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Introduction

Macroeconomic uncertainty threatening enterprise performance has led 76% of
CEOs and senior business executives to pursue cost-efficiency.'It’s little surprise
then that 71% of chief supply chain officers (CSCOs) cite short-term cost control
as their top priority.?

Pressure to deliver on supply chain cost performance expectations is nothing new
for CSCOs: Only 54% described their supply chain organization’s cost targets over
the past three fiscal years as achievable.?

But the same economic headwinds that precipitated the CEO’s current mandate —
namely tariffs and geopolitical instability — are significantly challenging CSCOs’
efforts, leaving only one in five (21%) feeling confident in their ability to deliverin
the short term.?

And the road ahead doesn’t look any clearer: Only 40% of CSCOs feel confident

in their ability to secure the funding needed for long-term cost optimization
initiatives.® CFOs, by and large, agree with the sentiment. Just 39% say their CSCO
has been effective in using capital investments to reduce supply chain costs.?

12026 Gartner CEO & Senior Business Executive Survey
22025 Gartner CSCO Community Outlook Survey
32025 CSCO Limitations and Diminishing Returns to Cost Reduction Survey

This document is based on “Supply Chain Executive Report: Deliver
Sustained Cost Excellence.” Clients may access the full Supply Chain
Executive Report on the client portal: Click Here
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Still, there are some CSCOs successfully weathering the storm, outperforming
their cost expectations and demonstrating sustained cost excellence. These
supply chain leaders practice proactive cost management or “assertive advocacy,”
and as a result are more than twice as likely to be high performers on sustained
cost excellence when compared to those who rely on consensus-building.

Comparing high performers in sustained
cost excellence

Percentage of high performers in sustained cost excellence

48%

19%

I

Consensus builder CSCOs (n =31) Assertive advocate CSCOs (n=29)

Source: 2025 Gartner CSCO Limitations and Diminishing Returns to Cost Reduction Survey
© 2026 Gartner, Inc. and/or its affiliates. All rights reserved. CM_GBS_4528400

Here we explore three keys to proactive supply chain cost management.
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Master the P&L

If your CEO and CFO view the supply chain organization as merely an order-
taking, operational function, you’ll keep getting fed unrealistic cost targets.

Change the narrative. Track and report margin and growth improvements
to explain to the CEO and CFO that supply chain’s value goes beyond cost
avoidance.

Also, instead of just accepting their aspirational, aggressive targets in the hopes
of fostering goodwill, build real credibility with a formal, structured approach to
cost target negotiation. Educate the CEO and CFO on supply chain trade-offs
and long-term business risks to negotiate realistic targets.

Example of short-vs. long-term trade-offs
for cost decisions

Short-term cost decision Long-term negative implications

Reduce warehousing and distribution costs

T Shortages and compromised customer service
by minimizing inventory levels

Inferior quality due to lax quality standards and stranded

Outsource to lower-cost contract manufacturers .
assets that are left behind after the outsource

Single source for volume discounts Limited flexibility and more vulnerability to disruptions

Longer lead times, affecting delivery schedules

Combine shipments to reduce transportation costs - .
and customer satisfaction

Reduce the number of customizations or additional Diminished ability to meet diverse customer
value-added services offered to customers needs, impacting revenue and/or market share

Source: Gartner
© 2026 Gartner, Inc. and/or its affiliates. All rights reserved. CM_GBS_4528400
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Scale supply chain’s impact

We get it: It’s hard to influence cost decisions if they have indirect impact on
supply chain cost performance, and you’re wary that using your hard power
would result in you being perceived as a “difficult” peer and leader. But it’s not
strategic or sustainable to use one-off favors in the hopes of notching wins on
cost optimization where you can.

The better approach is to embed supply chain insights in the cross-functional
decision-making processes that have a material impact on the supply chain cost
structure. Frame decision trade-offs in terms of enterprisewide, rather than solely
supply chain, outcomes.
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Make cost-efficiency the default

Avoid reacting to cost mandates with one-off cost cuts of low-hanging fruit.
Quick wins may (temporarily) improve credibility with business stakeholders,
but they don’t fix bad processes and poor oversight. If anything, they invite
inefficiencies and cost overruns to come back.

Instead, develop processes and governance around cost control. Arm staff with
automated tools and dashboards that improve visibility into cost drivers and cost
savings opportunities. Make cost excellence the standard across the supply chain
through a combination of incentives and audits.

“Carrot and stick” approach to cost management

B Assertive advocate CSCOs
B Consensus builder CSCOs

66%

Provide rewards/recognition

for cost-reduction behavior 35%

62%

Audit supply chain practices

for adherence to cost policy —
(<]

Source: 2025 Gartner CSCO Limitations and Diminishing Returns to Cost Reduction Survey
© 2026 Gartner, Inc. and/or its affiliates. All rights reserved. CM_GBS_4528400
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Actionable, objective insights

Position your organization for success. Explore these additional
complimentary resources and tools on supply chain cost management.

] %
Webinar

Tool
CSCOs Must Deliver Sustained Cost Develop Your Supply Chain Cost

Excellence in 2026 and Beyond Management Plan

Learn strategies to drive better supply chain
cost performance.

Reduce supply chain costs and generate savings.

Already a client? Get access to even more resources in your client portal. Log In /1
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Connect with us

Get actionable, objective business and technology insights
that drive smarter decisions and stronger performance on
your mission-critical priorities.

U.S.: 18553225484
International: +44 (0) 3300 296 946

Become a Client

Learn more about Gartner for Supply Chain

Stay connected to the latest insights

Attend a Gartner conference
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