Closing the

Readiness Gap

How service leaders can protect
uptime, reduce inventory exposure,
and make better decisions across
complex parts networks
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When a critical service part is unavailable, the
cost goes far beyond expedited shipping. It can
mean missed uptime commitments, delayed
repairs, contract penalties, reduced technician
productivity, and margin leakage.

Yet many service organizations face a costly
paradox: too much inventory overall, but not
enough of the parts that matter most.

The challenge is not simply having inventory.

It is anticipating where service risk will emerge
and making the inventory, repair, lifecycle, and
fulfilment decisions that protect uptime without
overstocking.
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+ What is the aftermarket readiness gap?

The aftermarket readiness gap is the disconnect It appears when organizations increase inventory
between the service promise made to the customer but still miss critical parts, react too late to emerging
and the planning decisions that determine whether service risk, or measure availability without fully

it can be protected across parts, locations, accounting for customer and business consequence.

repair loops, lifecycle stages, and response-time
commitments.

The readiness gap is the difference between having inventory and being ready.

Why the gap is widening

The gap is widening as installed bases age, product portfolios expand, supersession chains become harder
to manage, and service contracts demand faster response and higher uptime. At the same time, leaders are
expected to improve service while reducing working capital, often with planning processes not designed for
intermittent demand, long-tail complexity, closed-loop supply, or fast-changing service risk.

Signs the gap is growing
* High inventory alongside persistent critical stockouts
*  Frequent emergency shipments, transfers, or premium freight

*  Slow-moving parts that are difficult to rationalize but risky to remove

* Inventory policies that do not reflect asset criticality, customer priority, or contract commitments
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+ Aftermarket planning is an uptime business

The objective is not maximum part availability
everywhere. It is readiness where downtime creates
the greatest customer, operational, and financial
consequence.

Not all stockouts are equal. Missing a commodity
item with available substitutes is very different from
missing a specialized component needed to restore a
critical asset under a service-level agreement.

Yet many planning processes still rely on demand
frequency, historical consumption, or standard
service targets, creating a mismatch between
where inventory is held and where service risk is
concentrated.

The finished-goods playbook breaks in the aftermarket

Finished-goods demand often reveals patterns through seasonality, promotions, channel behavior, and repeat
purchasing. Service-parts demand is driven by installed assets, maintenance events, usage intensity, reliability,
warranties, and failure timing.

A part may show no movement for months, then become essential in a location where the response window is

measured in hours. Historical shipments can also hide true demand: the record shows what was supplied, not
necessarily what was needed.

The decision shift

*  From shipped history to service-risk signals *  From static policies to decisions informed
by installed base, asset age, reliability,
* From forecast accuracy alone to readiness and maintenance, warranty exposure, and service
consequence commitments

The goal is not simply a better forecast. It is to anticipate service risk and act before it reaches the customer.
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+ Slow-moving parts create high-stakes decisions

Low demand does not mean low importance.

The part that rarely moves may be the part that
stops a critical asset, triggers a penalty, or puts a
service relationship at risk.

Aftermarket portfolios are dominated by the long tail.
Traditional classifications based mainly on annual
consumption value cannot distinguish strategic
readiness from avoidable excess.

A specialized component with a long lead time and
a substitutable cosmetic part may have similarly
sparse histories but radically different stockout
conseguences.

Effective policy must account for probability,
criticality, installed-base exposure, lead time,
substitution, lifecycle stage, repairability, and
contract commitments.

Inventory placement determines service readiness

The network question is not only how much inventory
to hold. It is which parts belong close to the
customer, which should be pooled, and which should
not be stocked at all.

Planning central, regional, local, dealer, field,

and technician inventory independently creates
duplicated buffers and excess stock. But centralizing
everything can undermine uptime, first-time fix
performance, and customer trust.

The priority is to move from local buffers and blanket
inventory reduction to network readiness, using
rebalancing, pooling, transfers, repair, substitution,
and expedited fulfilment according to business
conseguence.

Some slow movers are strategic risk. Others are
working-capital traps. The planning system must
know the difference.
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The supply loop does not end with procurement

For repairable components, supply depends on
core returns, inspection, repair capacity, turnaround
time, yield, and scrap. A reverse-logistics bottleneck
can create the same customer impact as a supplier
delay.

Lifecycle complexity adds another layer. Demand
may rise as the installed base ages, while

supersession chains can strand stock and divide
demand across old and new part numbers. Last-time
buys must balance long-term support obligations
against the risk of inventory that may never be
consumed.

In the aftermarket, supply is circular, conditional,
and constantly changing.

+ Decision intelligence closes the readiness gap

Closing the readiness gap requires more than
another dashboard. It requires a decision system
that senses service risk, accounts for uncertainty,
and guides the best response.

Decision intelligence combines probabilistic
planning, continuous sensing, and prescriptive
optimization to recommend actions across service
and inventory trade-offs.

Unlike deterministic approaches that rely on a single
expected demand number, probabilistic planning
shows the likelihood, range, and consequence of

future demand so teams can make better service
and inventory decisions.

+ The executive outcome

For aftermarket leaders, the value is practical:

* Fewer service surprises through earlier risk
identification

* Higher availability where it matters without
stocking every part everywhere

* Lower inventory exposure through

differentiated policies and network optimization

* Faster, more confident decisions across uptime,

service, cost, working capital, and margin

The result is a service organization that is not just
stocked, but ready.

It helps teams answer questions such as:

*  Should a part be stocked locally, pooled
centrally, transferred, repaired, substituted,
expedited, or allowed to run down?

*  Should a slow-moving item be protected
because of high service consequence,
or reduced because it represents excess
exposure?

These are not reporting questions. They are decision
questions.
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+ Aftermarket readiness self-assessment

Use these questions to identify where service risk, excess inventory, and planning friction may be concentrated.

Executive question

What it reveals

Can we anticipate service risk before it
reaches the customer?

Do we know which parts truly determine
uptime and contract performance?

Is inventory positioned according to
service consequence?

Are repair, reverse, and lifecycle flows part
of the plan?

Can we quantify the trade-off between
service and inventory exposure?

Are intermittent demand, installed-base signals,
criticality, and stockout consequences connected?

Are slow-moving items segmented by consequence
rather than velocity alone?

Are local availability, central pooling, transfers, and
excess exposure optimized as one network?

Are local availability, central pooling, transfers, and
excess exposure optimized as one network?

Can leaders make informed decisions across uptime,
cost, working capital, and margin?



M tOO'Sg roup + eBook | Closing the Aftermarket Readiness Gap

+ Ready to close the aftermarket readiness gap?

If your answers reveal gaps in service risk, inventory placement, repair flows, lifecycle planning, or decision-
making, the next step is to identify where better decisions can create the greatest impact.

ToolsGroup helps aftermarket organizations anticipate risk earlier, improve availability where it matters,
reduce inventory exposure, and protect customer commitments through probabilistic planning, multi-echelon
optimization, continuous sensing, and prescriptive recommendations.
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Want to keep exploring?

See how leading organizations are
applying decision intelligence

Explore Aftermarket Planning



https://www.toolsgroup.com/industries/aftermarket-parts/
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