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Why Service Parts Planning 

is a C-Suite Priority 

Downtime is no longer an operational inconvenience, it’s a direct threat to revenue, 

margins, and brand trust. Supply volatility, inflationary pressure, and continued rising 

part costs make service planning one of the most critical levers for protecting growth.

Our recent 
whitepaper found 

that inflation, tariffs, 

and cost pressures 

are the top three 

threats facing 

service organizations 

in today’s environment. 

How much revenue is currently at risk 

because of downtime and service failures?

How does service performance today 

impact renewals of service contracts 

and customer satisfaction?

Where is shareholder value gained 

or lost in the current service model? 

KEY QUESTION PROOF POINTS

They need to protect operational margins 

to sustain long-term shareholder value.

CEOs don’t need more 
operational reports. 

They need a way to turn service 

into a reliable financial driver.

CFOs don’t need 
cost-cutting at the expense 
of customer satisfaction.

They need integrated platforms that unify 

planning, execution, and enterprise outcomes 

using cutting edge technology like AI.

CIOs don’t need 
more tools.

https://9106787.hs-sites.com/hubfs/Whitepapers/2025%20-%20Whitepaper%20-%20Navigating%20the%20Service%20Experience%20Storm.pdf?hsCtaAttrib=189042757728
https://9106787.hs-sites.com/hubfs/Whitepapers/2025%20-%20Whitepaper%20-%20Navigating%20the%20Service%20Experience%20Storm.pdf?hsCtaAttrib=189042757728
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The Cost of Inaction

When enterprises fail to address Service Parts Planning gaps, 

the financial consequences are steep. These costs don’t just appear 

on the operations ledger, instead they ripple through revenue, 

margins, and customer relationships.

 

Enterprises that fail to optimize their service inventory face:

SLA penalties:

missed commitments 

trigger financial 

exposure.

Expedited freight:

exorbitant costs 

that are avoidable 

with better planning.

Customer churn:

uptime failures erode 

loyalty and open doors 

for competitors.

Even a 2–3% improvement in service levels 
can protect tens of millions in recurring revenue.

APQC benchmarking shows that underperformers spend 

about 10% of their logistics budget on expedited freight, 

compared to around 3% for best-in-class.

For a $2 billion enterprise, that gap represents $3.4 million 

wasted annually on rush shipments—a direct hit to gross 

margin and shareholder value1.

https://www.sdcexec.com/transportation/article/21116936/apqc-metric-of-the-month-mitigating-expedited-costs-in-logistics
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On the other hand, many organizations are still carrying excess inventory 

as a false safety net, tying up working capital and warehouse space while 

hiding systemic inefficiencies.

The risk of doing nothing is clear: while you absorb rising costs of parts, 

warehouse space, and shipping along with firefighting SLA compliance 

failures, competitors have invested in smarter Service Supply Chain (SSC) 

strategies gain resilience, win trust, and expand market share.

Target one high-risk SLA account 

and model the cost of downtime 

over 12 months.

Use this as the baseline business 

case for improved planning.

QUICK TIP

What is the financial impact 

of SLA compliance failures 

last quarter?

How much capital is 

tied up in unnecessary 

“just-in-case” inventory?

What is the true cost of 

downtime across key accounts?

KEY QUESTION
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Strategic Shifts Shaping 

Service Supply Chains (SSC)

SSC management is at a turning point. Economic pressure, rising customer 

expectations, and advances in technology are forcing organizations to rethink 

how they plan and execute Service Parts Management. The organizations that 

embrace these shifts will protect margins, strengthen resilience, and unlock 

new value. Those that don’t risk falling behind.

Here are what organizations experience 

while navigating these shifts:

Demand variability + labor scarcity 

Rising part costs (10%+ in 2024)9 combined with 

uneven demand growth (<5% normalized) create 

planning uncertainty and complexity2.

Inventory declines without service loss 

Real inventories decreased by more than 5%, 

yet service levels held flat (-0.1%) and fill rates barely 

moved (-0.7%). The lesson: smarter planning works9. 

Velocity gains drive resilience 

Customers improved inventory velocity 

by +20.7%, unlocking working capital while 

maintaining uptime guarantees9.

AI adoption as the next frontier 

Gartner projects that 30% of enterprise companies 

will automate more than half of their network 

activities by 2026, up from under 10% in mid-20233.

