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About This Playbook

This playbook was produced with ArcSyne Intelligence’s scenario-based forecasting and
risk-advisory system—a native Al methodology purpose-built for today’s strategic landscapes, where
policy jolts, regulatory opacity, and macroeconomic shocks are increasingly likely to upend business logic.

For [Chemical Company], ArcSyne has integrated: 150 + 30 [Chemical Company]-specific signals,
Bayesian-tuned. Engine ingests macro shocks and [compound]-sector triggers (tariffs, [toxic chemical]
bans, supply-chain strain) to surface the moves that matter first.
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# Section What it Delivers

0 Executive Tear-Off One-page slide for the CEO & Board: scenario radar, growth
heat-bar, three must-do pricing moves.

1 Situation & Links [Chemical Company]'s cost structure and debt profile to

Complicating Factors four external shocks—tariffs, ESG rules, credit spreads, and Al
materials—showing where margin, growth, and cash are at risk.

2 Scenario Map & Five credible futures (probabilities, triggers, expected growth),

Overview plus which [Consultant] service bundles unlock value in each
world.

3 Growth-Mode Shows how High, Base, and Low growth tempos overlay each

Cross-Walk scenario—and which levers (pricing, GTM, supply, cash) matter
most at each speed.

4 Revenue-System Side-by-side table of evergreen moves versus margin Killers,

Compass (No-Regret each tied to a metric and a [Consultant] capability.
vs. Do-Not-Do)
5 Pricing Acceleration Four-week Health Engagement to plug leaks, embed ESG/local
Playbook premiums, and stress-test guard-rails; foundation for all later
work.

6 Revenue Resilience Fast-follow sprints: GTM & Customer Value, Capacity & Supply

Modules 2-4 Resilience, Cash & Working-Capital quick wins—each with
steps, KPIs, and timing.
7 Readiness Radar Traffic-light scorecard across Pricing, GTM, Operations,
Compliance, and Finance so ELT sees capability gaps at a
glance.
8 Trajectory-Specific Three “If/Then” cards (High, Base, Low growth) linking triggers
Play-Calls to immediate cross-functional actions and 90-day KPIs.

9 Posture-Setting Four blunt monthly questions that surface hidden risks in
Questions for the ELT liquidity, premiums, talent, and culture.

10 | 30-Day Action Grid & Checklist of ten concrete tasks, deadlines, and accountable
Named Owners executives to kick-start execution tomorrow morning.
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Section 0 | Executive Summary
Takeaway

Win by getting [toxic chemical]-free, staging U.S. capacity, and building a
revenue system—opricing, sales, supply, cash—that flexes as fast as the
market shifts.

Pricing is the fastest lever for driving change, but it works best when backed by a smart GTM
story, right-sized capacity, and a cash buffer. [Consultant] engagements turn that into a 90-day
execution path.

What Changed in 2025

e Policy whiplash: U.S. reshoring tax credits one day; new export licences from China
the next.

e Dollar slide: —13 % YTD vs. euro, scrambling landed costs.

e ESG split: EU ready to ban [toxic chemical]; U.S. still debating—buyers want proof, not
promises.

e Talent & spreads: Skilled-tech vacancies >40 %; floating-rate coupons step up with
every SOFR bump. For [Chemical Company], with 30 k SKUs and heavy SG&A, that mix
can swing gross margin ¥4 points in one quarter if the revenue system can’t keep up
(see Section 1).

Why Scenarios Matter Now

Global trade and policy shocks have accelerated in Q2 2025—tariff credits on reshoring, China’s
export licences, and a 13% drop in the U.S. dollar are rewriting landed costs overnight.
MedTech procurement has grown skeptical: buyers demand narratives, not just quotes, and
multiple regulatory bodies are setting divergent ESG bars. At [Chemical Company]—where 30k
SKUs, and a leveraged balance sheet are already stress points—margin volatility can swing
*#400 bps in a quarter (see Section 1, below) if pricing discipline doesn’t keep pace.
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Five Plausible Futures (Dec ’25 — Mar ’26)

Spreads and skill gaps
squeeze ops.

