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Executive Summary

In electronic component procurement, "24-hour response’ is a frequently used but rarely
well-defined commitment. Sometimes it is understood as completing a quotation within
24 hours. In other cases, it is misread as completing delivery within 24 hours. In real
emergency procurement scenarios, however, neither interpretation is sufficient to
address the customer's underlying problem.

For procurement teams facing line-down risk, project delays, or customer delivery
pressure, the real value of a 24-hour response lies in producing, within 24 hours, a
complete supply plan that has been verified, clearly identifies risks, and is ready to
support a decision. It must answer more than whether stock exists. It must also clarify
whether the inventory is genuine and can be . ' = =
placed under a firm inventory hold, whether & ‘
quality has been verified, whether alternative
paths are ready, and whether logistics nodes are
transparent. In other words, a 24-hour response
should not be measured by physical delivery

speed, but by the maturity of the supply decision.

Under the combined influence of manufacturer allocation, lifecycle transitions, regional
supply volatility, and demand fluctuations, component shortages are evolving from
occasional disruptions into a recurring business issue. At the market level, WSTS reported
that global semiconductor sales reached USD 795.6 billion in 2025, up 26.2% year over
year, with data center infrastructure and Al-related systems among the main growth
drivers. Rapid shifts in demand structure are themselves a source of supply uncertainty.
At the same time, conventional internal procurement processes dre not naturally
designed for emergency scenarios. Against this backdrop, the ability to form a reliable
judgment within 24 hours after a shortage occurs is becoming a key indicator of supply
resilience and an increasingly important dimension for evaluating the professional
capabilities of distribution partners.

This white paper examines the issue from five perspectives: how shortage risk
propagates across production, project, and delivery chains; how risk can be classified
and information confirmed in emergency scenarios; how to structure a 24-hour
response from shortage confirmation to a decision-ready supply plan; how the reliability
system behind speed commitments controls risk across quality, supply, alternatives, and
logistics; and how one-off emergency response capabilities can be turned into a
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repeatable, measurable long-term mechanism.

For WIN SOURCE, this white paper presents a systematic summary of emergency
sourcing and complex procurement practices built through long-term service to global
customers. Through this content, we hope to explore a more fundamental question
together with procurement teams: in an industry where shortages cannot be completely
avoided, how should truly reliable supply capability be defined, measured, and built?
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1. How a Component Shortage Becomes
a Production Risk

1.1 Cascading Impact of Shortages

On an SMT production line scheduled to run at a fixed cadence, the absence of a critical
part number usually does not appear immediately as a line stop. Its first signs are often
work-order changes, product model adjustments, or production resequencing. Once the
shortage lasts beyond the buffer provided by work-in-process inventory and safety
stock, however, the line enters a true state of waiting for material. That state often
spreads downstream faster than a conventional procurement process can respond.

The impact of a shortage is not limited to a single production line. In OEM and EMS
environments, a constraint on one part number may affect multiple projects at once. NPI
pilot production may be delayed because key components are unavailable; shipments
for products already in mass production may slow because some batches cannot be
completed; after-sales repair may struggle to meet service commitments because
spare parts are insufficient; and newly launched projects may be postponed because
BOM risk needs to be reassessed. These impacts compound and ultimately converge on
the same outcome: rising uncertainty around delivery commitments.

The scope of this impact is widening annually. In the automotive sector, for example, S&P
Global Mobility expects the average semiconductor value per vehicle to increase from
about USD 812 in 2022 to USD 1467 by 2029. This reflects the continuing growth of
electrified powertrains, advanced safety features, in-vehicle displays, ADAS sensors, and
other electronic functions. As a single product becomes more dependent on
semiconductors and critical electronic components, the number of production,
validation, scheduling, and delivery activities affected by the absence of any key part
also increases.

Once a delivery commitment is affected, the time and trust required to repair the
damage are often far greater than the cost of obtaining the material itself. For this
reason, a shortage is never just an isolated procurement issue. It is a chain risk that
spreads simultaneously through production, planning, engineering, sales, after-sales
service, and other functions. An insufficient response at any point can further amplify the
overall loss.

1.2 Common Triggers
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Shortage events can generally be grouped into two categories: market-driven triggers
and structural triggers. Their causes, predictability, and response logic differ. In day-to-
day work, however, they are often treated as the same problem, which is one reason
many shortages are not effectively managed in advance.

Market-driven triggers arise from changes at the manufacturer, industry, or macro-
environment level and are usually beyond the control of any single company. Common
examples include manufacturers entering allocation status, forcing multiple customers
to share limited capacity; PCN or EOL notices that require existing part numbers to
transition or be discontinued within a defined
period; regional supply fluctuations, transport
disruptions, or natural disasters that interrupt
global supply; and cyclical industry demand
shifts, such as surging demand for new energy
vehicles, Al servers, or consumer electronics
refresh cycles, which can rapidly increase market

demand for specific component categories.

The previous global semiconductor shortage cycle showed how quickly demand and
supply disruptions can feed through to lead times. According to industry statistics from
Susquehanna Financial Group, average semiconductor lead times once rose from about
13.9 weeks in 2020 to a record 27.1 weeks in May 2022, meaning a wait of more than six
months from order placement to delivery. Such triggers cannot always be eliminated,
but in many cases they provide early warning signals. Manufacturer notices, industry
research, market inventory levels, and price changes may all signal risk weeks or even
months in advance.

Structural triggers come from the characteristics of the BOM itself and are usually
identifiable in advance by the company. A single-source part lacks a backup buffer
once supply becomes unstable. A long-lead-time part leaves very little tolerance in the
production plan. A special package or customized specification naturally has limited
market circulation. A part whose lifecycle has reached a critical stage, such as an NRND
part or a part approaching EOL, may become constrained simply because available
supply gradually shrinks, even without a visible external event. The defining feature of this
category is that the event may seem sudden, but the risk characteristics have existed for
some time.

The value of this classification is not to force every shortage neatly into one category. It
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is to clarify that different triggers require different response paths. Market-driven triggers
depend on external information monitoring and rapid response capability. Structural
triggers depend on proactive BOM risk reviews and prepared backup options. Both are
indispensable in an emergency procurement system.

1.3 Hidden Costs

Regardless of which trigger causes a shortage, once the situation becomes an
emergency, the real cost begins to accumulate along multiple paths at the same time.
In post-event reviews, the costs recorded are often only the most visible portion. The true
total cost is frequently driven by items that do not appear directly in procurement
reports but still affect operational efficiency and customer relationships in concrete ways.

The cost structure of an emergency shortage falls into three distinct layers.

