply chain information becomes
truly actionable, and customer experience shifts from passive reception toward
controlled collaboration.

5.3 From After-the-Fact Explanations to Proactive Expectation Management

In supply chain interactions, customer experience is not determined only when outcomes
materialize; it is often amplified or mitigated well before that point. When distributors
provide explanations only after delivery dates have changed or supply constraints have
already taken effect, customers have frequently formed an initial judgment of loss of
control. At that stage, even well-reasoned explanations may struggle to fully restore the
experience.

This highlights that the critical factor in experience management lies in whether a
reasonable expectation framework has been established before issues arise. When
customers understand in advance which types of change are possible and which
underlying assumptions—if altered—would affect delivery judgments, subsequent
adjustments are more likely to be perceived as manageable realities rather than
unexpected failures.

Practical experience further supports this view. When execution status and potential
volatility are surfaced to customers at an earlier stage, their sensitivity to uncertainty
decreases noticeably. Even if volatility itself is not eliminated, early exposure to emerging
trends helps reduce reactive inquiries and communication friction, thereby significantly
lowering experience-related risk.

Expectation management, therefore, is a form of proactive experience risk management.
By shifting explanations upstream and integrating uncertainty into customers’ judgment
logic in advance, distributors can materially shape how supply chain reliability is
experienced—well before final outcomes are realized.
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Summary

This chapter has shown that, by virtue of their structural position, distributors are
inherently involved in the formation of supply chain experience. Through interpreting
supply constraints, structuring information, and shifting expectations upstream,
distributors are able to influence customer judgment and perception before outcomes
materialize.

As a result, the value of distributors extends beyond information transmission or
fulfillment support. It increasingly lies in their role as interpreters of experience—
managing complexity and translating it into a collaborative reality that customers can
understand, evaluate, and work with.
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6. From Experience Principles to Systematic
Execution

In practice, experience does not emerge automatically simply because the underlying
principles are well understood. Traditional supply chain systems are largely designed
around efficiency and optimization. They excel at supporting planning, inventory
management, and fulfillment execution, but provide limited systematic support for the
experiential layers of understanding, expectation, and explanation. As a result, even
organizations with strong supply chain capabilities frequently leave customers
perceiving uncertainty, repeated change, and loss of control.

This indicates that experience design is not merely a matter of communication style or
process refinement. Rather, it is a question of whether system capabilities themselves
are built around customer decision-making. Only when experiential requirements are
explicitly translated into executable and repeatable system capabilities can distributors
continue to fulfill the role of interpreters of experience at scale.

6.1 Experience Limitations of Traditional Supply Chain Systems

In supply chain digitalization initiatives, control towers and various visualization systems
have been widely adopted to enhance end-to-end visibility. By centrally presenting
orders, inventory, logistics, and exception statuses, organizations are able to identify
issues more quickly and coordinate resources more efficiently. These systems have
played an important role in improving internal visibility and operational responsiveness.

From a customer experience perspective, however, increased visibility does not equate
to improved experience. The fundamental reason lies in the fact that traditional supply
chain systems are primarily designed to support internal operational judgment. Control
towers excel at answering what has happened, but rarely explain why it happened, what
the change means, or how the situation may evolve. When systems lack explanatory
capability, even fully presented information is difficult for customers to translate into
judgment and action.

This limitation becomes particularly evident in scenarios where delivery dates are
frequently adjusted and system states continue to change. When customers receive
large volumes of real-time data but cannot understand the underlying constraint logic
or the boundaries of impact, transparency can actually amplify the perception of
uncertainty. Research likewise indicates that the trust-building effect of visibility depends
on whether information can be understood and used for decision-making. What
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customers truly need is a stable cognitive framework for interpreting change.

At a deeper level, this challenge reflects a structural misalignment between system
perspectives and customer perspectives. Traditional systems organize information
around nodes, processes, and

make decisions around What happened? Why did it happen?
v Visibility of past events « Explain underlying causes
customers Sti” feel a |OSS Of v Long list of historic data + Decision support context
. v Reactive damage control ~ Proactive expectation management
control; systems may view VS.
X X L. How is it presented? How is it communicated?
information as sufficient, yet © (et D
. v Data silos v Cross-functional relevance
customers remain unsure how
When to act? When to anticipate?
to res p on d next. T h e v After disruption v Before change
. v Short-term response + Long-term planning
experience breakdown occurs
precisely at this level—where Figureb. Traditional Systems vs. Experience-Driven Systems

interpreted.

Therefore, when supply chain systems lack the capability to support understanding,
expectation, and explanation, visibility alone is insufficient to deliver a positive experience.
This explainability gap created by system design represents a core limitation that
prevents traditional supply chain systems from effectively supporting experience-driven
approaches.