Driven

Scenario Core Driver “Dominance” Action Cue
Likelihood
[toxic chemical] Environmental/ 28 % Lock [toxic
Compliance Cliff Regulatory Driven chemical]-free
[toxic chemical] bans make certlfllcatlon & audit
ESG your trade passport. premium.
Bloc-Sourcing Sprint Institutional 22 % Qualify NA lines for
. . g0

Free trade splinters; Fragmentation Driven 5-9 % surcharge.
on-shore race on.
Next-Gen Leapfrog Tech/Al Driven 18 % Acquire/licence
Al accelerates outcome-driven liner
bio-[compound] adoption. IP.
Margin Spiral Market Dynamics 17 % Enforce price floors &
Over-capacity empowers Driven hourly SKU profit drills.
reverse auctions.
Credit-/Labour Crunch Financial/Operational 15 % Secure liquidity,

ring-fence key talent,
modular automation.

How to Use This Playbook

1. Skim the scenario map = see which future is getting louder.

2. Check your growth bar =¥ pick the right tempo.

3. Run the Pricing Health Check =» plug the leaks, price the badges.

4. Layerin GTM, capacity, and cash modules as triggers fire.
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Section 1 | Situation & Complicating Factors

Preamble
In mid-2025, senior executives are navigating what feels like an economic maelstrom:

e Currencies are whipsawing. The U.S. dollar has just recorded its sharpest first-half
decline in 50 years, falling 13 % against the euro and 6 % against the yen, reshaping
import costs and competitive pricing overnight. (The Wall Street Journal)

e Tariff and export controls are proliferating. Washington’s proposed Supply-Chain
Security & Growth Act offers a 20 % tax credit to reshore critical-component capacity,
even as Beijing tightens export licences on fluorochemicals and rare-earth
inputs—pinching exactly the resins [Chemical Company] relies on. (Congress.gov, SPF)

e Manufacturing demand signals are contradictory. Headline PMI prints remain soft
while select med-tech categories experience spot shortages, leaving planners unsure
whether to brake or accelerate cap-ex. (Business Honor)

e Institutional guard-rails are under strain. Regulators on both sides of the Atlantic
push divergent [toxic chemical] timelines; lenders widen high-yield spreads; and
skilled-trades vacancies exceed 40 % in extrusion hubs, forcing CFOs to re-price labour
risk daily. (Randstad USA, Deloitte)

For catheter-component leaders like [Chemical Company], these macro tremors collide with an
internal reality: a historically cost-plus pricing model, high SG&A intensity, and leveraged capital
structure. The margin window can swing 400 bps on a single policy headline.

Purpose of Section 1

Section 1 distils this volatility into four concrete “shock clusters” and translates them into direct
P&L exposures for [Chemical Company].

It does three things for the Executive Leadership Team:

1. Links external turbulence to internal levers—volume, price, COGS, SG&A,
cap-ex—so leaders see cause-and-effect, not headlines.

2. Quantifies urgency by stress-testing [Chemical Company]’'s baseline against the
2025-26 regulatory clocks.
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3. Sets the stage for action—showing why disciplined, scenario-ready pricing is now the
company’s fastest and most controllable lever for protecting EBITDA and lender

confidence.

1.1 | [Chemical Company] Today: Strong Core, Structural Exposures

e Dominant niche share—but high complexity. ~30 k SKUs, engineer-to-order quoting,
and premium service underpin 90 % of revenue, yet inflate SG&A and quoting latency.

e Highly leveraged balance sheet. Post-EQT buy-out capital structure may leave thin

covenant headroom if EBITDA slips just 100-150 bps.

e Pricing discipline still immature. Cost-plus legacies, 30 pp CPQ overrides, and
fragmented discount governance leak margin even before macro shocks hit.

1.2 | Four Shock Clusters Converging (Dec 2025 — Mar 2026)

Shock Cluster

What’s Changing

Direct [Chemical Company]
Exposure

Policy
Fragmentation &
Tariffs

U.S. “Supply-Chain Security & Growth
Act” (20 % ITCs) collides with new
Chinese export licences on PTFE; EU
doubles down on [toxic chemical]
bans.

* Dual sourcing of
fluoro[compound]s essential.«
NA capacity race creates cap-ex
& execution risk.

Regulatory
Divergence &
ESG

EU RAC/SEAC final [toxic chemical]
list due Q1-26; EPA timeline
politicised but still live; GPO
scorecards shifting 20 pts toward
lifecycle compliance.

* +12 % COGS inflation on
compliant resin.s Audit SG&A up
5-7 %; risk of SKU delisting
without certification.

Credit & Labour

HY spreads; skilled-labour vacancy

* Refi optionality narrows;

next-gen liner posts CE-Mark +
outcome data Jan-26.

