2 Prophix

From Reactive to
Resilient: A Playbook for
Manufacturing Finance

A 6-step framework for navigating volatility, protecting
margins, and leading with confidence.



The new reality of
financial planning in
manufacturing

Manufacturing finance has always managed
complexity. But unlike past periods—when disruptions
were more isolated—today’s shifts are broader, faster,
and deeply interconnected. Changes in demand,
supply, labor, logistics, and costs now ripple across the
business at once, causing plans to fall out of date in
weeks, not quarters.

For CFOs, this elevates financial planning from a periodic exercise to
a continuous strategic discipline—one where agility and foresight are
essential to protecting margins, capital, and long-term growth.

Yet many teams still rely on planning processes built for a more
stable operating environment. These approaches weren't designed
for today’s pace or complexity, forcing FP&A teams to react to
volatility rather than anticipate it. As a result, finance is often
constrained by:

Static annual budgets that quickly lose relevance
o]
/°/‘/ Forecasts built on siloed assumptions

Spreadsheet-heavy data collection that slows insight and increases risk

X . . .
6_1 Reactive scenario planning

@ Constant rebuilds due to shifts in costs, yield, capacity etc.

In a world of continuous volatility, these limitations don’t just slow
planning—they weaken decision-making when it matters most.



High-performing manufacturers are embracing a new
approach — grounded in agility, alignment, and continuous
insight.

o They base plans on operational drivers rather than rigid
calendar cycles.

0 They use scenario planning as a starting point, not an
afterthought.

o They use modern FP&A technology, including Artificial
Intelligence (Al) supported insights, to update forecasts
faster and identify risks earlier.

To stay competitive, manufacturers must modernize financial
planning to match today’s dynamic, interconnected operating
environment.

This playbook introduces six essential planning tactics

used by leading manufacturing finance teams to anticipate
disruption, connect planning across the business, and operate
with speed and confidence in a world of constant change.

76.2%

of manufacturers cite trade uncertainties as
a top business challenge.

National Association of Manufacturers (NAM), 2025 Q1
Manufacturers’ Outlook Survey




Why today’s planning feels broken

Every part of a manufacturing organization feels the strain of traditional planning
processes. While the pressures vary by roles, the outcome is the same: plans fall
behind faster than teams can update them. Understanding how this plays out
across finance makes it clear why these current planning methods no longer
work.

Finance role | Manufacturing reality Impact on finance team

CFO - Input costs rise and fall - Margin uncertainty increases
Labor and energy expenses shift . Cash flow becomes harder to predict
Supplier reliability varies - Long-term planning breaks when costs
Freight & tariff costs remain volatile shift faster than budgets can update

Controller - Fluctuating scrap, yield, labor use, - Cost standards and assumptions
and production rates between become outdated quickly requiring
shifts and across plants constant revision
Frequent schedule changes to - Delays in the close process due to
accommodate materials, orders, reconciliation of unexpected variances
or staffing

FP&A - Demand fluctuates - Out of sync forecasts

Analyst . Backlogs change - Analysts spend hours stitching together
Supplier delays data from different sources (ERP,

Production plans adjust weekly spreadsheets, tc)

Critical data lives in multiple systems Reforecasting becomes reactive instead

of strategic

These challenges compound and turn into consequences faster than traditional planning cycles can
respond. A change in quality affects output, causing delivery timelines and revenue projections to
change. A small movement in material prices can alter product profitability across the entire portfolio.

— finance teams are adopting more adaptive, connected, and forward-looking planning models

~

%’, The good news? There’s a smarter way forward. The next section outlines how modern
-

that allow them to stay ahead of volatility instead of reacting to it.




6 modern
planning
tactics you can

apply today

e ™
1 Detect operational and market
triggers before they impact margin
o /
e ™
2 Align finance, operations, and supply
chain around shared drivers
o _/
e ™
3 Build rolling forecasts that
reflect real plant conditions
o _/
e ™
4 Use what-if scenarios to prepare
for disruptions before they occur
o _/
e ™~
5 Link operational actuals to
financial plans in near real time
o _/
e ™
Standardize cost, capacity, and
6 demand assumptions across
L plants and products
J




Detect operational
and market triggers before
they impact margin

Most manufacturers discover issues only after formal reporting cycles, which
makes financial responses reactive. Because production, demand, and cost
conditions shift faster than monthly or quarterly updates, teams often miss the
window to prevent financial impact.