Direct costs are the easiest to identify and calculate. They include production downtime,
expedited purchase premiums, and urgent logistics fees. Siemens' The True Cost of
Downtime 2024 estimates that the world's 500 largest companies lose about USD 1.4
trillion each year from unplanned downtime, equal to 11% of their total revenue. In
automotive manufacturing, the hourly cost of downtime on a large production line can
reach about USD 2.3 million, or more than USD 600 per second. ABB's Value of Reliability
survey also shows that more than two-thirds of industrial companies experience
unplanned downtime at least once a month. Based on responses from 3,215 plant
maintenance decision-makers worldwide, typical downtime costs are close to USD
125,000 per hour.

For electronic manufacturing lines in OEM and EMS environments, specific losses vary
significantly depending on product type, line scale, capacity utilization, and customer
contract terms. Even so, these data points are enough to show that in emergency
sourcing, avoiding a line stop is often the central objective, and its value can outweigh
any single procurement cost. Compared with standard channels, urgent purchases
usually involve a clear price premium. Air freight, dedicated express services, and cross-
border expedited transport may even cost more than the material itself. These numbers
are striking, but at least they can be recorded and aggregated by financial systems.

Cascading costs form the second layer and usually require cross-functional
collaboration to calculate clearly. Project delays may trigger contractual penalties or
customer claims. Emergency engineering validation of alternatives may consume
substantial engineering hours. Batch rework and retesting caused by quality exceptions
consume QA resources. Sales teams may also make additional concessions to reassure
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customers. These costs are scattered across departmental budgets and are difficult to
reconstruct after the fact. In many companies’ financial systems, this layer is often
blurred into project profit and loss or customer-retention costs, causing the real loss to
be underestimated.

Hidden costs form the third layer and almost never enter formal accounting. They
include the personnel drain caused by emergency overtime in procurement teams, time
lost through repeated cross-functional communication, strategic work time displaced
when management becomes involved in emergency events, and a longer-term impact:
a potential implicit downgrade in the next round of project allocation after customers
lose confidence in supply stability. This layer is difficult to quantify in a single event, but
after repeated accumulation it can become a key factor in how customers evaluate a
company's supply chain capability.

High
1. Direct Costs * Production downtime Visibility
% V.isible & Recorded FAREPES D
* Expedited freight
/!\ 000 2. Transmitted Costs Pro'fm d‘_alayS& e Decreasing
i C‘D’D Harder to Capture L e Visibility
Short + Sales concessions
ortage
Event
3. Hidden Costs + Extra workload
@2 Often Overlooked + Coordination time loss

Loss of customer trust Low

Visibility

Figure 1. Cost spillover structure of component shortages, showing how true cost extends across
direct, transmitted, and hidden layers.
Source: WIN SOURCE framework; cost data from Siemens, The True Cost of Downtime 2024,
and ABB, Value of Reliability.

Understanding these three layers shifts the priority of emergency procurement from a
departmental procurement issue to an enterprise-wide operational efficiency issue. The
most expensive losses often appear in areas that are assumed to be absorbed but are
not systematically measured. This is why, from a long-term perspective, investing
resources in a repeatable emergency response capability is often more economically
meaningful than putting out fires case by case.

1.4 Why Traditional Processes Break Down

If the cost of shortages is so high and response paths are not entirely unpredictable, why
do many companies still repeatedly fall into a passive position during emergency

Y AR \VIN SOURCE 2026 08



WINSOURCE

ELECTRONICS

scenarios? The problem often lies in a structural mismatch between the design logic of
conventional procurement processes and the actual needs of emergency situations.

The core objectives of a conventional procurement process are control and compliance:
multiple rounds of price comparison ensure reasonable pricing; tiered approvals ensure
spend accountability; standardized documentation ensures incoming materials fit the
quality system; and periodic reviews ensure supplier qualifications remain valid. This
mechanism is efficient and necessary for normal procurement. Its implicit assumptions,
however, are that time is sufficient, information is complete, and variables are limited.
Once an emergency occurs, all three assumptions fail at the same time. The time
window may be compressed to 24 hours or less; information at the early stage is usually
incomplete; and inventory, alternatives, documentation, logistics, and other variables
must be handled in parallel.

This mismatch appears in several specific areas. Price comparison protects
procurement teams in routine scenarios, but in emergencies, waiting for multiple
quotations to be completed may allow truly usable inventory to be placed on hold by
someone else. Tiered approval ensures spending discipline in normal situations, but
when approval speed is misaligned with the hold window, the opportunity may already
be lost by the time approval is granted. Standardized documentation controls quality in
routine procurement, but if document requirements are raised only late in emergency
sourcing, inventory that has already been secured may have to be abandoned due to
incomplete documentation. Supplier qualification reviews are a prudent risk-
management practice in normal circumstances, but in an emergency, the time needed
to qualify a new temporary supplier often exceeds the event's tolerance window.

The root of this mismatch is that conventional processes naturally prioritize control over
speed. This is not a defect in process design; it is a consequence of the process
objective itself. A mechanism built to prevent mistakes cannot automatically provide the
function of rapid decision-making. The real solution is to establish a differentiated
decision and collaboration mechanism for emergency scenarios in advance, so that
control discipline is achieved through prior authorization, in-process records, and post-
event reviews, rather than through in-process bottlenecks.
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2. First Step: Risk Classification and Information
Confirmation

2.1 Assess Risk Before Requesting Quotes

When a shortage is discovered, the procurement team's instinct is often to send RFQs
immediately. This reaction appears proactive, but in most emergency scenarios it skips
a more important prerequisite: assessing the risk of the event itself.

The purpose of an RFQ is to obtain supply information. Effective information can only be
obtained when procurement teams are clear about what is truly needed. Before the

: actual impact on production, project milestones, and
customer delivery has been clarified, RFQs sent too
early are often incomplete and vague. The sourcing
partner can only respond based on broad
assumptions, and the quotations received by
procurement teams are difficult to use directly in

decision-making.

More importantly, risk assessment determines the scale of resources and the decision
level required for this response. A Critical event that may cause a customer line stop
within 72 hours and a Medium event that will not affect scheduling for another four
weeks should be handled with different resource levels, approval paths, and sourcing
scopes. If both are treated with the same immediate RFQ reaction, the former may not
receive enough resources, while the latter may consume procurement effort
unnecessarily.

Therefore, the true first step in emergency procurement is rapid judgment. In the earliest
stage after a shortage is identified, the procurement team should complete two tasks:
risk level determination and requirement preparation. The former determines how
resources should be deployed, while the latter determines how the need should be
communicated externally. The next two sections address these tasks respectively: a risk
level matrix to unify judgment standards, and an Emergency RFQ information checklist
to improve external communication efficiency.

