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The main issue that is being presented in 2020 is the impact that all organizations are having
due to the COVID-19 pandemic, and it is not for less given the global collapse that is
occurring in all aspects. Many organizations have been affected by this catastrophe and in
the face of an unforeseen scenario, the disruptions in the different supply chains have
revealed the lack of some essential products for human consumption.

For organizations that are looking for alternatives of what to do and that are constantly
analyzing how to reinvent their processes to mitigate the impacts of the pandemic and thus
stay current during the contingency, they have before them the challenge of strengthening
their supply chains, however It is difficult to think that the contagion of this virus that has
brought the great powers of the planet to their knees, collapsing their productive, economic
and especially health systems.

This research aims to propose a model that allows the development of an action plan in the
event of the COVID-19 contingency in the sector of companies classified as essential, such
as the retail industry. It is not enough to have well-defined and structured processes, these
must also be dynamic and interconnected to privilege the distribution of essential products
and for this it is important to be clear about the pillars of supply chain management and the
key elements that they proposed.

Organizations must learn to protect their supply chains and to achieve it research offers a
perspective on how to assess the level of risk of the processes of the retail industry and thus
have identified the opportunities that will have to improve to build a resilient supply chain
and strengthened.

1. Introduction

functioning of business operations. In this group of natural
disasters are hurricanes, earthquakes, tsunamis and fires, in

Throughout time humanity has faced a significant number of
disruptions that have affected from basic aspects such as the very
survival or health of human beings to the complete collapse of the
productive and economic systems, some of these disruptions have
been caused for decisions related to the political and economic
interests of man, such as the armed conflicts of the two world wars
of the last century and that meant significant changes in the way of
life of the affected countries, mainly those of the defeated side.
Like the group of disruptions caused by the hand of man, there are
other disruptions that have occurred and that have their origin in
sometimes predictable behavior, but in many other unpredictable
ones in nature, in both cases destructive, causing the loss of human
lives and the destruction of assets and infrastructure for the proper
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addition to others, associated with diseases in humans that become
epidemics and at a higher level of severity due to the size of the
contagion, in the devastating effect of a pandemic.

Unfortunately, and due to this type of disruption, organizations
are part of a side effect of what happens in the environment in
which they find themselves. Each of these impacts and their post-
mortem analysis are on an undesirable list of scenarios that have
already occurred at the time, such as the SARS disease that
occurred in Asia from 2002 to 2003, the tsunami in Indonesia in
2004, Hurricane Katrina that The United States struck in 2005, the
2009 - 2010 HINI1 influenza that occurred in Mexico, and
currently the living pandemic of the COVID-19 coronavirus that
started in China and is already spread around the world in 2020.
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The historical account of disruptions that humanity has faced
is wide and with a diversity of origins, however, regardless of their
origin, they have something in common, a collapse of the different
supply chains in the territory, region or country. where it occurs,
causing to the companies a series of disorders in their supply
operation from suppliers, in-house manufacturing and in the
supply of goods to customers. Businesses with a more robust
supply chain will enable them to be better prepared to responded
more effectively to the effects of a disruption.

A service oriented organization must take care that the
processes of its supply chain, in addition to being efficiently
structured, have haracteristics of agility, adaptability and
alignment to dynamically translate the needs that are being
presented to the customer and can be respond satisfactorily in [1]
the author explained the Triple A as a model that allows the supply
chain to be adequately managed.

The supply chain management processes do not remain fixed
over time, they have to be transformed according to the needs of
the market and the sales point where the customer goes adapting
to the purchasing trends of the consumer customer. Currently, from
a commercial point of view in the retail industry, it is common to
classify or have segmented the type of consumer that goes by store,
this is a work of market intelligence, an emerging area in the
modern design of organizations who have the need to know the
sensitivity of how the market behaves, it is precisely this area that
is responsible for doing this type of study to better define the
commercial strategy to follow. In [2], the author explained the
importance of having the commercial strategy integrated to the
supply chain.

When talking about processes implicitly you have to consider
two elements or vectors that converge on the subject, on the one
hand, the capacity of the processes that in turn represent the
potential designed to offer by the process, and on the other, the
indicators of performance or kpi’s (key performance indicators) of
the processes.

To measure the performance of the processes, they must have
indicators or metrics that provide feedback to the system for which
they were designed. The indicators must be focused on the
measurement of the operational processes and offer deliverables
on what happens at the border of each process, maintain a standard
of behavior that constantly aspires to excellence in performance
and that are also consistent with the strategy of the organization
supply chain. If the importance of the Triple A Model was
previously highlighted, in [3] the author complemented the model
by highlighting the importance of top management's commitment
to agility, flexibility, efficiency and service. Metrics should
provide feedback to the organization on the elements that make up
the established strategy.

With the evolution of the supply chain, accelerated mainly by
the digital era and e-commerce, organizations have focused their
actions to maintain an efficient customer service process by
establishing strategies that allow them to stay current in a highly
competitive environment, however the backyard that integrate the
supply network, the management of optimal inventories for the
preparation of orders looks vulnerable or simply exposed to the
risks that every organization faces in the midst of a pandemic. In
[4] the author described the importance of having identified supply
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chain segmentation and regionalization as a way to mitigate risk.
The stage during which this situation occurs generates high
uncertainty where many organizations are not clear on how to act.
In [5] the author explained the fact of having clear and defined
processes to mitigate the effect of uncertainty and to have a clearer
direction to follow by taking disruptive measures integrated in a
mitigation strategy.

The purpose of this research is to offer a perspective on how to
classify for a better assessment of the risk level of the retail supply
chain. The classification is supported by four management pillars
and these in turn integrate seven key elements that will be
addressed in the proposed research methodology.

2. Literature review

When addressing the issue of disruptions that have occurred in
the past, that are present today and that will surely continue to
occur in the future, and that affect the environment where the basic
daily activities of the world population are carried out, and
therefore that of organizations, on this topic you can find a great
diversity of research work and a multivariate approach or point of
view, which depends on the type of research that the author wants
to highlight or highlight. Just as these perspectives are mentioned
in the different investigations carried out and that will be cited
throughout the work, this investigation has as its main contribution
to offer organizations an analysis, diagnosis and proposal of
contingency actions against the disruptions caused by catastrophes
natural as the pandemic that we are currently experiencing with
COVID-19 and that affects the supply chains of companies
considered or classified as essential as the retail industry, due to
the impact they have on society in the supply of food and products
of first necesity.

This research would not be a complete work if it does not leave
a learning that generates value to the society in which companies
develop and is not accompanied by a proposal for organizations on
how they should be better prepared to face unplanned situations
such as disruptions of this type.

Before continuing and delving into such a relevant topic today,
it is important to start with a proposal to classify the disruptions
that occur in organizations and in general in the society where we
live, even before making such a classification it is important to be
clear the definition of this, disruption is the sudden or sudden
interruption of something that presents an expected behavior.