The strategic shift:

Finance teams need to move from backward looking review processes to forward looking, insight
driven planning rhythms. This includes continuously monitoring operational performance indicators
such as production rates, cycle times, labor consumption, and supplier reliability alongside cost, price
and demand trends. Predictive insights can flag when demand, supply, or cost trends may be shifting.

The real-world solution:

In practice, manufacturers track short term indicators such as changes in sales orders, backlog patterns,
material availability, supplier timing, and early signs of cost movement. They utilize predictive forecasting and
agentic Al to anticipate demand shifts or supply disruptions so that plans can be re-evaluated before issues
escalate.

How FP&A software helps:

FP&A software centralizes financial and operational data inputs, making it easier to refresh assumptions

as new information becomes available. With the addition of predictive insights and agentic Al, finance
teams can identify which trends may warrant closer attention and which plans need to be updated without
rebuilding models manually.

Self-check:
@ Are you able to identify important demand, cost, or supply changes within 24-72 hours, or do you
usually discover them after a reporting cycle when options are limited?




Align finance, operations,
and supply chain around
shared drivers

Forecasts lose accuracy when departments are working with data from separate,
siloed systems and rely on differing assumptions and spreadsheets. Finance may
use last year’s standards, operations may update forecasts based on production
behavior, procurement may use recent cost expectations, and sales may forecast
based on separate demand signals. These inconsistencies cause misalignment
and significant rework. Not to mention the tedious task of aligning different
versions of spreadsheets and chasing people down for this information.

The strategic shift:

Standardize planning around shared cross-functional drivers. This will allow teams to plan based on the
same inputs allowing for faster, more accurate planning.

The real-world solution:

Align on a shared set of drivers, such as demand assumptions, production capacity, material availability, and
cost assumptions, and use them consistently across all planning activities. This reduces rework, improves
trust across teams, and creates a more integrated planning environment.

How FP&A software helps:

FP&A software provides a centralized environment to maintain and govern shared drivers, providing one
source of truth. Updates flow automatically across models, so teams stay aligned without relying on version-
controlled spreadsheets. Driver based templates and processes recalculate financial impacts immediately
when operational inputs change.

Self-check:

When comparing assumptions across functions or plants, do you see variations of more than
5-10%, requiring reconciliation before plans can be finalized?




Build rolling forecasts
that reflect real
organizational conditions (

Quarterly or annual forecasting cycles cannot keep up with evolving
manufacturing conditions. Assumptions become outdated quickly as supply,
production yield, inventory, labor availability, and customer demand shifts week
to week.

The strategic shift:

Manufacturers must adopt rolling forecasts that are updated regularly and incorporate the latest
operational and commercial data. Forecasting becomes a continuous, driver-based activity rather than
a periodic event. Predictive insights support this evolution by offering a forward-looking perspective on
performance trends.

The real-world solution:

Rolling forecasts give manufacturers a planning rhythm that matches the speed of their business. Instead of
relying on set quarterly cycles, teams can refresh forecasts with the most recent information. Because each
cycle builds on the last, the forecast becomes more accurate over time.

How FP&A software helps:

FP&A software reduces the manual effort required to prepare each forecasting cycle. Reports are a one-
time setup, in which data automatically flows through and updates accordingly. Al tools such as predictive
forecasting, agentic Al, and instant insights support forward-looking analysis, enabling more frequent and
more accurate forecasts without extra workload.

Self-check:

Does it take your team more than a day or two to refresh a forecast, or can you produce updated
projections within one business day when needed?

Silafrica Packaging, a leading plastics manufacturer, improved operating cost
JSILAFRICA  forecast accuracy by 15% and enhanced cost management by automating and
standardizing reporting processes.


https://www.prophix.com/customer-stories/stretching-to-new-financial-heights-at-silafrica/

Use what-if scenarios to
prepare for the “worst-case”
scenario before it occurs (

Manufacturers often evaluate the financial impact of disruptions only after
they experience them, increasing the risk of delayed action and less effective
decisions.

The strategic shift:

Build scenario planning into normal planning cycles, not just crisis moments. Teams should routinely
test how changes in costs, supply, production, or demand could influence financial performance.

The real-world solution:

Manufacturers can strengthen decision-making by evaluating how different conditions could affect
profitability and performance — both good and bad. By comparing financial outcomes, when issues arise,
teams already know the potential range of impacts and can act quickly.