2.2 Risk Level Matrix

The biggest obstacle to risk judgment is often the lack of a shared internal standard. For
the same shortage event, a procurement manager may view it as controllable based on
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remaining inventory, production planning may view it as urgent based on the production
schedule, and project management may view it as requiring immediate escalation
because of customer commitments. All three judgments have their own basis. If they
cannot converge on the same response level, response resources are easily dispersed or
misallocated at the early stage.

The core value of a risk level matrix is to provide a shared, comparable standard for
these differences in judgment. The following four-tier model is applicable to many OEM,
EMS, and industrial manufacturing scenarios and can serve as a starting point for
building or revising an internal risk classification mechanism.

TRIGGER IMPACT RESPONSE
Critical i 4 000 : :
1 lca @ Within 72 hours Production or customer CD‘] Immediate emergency sourcing

delivery at risk and cross-functional escalation

= TRIGGER . IMPACT RESPONSE
H |g h Within 1-2 weeks u Project progress Lock stock, prepare backup

at risk supply, and start alternative review

©lo

Supply volatility risk 4 Lead time, price, or “(7) Monitor closely and

inventory uncertainty = build a backup plan
TRIGGER b IMPACT RESPONSE ‘
LOW No immediate impact e Routine procurement Manage through the standard
scenario procurement process

Risk level determines response resources, approval path, and sourcing priority.

e [&)

Figure 2. Shortage risk classification — a four-tier model for aligning response priority across
procurement, planning, and project teams.
Source: WIN SOURCE framework.

Two points should be clear when using this matrix.

First, a risk level is not a static label. It is a function of the company's own business
structure. The same single-source part may be classified as Critical in a Tier 1
automotive supplier environment because automotive qualification makes substitution
extremely difficult. In a general industrial product BOM, the same part may be classified
only as Medium because alternative paths are more available. Time windows such as 72
hours or one to two weeks should also be calibrated according to the company's project
cadence, safety stock level, and customer contract terms, rather than applied
mechanically.
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Second, risk levels change over time. An event initially assessed as Low can escalate to
High or even Critical if there is no sign of improvement over several days and the
manufacturer's supply status continues to deteriorate. Conversely, a High event may
return to a controllable range after backup inventory is confirmed. Risk level assessment
is therefore not a one-time action. It requires a dual mechanism of periodic review and
immediate escalation: the former keeps the overall risk picture current, while the latter
ensures sudden deterioration can be addressed in time.

The matrix itself is only a tool. Its value depends on whether all relevant stakeholders can
use the same standard when an event occurs and then mobilize the corresponding
resources and processes based on the assessment result.

2.3 Emergency RFQ Checklist

After the risk level has been determined, procurement teams need to translate the
assessment result and specific requirements into a clear information package that an
external sourcing partner can understand accurately and respond to efficiently. This is
the role of the Emergency RFQ.

An RFQ in an emergency scenario differs from a routine RFQ. A routine RFQ mainly
focuses on price, lead time, and compliance. An Emergency RFQ must also clarify risk
level, alternative acceptance, document requirements, and execution boundaries. A
complete Emergency RFQ information checklist usually includes the following items.

{:F MPN Exact part number, including version and package code

Original Manufacturer / Brand i?:ﬁjg:;:::fs,c;::: to avoid confusion with compatible

@ Required Quantity Include urgent demand and potential follow-on quantity

B Target Delivery Date Specify the must-arrive-by date, not a general expectation

@ Acceptable Date Code Range Define upper and lower limits and acceptance of earlier date code
Packaging & Protection Requirements e.g., tape & reel, tube, tray, ESD, moisture or MSL protection

@ Quality Document Requirements e.g., CoC, test report, lot information, original packaging status

‘{(’ Alternative Part Acceptance Clearly state: fully acceptable / conditionally acceptable / not acceptable
@ AVL / AML Restrictions Specify approved vendor or manufacturer whitelist requirements

@ Delivery Location Include exact address, delivery to warehouse or direct to line, and lot split plan
& Risk Level Critical / High / Medium / Low (affects resource allocation and priority)

Figure 3. Emergency RFQ information checklist — the eleven fields that determine sourcing

speed and accuracy.

Source: WIN SOURCE framework.
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Three fields in this checklist are most often overlooked in practice, yet they have the
greatest impact on response efficiency.

Alternative part acceptance is the first of these. If this field is not clarified at the RFQ
stage, the sourcing partner can only search for an exact match to the original part
number and may miss alternative supply that could arrive sooner. The risks and
responsibility boundaries of alternative parts are discussed later in this white paper.

Quality document requirements are another frequent omission. If document
requirements are raised only after inventory has been placed on hold, the selected
inventory may have to be abandoned because the required documents are unavailable,
making the previous sourcing and inventory-hold work ineffective.

Risk level labeling is the most important distinction between an Emergency RFQ and a
routine RFQ. Stating the risk level clearly tells the sourcing partner how many resources
to allocate and what priority to assign to the request. If this item is missing, a request
that should enter the emergency channel may be handled at a routine pace.

An Emergency RFQ is not merely an external request for quotation. It is the procurement
team's structured expression of its own need. The clearer the RFQ, the more precisely the
sourcing partner can respond. The more ambiguous the RFQ, the higher the follow-up
communication cost and the longer the response time. Within a 24-hour response
window, RFQ quality often determines whether the first six hours can truly be used to
prepare information and send the RFQ externally.

2.4 Information Completeness Determines Response Speed

The efficiency of emergency sourcing depends not only on the sourcing partner's
capability, but also on whether procurement teams provide complete information at the
outset. Within the same 24-hour response window, a complete Emergency RFQ allows
the sourcing partner to immediately begin targeted global inventory seadrches. An
incomplete inquiry may require several hours of basic requirement confirmation before
sourcing truly begins, significantly delaying the real start of the process.

The effect of missing information on response speed is a concrete loss of time. A vague
quantity description, such as "a batch,” makes it impossible to determine how much
inventory should be placed on hold or which transport mode is appropriate. A vague
delivery requirement, such as "as soon as possible,” makes it difficult to prioritize among
different sources. Document requirements that are not listed in advance may lead to the
discovery, after inventory is placed on hold, that the inventory cannot be used because
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documents are incomplete. If alternative acceptance is not clear, the sourcing partner
can only search for the original part number and may miss faster alternative paths. If
the risk level is not labeled, a request that should have entered the emergency channel
may be handled as routine work.

Each missing field can remove several hours from the 24-hour response window, and 24
hours is not a generous window. Therefore, the risk level matrix in Section 2.2 and the RFQ
checklist in Section 2.3 are two sides of the same objective: enabling procurement teams
to align internal judgment and external communication at the early stage of the event,
so that the 24-hour window is used for sourcing, verification, and decision-making,
rather than for repeatedly confirming basic needs.

