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Introducing the Supplier Risk Monitor Regional Analysis
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2021 Study

2023 Study

Introducing the Supplier Risk Monitor Regional Analysis | Overview
We decided on a regional analysis in 2026 after the third edition of the Supplier Risk Monitor was published in 2025 
and has already been widely cited in the press

What?

The Deloitte Supplier Risk Monitor (SRM) is an analysis framework for 
automotive suppliers to identify the greatest risks for each specific 
vehicle component cluster and offers potential solutions to mitigate 
them.

Thus, it stands for the proactive identification of risk Cluster and 
serves as a basis for the development of transformation strategies.

How?

The Deloitte Supplier Risk Monitor evaluates 6 risk factors subdivided 
into:

• External risks (not controllable for an individual automotive 
supplier)

• Internal risks (controllable for an individual automotive supplier)

Starting point are the 19 Automotive Component Cluster of the 
Deloitte study series Future of the Automotive Value Chain.

Regional Analysis

The regional analysis focused on comparing the five countries with 
the highest car production volume. Risk indicators were refined to 
support the regional zoom in.

2025/2026 Study
2026 Regional Analysis
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• In the Supplier Risk Monitor 25/26 the clusters were analyzed in detail 
based on defined risk factors

• It focuses on identifying the risk distribution across 19 automotive 
clusters and support targeted transformation strategies

The regional risk review extends its cluster-based analysis by adding a regional perspective, enabling clearer 
identification of risk differences – especially for Germany – to support targeted strategic decisions

Introducing the Supplier Risk Monitor Regional Analysis | Regional risk view

Focus of Supplier Risk Monitor 2025/264

• Building on this risk analysis, the regional perspective is 
incorporated, with a particular focus on Germany as a key 
location

• The regional view enables clear identification of regional risk 
differences to support targeted strategic decisions  

Regional risk viewComponent Cluster 
risk view

Focus of this Study
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Key results for Germany
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The six risk factors are translated into 15 risk indicators for regional comparison. The major data source is the 
Deloitte Benchmark database, covering financial information for 776 global automotive suppliers

Key results for Germany | Risk factors

Risk indicator Risk indicator

Deloitte benchmark database Deloitte Research

External risks (uncontrollable risks) Internal risks (controllable risks)

Market structure 
and pressure 

Regulatory and 
societal 
environment

Future market 
relevance 

Cash-generation 
power

Cluster 
adaptiveness and 
innovative power

Creditworthiness 

Market volume development

Plant utilization
Talent availability

Entrepreneurial attractiveness

Market capitalization

Enterprise value

Earnings

Working capital

R&D spending

Capacity for innovation

Balance sheet structure

Debt repayment capacity

Risk factor Risk factor

Footprint vulnerability

Infrastructure availability

Labor cost

Energy cost
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Focusing on the five largest passenger car production countries captures approximately 60% of global output, 
ensuring a robust and representative coverage of the industry landscape

Key results for Germany | Countries in the focus

32%

9%

China

Japan

India

Germany

5%

USA

Rest of World

7%
9%

38%

Global passenger car
production 2025 

Sources: GlobalData Plc production forecast

Total of 79.3m
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Despite a solid industrial foundation, demand and cost pressures drive a worsening risk profile and consolidation 
momentum - with policy action offering a pathway to stabilization

Key results for Germany | Summary external risk

• Operational foundation: 
Robust infrastructure and 
manageable footprint risks 
help sustain industrial 
stability even amid broader 
market and cost challenges

• Structural demand 
decline: Falling OEM 
production and low plant 
utilization are driving 
inefficiencies and sustained 
margin pressure for German 
suppliers

• Cost disadvantage: High 
labor cost and energy cost 
is significantly weakening 
Germany’s competitiveness

Japan India USA Germany China

Sources: Deloitte analysis, Mergermarket, The Economist Intelligence Unit
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Market structure 
and pressure

Market volume development

Talent availability

Plant utilization

Regulatory and 
societal 
environment

Infrastructure availability

Labor cost

Energy cost

Footprint vulnerability

Future market 
relevance

Market capitalization

Enterprise value

Entrepreneurial attractiveness

Risk factors Selected risk indicator
Take away

Highest riskLowest risk 1 5
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Weak earnings and a deteriorating balance sheet structure are elevating internal risk, necessitating urgent, 
comprehensive restructuring

Key results for Germany | Summary internal risk

Take away

• Earnings and liquidity 
pressure: Weak earnings 
and stretched working 
capital indicate limited 
cash-generation capacity 
for German suppliers

• Balance sheet 
deterioration: Weakened 
balance sheet structures 
and lower debt repayment 
capacity increase financial 
strains

Sources: Deloitte analysis, Refinitiv Workspace

Japan India USA Germany China Highest riskLowest risk 1 5
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Cash-generation 
power

Earnings

Working capital

Cluster adaptability 
and innovative 
power

R&D spending

Capacity for innovation

Creditworthiness

Balance sheet structure

Debt repayment capacity

Risk factors Selected risk indicator
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Shrinking OEM output and underutilized plants are structurally squeezing German automotive suppliers, leading to 
declining volumes, margin pressure, inefficiencies, and increased consolidation risk compared to other regions

Key results for Germany | Deep dive external risk

Shrinking OEM 
output creates a 
structural squeeze 
on German 
suppliers-driving 
volume loss, margin 
pressure, and 
consolidation, while 
accelerating 
footprint shifts.

