Consulting

Weekly Executive Brief

Supply Chain & Operations Strategy | Executive Advisory
Clarity in Supply Chain & Operations.
Week Beginning October 11, 2026

The common finding across technology, policy, logistics and Texas is that nominal availability overstates executable supply. The decision variable
is increasingly the capacity, route or project that remains qualified, legally usable, commercially uncommitted and supported by power, water, labor
and control evidence.

Five discoveries that change decisions

Action now

Discovery

Why it changes the decision

Module diversity can collapse into one InP, laser and

allocation pool through 2029, Trace upstream source and committed qualified output.

Optics sold out below Tier 1

NAND is splitting, not turning

Client resistance is real, but enterprise SSD demand and
commitments delay the broad pricing turn.

Stagger by application; preserve 2027 coverage and
2028 flex.

RRM affects entries before a final finding

A Mexico facility can create customs cash-flow and
continuity exposure during review.

Map entries, inventory and alternatives by factory.

Freight cost is capacity plus fuel

Linehaul rose while diesel fell; equipment availability is
now an independent cost driver.

Separate linehaul, fuel and capacity commitments.

Texas filings are no longer enough

Audit, water, permits and local agreements determine
whether projects become executable.

Sell and buy against gate milestones, not announced
capex.

Executive assessment

The procurement mistake to avoid is treating new capacity as open capacity. Memory agreements, strategic photonics investments and customer
access rights can absorb the first qualified output. The correct supplier question is: of the output that is qualified for our exact part and route, how
much remains contractually available to us by quarter after prior commitments?

The policy mistake is treating consultation, an allegation and an effective restriction as the same thing. USMCA comments are due January 12,
2027; no new rule is effective. The GLM Components action is different: suspension of liquidation is operative for affected unliquidated entries
while the review proceeds. The connected-vehicle bill is reported but not enacted.

The logistics mistake is attributing every rate increase to shipment demand. DAT linehaul excluding fuel is up 33.5% year over year while posted
equipment remains tight. Diesel fell week over week but remains $2.488 above last year. Ocean carriers are also cancelling sailings while record
September imports absorb port and inland capacity.

The industrial AT mistake is approving autonomy without confirming where losses sit. Runtime authority, transaction limits, shutdown, audit logs
and incident escalation are becoming insurance evidence. A pilot that cannot show those controls is not ready for production write access, regardless
of model accuracy.

The Texas mistake is counting construction filings and interconnection requests as executable demand. The state audit and permit pause, Taylor
development terms and Wharton water gap show that power, water, local agreements, ownership, financing and a customer path must converge
before long-lead equipment demand is credible.

Decisions for the next 30 days

*  Run memory and optics renewals through the Buyer Action Register S02, S03 and R02 checks; demand part-level qualified and uncommitted
output by quarter.

e  Prepare USMCA consultation evidence around specific part-route economics, qualification lead times and capacity constraints before the
January 12 deadline.

e Add facility-level RRM notice, customs-record and continuity provisions to material Mexico sourcing reviews.

e  Rebid fuel independently from linehaul and protect only the origin-equipment pairs where service failure has quantified consequences.

e Require authority states, hard limits, shutdown tests, action logs and insurance mapping before an industrial Al use case receives production
write access.

®  For Texas projects, release work against executed development, water, permit, interconnection and tenant milestones rather than announced
capital.
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What would change the overall view

The thesis would weaken if supplier lead times normalize, uncommitted optical and memory capacity becomes visible, client NAND weakness
reaches enterprise contracts, posted truck supply rebounds, Texas publishes a high survivor rate with permits and water in hand, and insurers offer
affirmative coverage without heavy autonomy restrictions. It would strengthen if more capacity is prepaid, labor disruption begins, USMCA
proposals reach component rules, blank sailings increase or Texas audit failures eliminate a large share of proposed load.

Buyer Action Register

The updated register carries the practical deltas: USMCA consultation preparation, GLM facility enforcement, NAND application divergence,
optical upstream commitments, Taiwan labor risk and industrial Al insurance controls. Use it at awards, renewals, volume commitments, alternate
approvals and manufacturing-route changes.

Sources and verification notes

Evidence, management statements, market estimates and BK Consulting judgments are separated in the text. Sources were accessed October 11,
2026. Legal status should be checked again at the transaction or award date.

[1] Micron 2026 Form 10-K - https://www.sec.gov/Archives/edgar/data/723125/000072312526000023/mu-20260903.htm

[2] TrendForce Q4 memory outlook - https://www.trendforce.com/presscenter/news/20260930-13258.html

[3] USTR USMCA consultation - https://ustr.gov/about/policy-offices/press-office/press-releases/2026/october/ustr-seeks-public-comment-2027-joint-review-usmca

[4] USTR GLM Components RRM action - https://www.ustr.gov/about/policy-offices/press-office/press-releases/2026/october/united-states-seeks-mexicos-review-alleged-denial-workers-rights-glm-
components-mexico

[5] DAT October 6 dry-van report - https://www.dat.com/blog/dry-van-report-quarter-end-freight-surge-pushes-spot-rates-higher

[6] EIA October 6 fuel update - https://www.eia.gov/petroleum/gasdiesel/

[7] Aon Al insurance analysis - https://www.aon.com/en/insights/reports/ai-risk-is-outpacing-insurance-what-organizations-need-to-know-in-2026

[8] Reuters Texas data-center permit pause - https://www.reuters.com/business/energy/texas-gov-abbott-halts-all-state-issued-permits-data-centers-until-grid-audit-is-2026-09-21/

BK Consulting | Confidential Executive Intelligence | 2



	Five discoveries that change decisions
	Executive assessment
	Decisions for the next 30 days
	What would change the overall view
	Buyer Action Register
	Sources and verification notes