When these two tasks are completed well within the first six hours after a shortage
occurs, the real emergency response can begin. This is the focus of the next chapter.
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3. The 24-Hour Response Framework

m 6-18 Hours 18-24 Hours

Oh i O; 6h 18h E;'B: 24h

Confirm & Prepare Source & Evaluate Execute & Validate
Clarify the issue, define the risk, Identify credible supply options, Lock the supply plan, arrange
and complete the Emergency RFQ. verify inventory, and review quality checks, and confirm
alternatives. logistics and ETA.

Figure 4. The 24-hour response timeline — from issue identified to a decision-ready supply plan.
Source: WIN SOURCE framework.

3.1 What 24-Hour Response Really Means

A 24-hour response is only as valuable as the decision it makes possible. Read
narrowly — as a deadline for a quotation, or for delivery — the term measures speed
alone and reveals nothing about whether the supply behind that speed can be trusted.
The question that matters in a real emergency is different: when the 24 hours are over,
what should the customer actually have in hand?

For a procurement team facing line-down risk, project delay, or customer delivery
pressure, a valuable 24-hour response is not a rapidly issued quotation, nor is it a
delivery commitment without verifiable support. It is a supply plan formed within 24
hours that has been verified, clearly identifies its risks, and can support decision-making.
This plan must answer more than whether stock exists. It must address several more
critical questions: Is the inventory source credible, and can the stock be placed under a
firm inventory hold? Has the material quality been confirmed as needed, and can
complete quality documents be provided? If the original part cannot arrive within the
required time, is there a risk-controlled alternative path? Can logistics arrangements
match production milestones, and is the estimated arrival time traceable?

In other words, response speed measures the maturity of the supply decision, not
physical delivery speed. Physical delivery is affected by inventory location, customs
clearance procedures, transport mode, destination conditions, and other factors that are
not fully controlled by the distributor alone. But helping the customer determine within 24
hours whether a supply plan is usable, credible, and deliverable is a core capability of a
mature distribution partner.
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The rest of this chapter explains what a complete 24-hour response should contain
across three time windows: 0-6 hours, 6-18 hours, and 18-24 hours. At each stage it
clarifies what procurement teams should receive, confirm, and focus on. The value of this
framework is not to prescribe a supplier's internal operating process. It is to give
procurement teams a reference standard for evaluating the quality of a distribution
partner's response.

3.2 0-6 Hours: Confirm the Issue and Prepare Requirements

The mistakes most likely to occur in emergency procurement often happen in the first
few hours. When a critical part number is marked as short, the procurement team'’s first
reaction is usually to send RFQs to the market immediately. Yet before the real impact on
production, project milestones, and customer delivery is clear, launching an RFQ too
early not only makes it difficult to obtain targeted supply feedback; it can also lead to
repeated RFQ revisions due to incomplete information, lengthening the overall response
cycle.

The core task in the 0-6 hour stage is to complete internal issue confirmation and
requirement preparation, turning a vague shortage event into an Emergency RFQ
package that is complete, has a clear risk level, and can be sent externally.

For issue confirmation, the procurement team needs to clarify four items: part number
accuracy, project impact scope, on-hand and in-transit inventory, and risk level. Part
number confirmation includes MPN, manufacturer, package, marking version, and
acceptable date code range, preventing time loss in subsequent sourcing caused by
part-number ambiguity. Project impact requires coordination with production planning,
PMC, and project management teams to determine whether the shortage affects near-
term scheduling, pilot production milestones, or committed customer deliveries.
Inventory checks should cover not only the main warehouse, but also sub-warehouses,
in-transit orders, and shop-floor reservations. Risk level should be determined according
to the four-tier matrix described in Chapter 2 and directly determines the resources and
decision level required for emergency sourcing.

For requirement preparation, before sending the RFQ externally, the procurement team
needs to confirm required quantity, target delivery date, acceptable date code range,
packaging and protection requirements, quality document requirements, alternative part
acceptance, AVL/AML restrictions, and delivery location. Alternative acceptance and
quality document requirements are two fields that are often overlooked but have the
greatest impact on subsequent response efficiency. If the acceptable range for
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alternatives is not clarified at the inquiry stage, the sourcing partner can only match the
original part number strictly and may miss faster alternative supply. If quality document
requirements are raised only after inventory is placed on hold, an otherwise usable
supply plan may have to be abandoned due to incomplete documents.

Six hours is not a generous window, but it is enough to complete these key judgments. A
procurement team that completes this stage properly enters the next time window with
an actionable Emergency RFQ package. That foundation determines whether the
following 18 hours can be used effectively.

3.3 6-18 Hours: Source, Screen, and Evaluate Alternatives

After the process enters the 6-18 hour window, emergency sourcing begins to generate
information and judgment. The RFQ prepared during the 0-6 hour stage is pushed into
the global inventory network. The difficulty in this stage, however, is never simply finding
stock. It is identifying, within a limited time frame, which inventory is worth advancing
and which options should be excluded quickly. What procurement teams need at this
point is a set of potential supply options that has undergone initial verification and
includes risk flags.

A complete 6-18 hour process usually covers three parallel tracks.

The first track is global inventory search and authenticity verification. The inventory
status of the same MPN can vary significantly across regions and channels. Stock
available in a European warehouse, manufacturer excess inventory in North America,
and available inventory in an Asian distribution network may differ in price, lead time,
date code, packaging status, and risk level. Quotation figures alone do not constitute
effective information. The real determinant of supply-plan credibility is whether the
inventory is genuine and can be placed under a firm inventory hold. Is the quantity
accurate? Is it truly in stock, rather than merely a repeated listing through layers of
intermediaries? Can the stated date code, packaging status, and source information be
verified before inventory is placed on hold? In an emergency scenario, even if a
quotation has the best price, it should not become the main basis for procurement
decisions without basic verification.

The second track is source screening and risk assessment. Inventory availability is only
the minimum condition for a supply plan to be viable. At this stage, procurement teams
also need to understand each candidate source in terms of supplier qualifications,
historical performance, quality control capability, and completeness of compliance
documents. Sources with unclear chains, prices that deviate sharply from market levels,
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quantities inconsistent with known market inventory,
or an inability to provide required documents should
be flagged or excluded at this stage. The value of
this screening may only become visible after goods
are received, inspected, or put on the line, but the
earlier it is completed, the more it can reduce rework
and delivery risk later.