Having clarity of the definition, now if we can have a
classification on the different types of disruption that exist, this
classification is part of the research that has been integrated by
different researchers who have contributed to their work on the
subject. As described, a disruption has to do with an unexpected
scenario and behavior that causes human beings, in addition to
uncertainty, a forced change in their behaviors and behaviors such
as work, consumption, coexistence, socialization, fun , among
others. According to this description that contemplates a change in
people's behavior patterns, we cannot expect something different
to happen in labor and social organizations where people are the
central elements that integrate them and give them life.

2.1. Classification of disruptions affecting the supply chain

By ordering ideas we can then say that when speaking of a
disruption that affects organizations it is closely linked to an
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unexpected situation or scenario and therefore can be classified
into two types of disruptions, (1) those that are in a controlled
environment and that in many occasions they obey technological
innovations, and (2) those that arise due to an uncontrolled
situation caused by disasters or natural catastrophes and even
human-induced situations without even having dimensioned the
impact that this will cause, such as terrorists acts. In [6], the author
explained that whatever the origin that causes a disruption brings
with it impacts on the supply chain. Annex 1 shows the
classification of controlled disruptive events most relevant to the
retail industry.

There is, as already mentioned, another group of disruptive
events that are uncontrolled and that are also worth classifying in
order to have a systemic perspective of the disruptive events facing
humanity. In recent years we have seen these types of incidents
that affect a large part of our planet and that lead us to reflect on
how to manage properly and how to be prepared to when they
happen, to mention some of these incidents and their impacts, how
to imagine that the eruption of a volcano in Iceland would paralyze
much of Europe's air movements and with it the interruption of the
flow of goods, a series of forest fires in The United States and
Australia would lead to the closure of companies dedicated to the
assembly of by-products or components in the United States and,
in the case of Australia, the closure of companies and the
displacement of the workforce to other areas of the country, the
bird flu that occurred in Asia and that caused millionaire losses to
many companies affected by this situation and the sanitary fence
that was implemented. The hurricanes and tsunamis that have
occurred in different parts of the world have caused, in addition to
human tragedies, the paralysis of factories and even the complete
disappearance of companies dedicated to the manufacture of inputs
within different supply chains. Disruptive events caused by
uncontrolled situations can be seen in Annex 2.

The focus of this research is directed to this group of
disruptions in uncontrolled environments and to be more specific,
to the impacts of pandemics and epidemics in supply chains, in this
case to the affectation that COVID-19 is causing in the
international market and in the different supply chains that
integrate it, in [6] the author explained in his conceptual
framework of supply chain disruptions, about disruptions in the
behavior of demand and disruptions in the supply of products.

2.2. COVID-19 and its impact on supply chains

The effect of a pandemic like that of COVID-19 is anteceded
by what happened more than two decades ago with the
aforementioned H5N1 avian influenza and a few years later with
the HINI influenza that occurred between 2009 and 2010,
however, the prolonged effect by COVID -19 is unmatched in
terms of economic, social and loss of life impacts.

COVID-19 has come to present itself as an evil that the present
generation had not faced, it has come as a script taken from a horror
movie in all aspects, a segment of the apocalypse that illustrates
what the future of the world will be like after observing how the
health systems of entire nations have collapsed, of the economy
and not to mention the psychosocial aspect that this disease is
causing. Various authors describe the current scenario using
analogies that refer to a combination of interrelated variables, on
the one hand the probability that it will happen and the impact that
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it can cause when it happens. In [7] the author metaphorically
described such events as the COVID-19 pandemic as a "black
swan" for humanity, in [8] the author described in reference to the
same hypothesis the rarity of seeing a "black swan" and on the
other hand the high impact it represents for humanity in this case
the pandemic that is sweeping the whole world.

As a member of a leading transnational organization in the
retail industry, just a few months ago, to be exact the beginning of
2020, we did not imagine in our annual strategic planning process
of the company the threat of facing a scenario like the one that is
being presented by the effect of COVID-19, it was not a topic,
much less a stage that our organization and many others imagined.

After a few months of experiencing this global collapse, it is
possible to make a count of learning that has favored the
operational continuity of the organizations that have remained
standing to continue being a profitable option for their clients and
consumers. Among these learnings we can mention some in which
the research will be deepened:

1) Have a structure robust enough for management, seeking
efficiency both in the execution of local operational functions
and in staff functions.

2) Have an interconnected network of suppliers for each
distribution center, with a solid alternative of local supply.

3) Having human resources and protecting them from the
environment so that what has been previously described can
take place, even becoming the most important aspect for the
organization to remain current. Protecting people becomes a
priority for organizations.

These three lessons help organizations have more resilient
supply chains in order to get this complicated stage on track,
affecting their operational continuity. The motivation to carry out
an investigation to carry out this investigation is to contribute
knowledge and learning in situations such as the one being
experienced.

2.3. An overview of the retail industry as an essential company
in the days of COVID-19

The COVID-19 crisis has affected the economy through
different factors related to the health of the population, the
mandatory blockades and interruptions to trade, as well as a series
of collateral effects such as the decisions that organizations forced
by the situation have had to make and which are related to
maintaining sources of employment. In [9], the author explained
about emotional factors such as the pessimistic feeling of
consumers and companies derived from high uncertainty and
financial stress.

For companies classified as essential due to the role they play
before society for offering food products and other types of food
considered basic for human consumption, it is a challenge to keep
their supply chain processes active in a complicated environment
and where many companies that are part of the supply chain
gradually lose productive capacity given the situation of the
pandemic and with it the available inventories. It is here at this
point where presented the situation many organizations reflect on
the design, the priorities and the strategy that they have followed
to develop the business and where the supply chain and the supply
network that integrates it become relevant, such as previously
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described, “leverage” in the factors of people, network of
providers, above all the development of the premises and lastly the
operational and staff structure that it provides. In [10], the author
explained about the key aspect of developing collaborative
strategies with suppliers and together adopting best practices that
help to have a better performance in the supply chain.

The pandemic shows that it may be too simplistic to base
decisions about production locations solely on economic factors
and many companies may not fully appreciate their vulnerability
to global shocks through their supply chain relationships and the
costs this imposes. In [11], the author explains the importance of
having future risk assessments of companies before they decide to
relocate production or when reconsidering their location options.

There is a social commitment to the population and to the
government authorities to keep the supply network in force so that
the population is not affected by the lack of basic necessities. In a
situation like COVID-19, a strategy must be adopted to adequately
manage the shortage and make efforts to carry out emerging
actions to ensure the supply of essential products. This work
proposes scenarios in which organizations classified as essential,
such as the retail industry, can adopt a model based on a continuity
matrix in the face of the loss of capacity of the logistics network.

