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Purpose
· Make exposure visible, for one product family or one lane. 
· Use it to feed the risk register and the monthly risk review. 
· Keep it to one A3 page and readable.

When to use
· At the start of risk work for a site or family.
· Before a major change (new supplier, new route, new line).
· After a disruption to learn and adjust.
· When service is unstable and you need a clear picture.

What you need (inputs)
· product family/flow
· SOPs/line layout
· key assets
· staffing coverage by shift
· suppliers & alternates (T1/T2 that truly matter)
· IT/OT systems (MES/PLC/WMS/ERP)
· utilities (power, compressed air, network)
· recent downtime/quality issues.

Prep 
· Pick the scope: one product family or one transport lane.
· Gather facts: current lead times, carrier mix, recent shipment list, Tier-1 suppliers, the few Tier-2 that matter most, known single points of failure, your constraint line.
· Agree who will own updates.
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Build the map
1. Left to right chain (column headers): Tier-2 (critical) → Tier-1 → Inbound legs (carrier, mode, gateway) → Site/lines (constraint marked) → Outbound legs/gateways → Key customers.
2. Lay out the horizontal lanes: Material flow | Core processes/lines/cells | People/skills | IT/OT systems | Utilities | External partners.
3. Plot the main flow: In Core processes, show steps (receive → store → prep → make → pack → ship). Connect left→right. Mark the constraint clearly. 
4. Add buffers & decouplers: In Material: inventory triangles/boxes; annotate hours of cover at average rate.
5. Add alternates & bypasses: Parallel line, alternate supplier, manual fallback. If no alternate, tag the upstream step as single point of failure. Mark SPOFs with a simple symbol.
6. Overlay enablers: People (unique/single-person coverage), IT/OT (MES/PLC/WMS/ERP + interfaces), Utilities (power/air/steam/network), External partners. 
7. Controls & detection: Interlocks, QA holds, alarms/reconciliations; note how failure is detected (alarm/SPC/mismatch).
8. Early signals: Next to each potential SPOF, list practical, observable signals (no new tools required).
9. Mini recovery cards: For major nodes, capture: Owner • Manual fallback? • Spare on-hand? • MTTR • Vendor SLA • Alternate path? (None → likely SPOF.)
10. Tag risks: Add the Risk ID from the Register; color border by Priority (High=Red / Medium=Amber / Low=Green).
11. Validate fast: 45-min huddle (ops, maintenance, QA, IT, logistics). Confirm buffers, alternatives, recovery cards. Capture top 5 SPOFs and owners.

What to put in each area
· Tier-2 (that truly matter): unique processes, sole tooling, special materials, utilities-as-a-service. Add city or region and any long qualification lead times.
· Tier-1 suppliers: name the site, not only the company. Note typical lead time if it drives risk.
· Inbound legs: carrier, mode, transit time, main gateway (port, airport, border). Add the tested alternative if it exists.
· Site or lines: the lines that carry the volume. Mark the constraint. Note critical spares and any unique tooling.


· Buffers/decouplers: Where inventory sits and hours of cover (tie to the Material lane annotation).
· Utilities: power, compressed air, process water, steam, backup generation (and any single-feed exposure).
· IT systems: the few you cannot run or ship without (MES, WMS, label printing, SCADA, authentication, database). Note simple dependencies in plain words.
· Unique skills or roles: any single-person risk. Add named deputies if you have them.
· Outbound legs or gateways: carrier, mode, main gateway, tested alternative.
· Key customers: only those that drive priority. Add a short tag such as “OTIF ≥ 98%”.

Early signals to consider
Pick what you can see early and consistently.
· Suppliers: QC pass trend, late or missing ASNs, sudden lead-time changes, local labor or safety news.
· Inbound: roll-overs, dwell time, hub congestion notices, border delays.
· Site: vibration or temperature on a critical asset, scrap spikes, maintenance backlog on the constraint.
· Utilities: pressure or voltage alarms, failed generator test, water quality alerts.
· IT: failed backup, unusual login failures, antivirus alerts, repeated label print errors.
· People: overtime spikes, absenteeism on a key shift, holiday overlap in a unique role.

Symbol conventions / color legend (keep minimal)
· Process step = rounded rectangle 
· Buffer/stock = triangle/box (“hrs cover”) 
· SPOF tag = red triangle “SPOF” 
· Risk ID = small “R-####” (border colored by priority) 
· Alternate path = dashed line 
· Control/detection = shield or “CTRL” 
· People/skill = person icon + skill (e.g., “only CNC L3”)
·  IT/OT = rectangle with system (MES/WMS/PLC)
· Utilities = line with icons; mark single feed 
· External = hexagon with vendor/carrier.

What to look for (SPOF checklist)
· Material/partners: 
· single-source item
· MOQ/lead time > buffer
· sole customs broker/carrier


· Equipment: 
· one machine with no bypass; long changeover
· unique tooling
· no spare critical part.
· People: 
· single skill holder per shift
· unplanned leave = stop
· IT/OT: 
· one database/server
· fragile interface (manual rekey)
· Wi-Fi dead zone.
· Utilities: 
· single power feed
· compressor at capacity; steam/air header without loop
· no UPS.
· Controls: 
· detection late/manual
· alarms without owner
· bypass culture.
· Logistics: 
· one dock
· one lane
· one slotting strategy that breaks on peak.

Build the priority risk list panel (5–10 minutes)
· Choose 3 to 6 items that sit above your agreed risk threshold.
· For each: risk, owner, next action with a date.
· Everything else goes into the risk register.

Findings summary (paste under the map)
	#
	Node / Dependency
	Why SPOF
	Current cover
	Quick mitigate 
(2–4 wks)
	Structural fix 
(1–3 qtrs)
	Owner
	Target

	1
	Infeed palletizer L2
	No bypass and no buffer
	0.5 h
	Add 2h WIP after mixer
	Install diverter to Line 1
	Ops Lead
	30 Nov

	2
	Vision station
	Only one trained maint.
	n/a
	Train backup; document reset
	Cross-train 2 techs
	Maint
	15 Dec

	
	
	
	
	
	
	
	




Validate the map (5 minutes)
· One page only, readable when printed.
· Single points of failure are marked.
· Alternatives are named where they exist (second source, alternative gateway).
· Early signals are practical and observable.
· Priority list has owners and dates.

Keep it current
· Place the map near the team board. Date it.
· Update monthly, or when anything important changes.
· Use it in the monthly risk review to confirm status, add new exposures, and move items between the watch list and the priority list.

Variants by operation
· Manufacturing: emphasise tooling ownership and transfer rights, spares and PM on the constraint, QA release flow and label printing.
· Logistics or DC: emphasise carrier mix, alternative gateway and backup carrier, parcel versus pallet flow, WMS, sortation, dock capacity.
· Multi-site network: one map per major site. If needed, keep a simple network overlay showing the few cross-site corridors and shared single points of failure.

Watchouts
· Trying to draw the whole company. Keep the scope narrow.
· Listing every supplier and every system. Show only what can stop flow.
· Missing the early signals. Then you may only learn when the line stops.
· Old prints on the wall. Date it and update it.
· No owners or dates on the priority list.
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