India USA China Japan Germany

5.3

2.5

-0.6
-1.6 -1.9

Expected market volume development (CAGR FY25-FY30 in %)

Underutilized OEM 
plants in Germany 
create volatile 
demand that 
amplifies 
inefficiencies in the 
supplier base-
driving lower 
utilization, higher 
unit costs and 
working capital 
strain.

Plant utilization in % (Ø FY23-FY25)

Japan India China Germany USA

68.0 66.0
58.0 57.0 51.0

Sources: Deloitte analysis, GlobalData Plc production forecast
Highest riskLowest risk 1 5
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Market structure and 
pressure

Market volume development
Talent availability
Plant utilization

Regulatory and 
societal environment

Infrastructure availability
Labor cost
Energy cost
Footprint vulnerability

Future market 
relevance

Market capitalization
Enterprise value
Entrepreneurial attractiveness
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Cash-generation power
Earnings

Working capital

Cluster adaptability 
and innovative power

R&D spending

Capacity for innovation

Creditworthiness
Balance sheet structure

Debt repayment capacity

Detailed risk score

Risk factors Selected risk indicator
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Market structure and 
pressure

Market volume development
Talent availability
Plant utilization

Regulatory and 
societal environment

Infrastructure availability
Labor cost
Energy cost
Footprint vulnerability

Future market 
relevance

Market capitalization
Enterprise value
Entrepreneurial attractiveness
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Cash-generation power
Earnings

Working capital

Cluster adaptability 
and innovative power

R&D spending

Capacity for innovation

Creditworthiness
Balance sheet structure

Debt repayment capacity

German automotive suppliers face elevated internal risk, as structurally low EBIT margins and an inefficient 
industrial base with slow cash conversion reflect cost pressure, weak demand, and limited operational flexibility

Key results for Germany | Deep dive internal risks (I/II)

Low EBIT margins of 
German automotive 
suppliers’ stem 
from a structural 
squeeze where 
stagnant demand, 
OEM pricing 
pressure, and rising 
costs erode 
profitability.

USA India Japan Germany China

8.4

6.3 6.1
4.9 4.5

Germany’s 
inefficient industrial 
base leads to a slow 
cash conversion 
cycle due to ICE 
overcapacity, 
slower inventory 
reduction, and 
inflexible supply 
chains.

Cash Conversion Cycle (Ø FY22-FY24)

India China Germany USA Japan

40.2

59.9
69.0 72.8

85.6

Sources: Deloitte analysis, Refinitiv Workspace
Highest riskLowest risk 1 5

Detailed risk score

Risk factors Selected risk indicator
EBIT margin in % (Ø Median FY22-FY24)
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Cash-generation power
Earnings

Working capital

Cluster adaptability 
and innovative power

R&D spending

Capacity for innovation

Creditworthiness
Balance sheet structure

Debt repayment capacity
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Market structure and 
pressure

Market volume development
Talent availability
Plant utilization

Regulatory and 
societal environment

Infrastructure availability
Labor cost
Energy cost
Footprint vulnerability

Future market 
relevance

Market capitalization
Enterprise value
Entrepreneurial attractiveness

German automotive suppliers face elevated internal risk as high leverage signals financial strain
Key results for Germany | Deep dive internal risks (II/II)

R&D spending 
varies significantly 
by region, with 
Germany 
moderately 
investing in EV 
transition 
technologies but 
trailing leading 
regions like the 
Americas

USA Germany Japan China India

8.7

6.6

3.4 2.9

0.7

R&D spending in % of sales (Ø FY22-FY24)

Germany has the 
highest debt ratio 
(~157%), indicating 
significantly higher 
leverage and 
financial risk than 
other regions

Debt Ratio in % (Debt / equity; Ø FY22-FY24)

Japan USA India China Germany

95.5 98.0
123.8 134.1

157.1

Sources: Deloitte analysis, Refinitiv Workspace
Highest riskLowest risk 1 5

Detailed risk score

Risk factors Selected risk indicator
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Transformation of the automotive supplier industry
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The structural pressure on German automotive suppliers is expected to persist and intensify unless the future rail 
guards improve the structural barriers

The transformation of the automotive industry | Country risk
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Cash-generation power
Earnings 4.3

5.0

Working capital 3.5

Cluster adaptability 
and innovative power

R&D spending 2.0

Capacity for innovation 2.3

Creditworthiness
Balance sheet structure 5.0

Debt repayment capacity 4.1

Risk Scores
Germany

Detailed risk score for Germany

Highest risk (5)Lowest risk (1)Sources: Deloitte analysis
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Market structure and 
pressure