The third track is preliminary evaluation of alternative parts. This should begin only if the
customer's acceptance of alternatives was confirmed during the 0-6 hour stage. At this
point, alternative evaluation means preparing a candidate list that includes key
parameter comparisons, package and specification differences, lifecycle status,
availability, and potential application limitations. Its purpose is to bring the basic
materials needed for an alternative decision to the procurement and engineering teams
in advance, avoiding a situation in which the original part fails to meet lead-time needs
after 18 hours and the alternative path remains blank.

By the 18-hour mark, procurement teams should not have a simple quotation sheet, but
a set of candidate supply plans that can support decision-making. Each candidate
should include clear source identification, inventory authenticity verification results, price
and lead-time comparison, risk flags, and, where necessary, alternative options with
preliminary parameter comparisons. This candidate list is the prerequisite for placing
inventory on hold, quality arrangements, and logistics execution during the final six hours.

3.4 18-24 Hours: Execute, Inspect, and Arrange Logistics

During the final six hours, the information and judgments accumulated over the first 18
hours must be converted into concrete execution. This window is often the most intensive
part of the entire 24-hour period: placing inventory on hold, confirming the PO, arranging
inspection, checking documents, selecting the transport mode, confirming the ETA,
preparing customs documentation, and tracking delivery nodes. The real difficulty in the
18-24 hour stage lies in three judgment points that are easily overlooked.

The first judgment point is the validity of the inventory hold. In emergency sourcing,
"placing a hold on inventory” does not mean the same thing across all sources. Some
sources can provide a firm 24-hour inventory hold, while others can only offer a verbal
reservation for a few hours. In some cases, the so-called hold is merely priority quotation
rights without true exclusivity. What procurement teams need to clarify at this stage is
the specific duration, form, and expiration conditions of the hold commitment. In a
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Critical emergency, a source without explicit inventory-hold terms is unlikely to support a
subsequent production scheduling commitment, even if its quotation is reasonable. PO
confirmation should be completed within the hold window, rather than waiting for
internal approvals to finish and then returning to a reservation that has already expired.

The second judgment point is the front-loading of quality arrangements. The most
common quality risk in emergency procurement is the timing of inspection. If incoming
inspection is arranged only after the goods arrive at the customer's factory, the recovery
window will be very limited if issues are found in appearance, electrical performance, or
documents. The time needed for re-sourcing will often offset the lead time previously
saved. A more mature approach is to complete pre-shipment inspection on the
distributor's side, including visual inspection, necessary electrical sampling, packaging
and protection checks, batch and date code consistency review, and shipment with a
complete quality document package. The inspection system and document standards
are discussed in Chapter 4. The point here is that these actions should be arranged
within the 18-24 hour window, not delayed until transport or delivery.

The third judgment point is the traceability of the ETA. Information gaps are the most
common problem in logistics. A qualified 18-24 hour execution plan must clarify not only
the estimated arrival time, but also the rationale for the selected transport mode, the
origin node, key transit nodes, customs documentation status, and destination delivery
node. With this information, procurement teams can judge whether the ETA is traceable,
where to intervene if an exception occurs, and whether split delivery or multi-site delivery
is needed to match the cadence of different production lines. Production planning can
adjust only when the ETA is backed by a traceable node system.

By the end of 24 hours, procurement teams should have a supply plan with inventory
placed on hold, pre-shipment quality arrangements in place, and clearly defined ETA
nodes. The judgments made during the first 18 hours are converted into execution
commitments in this final six-hour window, completing the emergency response loop.

3.5 What a Qualified Supply Plan Looks Like

The previous three time windows describe the process: what procurement teams should
complete or receive during 0-6 hours, 6-18 hours, and 18-24 hours. This section focuses
on the output standard. When the 24-hour period ends and emergency sourcing moves
into decision and execution, what kind of supply plan should procurement teams have in
hand for the response to be considered complete?

In most emergency scenarios, two types of defects are common in the plans
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procurement teams receive. The first is information
overload without judgment: a long quotation sheet and
dozens of candidate sources, but no screening and no risk

flags, leaving procurement teams to evaluate from the
b beginning. The second is a plan with strong commitments
- but insufficient evidence: lead time, price, and documents

L

~_ are all listed, but each item lacks verifiable detail, making
| it difficult to trace problems when exceptions occur.

A qualified 24-hour supply plan should avoid both problems and contain at least the
following six elements:

1. Verified inventory and source information. Each candidate supply option should clearly
state inventory location, quantity, date code, packaging status, and source chain. The
stated inventory should undergo initial authenticity verification before inventory is placed
on hold.

2. Risk flags and screening rationale. Each candidate plan should include clear risk flags,
such as source risk, abnormal pricing risk, and document completeness risk. Excluded
sources should also include the reason for exclusion, helping procurement teams
understand the sourcing judgment and supporting reuse in similar future scenarios.

3. Price and lead-time comparison. Instead of providing a single quotation, the plan
should compare price and lead time for the same MPN across different sources, date
codes, and packaging conditions, enabling procurement teams to weigh real options.

4. Alternative options, where applicable. If the customer accepts alternative parts, the
plan should include a candidate alternative list with key parameter comparisons,
package differences, lifecycle status, and an availability overview as input for the
engineering team's further validation.

5. Inventory hold terms and PO path. The recommended plan should clearly state the
hold duration, hold form, expiration conditions, and the specific time window required for
PO processing, preventing misalignment between the approval flow and the hold
window.

6. Quality arrangements and logistics nodes. The plan should describe pre-shipment
inspection arrangements, the accompanying quality document list, transport mode
rationale, key transit and customs nodes, and the complete ETA node sequence.

These six elements cover the key judgments that procurement teams need to make in
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emergency sourcing: what to use, where it comes from, how much it costs, when it will
arrive, how quality will be assured, and how exceptions will be tracked. If any element is
left blank, procurement teams will have to ask repeated follow-up questions within a
compressed time window, quickly consuming the value of the 24-hour response.

This output standard gives OEM, EMS, and industrial manufacturing companies a
reference for evaluating the quality of emergency supply plans. For WIN SOURCE, the
value of a 24-hour response should also be reflected in these six elements: helping
customers not only find inventory, but also judge whether a supply plan is truly usable,
credible, and deliverable.

Scenario Example: A 24-Hour Emergency Sourcing Plan for an Automotive-Grade MCU

The following is a typical scenario example used to illustrate the practical application of
the 24-hour response framework. It does not refer to any specific customer or event.

On a Tuesday morning, a Tier 1 automotive electronics supplier discovered that the next
batch of an automotive-grade MCU would be delayed by six weeks, while its customer's
vehicle assembly line would begin using the material in 72 hours. Because the material
was constrained by automotive qualification requirements and had very limited
substitution room, the event was classified as Critical.