Infrastructure and 

operations (I&O) leaders 

are increasingly looking 

to AI-based analytics 

and augmented decision 

making, including 

intelligent automation 

(IA), to improve 

operational resilience 

and responsiveness, 

address complexity and 

process increasingly 

large amounts of data 

through automation.

Chris Saunderson 
Sr. Director Analyst, Gartner
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How prepared are we to balance 

cost efficiency with service resilience?

What is our current inventory velocity, and 

how does it compare to industry benchmarks? 

Are we investing in AI at the pace of 

industry leaders, or risking obsolescence? 

These shifts make 

clear that competitive 

advantage no 

longer comes from 

stockpiling parts. 

It comes from 

deploying smarter 

planning strategies, 

embracing efficiency, 

and embedding AI for 

more informed and 

agile decision-making.

KEY TAKEAWAY KEY QUESTION

Run a side-by-side analysis of inventory 

turns vs. service levels over the last 12 months.

Use this to quantify whether efficiency gains are being 

captured, or if excess stock is masking systemic issues. 

QUICK TIP
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What World-Class Service 

Organizations Do Differently 

World-class organizations treat planning as a strategic discipline.

Leading organizations don’t stop at adopting best practices. They put them on the 

executive agenda, making clear how SSC decisions impact margins, revenue, and 

sustainability. The real gap between average and top performers comes down to 

execution, especially in areas like:

End-to-end integration

Field service, supply chain, and 

customer experience teams work as 

one, ensuring operational decisions 

translate into measurable customer 

and financial outcomes.

AI for risk scoring and planning

Machine learning helps identify 

at-risk assets and allocate resources 

proactively, reducing emergency 

shipments and improving uptime.

Dynamic stocking for SLAs 

Rather than relying on costly buffer 

inventory, leaders align stocking 

strategies directly with SLA requirements, 

balancing availability with cost efficiency.

Install base awareness

Precise visibility into 

deployed assets enables smarter 

stocking, contract alignment, 

and lifecycle planning.

Reverse logistics to recapture value

World-class organizations 

recover costs and meet sustainability 

goals by refurbishing, recycling, 

or redeploying parts.
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Do we have true visibility 

into our install base and 

its lifecycle risks? 

How well do stocking 

strategies align with SLA 

and uptime commitments?

Where can reverse logistics lower 

operational costs and support 

corporate sustainability goals? 

Is our SSC integrated across 

functions, or still siloed? 

KEY QUESTION

Our Maturity Matrix shows that 

“Optimizers” and “Innovators” see 

a 15–20% higher first-time fix rate 

compared to “Reactors,” directly 

impacting customer loyalty and 

contract renewals.

IBM notes that over 90% of emissions 
associated with providing products 
and services arise in the supply 
chain, meaning reverse logistics 

(as part of the chain) must be 

considered in sustainability strategy10.

PROOF POINTS

https://info.baxterplanning.com/hubfs/BaxterPlanning-Service%20Parts-Planning%20Maturity%20Matrix.pdf?hsLang=en
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Key Metrics and KPIs 

for Strategic Oversight 

The world’s leading service organizations track KPIs as executive scorecards to link 

operational decisions directly to business outcomes. These metrics provide the visibility 

needed to protect margins, secure customer loyalty, and guide investment priorities.

KPI Strategic Impact

Service Level %
SLA compliance 
and customer retention

Organizations that consistently meet SLAs 
see noticeably higher customer retention 
and renewal rates

Inventory 
Turns

Working capital efficiency 2–3x faster turns reported by mature planners7

Fill Rate
First-time fix 
and productivity

+25% improvement across 
Baxter Planning customers6

Downtime 
Avoidance

Brand protection 
and uptime guarantee

Avoidance of SLA penalties saving $M annually

Planning 
Accuracy

AI effectiveness 
and responsiveness

AI-powered planning delivers 95%+ forecast 
accuracy; AI has reduced forecasting errors 
by up to 50%8

Key Results
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Technology Evaluation 

Criteria for Executives

When it comes to selecting a platform, the stakes are high. A misstep here can lock your 

organization into a solution that looks promising in demos but fails to deliver in the field. 

The right technology should feel less like an expense and more like an enabler of growth.

LOOK FOR:

Vendor stability 
Track record, employee tenure, 

and customer retention.

Partnership approach:  
Joint road map planning and 

change management support.