Market volume development 5.0

5.0

Talent availability 1.0
Plant utilization 3.5

Regulatory and 
societal environment

Infrastructure availability 1.2
Labor cost 4.7
Energy cost 4.4
Footprint vulnerability 1.0

Future market 
relevance

Market capitalization 3.8
Enterprise value 5.0
Entrepreneurial attractiveness 4.2

Clean your house Fight the fires 

Keep on going Address market challenges

External risk
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Lowest

Lowest Highest

Country risk matrix
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Risk factors Selected risk indicator
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German automotive suppliers are exposed to a disproportionately high-risk environment driven by structural 
market pressures

The transformation of the automotive industry | Challenges

Increasing finance pressure
Risen costs and declining margins strain liquidity and limit financial flexibility

Declining market development
Lower volumes and reduced pricing power drive revenue and margin pressure

Increasing uncertainty in the market
High volatility limits forecast accuracy and delay investment decisions

Growing global competitiveness
Intensified global competition erodes market share and pricing power

Accelerating technological transformation
Rapid technology shifts shorten lifecycles and drive continuous investment needs

Growing regulatory complexity
Heavy regulation and bureaucracy increase costs and limit agility

Country risk matrix

Clean your house Fight the fires 

Keep on going Address market challenges

External risk
In

te
rn

al
 ri

sk Addressing challenges related to 
Germany’s high-risk profile requires 

rigorous execution of targeted measures

Key challenges for suppliers with German footprint
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Clean your house Fight the fires 

Keep on going Address market challenges

For German automotive suppliers, the top-right quadrant requires rigorous and consistent execution of all 
measures – regardless of whether the situation is perceived as a restructuring case

The transformation of the automotive industry | Measures

Strategic differentiation

Offensive strategic positioning

Defensive strategic positioning

Product Portfolio shifts

Operational measures 

• Efficiency improvement: these are measures that every supplier should take, 
regardless of their position in the risk matrix.

Strategic measures – ‘No strategy, no turnaround’

• Strategic differentiation: These measures aim to differentiate supplier, strengthen 
competitiveness, and raise market barriers.

• Offensive strategic positioning: a supplier can only take these strategic measures 
from a strong competitive position.

• Product portfolio shifts: with these strategies, a supplier attempts to improve its 
competitive position by changing its product portfolio.

• Defensive strategic positioning: with these strategies, a supplier responds to 
declining market volumes.

• Turnaround: these measures are taken to restore profitability and adapt to changed 
market and competitive conditions.

• Restructuring: these are measures that are usually only taken to prevent imminent 
insolvency.

The current economic environment is materially eroding the competitiveness of 
the German automotive industry. While targeted government action is critical, 
sustaining competitiveness ultimately requires companies to execute parallel 
strategic and operational measures.

External risk
In

te
rn

al
 ri

sk

Ef
fic

ie
nc

y 
im

pr
ov

em
en

t

R
es

tr
uc

tu
ri

ng

Tu
rn

ar
ou

nd

Operational and strategic measures

Sources: Supplier Risk Monitor 2025/2026
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Key contacts

Daniel Montanus

Partner

Office +49 69 75695 7155
Mobile +49 151 58003 237
Mail dmontanus@deloitte.de

Philipp Obenland

Partner
Office +49 89 29036 7822
Mobile +49 173 5144 882
Mail pobenland@deloitte.de

The third edition of the Supplier Risk Monitor was 
published at the end of 2025

Study ready for download on the following webpage: Supplier Risk 
Monitor 2025/2026 | Deloitte Deutschland

Dr. Philipp Kinzler

Partner

Office +49 89 29036 6782
Mobile +49 178 1351 975
Mail pkinzler@deloitte.de

Do you have questions?
 
We are happy to continue 
this discussion with you!

https://nam10.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.deloitte.com%2Fde%2Fde%2FIndustries%2Fautomotive%2Fanalysis%2Fsupplier-risk-monitor.html&data=05%7C02%7Crmorgenweck%40deloitte.de%7Cb9906f8d02ba42c0f20908de3983e5eb%7C36da45f1dd2c4d1faf135abe46b99921%7C0%7C0%7C639011436328156652%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=JR2gt%2FOEjOy5VqqpINOespDUPlQMon12Gqk1RZWGxUg%3D&reserved=0
https://nam10.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.deloitte.com%2Fde%2Fde%2FIndustries%2Fautomotive%2Fanalysis%2Fsupplier-risk-monitor.html&data=05%7C02%7Crmorgenweck%40deloitte.de%7Cb9906f8d02ba42c0f20908de3983e5eb%7C36da45f1dd2c4d1faf135abe46b99921%7C0%7C0%7C639011436328156652%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=JR2gt%2FOEjOy5VqqpINOespDUPlQMon12Gqk1RZWGxUg%3D&reserved=0
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