Within the first six hours, the procurement team completed MPN verification, inventory
review, and risk level determination. The main warehouse, in-transit orders, and shop-
floor reservations together could support only about 36 hours of demand. The
procurement team then prepared and sent an Emergency RFQ specifying a demand of
5,000 units, mandatory shipment within 48 hours, the automotive-grade date code
range, CoC and original packaging requirements, no alternative acceptance, and only
recognized-channel sources.

Over the next 12 hours, the sourcing partner returned three candidate inventory groups.
One European warehouse had sufficient stock, but the date code was relatively old. One
North American source had inventory that matched the required quantity exactly and
provided a complete document package, but air freight was required. One Asian
channel offered a price far below market level and was flagged as high risk and
excluded. The procurement team ultimately selected the North American source as the
recommended plan: the inventory could be placed under a firm 24-hour hold, quality
documents were complete, and air freight with a transit arrangement was expected to
deliver the goods to the customer-designated location within 38 hours.
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By the end of 24 hours, the procurement team received a complete supply plan covering
inventory verification results, risk flags, price and lead-time comparison, inventory-hold
terms, quality document list, and logistics nodes. This enabled the customer to complete
internal decision-making within a limited time frame and keep line-down risk within a
manageable range.
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4. Risk Control: Speed Without Sacrificing Reliability
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@ ‘ These four dimensions form the reliability system behind emergency sourcing.

Figure 5. The four dimensions of risk control that form the reliability system behind emergency sourcing.
Source: WIN SOURCE framework.

4.1 Quality Assurance and Counterfeit Detection

In emergency sourcing, whether the batch can be safely used on the line is the
customer's primary concern when working with a distribution partner. Delivery pressure
compresses the normal validation window. If a problem is discovered only after the
material has entered production, the recovery cost is often far higher than the risks in
other stages. The right response to this concern is not a simple promise, but a
reviewable quality assurance system.

A complete system consists of three layers: incoming inspection and verification,
counterfeit and refurbished part prevention, and quality documents delivered with the
goods. These layers support direct verification, front-end screening, and exception
traceability respectively. All three are necessary. This is also an important long-standing
consensus in electronic component supply chain quality management.

Standard incoming inspection actions usually cover visual inspection, X-ray internal
structure analysis, electrical performance sampling, solderability testing, moisture
sensitivity level verification, and consistency checks for markings and laser engraving.
Related processes can be established with reference to industry standards such as
IDEA-STD-1010. For high-value, high-risk, or source-sensitive part numbers, deeper
verification methods such as decapsulation may also be used. Before materials enter
the next stage, nonconforming parts must be stopped before they reach the customer's
production line.
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The core of counterfeit prevention lies not only in inspection, but also in front-loaded
supplier qualification review and approved vendor list (AVL) management. A mature
distributor should maintain qualification files, historical performance records, and risk
scoring mechanisms for upstream sources, and should apply enhanced inspection or
direct exclusion to high-risk sources with unclear source chains, abnormal price
deviations, or unusual batch characteristics. Relevant mechanisms can refer to AS608],
AS5553, and other electronic component counterfeit-avoidance and risk-control
standards, with risk isolation completed as far as possible before delivery.

The quality documents delivered with the goods are the final evidence of the inspection
and screening work above. A complete document package usually includes a Certificate
of Conformance (CoC), incoming inspection report, key visual and X-ray image records,
date code and batch information, ESD/MSD protective packaging description, and
original packaging status description. These documents not only support the customer's
internal quality audit, but also provide a clear basis for traceability if an exception occurs.
They are an important foundation for subsequent tracking, accountability, and quality
improvement.

For WIN SOURCE, quality assurance means building speed on a foundation of verifiable
risk control. Supplier qualification review, incoming inspection, and quality document
delivery should all be matched to the risk level of the part number and the customer's
specific requirements, while continuously improving with reference to industry norms
such as IDEA-STD-1010, AS608], and AS5553. Under the time pressure of emergency
sourcing, the purpose of this system is to help speed and reliability coexist, rather than
forcing the customer to choose between lead time and quality.

4.2 Supply Risk Control

Under the time pressure of emergency sourcing, a quotation that appears complete can
still cause every subsequent execution step to fail if the inventory, source, and lead-time
commitment behind it lack verifiable support.

Supply risk control centers on four interconnected
dimensions: inventory authenticity, source
transparency, price reasonableness, and lead-
time credibility. Inventory authenticity requires the
stated quantity and status to be verified before
inventory is placed on hold, avoiding repeated

listings through multiple intermediaries or
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situations in which upstream stock has already been secured by another buyer. Source
transparency requires each candidate supply option to explain its qualification
background, access path, and necessary batch information. Options with unclear
sources or deliberate avoidance of key information should not enter the recommended
plan. Price reasonableness requires a dynamic reference to market levels; prices that
are abnormally low or high should trigger additional review. Lead-time credibility
requires the delivery commitment to be supported by a specific inventory location and
executable transport route, rather than a verbal estimate alone.

These four dimensions are internally linked. Genuine inventory is the prerequisite for
source transparency; transparent sources are the basis for reasonable pricing; and
reasonable pricing helps verify whether the lead-time commitment is credible. A
compromise in any dimension will propagate down the chain and eventually surface at
the delivery node. The reason emergency sourcing emphasizes screening during the 6-
18 hour window is precisely to verify as many of these key uncertainties as possible at
the earliest stage.

4.3 Alternative Part Risk Control

When the original part cannot arrive in time, an alternative part is often the only viable
supply path. At the same time, it is the part of the entire 24-hour response most likely to
create downstream problems. If selected correctly, the problem can be resolved within
the procurement window. If selected incorrectly, the risk can extend all the way to the
production line and even affect the end product.

The complexity of alternative decisions lies not in parameter comparison alone, but in
whether the assessment dimensions are complete. A common misconception is to treat
consistency in key parameters as meaning the part can be substituted. Parameter
matching is only the starting point of alternative evaluation, not the endpoint. A
complete assessment should cover several levels.

Beyond parameter consistency, physical consistency in package and mechanical
dimensions must be assessed. This is a hard constraint at the PCB design level, and
even minor differences can prevent an entire batch from being used. Lifecycle status
should also not be ignored. Replacing an active original part with an NRND or near-EOL
part may solve the short-term issue but create another shortage risk soon afterward.
Application environment and certification requirements are another boundary that
cannot be compromised. Automotive, industrial, medical, aerospace, and other
industries each have different certification systems. Downgraded use may violate the
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customer's internal qualification process or end-product compliance requirements even
if the parameters appear to match.