Tightness >50 % in extrusion hot-spots; wage cap-ex gating imperative.« OEE
inflation 8 % YoY drains SG&A. erosion from churn threatens
service levels.
Al & Materials Open-source ML accelerates * Legacy [toxic chemical] liner
Disruption bio-[compound] breakthroughs; share at risk (up to 6 %). M&A /

licensing speed becomes
survival skill.

ArcSyne
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1.3 | P&L Exposure Heat-Map — Margin, Growth, Cash

Shock Cluster Margin Growth Gap Cash Drag Primary
Swing (missed revenue | (working-capi [Consultant]
(bps %) tal or Levers to Close
Q-on-Q) interest) the Gap
Policy -120 & 15 % depending on | +15 days Growth Strategy
Fragmentation +90 NA-content inventory (capacity staging)
& Tariffs premium capture (bonded stock)

Pricing Optimisation
(local surcharge)

Regulatory -150 & —6 % if [toxic Audit SG&A Compliance-priced
Divergence & +60 chemical] delisting, +5 % Pricing
ESG +4 % if ESG
premium secured Commercial
Excellence (value
messaging)
Credit & Labour | -90 « -3 % throughput +$4 M/qtr Working-Capital
Tightness +10 loss interest if Rapid Wins
SOFR 1150 bp
Analytics for shift
optimisation
Al & Materials -80 & —6 % legacy R&D cash Growth Strategy
Disruption +150 cannibalisation, +8 burn +$2 M/qgtr | (M&A/licensing)
% innovation win
GTM Redesign

(hybrid bundle)

Key takeaway: margin risk is still big, but lost growth and cash drag together match or
exceed margin loss in most shocks—necessitating solutions beyond pricing alone.
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Section 2 | Scenario Overviews & Why They Matters

2.0 | Why the CEO Needs to Care About Scenarios and Growth Advisory

Running a great plant is no guarantee of winning margins if the outside world shifts: a [toxic
chemical] ban can erase shelf space overnight, U.S. tax credits can turn into export hurdles, or
new bio[compound]s can reset buyer specs. Between Dec 2025 and Mar 2026, any one of five
futures below could dominate—regulatory clamp-down, on-shoring race, materials leapfrog,
price-war glut, or a rate-and-labour squeeze.

Each future changes more than price: it rewrites growth paths, capital timing, and cash
breathing-room. Pricing discipline is still the fast lever, but the company also needs strategy on
capacity bets, sales playbooks, compliance throughput, and liquidity buffers. The table
that follows distils all of that—scenario likelihoods, the growth tempo to expect, and which mix of
[Consultant] services (pricing optimisation, growth strategy, commercial excellence, analytics)
protects or unlocks value. It is the ELT’s one-page map from shock headlines to concrete
actions.

Five Diverging Futures By Early 2026: Big Picture + Action Cue
[toxic chemical] Compliance CIiff

e Big picture: Picture a world where environmental/climate-driven regulation outruns
politics—green rules become the new trade passport.

e Regulators on both sides of the Atlantic clamp down on [toxic chemical], and hospital
buyers flip from “best price” to “best footprint.” Certification speed turns into a revenue
lever: lock your audit stamp early and capture a 6 % premium, or watch legacy SKUs
vanish from catalogs in a single RFP cycle.

Regional Bloc-Sourcing Sprint

e Big picture: Global free trade is splintering; it's a land-rush to prove you’re “built here,
trusted here.”

e Tax credits and export controls push OEMs to demand =70 % North-American content. If
[Chemical Company] qualifies its Carolinas line on time, it pockets a 5-9 % surcharge;
miss the gate and you inherit higher resin costs with zero offset.

Next-Gen Material Leapfrog

e Big picture: Tech and Al are rolling the dice—innovation, not compliance, suddenly sets
the spec.
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e An Al-designed bio[compound] liner clears EU trials and grabs the clinical spotlight.
[Chemical Company] must buy, license, or fast-follow; getting in early means a
double-digit ASP bump, while staying on the sidelines turns core SKUs into
commodities.

Over-Capacity Margin Spiral
e Big picture: Capital flooded in, demand stalled—now it’s survival of the leanest.

e Five new U.S. plants come online just as procedure growth plateaus. Buyers weaponise
reverse auctions and push clearing prices down 8-10 %. Guard-rails and daily SKU
profit dashboards are the only brake on a covenant-busting price war.