6.2 Key System Capabilities for Understanding and Decision-Making

In multi-node, rapidly changing supply chain environments, increasing complexity
makes it difficult to sustain approaches that rely primarily on manual explanation or
individual experience. Such approaches struggle to maintain consistency and
repeatability over time. To ensure that experience remains stable at scale, experiential
requirements must be explicitly translated into system-level capabilities.

Traditional supply chain systems are largely built around planning, execution, and
monitoring, with the primary objective of improving process efficiency and state
controllability. While these systems play an important role operationally, their capability
structures are not centered on understanding and decision-making. System outputs
tend to focus on states and results, providing limited structured explanation of change
logic, constraint origins, or impact boundaries. When explanatory capability is not
systematized, understanding inevitably depends on individual expertise rather than on
the system itself.
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In complex environments, this reliance on individuals is difficult to sustain consistently.
Although frontline teams may compensate for system limitations through additional
explanation, in multi-organization and high-frequency change scenarios, interpretive
narratives are hard to align over time. As a result, customer experience becomes visibly
volatile. Process mechanisms may offer correction and response after events occur, but
they are poorly suited to supporting the expectation-setting and judgment needs that
arise before change takes place.

Experience-oriented supply chain systems must therefore be capable of rendering
complexity in ways that can be interpreted consistently—so that change can be
understood, compared, and discussed, rather than merely recorded or reported. At a
minimum, such systems should provide the following key capabilities:

@ Explanatory capability: Providing clear causal structures and underlying assumptions
for change, rather than simply presenting states;

® Scenario-based capability: Translating trends and risks into evaluable scenarios that
enable comparison across different options;

@ Consistency capability: Offering reusable interpretive foundations for frontline teams,
reducing reliance on individual differences in explanation.

When these capabilities are systematically
embedded into day-to-day operations, experience
becomes a sustainable and repeatable
organizational capability. This transformation—from
experience principles to system capabilities—

constitutes a critical prerequisite for the systematic

execution of experience design.

6.3 The Nexus Solution: A Practical Path Toward an Experience-Driven Supply
Chain

The preceding analysis makes it clear that, in complex supply chain environments,
customer experience must be translated into sustainable and repeatable system
capabilities. The critical question, therefore, is how such capabilities can be reliably
realized in day-to-day operations—without relying on individual expertise or ad hoc
interventions.

As WIN SOURCE'’s integrated supply chain enablement offering, the NEXUS™ Solution is
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not designed as a collection of point tools
INSIGHT™

or isolated process optimizations. Instead, @
it systematically re-architects A o
procurement decision-making, execution FLOWSYNC™ SMARTBUY™

. . 23
coordination, and customer support 55 NEXUS™

Align execution with %

around the experiential layers of e S°|Lit'°n,
understonding, expectotion, and FLEXCARE™ \TRUSTLINK"‘
explanation. Its core value lies not in &

Provide adaptive support Build trust through
when standard paths fail traceability and compliance.

eliminating complexity itself, but in
translating unavoidable complexity into
experiential outputs that customers can Figure6. Architecture of NEXUS™ Solution

. Conceptual Analysis by WIN SOURCE
understand, evaluate, and interpret. P yeIs By

First, in highly volatile market conditions, the foundation of experience lies in early
awareness of emerging trends. Through the predictive and analytical capabilities of
INSIGHT™, changes in lead times, pricing, and availability are surfaced earlier as system-
level signals, allowing uncertainty to be framed as scenarios that can be discussed in
advance. This capability goes beyond simple visualization; it provides customers and
frontline teams with a basis for forming judgments around what may happen, thereby
reducing the element of surprise in the experience.

Second, whether experience can be translated into action depends on the system’s
ability to convert constraints into choices. SMARTBUY™ does not replace procurement
decisions themselves. Rather, it translates complex constraints—such as end-of-life risk,
supply limitations, or cost pressure—into feasible options that can be compared and
weighed. Through this mechanism, the system moves beyond simply declaring what is
‘not possible” and instead helps customers understand how plans can be adjusted
under different conditions, shifting experience from passive acceptance to active
decision-making.

At the execution level, consistency of experience depends heavily on whether
commitments can be reliably fulfilled. FLOWSYNC™ coordinates orders, inventory, and
multi-node logistics in a way that aligns internal execution logic with external
commitments. By reducing discrepancies between system judgments and actual
fulfillment, this alignment enables customer delivery expectations to rest on a credible

execution foundation.

At the same time, experience does not occur solely within standard processes. In
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scenarios involving urgent demand, end-of-life components, or highly customized
requirements, FLEXCARE™ provides a flexible support mechanism that can be absorbed
into the system. By incorporating responses that would otherwise rely heavily on
individual experience into a unified service and coordination framework, the NEXUS™
Solution reduces dependence on individual variation and ensures continuity and
consistency even in complex situations.