How FP&A software helps:

FP&A software allows teams to duplicate plans, adjust variables such as “what if we throttle this shift” or
“what if we replace a machine” or “what if material costs increase 20%”, and compare potential outcomes
side by side. Built-in generative and agentic Al tools help to surface emerging risks, predictions, and
opportunities, such as unusual cost spikes, demand volatility, or margin erosion, so teams know which
scenarios to test before the issues escalates. This shifts scenario planning from reactive analysis to proactive
decision support.

Self-check:
If supplier timing, demand levels, or material costs changed today, could your team estimate the
financial impact within hours?




Link operational
actuals to financial
plans in near real time

Month-end reporting delays the visibility manufacturers need to address
performance issues. Operational variances may persist for weeks before their
financial impact is understood.

The strategic shift:

Create a more continuous link between operational actuals and financial plans so forecasting reflects
performance sooner and corrective action happens faster.

The real-world solution:

Teams regularly incorporate updated labor, material, production, costs and sales forecasts into their
planning model, enabling earlier detection of deviations. When variances are identified sooner, finance and
operations can collaborate earlier on corrective actions.

How FP&A software helps:

FP&A software integrates data from multiple source systems including ERP, CRM, supply chain, HR, and
industry specific platforms using connectors, APIs, and flexible data ingestion tools to support connected
planning and analysis. This reduces manual effort and supports more frequent forecast updates aligned
with current performance.

Self-check:
Do operational variances reach your planning process within a week, or does your organization rely
primarily on month-end results?
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Standardize cost, capacity,
and demand assumptions
across the organization

When teams or units use different cost structures, labour assumptions,
production expectations, or demand definitions, planning becomes inconsistent
— even in single site companies.

The strategic shift:

Shift from looking at financial results in aggregate to analyzing margin performance at more meaningful
levels: product lines, customers, channels, and business units. This requires integrating cost, revenue,
and operational drivers into a profitability structure that allows leaders to assess where to prioritize
volume, capacity, investment, and pricing actions.

The real-world solution:

Manufacturers strengthen decision-making when they have access to consistent templates and shared
definitions, plans consolidate easily, performance comparisons make sense, and leadership gains a clearer
view of profitability and resource needs.

How FP&A software helps:

FP&A platforms centralize planning templates ensuring updates flow consistently across all models and
functions. Teams can refine assumptions, adjust inputs, and assess margin impact more consistently,
enabling more precise evaluation of product and customer performance.

Self-check:
Do teams spend significant time questioning the accuracy of the data in reports, reconciling
planning inputs or merging inconsistent assumptions, even within the same plant or business unit?

SoundOff Signal, a leading manufacturer of safety and signaling solutions,
'oundOff \Was able to improve confidence in organization-wide data by increasing
ignal !lll. income forecasting accuracy by 16.7% and enhancing expense budget
accuracy by 32%.

n


https://www.prophix.com/customer-stories/more-accurate-data-in-less-time-for-soundoff-signal/

The systems that turn planning into a
strategic advantage

In most manufacturers, planning cycles slow down because ERPs are optimized
for transactional accuracy, not forecasting agility. Manufacturing ERP systems
were designed to record transactions, track production activity, manage
inventory, and support the operation heartbeat of the business.

The goal of an ERP is simple: to answer what happened, not what it means or what should happen
next. As a result, this fundamental business system struggles to support rapid forecasting, cross-
functional alignment, scenario modeling, or margin level insight.

Modeling tariff changes or a capacity expansion scenario requires duplicating

master data structures, which ERPs aren’t designed for.

Manufacturing planning requires tools that can adapt as quickly as operations change. Financial
Performance Management (FPM) platforms fill this gap by providing flexibility to model cost behavior,
test scenarios, manage shared assumptions, and update forecasts continuously. FPM becomes the
organization’s planning and intelligence layer — connecting different departments and teams around
shared drivers and future focused insights.

The Al that is built into many FPM systems further enhances this stack by identifying patterns earlier,
improving forecast accuracy, and highlighting emerging risks before they materialize. This allows
finance teams to get answers more easily and quickly so that instead of reacting after results are
impacted, finance gains a head start, enabling proactive adjustments to forecasts and plans.

Research shows that FP&A teams that use Al spend 5% more time on high value
tasks, are 18% better optimized to perform their role, and achieve 25% higher
forecast accuracy compared to non-Al FP&A teams.