The value chain for food or perishable products offered in the
retail industry becomes more relevant in a scenario such as the one
currently presented in the COVID-19 contingency. In [12], the
author described that the supply chain must be designed in such a
way that production, transformation and distribution generate the
expected value in the supply chain and therefore to the consumer.

3. A structured proposal for supply chain management
based on a contingency plan against COVID-19

The proposal that is developed in this work incorporates the
key elements to take care of for the operational continuity of the
supply chain of companies in the retail industry. Adequate
management through the proposed contingency matrix will not
only allow operating with well-defined criteria for decision-
making based on the changes that the supply chain is having in the
different processes that comprise it, but will also help to maintain
an organization communicated at all organizational levels about
the intention of senior management in the face of the pandemic.
The group of researchers who have worked on the development of
the document have had the opportunity to carry out the
implementation of the tool in the leading company in the market
in convenience stores in Mexico.

Talking about COVID-19 today is talking about a diversity of
topics that converge on a macro issue such as the global collapse
due to the effects of the pandemic that we had to live in this 2020
and that will surely go beyond this year. It is common to see the
large number of articles suggesting how to bring life in all aspects
to a new normal.

3.1. Method of assessing the level of risk of the supply chain

Faced with the impacts of the pandemic, supply chains have
collapsed to a greater or lesser extent throughout the world, the
network of suppliers has been compromised and, in worst case
scenarios, disarticulated. This level of exposure highlights the
importance of having a mechanism for assessing the level of risk
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in the supply chain. As part of the research carried out, a method
of assessing the level of risk of the supply chain is being proposed.
For this, it is important to start from a statement that the authors of
this work make based on the experience and consultations made in
the works of other researchers. As a starting point it is necessary to
start with the definition of the key, operational and service
processes.

3.2. Operational and service processes of the supply chain

The key processes that make up the operation of the supply
chain become a distinctive seal that gives identity to the
organization and marks the success or failure in achieving the
value proposition to the end customer.

Focused on the case of the retail industry where companies
participate in an environment with some volatility and where
business strategies change from one day to the next or in extreme
cases, from morning to night with various promotions
simultaneously and with packages or commercial combos from
different suppliers, the supply chain must be directly connected to
the commercial strategy in order to make each of its processes
focused on providing the service work. The companies that make
up the retail industry are considered essential due to the impact on
the supply of food to the community where they are located.

Following are the key processes in the supply chain of a
distribution center serving a network of convenience stores:

1. Supply

Receipt of merchandise from suppliers

Storage of merchandise

Order management and replenishment planning
Assortment of orders

Preparation and consolidation of orders

Loading and boarding

e A

Delivery of orders to the store

The key processes of a distribution center operation can be seen
in Figure 1. In [13], the author described the supply chain
processes in the SCOR Model with the objective of having a valid
reference for the construction of a proposal that offers visibility
and focus on having an efficiency analysis of the supply chain
processes. In [14], the author explained the approach to supply
chain efficiency and the integration of best practices. In [15], the
author contributed to the SCOR Model the hierarchy of processes
for decision making and supply chain management. Table 3 shows
the relationship of the proposed processes with those classified in
the SCOR Model. Table 3 shows the relationship of the proposed
processes with those classified in the SCOR Model.

3.2.1.  Supply

It is the process by which all merchandise supply activities are
managed from the supplier to the distribution center or directly to
the stores. The supply process aims to guarantee the supply of
goods in a timely manner, in the quantity required for sale and with
the quality that meets the parameters of each product for sale to
consumer customers.
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This process groups a series of activities considered strategic
by a team that is constantly analyzing inventories, sales behavior,
in close communication with the categories in which the product
catalog is classified and finally with the marketing part. for proper
planning of promotions.

Table 1: Comparative relationship of SCOR Model processes and operating
processes of the retail industry.

SCOR Model processes Retail 1nd?stry supply chain
operational processes
Plan Source Supply - Receipt of merchandise
Source Stocked .
Product Storage of merchandise
Plan Make Order management
Plan
Supply Assortment of orders
Chain | Make to stock Preparation and consolidation of
orders
) Loading and boarding
Plan Delivery -
Delivery of orders to the store
3.2.2.  Receipt of merchandise

It is the reception of merchandise orders from suppliers, they
obey an appointment planning agreed with suppliers and must be
in accordance with procedures and policies on the requirements to
be met in the proper handling of products that in some cases require
certain parameters of refrigeration, humidity and security, such as
the height of the platforms where the merchandise arrives.

3.2.3.  Storage of merchandise

Within sequential flow of operations, it is the process in which
the merchandise is located in a site within the area destined for
storage. This process aims to create the appropriate conditions for
the safekeeping and control of different goods. Each movement of
merchandise from its storage location to another point, obeys a
merchandise flow instruction to send said merchandise to an
assortment location that can be refrigerated boxes, pieces or parts
assortment.

3.2.4.  Order management

It is an administrative process that is carried out with
merchandise replacement tools at the store and is practically the
equivalent of having a production program or planning of order
fulfillment activities, ordered by priority based on the criticality of
inventories. in shop. This process represents the intelligence center
that drives the operations of the distribution center and through
which resources are allocated to fulfill store orders.

3.2.5.  Assortment of orders

It is the process in which operation personnel carry out order
fulfillment activities. There are three different areas of order
assortment which are:

1. Refrigerated product area: The assortment of orders is made
in a plastic container and each piece is placed inside.

2. Product assortment per box area: The order assortment is for
a higher unit of measure and is defined for products with high
turnover or high displacement at the point of sale. To carry out
this type of assortment, the Operator uses mobile equipment
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to place all the merchandise that is supplied per box on a
pallet.

3. Product assortment area by piece, blister or minor packaging:
The assortment is carried out online by assortment by pieces
and the Assortment Operator uses a plastic container to place
all the pieces that appear in the order of order.

After an order is filled from any assortment area, there is an
assurance reliability check thread, offering feedback to the
assortment team on the quality of the task performed.

3.2.6.  Preparation and consolidation of orders

Process by which the orders already filled, both boxes and dry
parts and refrigerated parts are ordered by store. It is consolidated
by store and in the order in which they will be loaded in the
transport unit; as well as how the orders will be delivered by store
according to routing, which requires room temperature and which
requires refrigeration.

3.2.7.  Loading and boarding

Process in which the orders are loaded in the transport units
according to a routing sheet and delivery order, as well as the
invoicing of each order. It is important to keep a sequential control
of the load so that the Distribution Operator does not have setbacks
in deliveries.

3.2.8.  Delivery of orders to the store

It is the transportation process by which the merchandise is
transported and delivered from the distribution center to the store.
The Distribution Operator delivers to the customer under certain
conditions that have to do with product handling conditions such
as maintaining the cold chain for products that require it and the
corresponding administrative and control documents that support
the order. Annex 3 shows the capacities of each process, as well as
the associated unit of measurement.