Credit- & Labour-Squeeze Crunch

e Big picture: Money gets tight, people get scarce—the game shifts from growth to
execution.

e High-yield spreads jump 150 bps and extrusion technicians are nowhere to be found.
Liquidity, retention bonuses, and modular automation decide who keeps the lights on;
pricing gains come only from monetising service reliability, not unit mark-up.

2.1 | Scenario Overview Table (next page)
Why this table matters:

e |tisolates the first observable signal for each future, so the ELT can act before
competitors.

e It links every scenario to a pricing and go-to-market consequence—highlighting
where the [Consultant] list-and-discount architecture must flex or defend.

e The Force-Mix column shows which macro driver dominates in the Scenario Space
Geometry, anchoring the strategic narrative for Board and lender conversations.
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Section 3 | Growth-Mode Cross-Walk

3.0 | Why Growth Modes Matter
Knowing which future will arrive is half the battle; knowing how fast it will hit is the other half.

A [toxic chemical] ban in a slow market is a compliance project; the same ban in a demand
surge is a capacity and staffing crisis. That's why we map each scenario to three tempos—High,
Base, Low—and spell out which blend of [Consultant] capabilities (pricing optimisation,
growth-strategy, commercial excellence, analytics) moves the needle in each setting.

Think of this as a gearbox: growth mode tells you whether to shift up, hold, or brake; the service
mix tells you which pedals to press.

[see table - next page]

Key Take-aways for the ELT

e Pricing architecture is the hinge in every tempo—premiums in High, guard-rails in
Base, hard floors in Low.

e Cap-ex discipline differentiates winners: surge-shift flexibility beats green-field
bravado in High; staged releases protect Base; freezes preserve cash in Low.

e Talent & compliance are universal choke points—ring-fencing extrusion techs and
audit staff is mandatory across modes.

e Dashboards, not decks—real-time canaries (resin spot, CPQ overrides, HY spreads,
vacancy rates) must feed weekly ELT decisions.

(Section 4 will visualise the No-Regret and Do-Not-Do moves that underpin these growth plays.)
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3.1 | Growth-Mode Overview

cap-ex freeze.
» Sunset bottom-10 % SKUSs.
» Retain critical talent.

EU lines.

B — Build raw-material buffer.

C — Cap royalty exposure.

D — Enforce absolute price floor.
E — Hedge floating-rate debt.

bp.
* Vacancy >50 %.

Growth Common Moves & Scenario-Specific Moves Canaries & Must-Have Capabilities
Mode Opportunities (pricing-related in Triggers (with key [Consultant]
bold) levers)
High * Lock multi-year premiums A & B — Certify fast, capture * Premiums 25 pp in | Pricing Optimisation
(ESG / NA badge). premiums. bids.. Backlog 18 %. | (coefficients, guard-rails)
» Add surge shifts; modular C — Buyl/licence next-gen liner. +
cap-ex. D — Buy distressed assets. Growth Strategy (capacity
* M&A / licence “strike team.” E — Use cheap credit window for staging, M&A).
automation.
Base * Institutionalise price-for-value; A — Scale audit team only to EU * ESG weight shows | Commercial Excellence
override ceiling <10 pp. lines. up in RFP drafts. (value selling, margin
* Targeted automation & digital B — Hedge resin. * IRS/HHS guidance | dashboards)
LCA. C — Hybrid bundle upsell. final. +
* Bonded/VMI offers. D — Daily SKU margin drill. Pricing (quote governance).
E — Retention bonuses.
Low * Liquidity fortress: AR <55 d, A — Focus compliance spend on * HY spread +150 Commercial Excellence

(working-capital & shift
redesign)

+
Analytics (cash & interest
stress-tests).

ArcSyne
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Section 4 | No-Regret vs. Do-Not-Do Moves

4.0 | Why This Section Matters

Guard-rails that cover only list price miss half the failure modes. A certification backlog, GTM
silence, or un-hedged floating debt can sink EBITDA just as fast. This section names the moves
that always work—and the ones that reliably backfire—across people, pricing, GTM, supply,
compliance, and cash. Each move is tied to a clear metric and to the [Consultant] service that
fixes or enforces it.