SSC expertise in support 
Access to planners and domain 

experts, not just generic help desks.

Purpose-built technology: 
Native to SSC (not retrofit).

Industry/community involvement: 
Training, peer networks, 

and knowledge-sharing.

Planning-as-a-Service (PaaS): 
Flexible options 

to scale expertise.

Customer references: 
Willingness of existing clients 

to share measurable outcomes.

For an example of 
technology designed 
specifically for SSC, 
see BaxterPredict.

A PURPOSE-BUILT 
OPTION

CAN THIS PLATFORM...

Align stocking strategy to SLA commitments?

Leverage AI without creating a black box?

Integrate with ERP, FSM, and 3PL ecosystems?

Optimize inventory without harming service?

https://baxterplanning.com/platform/
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Building the Business Case

Even the strongest intuition won’t win executive approval. Numbers will. 

That’s why your business case must translate SSC performance into financial impact.

Think about it in three dimensions:

If you’re an executive, understanding 

SSC through this lens is critical.

•	 What does one hour of downtime 

cost in shareholder value? 

•	 How much faster could the company 

grow if field technicians always had 

the right parts in hand?

When your business case connects 

operational improvements to financial 

outcomes, it becomes a story leadership 

can’t ignore.

More efficient engineers, 
fewer escalations, 
smoother planning 

workflows.

PRODUCTIVITY 
GAIN

Lower inventory 
carrying costs, fewer 
expedited shipments, 

less waste.

COST 
REDUCTION

Uptime leads to renewals 
and new business.

Every prevented downtime 
incident protects future growth.

REVENUE 
PRESERVATION
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Questions for Your Team

BUILDING THE BUSINESS CASE

This is where you move from theory to reality. 

Gather your team and put tough questions on the table:

Conversation starters like these will reveal both blind spots and opportunities.

Next Steps: Blueprint for Change

The key is momentum. Each step builds credibility, and each win fuels the case for scaling.

Transformation doesn’t happen overnight, but it also doesn’t happen by accident. 

Here’s how leading organizations start:

Document Improvements

Capture ROI and performance gains 
to build momentum for broader rollout.

Internal Leadership 
Alignment Workshop 

Put finance, supply chain, and service 
leaders in one room. Align arounda 
common vision.

Planning Maturity 
Assessment

Benchmark your current 
state and uncover gaps.

AI-Readiness Audit

Evaluate if your data and 
processes can support AI-driven 
planning and execution.

Pilot Rollout Strategy

Start small, define KPIs, measure 
outcomes, be proactive about 
change management, and refine.

Are we 
holding excess 
inventory just 
to feel safe?

Are we truly 
planning 
for demand, 
or only 
forecasting?

Which parts 
in our install 
base are 
mission-critical, 
and do we know 
for sure?

What’s the 
real cost of 
downtime in 
our contracts 
and customer 
satisfaction 
scores?

Can we scale 
our service 
model without 
a significant 
increase in 
inventory?
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The Competitive Edge

Here’s the truth: optimizing your SSC is no longer 

optional. It’s the difference between leaders who 

set the pace and laggards who fall behind. 

Companies that act today are rewriting the rules 

by delivering higher uptime, cutting costs, and 

creating service models that scale with confidence.
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Sources:

Begin with a maturity assessment and start the conversation. 

The earlier you act, the faster you’ll build the competitive 

edge your market demands.

Ready to explore what this looks like for your organization?

Your next step

Contact a Baxter Planning SSC expert today

https://info.baxterplanning.com/hubfs/BaxterPlanning-Service%20Parts-Planning%20Maturity%20Matrix.pdf?hsLang=en
https://info.baxterplanning.com/contact-us
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ABOUT BAXTER PLANNING

Baxter Planning is a global leader in Service Supply Chain software, delivering 

a Service Experience Advantage to the world’s most innovative enterprises for 

over 30 years. The end-to-end BaxterPredict platform empowers organizations 

to optimize Service Parts Planning, execution, and resolution, driving superior 

customer experiences, fostering long-term loyalty, and fueling business growth.

The company is headquartered in Austin, Texas, United States, with offices 

around the globe. For more information, visit www.baxterplanning.com

By combining purpose-built technology, award-winning AI, 

decades of practitioner expertise, and a commitment to true partnership, 

Baxter Planning consistently delivers industry-leading outcomes for its clients.

https://www.baxterplanning.com