3.3. System of metrics or performance indicators of key processes

As the key processes of the distribution center have been
defined, each process has an associated performance standard and
metrics to evaluate it. Table 5 shows the metrics for each process
under the efficiency approach. In the context of the supply chain,
the integration of the objectives in its different levels is an
important factor for the correct selection of the indicators, which
will provide a broader view of the business. In [16], the author
described the importance of having identified key performance
indicators, through which a reference will be available at all times
to assess the resilience of the processes when a disruption occurs.

Of course, there will be other indicators that have to do with the
result of the business if what you want to see is the economic
contribution; however, these are more common to see throughout
the chain. They are also described in Annex 5.

In order to have a level of detail that allows a better
management of goods, it is essential to have an administration by
product categories. In [10], the author explained the importance of
interconnecting merchandise categories for efficient management
of supply chain processes. Figure 1 shows the supply chain from
the supplier to the store, passing through the distribution center.
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Figure 1: Supply chain from the distribution center to the convenience store
(source: self made).

3.4. Key elements to successfully respond to the COVID-19
pandemic

During the research conducted, we had the opportunity to
analyze different contributions from other researchers related to
the key elements of the supply chain, which date back almost two
decades. Without a framework for action that allows visibility of
these key elements, it will be difficult to promote the improvement
of supply chain performance. In [17], the author explained the
importance for organizations of designing an operating model that
facilitates the management of supply chain processes and
identifying their restrictions, in addition to these elements. There
are other researches that based on their studies make another
proposal from a different perspective, where a classification is
made according to the relevant aspects of supply chain resilience.
In [18] the author presented a proposal to categorize resilience
actions using four main categories: systems, process, control and
recovery.

Communlcation

People

Communication
Infraestructure

Products
Stores

Provider

Distribution

Service Supply

J L

Figure 2: Key elements of the convenience store supply chain (source: self made)

The research proposal is contained in seven key elements,
classified in turn into four supply chain management pillars
comprising the proposed evaluation method, as shown in Figure 2.
The key elements to consider in order to have A perspective and
reference of the level of vulnerability of the supply chain to
possible risks are grouped into four management pillars are
described below:

e Operations: Refers to the group of activities that allow the
continuity of the operation of the key processes. It includes
the human resource, infrastructure and general facilities of
the work unit.

e Supply: Includes the relationship and development of
suppliers to guarantee the supply of goods from the supplier's
facilities to the distribution center.

e Service: They are all the activities that allow the supply of
goods from the distribution center to the store. The elements
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that make up the service pillar are merchandise, distribution
and stores.

e Communication: Refers to the strategy that the company
intends to carry out to communicate its intention at all levels
of the organization and even outside of it.

The key elements that, in turn, make up the supply chain
management pillars and through which an evaluation of the level
of response to the effects of a pandemic such as COVID-19 can be
made are:

1. People

. Facilities and infrastructure
. Suppliers

. Goods / Products

. Stores / points of sale

. Distribution / delivery to store

~N N L B~ LN

. Communication

34.1.  People

It comprises the most important resource at all levels of the
supply chain, its well-being is a priority so that each of the supply
chain processes can be carried out. Although it sounds like a very
repeated cliche, "people are the most important thing" and they
should know it and they should feel it, without a clear
pronouncement from the organization of approach to people, it is
difficult to advance in the other aspects.

Faced with a situation such as that of COVID-19, where the
level of risk of contagion is present, there must be a consistency in
the saying, in the being and in the doing from top management to
the most basic positions in the structure. If there is no legitimate
concern for the safety and health of people, there is no emotional
bond that generates commitment.

3.4.2.  Facilities and infrastructure

They are the assets of the organization necessary for the work
units to be active. This element is closely related to human
resources and must offer security and protection conditions so that
personnel can carry out their activities without any distraction. It
includes the industrial building or warehouse, the machinery and
peripheral work equipment so that people can carry out their
functions.

In the face of a pandemic like the one presented by COVID-
19, maintaining the safety of the facilities becomes critical for the
continuity of the operations of the companies that handle food and
perishable products and that is why they are considered essential
companies for society. Keeping the workplace pollution-free for
employees represents a major challenge for companies and largely
depends on the implementation of sanitation measures and / or
protocols and strict compliance with government requirements for
the preservation of hygiene standards.

3.4.3.  Suppliers

It is the active network of suppliers that supply goods to the
distribution centers or directly to the points of sale. It is important
to have full knowledge of the conditions of each supplier in the
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network, in [19], the author described the importance of having
information from upstream suppliers several levels back.
Companies that do not do so are less able to respond or estimate
the potential impacts when a crisis erupts. Under the supply chain
perspective, the objective is to maintain continuity in the supply of
products in order to have them in a timely manner and in the
quantity required in distribution centers and / or in stores or points
of sale. A supply chain is as strong as is the capacity of alternative
suppliers. Some researchers consider the supplier network as the
benchmark to determine the level of resilience of the companies'
supply chain, highlighting as a strategy the development of local
suppliers to mitigate the risk of dependence on suppliers located
outside their geographical area, of the country and even to the
continent.

It should be borne in mind that in the face of a pandemic such
as this one, companies must develop new supply alternatives, it is
a fact that the companies that precede the chain will be affected in
their operations.

3.4.4.  Goods /products

Refers to the active catalog of items offered to the customer at
the point of sale. When speaking of merchandise or articles, it is
important to mention that the companies dedicated to the sale of
basic necessities use for a better administration of these, a
classification regularly called category. This classification consists
of grouping the type of merchandise so that a group of people,
regularly on a staff basis, can establish the marketing strategy that
involves the relationship with suppliers, marketing, study of new
developments and promotion plans. The categories together with
the financial area determine the profit margin of each product to
evaluate its performance, establishing for this purpose negotiations
of costs and sale prices. In [20], the author explained the existence
of algorithms or models that allow setting price points considering
the market and the position as leader in the competition.

Faced with a situation such as COVID-19, organizations must
be clear about the economic performance of each product, this will
allow them to make better decisions about the profitability of the
business and thus privilege the items that in their classification are
considered essential for society but that are also profitable for the
organization. In [21], the author explained the strategy of
increasing inventories can be a measure to mitigate the risk posed
by a disruption, however, it is reactive to an actual shortage; the
strategy can include product substitution or back-up supply.

3.4.5.  Stores /points of sale

These are the points of sale to the consumer customer or stores
that the company has. They can be classified according to their
location and format by the type of customer who regularly comes
to buy. In [22], the author described that the complexity of the store
as such lies in the number of stores in operation and the store
formats it has with different sizes, catalog and price points.