Above these dimensions, a more fundamental responsibility boundary must be
respected: the final technical judgment on substitution belongs to the customer's
engineering team. In emergency sourcing, the distributor can provide candidate lists,
parameter comparisons, lifecycle data, and availability overviews as input for
engineering validation, but should not cross the boundary and make the technical
conclusion for the customer. Bringing the decision materials to the engineering team as
early as possible and enabling validation to start in the shortest time is the real value a
distributor can provide in the alternative part stage.

Because this boundary exists, risk control at the alternative stage is not only about
judging whether the alternative is technically suitable. It is also about judging whether
the materials provided to the customer are complete enough. An alternative plan that
lists only part numbers effectively pushes all assessment pressure back to procurement
teams. An alternative plan that includes parameter comparison, package differences,
lifecycle status, and certification information carries the responsibility expected of a
distribution partner in emergency sourcing.

4.4 Logistics and Execution Risk Control

Whether the value of all judgments made during the first 18 hours can be realized
depends heavily on whether the final stretch of execution can hold up operationally.
Logistics execution risk comes from far more than transport duration. It consists of three
intertwined flows: the physical flow, the document flow, and the information flow. A break
in any one of them can push an otherwise controllable supply plan off schedule.

Transport mode selection is the first judgment
point in this stage. Air freight, sea freight, road
transport, and dedicated cross-border express
services do not follow a simple “faster is better”
rule. It is clearly unreasonable to ship a small
urgent batch by sea. But blindly choosing air

freight for a high-value, large-volume i ]
shipment may also create unnecessary cost escalation. A reasonable choice should be
based on shipment value, urgency, destination conditions, and customer production
cadence, and should be aligned with the procurement team at the inventory-hold stage.

Customs clearance and document completeness are the most easily underestimated
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hidden risks in logistics. Customs clearance is often where cross-border emergency
procurement gets stuck. Incorrect HS Code classification, missing certificates of origin,
inconsistencies between commercial invoices and packing lists, and incomplete export
licenses can leave a batch already in transit waiting at customs for days, quickly
offsetting the time saved earlier. Document preparation should therefore be checked
before shipment, rather than relying on the carrier to patch issues at a transit node.

Split delivery and multi-site delivery are often underestimated forms of flexibility in
emergency scenarios. For customers with multiple production lines, plants, or regions,
delivering all material to a single warehouse may be less effective than split-batch,
multi-location direct delivery to critical production sites. The latter allows the most
urgent lines to resume first. Such arrangements need to be defined at the inventory-hold
stage and coordinated with transport planning and document preparation at the same
time.

Exception alerts and node transparency are basic requirements throughout logistics. The
biggest problem in logistics is not delay itself, but silence. Where the goods are, what
status they are in, when they will clear customs, and whether delay risk exists should be
proactively communicated to procurement teams at each key node, rather than
communicated passively after an exception occurs. This requirement is consistent with
the ETA traceability discussed in Section 3.4. At the risk-control level, its essence is to
preserve an intervention window for procurement teams when exceptions arise.

Together, the four risk dimensions discussed in this chapter - quality, supply, alternatives,
and logistics - form the reliability system behind speed commitments in emergency
sourcing. In a single urgent scenario, this system may be carried by experience,
resources, and on-site judgment. To move from trying hard every time to achieving
stable performance every time, however, a more fundamental layer is needed: a
repeatable, measurable, and sustainable collaboration mechanism. This is the focus of
the next chapter.
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5. Building a Reusable Emergency Procurement
System

5.1 Critical Materials and BOM Risk Management

The real bottleneck of emergency sourcing capability often exists before an incident
occurs. A BOM that has not undergone risk pre-review can only rely on experience and
resources when a shortage happens. A BOM that is reviewed for risk on a regular basis
can identify potential issues before most shortages occur and route them into
preventive actions in advance.

The core of BOM risk management is to classify the entire BOM by risk characteristics.
Long-lead-time parts, single-source parts, lifecycle-critical parts, special packages and
customized parts, and high-value or high-impact parts should all be marked as key
tracking items. Long-lead-time parts are those whose standard lead times exceed the
normal procurement window. Single-source parts are those with only one manufacturer
g or reliable supply channel. Lifecycle-critical parts

include part numbers for which PCN/EOL notices have
§ Peen issued or that have entered NRND status. Special
packages and customized parts usually have limited
substitution options. High-value and high-impact
parts can amplify supply risk because of their unit
price or the scope of impact if they become short.

These markings must be incorporated into a regular review mechanism. Manufacturer
supply status, market inventory levels, and lifecycle status all change over time. A part
that was still active half a year ago may have quietly entered the EOL stage.

Beyond risk marking, critical materials should also have minimum safety stock baselines
and long-term monitoring signals. The former ensures that short-term fluctuations do
not immediately become line-down risks. The latter brings long-term deterioration
trends into procurement visibility before they become emergency events. Together,
these mechanisms turn many potential shortage incidents from sudden problems into
known risks, extending the response window from 24 hours to weeks or even months.

Monitoring signals in particular must incorporate external market dynamics. They should
not cover only manufacturer lead times, but also orders, shipments, material costs, and
regional supply chain dependency. According to IPC's Global Sentiment of the
Electronics Manufacturing Supply Chain Report, in March 2025 industry demand rose to
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a near one-year high, and the Shipment Index reached its highest level since March
2024. At the same time, material costs rose again after several months of decline,
indicating that input cost pressure still required monitoring. The same report indicated
that, on average, about 29% of respondents’ supply chains still depended on Chinese
suppliers. These signals show that BOM risk management must be continuously
reviewed in light of external market dynamics.

5.2 Alternative Part and Second-Source Database

In real work, waiting until an emergency has occurred to begin evaluating alternatives is
already too late. Engineering validation of alternative parts is time-consuming.
Compressing it into a 24-hour window increases pressure on the customer's engineering
team and limits the range of alternative paths available.

A more mature approach is to build an alternative part database for critical materials in
advance. This database should not be a simple part-number list. It should distinguish
three levels: fully verified alternatives that have completed engineering validation and
can be used directly in an emergency; conditional alternatives that can be used within
specific parameter or process boundaries, with those boundaries clearly defined; and
candidate alternatives awaiting engineering confirmation, where parameters initially
match but validation has not yet been completed.

The value of this three-level structure is that it organizes the decision materials required
for substitution in advance according to completeness. When an emergency occurs,
procurement and engineering teams only need to match available options to the
specific scenario, rather than starting evaluation from zero.

Further, the database should cross-reference each original part's risk level, lifecycle
status, and typical supply channels. When the main part number is marked as rising risk,
the system or procurement process can simultaneously show the readiness of
alternative paths, allowing a shortage response option to be on standby before the
event is triggered. This is the key step in upgrading alternative parts from an emergency
tool to a risk management mechanism.