4.1 | [Chemical Company] Action Compass — What to Lock In, What to
Avoid

See next page

4.2 | What This Means Tomorrow Morning

e Put Metrics on the Wall. Every move above has a single KPl—publish them
company-wide and review weekly.

e Reward Guard-Rail Heroes. Celebrate the sales rep who refuses an override or the
plant lead who flags utilisation drift.

e Spot Red Flags Early. Any “failure signal” that flickers amber should trigger a
pre-agreed play-call from Section 3.

(Section 5 deep-dives into how the [Consultant] 10-Lever pricing architecture turns these
guard-rails into daily discipline and upside capture.)
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[Chemical Company] Action Compass — What to Lock In, What to Avoid

Domain No-Regret Execution | Do-Not-Do Failure Primary
Move Metric Move Signal [Consultant]
Lever
People Ring-fence & =20 % Freeze Voluntary Commercial
cross-train bench depth | wages turnover > Excellence
extrusion techs across the | 12 % QoQ (Talent & Org)
and auditors board
Pricing Embed ESG / Override Blanket ASP slide > | Pricing
local-content / ratio<15 % | volume 5% in90d | Optimisation
outcome metrics discounts
in every quote;
override cap <
10 pp
GTM / Sales | 15-min “scenario | Reps Rely on Win-rate at | GTM Design &
bytes” and value | certified generic target price | Commercial
calculators for quarterly product <40 % Excellence
reps decks
Supply & Dual-source =70 % key Commit to | Utilisation < [ Growth
Ops resin with resins single 50 % for 2 Strategy
ceiling-price dual-sourced | mega-site | Qs (footprint)
clauses + cap-ex
bonded stock
Compliance | Fast-track [toxic | All top-50 “Wait and First-pass Growth
& chemical]-free SKUs see” on audit fail or | Strategy +
Innovation audits; diligence | audit-schedul | [toxic SKU delist Commercial
next-gen liner ed chemical] / Excellence
tech new tech
Cash & Weekly covenant | Dashboard Leave $1.3 | Cash Analytics &
Liquidity & scenario Monday B floating interest +$4 | Working-Capit
dashboard; 09:00; = 50 debt M/qtr after al Rapid Wins
partial SOFR % debt un-hedged | spread
caps on TLB hedged shock
Source: consolidated cross-scenario growth analyses and option-set synthesis
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Section 10 | 30-Day Action Grid & Named Owners

10.0 | Why This Section Matters

Playbooks stall without a deadline and a name on every line. The grid below translates Sections
1-8 into do-this-week tasks, each with a single accountable executive and a concrete finish

line. The CEO can scan this sheet at the next ELT and know instantly whether the organisation
is moving.

10.1 | Action Grid

# Action Primary Support Deadline Success
Owner Metric

1 | Complete Readiness Chief of Staff | Function +5 days Radar
Radar scoring and heads heat-map in
circulate results ELT packet

2 | Launch Pricing CFO VP Pricing, Immediate [ Kick-off deck
Resilience Health-Check [Consultant] signed
or integrate into partner
comprehensive Pricing
Engagement

3 | Refresh CPQ guard-rails VP Pricing IT/CRM +10 days Override ratio
with scenario coefficients; admin <15 %
lower override ceiling to (rolling 30 d)
10 pp

4 | Secure dual-source resin | COO Supply +20 days =270 % key
contracts with ceiling-price Chain Dir. resins
clauses dual-sourced

5 | Issue retention-bonus CHRO Plant HR +15 days Vacancy ratio
letters to critical extrusion leads <35%
techs & compliance
auditors

6 | Stand up weekly Scenario | Finance FP&A, +7 days First
& Covenant Dashboard Controller Compliance dashboard
(09:00 Mondays) emailed
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Prepare revolver Treasurer CFO +25 days Term-sheet
extension term-sheet; draft complete
initiate lender dialogue
Publish customer Chief Marketing, +18 days Comms pack
communication on Commercial | Compliance sent to top-20
ESG/local-content Officer accounts
surcharges and service
tiers
Assemble M&A / licence Corp Dev VP | Legal, R&D | +30 days Charter
“strike team” charter & approved;
target list top-5 targets
listed
Schedule first bi-weekly CEO (Chair) PMO Calendar Agenda
Scenario Steering invite today | issued;
Committee meeting quorum
confirmed

Review cadence: CEO checks status in the next ELT; any slip triggers a red-flag and revised
date. After 30 days, completed items roll into normal operating rhythm; new scenario-driven
tasks are added as triggers fire.
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