The commercial and marketing team are the ones who carry
out this classification of stores and thus be able to establish a
catalog of products for each type of store. This classification of
stores allows in addition to establishing a catalog of particular
products, establishing the entire campaign of promotions, prices
and launches, this differentiation is key to evaluating the
performance of each store in its sales volume.
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An example of differentiation in the classification of stores is
the store that is located inside a high-density residential
subdivision with the store that is located inside a hospital, it will
be found that neither catalog of products for sale is the same and
due to the location conditions, nor is the sale income.

3.4.6.  Distribution or delivery to store

It is the transportation process by which the merchandise is
delivered from the supplier or distribution center to the point of
sale. The transport equipment used is conditioned for handling

both merchandise that requires refrigeration and room
temperature.
Under the store delivery conditions required in this

contingency stage, the distribution personnel must have the
necessary protective equipment to carry out the merchandise
delivery tasks at the point of sale, as well as the sanitation measures
for the units must be in accordance with certain regulatory
measures for the handling of perishable product.

3.4.7. Communication

They are the means or mechanisms established by the
organization to maintain timely and assertive communication at all
levels of the organization, and even in the event of possible
communication with the press and / or a statement to government
authorities. Communication must at all times be reliable, truthful
and above all timely about the organization's intentions in the face
of the contingency it is facing.

There are different methodologies that help organizations to be
prepared to face a contingency from the point of view of
information management and what they want to communicate
from a 360° perspective, as described above. We will mention that
there is a methodology that helps coordinate and this is Incident
Management and Crisis Resolution (IMCR), methodology
developed in the United States.

3.5. Scenarios taken to a continuity actions matrix of COVID-19

Organizations are facing an unprecedented global crisis,
human survival depends on essential elements during the
pandemic and that can be met by properly utilizing key resources
such as raw materials, employees and active logistics systems. In
[23], the author described that the priority of nations during the
pandemic is to save human lives, but shortages of essential
commodities such as food, drugs, diagnostic equipment, clinical
healing and personal protective equipment have made it difficult
to fight the infection.

Having defined the priorities of nations and organizations to
preserve the health of people as the most important priority, it
remains for organizations to resolve the most important aspects to
ensure the operational continuity of businesses, in [24], the author
explained the importance of uncertainty management in the supply
chain and how strategies can be established in inventory
management. In [25], the author described that organizational
leaders must urgently implement short-term strategies to be more
resilient while making longer-term considerations that will
reconfigure supply chains to protect against risks.

e Develop visibility of the entire value chain in primary,
secondary and even tertiary players.
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e  Evaluate nearby options to shorten supply chains and increase
proximity to customers.

e  Take advantage of advanced manufacturing technologies to be
more resistant. Another important point is to systematically
evaluate the end-to-end value chain, to establish agile action
plans.

Organizations are facing an unprecedented global crisis, and
one approach that has not exactly been the most appropriate for
supply chain management is to think about generating efficiencies
and savings at the expense of eliminating slack or "margins of
maneuver", such as operating with a diversity of suppliers for the
same product, operating with safety inventories in the chain, etc.,
which in the face of a disruptive situation such as the COVID-19
pandemic leaves the organization exposed. In [26], the author
explained that there has long been a focus on making the supply
chain more efficient based on reducing costs, reducing inventories
and increasing asset utilization, thus eliminating buffers and
flexibility to absorb disruptions.

With the description of the key elements and their classification
by management pillar, a continuity actions matrix can be
integrated in a more practical way to evaluate possible scenarios
and trigger actions focused on ensuring supply to stores.

In summary, after presenting the key elements for business
continuity in companies classified as essential (and largely
applicable to non-essentials as well), organizations will need to
work on:

e  Guarantee that people feel protected in a work environment
that complies with the conditions and measures of control,
sanitation and use of personal protective equipment that
mitigates the risk of contagion, also keeping facilities and
work tools under a protocol frequent cleaning. In [19], the
author explained that employee welfare is paramount, and
obviously people are a critical resource.

e Developing local suppliers for the supply of key merchandise,
that implies redesigning the supply network to a great extent.
If COVID-19 has revealed anything, it is the high level of risk
represented by having a large number of suppliers in one
place.

e  Organizations should develop suppliers close to their main
markets; this strategy will help mitigate the risk of centralized
dependence, which can be maintained and alternatively
explore other sources of supply. In [4], the author explained
that another important factor to consider is that as
transportation and other costs increase, global supply chains
may be replaced by regional supply chains.

e Provide the service as far as the contingency allows and
maintain the value proposition of the stores, without
infringing the care of the workers and complying with the
requirements established by the government agencies. As
organizations considered essential, those products of first
necessity for the population must be privileged and, on the
other hand, they also represent a greater profitability for the
organization, for this it is important that a detailed analysis of
those products is made and that level is established with
suppliers. priority in supply.
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e Maintain communication at all levels of the organization
about the decisions that the company is taking, from issues of
personnel health and care of facilities}, to those that could be
more critical as partial closure of operations and in in the worst
case, the total closure of work units.

e For people, it is important to be informed about how the
organization is facing the pandemic and what decisions are
being made by senior management. To the extent that there is
clear communication, the uncertainty will be combated and
the staff will be focused on their care and the performance of
their tasks.

e Assessing the level of risk in the supply chain is to have a
preventive approach and it must be considered from the
strategic planning process of organizations, that annual
exercise that most organizations that describe themselves as
preventive and that base their management under procedures
and well-defined work systems, should consider in such
planning an assessment of the risk level of their supply chain.
Does this evaluation require an expense to be considered in
the annual budget? The answer is yes, and excess spending
due to not having an action plan to mitigate risks in the face
of a disruptive event such as this pandemic may be much
higher than the cost of a supply chain assessment.

e There will be many lessons learned from this disruption by
COVID-19, even some organizations will not survive in order
to capitalize on the learning it leaves. For the surviving
companies it will be an opportunity to integrate the knowledge
acquired and the recommendations that lead them to
strengthen their processes and increase their resilience in the
face of a disruptive event that submitted their performance and
put their permanence at high risk.

The proposal made in this research is the COVID-19 business
continuity matrix and is intended to provide a complete picture for
organizations to evaluate the variables faced by organizations. In
[27], the author described that robust strategies must be developed
that integrate the purposes of reducing costs and improving
customer satisfaction during and after a major disruption. In [28],
the author described the importance of the design of the supply
chain conceptual framework and the essential elements that have
to do with resilience to disruptions that occur and supply chain
resilience recovery policies. In [29], the author explained that the
problem for top management of organizations is to choose a good
strategy and quantify the benefits to develop a robust model for
supply chain disruption analysis, for this it is important to identify
and understand the overall behavior and intrinsic weaknesses of
these systems and their components, especially in the face of
negative events such as disruptions. In [30], the author presented
that only a small minority of companies that invested in mapping
and measuring the vulnerability of their supply chains are the best
prepared to face this pandemic. Annex 5 shows the matrix of
continuity actions to face the different impact scenarios of
COVID-19.