5.3 Emergency Approval and Collaboration Processe

The most commonly overlooked issue in emergency sourcing is not external supply
capability, but internal decision speed. Under a conventional procurement process, a
high-priced urgent order requires tiered approval, alternative part use requires
engineering sign-off, quality document review requires QA involvement, and logistics
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arrangements require planning confirmation. If any step still proceeds at a routine pace,
the 24-hour response window may be exhausted within the customer's own organization.

This shows why a differentiated process should be established in advance for
emergency scenarios. Key nodes need to be clarified beforehand: who has the authority
to determine risk level and decide the resource level for the response; who has the
authority to approve high-priced urgent orders and set authorization limits by risk level,
who can confirm alternative part use and operate a fast engineering sign-off
mechanism; who is responsible for quality document review and what simplified process
QA should use in emergencies; and who confirms the logistics plan and ensures the
planning department has a priority channel.

The ownership and authorization boundaries for these nodes should be clear before an
incident occurs. In an emergency, compliance and accountability can be achieved
through prior authorization, in-process records, and post-event reviews, avoiding
bottlenecks caused by routine approvals during execution. This arrangement allows
emergency response to maintain compliance and auditability while also having the
speed needed to execute within the time window.

5.4 Long-Term Mechanisms with Distribution Partners

The previous three sections focus on internal mechanisms on the procurement side. The
other half of emergency sourcing capability depends on whether the company has
established an equally repeatable collaboration mechanism with its distribution partners.
Finding a distributor that has never worked with the company before and expecting a
high-quality emergency response within 24 hours is theoretically possible, but in practice
highly unstable. The reason is simple: the distributor does not yet understand the
customer's BOM risks, AVL restrictions, document requirements, or established
communication paths.

A repeatable collaboration mechanism requires several points of alignment before an
incident occurs: pre-sharing of critical BOMs so ’ ’
that the distribution partner understands high-risk
part characteristics before shortages happen;
standardization of quality document requirements
so that document formats do not need to be
reconfirmed during every emergency; clarification
of packaging and date code preferences to

reduce repeated communication during urgent
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cases; and prior confirmation of emergency contacts and escalation paths so that a 24-
hour response does not depend on coincidentally finding the right person.

These points of alignment may seem minor, but each can save several hours of
communication cost in a real emergency.

Further, a long-term collaboration mechanism should include post-event review. After
each emergency response ends, procurement teams and their distributors should jointly
review which areas worked well and which need improvement, and then turn individual
experience into the foundation for the next response. Under this mechanism, the
relationship has essentially evolved from on-demand transactions into a supply
partnership based on shared risk. This is the long-term role a distributor can truly play in
a customer's emergency procurement system. For WIN SOURCE, this is the final extension
of 24-hour response capability: not only providing reliable supply plans during each
urgent shortage, but also working with customers to build repeatable and measurable
collaboration mechanisms that turn emergency response from firefighting into long-
term capability building.

Scenario Example: Resolving a Chain Shortage Six Weeks Early Through a Long-Term
Mechanism

The following is a typical scenario example used to illustrate the practical value of a
long-term collaboration mechanism. It does not refer to any specific customer or event.

A mid-sized EMS had already completed critical BOM sharing with its distribution partner
as part of a long-term collaboration. Among the parts, 12 were jointly marked as having
the dual risk of long lead time and single source, and were included in a monthly
monitoring list maintained by both parties.

In one PCN notice released by the manufacturer, a commonly used power management
IC was announced to enter EOL within nine months. Shortly after the notice was issued,
the distribution partner identified the information through routine risk monitoring and
proactively shared it with the EMS procurement team, before the customer's internal PCN
process had completed a full assessment.

Because the risk was identified early, the procurement, engineering, and production
planning teams still had enough time to develop a response. For short-term demand,
the procurement team secured remaining manufacturer capacity and available
inventory. For long-term demand, the engineering team started validation on two
candidate alternatives, one of which had already completed engineering confirmation in
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the database and could serve as a future mass-production transition option.

Six months later, when the IC began to tighten in the market, the EMS already
held sufficient transition inventory and had a verified alternative path. A shortage
event that could have escalated into a Critical case was resolved before it
entered the emergency response channel, thanks to the long-term mechanism.
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6. Conclusion

Component shortage risk is a structural issue that has long existed in the electronics
industry. Manufacturer allocation, lifecycle transitions, regional supply volatility, and
demand fluctuations can each push a critical part number into constrained status with
limited warning. It is unrealistic to expect more precise forecasting to eliminate
shortages completely. What is controllable is whether, after a shortage occurs, the
procurement team can make a judgment that can withstand scrutiny in the shortest
possible time. The measure of that judgment's maturity is a usable and credible
complete supply plan formed within 24 hours, not a fast quotation sheet.

For OEMs, EMS providers, and industrial manufacturers, a truly valuable distribution
partner does more than find inventory during a shortage. It works with the customer to
build a repeatable and measurable emergency response mechanism, turning 24-hour
response from a matter of luck in a single incident into a capability that can be trusted
over the long term.

This is the role WIN SOURCE seeks to play in emergency sourcing and complex
procurement for electronic components: delivering inventory and solutions at each
urgent moment, while also serving as a long-term, stable, and measurable partner in
customers' supply resilience initiatives.

WIN SOURCE NEXUS™: From Emergency Response to Systematic Capability

The risk classification, 24-hour response, quality verification, alternative evaluation, and
long-term collaboration mechanisms discussed in this white paper are not implemented
in WIN SOURCE's practice solely through individual project experience. They are further
distiled into NEXUS™, a supply chain enablement system for global electronic
component procurement.

The value of NEXUS™ lies in turning the key judgment points in emergency response into
more stable and reusable system capabilities. By integrating supply and market
information, it helps customers identify changes in lead time, pricing, lifecycle, and
availability earlier. Through BOM and alternative part support, it brings potential options
for EOL, long-lead-time, or supply-constrained part numbers to engineering and
procurement teams sooner. Through order execution, inventory release, and logistics
coordination, it makes the key nodes from inventory hold to delivery more transparent.
Through support for urgent orders, EOL, and lifecycle services, it extends individual
emergency response into ongoing customer collaboration. Through supplier audits,
material verification, and quality document management, it builds fast response on a
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foundation of verifiable risk control.

In this sense, NEXUS™ is not a replacement for the customer's existing
procurement, planning, or quality processes. It is a support framework that
connects and amplifies those mechanisms. It helps risks become visible earlier,
solutions be organized faster, and execution be tracked more clearly, while
gradually turning emergency response from a best-effort activity into a
consistently repeatable capability. In an electronic component industry where
shortages cannot be completely avoided, this is the certainty WIN SOURCE aims
to provide customers.

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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