Finally, all experiential capabilities depend on the continuous establishment of trust.
TRUSTLINK™ embeds authenticity, compliance, and traceability directly into supply chain
operations, allowing trust to become an intrinsic attribute of the system rather than
something demonstrated after the fact. In complex global sourcing environments, this
built-in foundation of credibility provides stable, albeit often implicit, support for
customer experience.

Taken together, the NEXUS™ Solution enables distributors to continue fulfilling the role of
interpreters of experience at scale through the reconfiguration of system capabilities.
When understanding, prediction, and explanation are systematically embedded into
everyday operations, experience becomes the means through which supply chain
capabilities are genuinely perceived by customers.

Summary

This chapter has addressed how experience principles can be realized in complex supply
chain environments from the perspective of system capabilities. By examining the
structural limitations of traditional systems at the levels of understanding and decision-
making, it clarifies that experience must be translated into system capabilities that are
scalable and repeatable.

Using WIN SOURCE’s NEXUS™ Solution as a practical example, this chapter demonstrates
how experience-driven systems leverage prediction, explanation, coordination, and trust
mechanisms to translate unavoidable complexity into experiential outputs that
customers can understand, evaluate, and act upon. In doing so, distributors are able to
consistently fulfill their critical role of connecting supply chain capabilities with customer
decision-making in multi-node, high-uncertainty environments. Experience ultimately
becomes the means through which supply chain capabilities are genuinely perceived
and trust is established.
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Conclusion

In highly complex and persistently volatile supply chain environments, customers’
judgments of “reliability” are increasingly shaped by uncertainty. Practice shows that
customer dissatisfaction does not always stem from fulfillment failures themselves, but
more often from a lack of understanding of how supply chains operate, insufficient
explanation of change, and the absence of a reliable basis for judging the future. When
uncertainty is not clearly articulated, supply chains may still be perceived as unstable
and difficult to rely on—even when execution outcomes are acceptable.

From a customer experience perspective, this white paper has systematically examined
the mechanisms underlying this phenomenon. The analysis demonstrates that
experience gaps arise from the combined effects of multiple structural factors:
misalignment between supply chain language and customer semantics, divergence
between internal commitment logic and customer expectations, and the continuous
amplification of uncertainty within multi-node, multi-regional networks. Together, these
forces cause decisions and adjustments that are rational in isolation to be repeatedly
interpreted by customers as signs of volatility and imbalance.

Further analysis indicates that such experience-related challenges cannot be resolved
simply by strengthening execution. While traditional supply chain systems have become
relatively mature in planning, fulfillment, and efficiency optimization, their outputs are
largely focused on states and results, and do not necessarily support customer
understanding or judgment. In an environment where complexity has become the norm,
reliance on manual explanation or after-the-fact process correction is insufficient to

sustain a consistent and repeatable experience over time.

Within this context, distributors—by virtue of connecting upstream supply constraints
with downstream customer decisions—are inherently involved in how customers
interpret and judge uncertainty. In lower-complexity environments, this role
may rely primarily on individual experience
and informal communication. As complexity
increases, however, the ability to deliver this
interpretive function in a stable and
systematic manner begins to directly shape
customer experience and the quality of

collaboration.

To sustain this role at scale, experience principles must be systematized. By embedding
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understanding, prediction, and explanation into system capabilities, the complex realities
of supply chains can be consistently translated into judgment structures that customers
can use. Using WIN SOURCE’s NEXUS™ Solution as a practical pathway, this white paper
illustrates how experience-driven systems—through forward-looking insight, actionable
decision support, coordinated execution, and built-in trust mechanisms—can transform
uncertainty from an experiential burden into a manageable reality.

Ultimately, reliability is truly perceived only when uncertainty is understood. And when
such understanding can be delivered consistently, collaborative relationships can be
sustained even in highly complex environments. This is the increasingly critical—and
enduring—value that distributors bring in today’s supply chain landscape.

About WIN SOURCE

Founded in 1999, WIN SOURCE is a global distributor of electronic components, partnering
with over 3,000 manufacturers and providing access to more than 1.2 million parts —
from widely used to hard-to-find and obsolete. Our services are supported by global
sourcing capabilities, fast delivery, and rigorous quality assurance.

What differentiates WIN SOURCE is the integration of supply chain intelligence into the
design stage, transforming procurement from a reactive process into a proactive
advantage. By combining worldwide coverage, responsive fulfillment, and trusted quality
with the smart capabilities of the Nexus™ Solution, WIN SOURCE helps engineering and
procurement teams move more efficiently from design to production.

Contact Us
Website: www.win-source.net |/ www.win-source.group

Email: service@win-source.net
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