3.6. Stabilization of the post-disruption operation

The stabilization stage of the operation is a continuation of the
actions described in the continuity actions matrix as part of a plan
where the regeneration or recovery of the resources of the supply
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chain is taking place through the effect of the disruption has
yielded. It is important to prepare a recovery plan and periodically
review it by the management team so that the scenarios that require
decision-making are updated. To the extent that there is an updated
plan and communicated to the entire organization, the horizon will
be visible when a total restoration of the organization and its
supply chain will be presented and thus decisions can be made as
to decide when to stop buying , when to stop transporting or when
to stop producing, among other operations that have had to be
implemented with an over cost justified by the disruption.

Another important aspect mentioned in the key elements is the
communication that exists at all levels of the organization and
which must be used to reach the collaborators with what they need
to know, having a single source of information helps maintain the
credibility of people when their health and that of their families is
at stake.

Any action plan focused on treatment, solution or simply trying
to coexist with a problematic situation, in this case a disruption of
natural origin, must leave knowledge to organizations, considered
essential or non-essential, if organizations do not learn from these
lessons they will not have the opportunity to leave a legacy and an
ABC of what was done as good practice to come out in front of a
pandemic like that of COVID-19 and new managers, they will not
be able to learn from those experiences to face the new challenges
that they will surely have during their management when new
disruptions arise.

Among the relevant contributions that integrate the research is
a series of strategies that help stabilize operations and that focus
on the objectives of identifying the level of risk in the supply chain,
adequately managing resources and having an action plan to
mitigate risks with suppliers and internal processes. In [31], the
author explained that actions should be taken to improve internal
capabilities, prepare inventory levels that meet projected sales and
reserve logistical capacity.

4. Conclusions

The importance of having defined and structured processes for
proper management of the supply chain offers a scenario that helps
to better manage uncertainty and for this reason to mitigate
disruptive environments that arise. Having performance metrics
aligned to the strategy and capabilities of the processes help not to
fall into the obsolescence of the supply chain. The processes and
their metrics make it easier to be able to develop a proposal that
allows evaluating the level of risk in the supply chain and
consequently developing an emerging action plan for each
scenario that presents a disruption of the magnitude of COVID-19.

Many organizations must be sensitive to the fact that the supply
chain is a series of processes that have life and that must be
evaluated periodically from the perspective of the level of risk to
which they are exposed due to the dynamism of environmental
variables. It will always be a successful and strategic alternative to
diversify the sources of resources and related to this point, these
types of decisions are what organizations must bear in mind when
it comes to making decisions to pulverize the supply of goods from
suppliers located in another region, in another country or even on
another continent.
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This research aims to offer a point of reference that allows
evaluating the supply chain of organizations in the retail industry,
from the perspective of the key elements raised throughout the
work and that in the end is the main contribution that is made.

Finally, a supply chain oriented to service and to a value
proposition committed to the customer allows creating a virtuous
cycle to reinvent the increasingly resilient and anti-fragile supply
chain. It is important to recognize that there are different
investigations that focus on the management of disruptive stages
in organizations, as well as these extremely valuable work carried
out, there will be other future contributions that will come with
new approaches and other variables to consider. Given this
scenario, there is the commitment of those who collaborated in this
scientific work to leave a documented learning for future
generations of how to handle these disruptions, we will not be
fulfilling a professional commitment, nor would our legacy be
complete on how it was managed and left ahead of COVID-19.
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Annex 1. Main disruptive events in a controlled environment in the retail industry.

Disruption

Description

Technological effect / e-commerce

Definitely the disruptive element with the greatest impact in the last
decade, those who dominate networks and online shopping have ample
possibilities to position themselves in a highly competitive market. Today
it is a must for organizations to be in the online market.

Proximity, time dedicated to home
purchase and delivery

Another disruptive element associated with the first, the famous last mile
represents for the consumer customer a key decision factor to carry out
the purchase. Delivering merchandise at the consumer's door is a battle
that is being waged every day today.

Specialty market and lifestyle

Not all stores have the same product catalog, for different reasons or
circumstances, the store's commercial design may change to serve certain
types of customers who come to or are in that market. A convenience
store located in a popular sector should have a differentiation from a store
located in a university.

Catalog of products and services

With the passage of time the convenience store has become a strong
competitor for large supermarkets, let's say that the evolution of the
"corner store" has become a convenience store that offers the consumer
customer a wide catalog of products and services.

Perishable management

Bet on handling products that require refrigeration such as prepared food,
meat and fruits and vegetables. Even a growing market that procures
organic products claims a segment for this type of product.
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Annex 2. Main disruptive events in an uncontrolled environment in the retail industry.

Disruption Description

Natural events that happen suddenly in different locations in the world
and that cause a collapse in the flow of goods and in the economic aspect.
Although they may be areas that have identified the level of risk, this type
of natural disaster cannot be forecast.

Natural disasters such as earthquakes,
hurricanes, tsunamis, volcanic
eruptions, fires, among others.

Condition where the health of the population of a country or countries
that have a commercial relationship is affected by the exchange of goods
among themselves. The effect of a global pandemic has an impact on the
flow of goods of all the countries that are interconnected for the transfer
of goods and other types of resources.

Pandemics / epidemics and other health
issues involving a sanitary fence

Premeditated or intentional actions that aim to cause destabilization
through inflicting damage to a specific place or society and that through
chaos there is an expected size of affectation. In general, the disruptive
event that it causes has to do with reinforcing security measures and trade
blockades.

Terrorist acts

Aggravation of the socio-political conditions of a country which causes a
recession or deceleration in the economic development of the industry
and in general for the population. This type of disruption can take time to
appear at the maximum level of affectation and as it is a slow process, it
also usually takes time to mitigate the level of maximum affectation.

Socio-political and economic decline

Like the disruptions considered as deterioration of the social and political
fabric and as a consequence an adverse economic impact, in many cases
society ends up rising up in arms before an unacceptable government.
This type of disruption often takes a long time to find a solution that
manages to offer social and economic stability.

Armed conflicts

Annex 3. Operational and service processes of a retail industry supply chain.