FP&A Trends Research Paper 2025, EY




Together, ERP captures the operational truth, FPM transforms it into forward-looking insight, and
Al accelerates reporting and planning, giving finance teams the ability to not only reflect how
the business is performing, but readily access analysis and insight to help protect margins, and
control costs as conditions change.

With ERP, FPM, and Al working together, finance teams can:

Surface cost and margin risks earlier, before changes in materials, labor, scrap, or
throughput impact results.

Respond faster to volatility, limiting the financial impact of supply, production, or demand
disruptions.

Continuously update forecasts, ensuring plans stay aligned to current operating
conditions.

Reduce time spent gathering and reconciling data, freeing teams to focus on higher-value
analysis and decision support.

Enable integrated planning, positioning finance as a strategic partner to operations,
supply chain, and manufacturing engineering around a single view of cost, capacity, and
margin impact.

Test scenarios quickly and confidently, supporting better decisions on pricing, sourcing,
and production.

Maintain consistent assumptions across the business, improving forecast accuracy and
leadership confidence.

Manufacturers who modernize their planning stack experience shorter decision cycles, clearer
visibility, and stronger resilience, giving finance the confidence to lead through uncertainty.
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Manufacturing planning
readiness checklist

How well does your planning process hold up when conditions shift?

Take a moment to assess your team’s current planning capabilities by answering yes or no to the
following questions:

o0 o o0 o0 oo o

Can we identify meaningful shifts in demand, supply, or cost within 24-72 hours, not after month end?

Do we operate from a single source of truth for financial and operational planning data, rather than
multiple disconnected models or spreadsheets?

Are our core assumptions standardized across teams, regions, and (where applicable) plants?

Are planning inputs gathered in a unified timeline across finance, operations, supply chain, and sales?

Can we refresh forecasts within a business day when conditions change?

Do we have ready to use scenario models for common manufacturing risks such as supplier delays, cost
swings, or production adjustments?

Do operational actuals flow into our planning environment frequently enough to adjust mid-cycle?

Can cross-functional stakeholders access planning insights and adjust their inputs without relying on
manual spreadsheets?

Can we incorporate new actuals and re-forecast mid-cycle without rebuilding models?

Are we able to spot and adjust for performance or cost anomalies early before they materially affect
margin?

Are we leveraging Al in finance to improve the speed, accuracy, and focus of planning and analysis, such
as highlighting risks, prioritizing scenarios, or surfacing emerging issues?

Do leaders trust that revenue forecasts reflect the latest operational and commercial information?

If you answered no to several of these, it’s a sign your planning process might not be able to read the
signals that indicate market disruption. Each gap represents an opportunity to modernize how you
anticipate, respond, and lead.
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Your next best step

Manufacturing volatility isn’t going away, but the frustration
caused by outdated planning processes can. Organizations that
rely on static budgets, disconnected assumptions, and manual
spreadsheet work will continue to lag behind the pace of the
business. But teams that embrace a more agile, connected, and
insight-driven planning approach will chart a very different path.

The six tactics in this playbook illustrate what that modern planning model looks
like. When these behaviors are powered by a modern planning tech stack, finance
gains clarity, capacity, and confidence needed to guide the business forward.

I’s important to remember, you don’'t have to implement everything at once. Start
with the areas where your team feels the most friction, then build from there.

Prophix One makes it possible with modern planning tools that connect your data,
streamline collaboration, and support fast, informed decisions when conditions
change.

Ready to see it in action?

Explore our Scenario Planning and Sensitivity
self-guided product tour to see how modern

manufacturing finance teams evaluate risk, test
assumptions, and adapt plans as conditions change.



https://www.prophix.com/lp/scenario-planning-product-tour/?utm_medium=owned-content&utm_source=long-form-content&utm_content=mfg-playbook
https://www.prophix.com/lp/scenario-planning-product-tour/?utm_medium=owned-content&utm_source=long-form-content&utm_content=mfg-playbook

About Prophix®

Prophix® is a global leader in financial
performance management, empowering
finance teams to lead with clarity,
capacity, and confidence. From planning
and budgeting to forecasting, reporting,
reconciliation, and consolidation, Prophix
brings it all together in one intelligent
platform.

Prophix One™, the flagship Autonomous
Finance Platform, combines Al, automation,
and intuitive technology to simplify complex
work and elevate finance to a more strategic
role. With nearly four decades of innovation
and a global footprint serving more than
3,000 customers in 100+ countries, Prophix
is the trusted partner for organizations ready
to transform finance into the driving force
behind business growth.
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