Processes Capacity Unit of Description
measurement
Active code catalog N(;OZC;;VC It is the catalog of active product codes.
. . No. of active . . . .
Supply Active providers providers The number of active suppliers supplying merchandise.
qulply. service for o . It is the level of supply service that can be measured
criticality of merchandise | % service level . o . .
. according to the criticality by merchandise and by supplier.
and supplier
Merchandlse Merchandise reception Pallets Pallets received from the supplier.
reception
Case storage positions Pallets Number of positions for storing product pallets in cases.
Case assortment positions Pallets Numt?er of positions for product pallets that will be
supplied by cases.
. Number of positions for storing product pallets in boxes.
Dry parts storage positions Pallets Shares storage with group of cases.
Storage . Dry pieces assortment Asslgned Number of positions fed by cases and to be supplied by
merchandise . positions / .
positions pieces.
lanes
Refrigerated parts storage Number of positions for storing product pallets in
o Pallets .
positions refrigerated product cases.
. Assigned .. .
Refrigerated parts ositions / Number of positions fed by boxes and to be supplied by
assortment positions p lanes refrigerated pieces.
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Assortment of cases on Cases Capacity considered for planning and assigning tasks of
shift assortment cases.
Order Assortment of pieces dry Picces Capacity considered for planning and assigning dry parts
management pieces on shift assortment tasks.
Assortment of refrigerated Picces Capacity considered for planning and assigning chilled
parts on shift parts assortment tasks.
Assortment of cases on Assortment capacity per shift of the assortment staff of
. Cases
shift boxes assortment.
Assortment of | Assortment of dry pieces Picces Assortment capacity per shift of operating personnel for
orders on shift assorting dry parts.
Assortment of refrigerated Picces Assortment capacity per shift of assorted operating
parts on shift personnel for refrigerated parts.
. Lowin of  containers . Number of drops for containers that were supplied by dr
Preparation and | . g Containers . P pp yary
S (pieces) pieces.
consolidation - -
Preparation of pallets on Number of pallets prepared in the convergence of the
of orders Pallets .
duty assortment of dry pieces and cases.
. Ability to safeguard assorted orders waiting to be loaded
. Staying of prepared pallets Pallets Y g &
Loading  and on the platform.
boardin Loading capacity to transport units associated with mobile
& Pallet load per hour Pallets ding capacity p
equipment movements.
. Transport fleet No. of units | Transport units that make up the vehicle fleet.
Delivery of
orders to store Gates No. of loading | Number of platforms enabled for loading and unloading
gates operations.
Annex 4. Key performance indicators of supply chain processes.
. nit of .
Processes Indicator Unit o Description
measurement
This indicator represents the level of merchandise inventory expressed in days in the distribution
Inventory level in center and is a function of the volume of daily movement or transfer to stores. From the perspective
distribution of the Abasto process, it measures the effectiveness of planning the supply of suppliers to the
center center of distribution.
Calculation: The inventory of the merchandise is divided by the value of'its daily trip to stores.
It is the percentage of merchandise that is not in inventory or not available for sale in the store and
Supply Lost sale that has a daily sales behavior based on statistics.
Calculation: The shortage of each merchandise is divided by the projected daily sale behavior of
each merchandise.
This indicator represents the level of merchandise inventory expressed in days in the store and is
. based on the store's sales volume. From the perspective of the Abasto process, it measures the
Inventory level in . . S
store effectiveness of planning the supply from the distribution center to the store.
Calculation: The inventory of the merchandise in the store is divided by the daily sale value of the
store.
Compliance with Level of compliance with the appointment schedule established with providers.
supplier receipt % Calculation: The number of arrivals within the window is divided by the number of scheduled
Merchandise program appointments.
reception Level of compliance that is carried with suppliers on the requested merchandise.
Fill rate providers % Calculation: The quantity of merchandise received is divided by the quantity of merchandise
scheduled to be received.
Inventory days in This indicator represents the days inventory of merchandise in the distribution center, is based on
the distribution Days the volume of daily trips to stores.
center Calculation: The inventory of the merchandise is divided by the value of its daily trip to stores.
This indicator shows the decrease generated in the warehouse due to internal handling and product
Storage of | Product wastage % ObSOIeSC.e nee. S .
. Calculation: The value of the lost merchandise is divided by the value of the total inventory of the
merchandise .
distribution center.
This indicator measures the efficiency with which you have the ability to rotate inventory in the
Inventory Cycles or cedis.
rotation number Calculation: It is the number of cycles or times that stocks were turned over during a period of
time that can be monthly.
This indicator shows products scheduled to be shipped to the store and not in the inventory
Product missin Y available from the distribution center.
g 0 Calculation: The total number of missing merchandise is divided by the number of merchandise
Order -
scheduled to be shipped to the store.
management . - ) T
This indicator shows the cycle time of an order, it is also known as lead time.
Cycle time Hours Calculation: It is the time elapsed since the store order is generated until the distribution center
delivers it to the store.

WWwWw.astesj.com

830



http://www.astesj.com/

C. Ruiz et al. / Advances in Science, Technology and Engineering Systems Journal Vol. 6, No. 1, 819-832 (2021)

Efficiency indicator that shows the use of resources for the productive tasks of operating personnel
Assortment Units / hr in each work area.
productivity Calculation: The volume supplied (pieces or boxes) is divided by operator per hour of work. There
Assortment of . . ?
orders are three work areas and there may be different productivity units.
Assortment error Quality indicator that shows the reliability of the assortment of the productive groups.
rate % Calculation: Divide the number of errors in the operating staff assortment by the total assortment
volume per operator.
Preparation Indicator that shows the performance in the preparation and consolidation of the order prior to
and Productivity  in . loading it on the platform. It is intended that the integration of orders, both for parts (plastic basket)
. . Units / pallet . . .
consolidation | preparation and boxes, is of maximum density per palle.
of orders Calculation: Number of packages placed per pallet prepared.
Productivit This efficiency indicator aims to measure the load capacity of packages in the transport unit. The
Y Units / truck aim is to make the most of the volume of the transport unit.
under load . .
. Calculation: Number of packages loaded per transport unit.
Loading and — - - - - —
boarding This indicator measures the time the transport unit remains on the loading platform. The objective
Unit  charging Hours is for the unit to be released as soon as possible so that it begins its journey.
time Calculation: It is the elapsed time from when the transport unit is assigned to the platform until it
is released to start the journey.
Compliance  to This service indicator reflects arrivals within the expected time period or store delivery window.
mp ] % Calculation: The number of orders arriving within the assigned time window is divided by the total
delivery windows
number of scheduled orders.
Level of fulfillment of the delivered merchandise vs. the merchandise requested in the store order.
Delivery of | Fill rate % Calculation: The quantity of merchandise delivered to the store is divided by the quantity of
orders to store merchandise scheduled to be delivered.
This indicator seeks to measure the time it takes for the transport unit on its order delivery route
Cycle time Hours until it returns to the distribution center to start another cycle.
deliveries Calculation: It is the elapsed time from when the unit is released to start an order delivery trip to
stores until it returns to the distribution center.
Annex 5. Economics indicators of supply chain processes.
. Unit of .
Processes Indicator Description
measurement
Represents the expense incurred in the warehouse
Warehouse expense $ / package operations considering the direct labor related to the
Grqup of processes operation.
inside the distribution
center : :
It is the expense attributable to the loss of product and
Wastage expense $ / package . . .
inventory differences in the warehouse.
Entrega de pedidos a| . .. . It is the expense of the distribution and delivery of
nires P Distribution expense $ / package P Yy
tienda merchandise to the store.
All processes in the . . It is the integral expense of all the key processes that
proces Total logistics expenditure $ / package £ pben e key p
supply chain make up the supply chain of the distribution center.
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Annex 6. Continuity actions matrix of COVID-19.

. . Communication
Operatives Suppl Service P
Health | Risk | Capacity P PPy and diffusion
hase | level level Facilities and . . Distribution / s
P People . Providers Merchandise Stores . Communication
infraestructure delivery to store
. . o Identification of suppliers
o . ° Review aqd eva}uatlon of with risk of shortage o Normal marketing plan
® 100% operational team risks of manipulation of S . o
Normal . . e Communication and risk ® Normal releases and ® 100% supply of stores
Does no . o Recruitment of personnel as a equipment and . . . . L
0 operation . . . . mapping with strategic promotions ® Monitoring of stores closed
apply o protection measure against possible infrastructure . . . .
100% suppliers ® Local and regional due to contingencies
damages due to loss of labor e Survey of vulnerable . . . .
areas to contagion . Explqre alternative vendor | promotions in the normal way o Strengthening of
alternatives the transport fleet
. i . d
o Assignment of personnel to the ® Installation of health and i.tc];:rf;a;)(:;lsshi;c::lg]:(l)ybil?g lf(i)rh © Normal marketing plan gz‘:tnfaacnted)
'S P o safety measures such as . UEN | o Normal releases and o . -
. operational workforce by 10% demand due to contingencies . ® 100% supply of stores ® Routing planning
Operation X . . health filters . SR promotions L . I
. o Identification of areas that require . o Establish prioritization . ® Monitoring of stores closed with sequential time
with working overtime ® Restriction of access to strategy with merchandise ® Local and regional due to contingencies windows
1 1 emergengin & . confined areas or without ey - . promotions in the normal way conting . Activati £ th
. ® Isolation for personnel classified as S categories (privilege suppliers . . . ® Monitoring of rejection of ® Activation of the
g actions vulnerable erou adequate ventilation of basic products) o Identification of the articles deliveries to store b Incident
90% - 100% ] Activatioi of I})1ealth filters to o Cancellation of meeting . Activaliion of alternative considered essential to contingenc, Y Management and
) . . places that do not comply . . prioritize their supply from sency Crisis Resolution
identify symptoms in the staff with the distance measures providers and privilege suppliers K
regional alternatives Committee (MIRC)
. o Generation of advance o Adjusted marketing plan * Estgbllshment of
o Installation of health and X . . . the crisis action
purchases for items classified | and according to merchandise -
e Exploration and activation of safety measures such as as essential availability ® Monitoring of stores closed plan
. . health filters S . S . due to contingencies o Establishment of
operating schedules, working days . ® Prioritization of supplier e Prioritize the marketing of o o
and shift duration ® Restriction of access to receipts essential contingency items ® 100% supply of stores e Extension of communication
. - . confined areas or without . 4 y e Monitoring of rejection of L roles in the
Operational | e Activation of shifts on non- o o Consider the exchange of such as food and perishables, A . . distribution days
2 erformance | working days adequate ventilation merchandise between cleaning and hygiene deliveries due to contingencies ® Modify daily management team
P o o o Cancellation of meeting U . . ® Decrease in the frequency of . - Towards the
70% -90% | e Keep staff from vulnerable groups distribution centers and stores | ® Management with capacity . delivery plan to a
in isolation places that do not comply (optimally distribute planning, inventory delivery of orders to stores less frequent one staff
L . . with the distance measures > . o Financial analysis that favors - Towards the
® Maintain health filters to identify o Installation of physical shortages) replacement adjust purchases sending orders to the best- client
symptoms in staff o ® Activation of alternative according to demand and .
barriers in work areas to R . X selling stores - Towards the
. . . providers and privilege of capacity level of the .
2 avoid the risk of contagion . . s General Directorate
regional alternatives distribution center
- Towards
® Balancing of ting load. . iti
arancing ot operating '0ads ® Generation of advance authorities and
according to staff availability, X . government
A . . purchases for items classified S N
activation of extra shifts according to X Lo . ® Validation of stores that - With the press
availability as essential ® Prioritize the marketing of remain open and capable of e Extension of d social medi
Operational | e Keep staff from vulnerable groups o Installation of health and | e Prioritization of the receipt | essential contingency items, receiving merchandise delivom dovs o anC social media
3 performance | in isolation safety measures such as of strategic merchandise such as food and perishables, | Supply to stores classified as | store Ty day: ; ; arry outa .
50% - 70% | e Staff working remotely (for those health filters, sanitizing suppliers cleaning and hygiene private based on sale ® Balancin, E OW—up_Sessmctll ’
who aply the z‘;’cheme) Y mats, sanitization o Consider the exchange of ® Management with capacity e Decrease in the frequency of | operators i f ¢ < op: eratu})‘n an
S PPy ThX . application with authorized | merchandise between planning, inventory . Y perato review eac
o Strengthening of established health leanine fluid distribution centers and stor replacement adiust purch delivery of orders to the store deliveries 24 hours | element of the
filters, identification of symptoms in cleaning tuids stribution centers and stores | replacement acjust purchases ® Decrease the contingency matrix
ersonnel ® Restriction of access to (optimally distribute according to demand and frequency of gency
]: Balanci n ine load confined areas or without shortages) capacity level of the delcilve z £ orders
4 g.ncmtg ot (g)cra 1ln %'l(‘)ta S adequate ventilation ® Activation of alternative distribution center e Validation of stores that to the 3](“ o
according fo statt avariabiiity, o Cancellation of meeting | providers and privilege o Carry out financial analysis | remain open and capable of ;
activation of extra shifts according to 1 hat d 1 ional al . il h icles th - . ® Perform dynamic
ilability places that do not comply | regional alternatives to privilege the articles that | receiving merchandise routing with
. avar with the distance measures | ® Daily communication on provide the greatest economic | @ Monitoring of rejection of -
Operational | e Keep staff from vulnerable groups . . . Lo o . . . priority stores and
3 4 f in isolati o Installation of physical the operational continuity of | benefit to the organization. deliveries due to contingencies o Eliminate
periormance | n iso‘ation barriers in work areas to suppliers based on the priority | ® Exchange of merchandise ® Supply of stores that remain .
30% - 50% | e Staff working remotely (for those . . . . . . . . . . restriction of order
h Iy the sch avoid the risk of contagion | classification of their products | between operating units and open and classified as high sales delivery windows
WhO apply the S¢ eme) . o Evaluate the collection of stores ® Delivery of orders according Y
o Strengthening of established health X - o R
o - . merchandise at the supplier's to availability and receipt
filters, identification of symptoms in faciliti .
acilities capacity
personnel
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