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A once-hypothetical worst-case scenario has become reality for many companies: a critical production 
component is abruptly discontinued, the supply chain breaks down, and no immediate replacement is 
available. Our world is increasingly shaped by global disruptions - pandemics, political instability, and natural 
disasters - all of which amplify the fragility of international supply chains, especially in the face of product 
discontinuations and sudden changes. Experience has shown that obsolescence management is already 
a key challenge for businesses - and its importance will only grow in the future. The question is no longer 
whether a company will be affected, but when - and how well it is prepared to respond.

Conservative Strategies Are No Longer Enough
Traditional, conservative approaches to obsolescence management are no longer adequate in today’s volatile 
environment. Companies must respond with greater speed, agility, and foresight to remain competitive. 
Rapid technological advancements and an interconnected world have exposed the limitations of outdated 
strategies and necessitate a fundamental shift in thinking. 

Real-time monitoring and continuous risk assessments are essential. The increasing complexity of technical 
components makes it difficult to track part lifecycles manually. Moreover, semiconductor miniaturization and 
accelerated innovation cycles, driven by trends like Moore’s Law, are shortening product lifespans, pushing 
systems toward premature obsolescence.

The Challenges of Increasing Complexity and Shorter Innovation Cycles
Companies that do not actively monitor technological and market developments risk facing sudden 
discontinuation or reduced availability of key components. The speed of innovation amplifies the difficulty of 
sourcing replacements, initiating redesigns, or managing inventories. 

Without robust lifecycle oversight, unexpected component obsolescence can halt production lines and 
disrupt entire supply chains. Early identification of End of Production (EOP) indicators is crucial. Manual 
tracking cannot keep pace; only digital and automated systems can provide the visibility and response speed 
needed for proactive planning.
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Integrated Monitoring of the Entire Supply Chain
In addition, companies need to recognize that the focus should not only be on monitoring individual 
components but also on overseeing the entire supply chain. An integrated system that monitors not only 
components but also manufacturers, supply chains, and current market availabilities is necessary. This allows 
companies to identify alternative procurement sources early and reduce dependencies - a clear competitive 
advantage for any business. Modern supply chains are a fragile web of global dependencies. Components and 
materials often travel across continents before becoming part of the final product.

This geographical dispersion increases the likelihood of supply chain disruptions, leading to significant 
delays. Similarly, the number of available replacement products on the market plays a critical role. If few or 
no replacement products meet the same technical requirements, the search for alternatives can lead to 
significant additional costs. By providing constant updates, enabling companies to make strategic, data-
driven decisions before a failure occurs this needs to be addressed. Proactive planning replaces reactive crisis 
management as the new maxim.

Regulatory Requirements as Drivers of Obsolescence
Beyond standard supply issues, regulatory mandates such as RoHS (Restriction of Hazardous Substances), 
REACH (Registration, Evaluation, Authorization, and Restriction of Chemicals), and SCIP reporting increasingly 
contribute to obsolescence. These legal requirements often demand the elimination of certain materials, 
with limited grace periods or exemptions. Companies may find themselves legally unable to procure critical 
components, even through last-time buys. Noncompliance can result in halted production, fines, and 
reputational damage. The risk becomes more severe when compliant alternatives are scarce or unavailable. 
Thus, continuous monitoring of the regulatory landscape is a vital part of modern obsolescence management.

Strategic Risk Assessment and Life Cycle Resilience
Obsolescence risks can no longer be evaluated in isolation. A structured methodology, such as the one 
outlined in IEC 62402:2019, the international obsolescence management standard, combines both likelihood 
and impact to form a comprehensive risk profile. Likelihood can be gauged by indicators such as end-of-
production forecasts, lead times, market availability, environmental compliance status, and availability of 
substitutes. Impact considerations include inventory levels versus demand, redesign complexity, number 
of approved suppliers, and the operational criticality of the component. This dual-axis assessment allows 
for categorizing components into high, medium, or low risk, thereby guiding the allocation of mitigation 
resources.
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Balancing Internal and External Data
Effective obsolescence management must integrate both internal and external intelligence. While external 
sources, such as supplier notifications and global component databases, help identify emerging risks, internal 
data provides crucial context. For example, a technically obsolete component may pose minimal operational 
risk if internal stock levels are sufficient or if multiple approved alternatives are available. Conversely, a 
component may be technically current but critical across many systems. If it has few substitutes or long lead 
times, proactive mitigation is essential. Merging these datasets allows companies to assess not only the 
technical risk but also the practical business impact.

Detailed Variables in Risk Assessment Methodology
A cornerstone of proactive obsolescence management is a detailed, structured approach to risk assessment. 
This involves evaluating both the likelihood that a component will pose a risk, and the potential impact of that 
risk on the organization. Each dimension includes a variety of measurable variables, which together inform a 
composite risk score.

Likelihood refers to the probability that a component will become unavailable, non-compliant, or otherwise 
unusable in the near future. Several specific indicators are commonly used to assess this dimension:

•	 End-of-Production (EoP) Forecast: This is one of the most direct indicators of potential obsolescence. If a 
component is nearing its EoP date -particularly within the next two years - it is considered high-likelihood 
that a problem occurs. Longer forecast horizons may indicate medium or low likelihood, depending on 
availability and alternatives.

•	 Lead Times or Market Availability: Extended lead times often signal constrained supply or pending 
discontinuation. Parts with lead times exceeding 25 weeks may be marked as high likelihood, while 
shorter lead times under 12 weeks suggest stability.

•	 Environmental Compliance (RoHS, REACH): Non-compliance with regulations such as RoHS and REACH 
can trigger immediate problems, particularly when legal bans on specific substances are enforced. Status 
indicators may include: non-compliant, compliant with exemptions, or fully compliant.

•	 Number of Available Substitutes: A component with few or no compatible alternatives is inherently more 
vulnerable. If there are fewer than two available manufacturer part numbers (MPNs), the likelihood that 
the item cannot easily be replaced is significantly elevated.

•	 End-of-Service/Repair (EoSR) Forecast: For components used in fielded systems, the EoSR date 
determines how long repairs or replacements can continue. Parts nearing EoSR increase maintenance 
costs and likelihood of system-wide obsolescence is raising.

Impact refers to the consequences of a component’s unavailability. Even if a part is likely to become 
obsolete, it may not warrant urgent mitigation if its impact is minimal. Conversely, a part with high operational 
importance may require immediate action, even at lower likelihood levels.
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•	 Usage and Consumption Rates: High consumption rates or mismatches between inventory and usage 
suggest greater exposure. Components with less than six months of stock are typically classified as high 
impact.

•	 Technology Category: Certain component types -such as active semiconductors are harder to redesign 
or replace than passive components or connectors. These categories affect both technical feasibility and 
cost of mitigation.

•	 Number of Approved Manufacturers: Components with only one or two approved sources are at higher 
risk, particularly if the supplier relationship is unstable or regionally limited.

•	 Frequency of Use Across Products: Parts that are used in many assemblies amplify the scope of 
disruption. A component used in a big number of assemblies typically requires higher impact prioritization 
in risk management.

•	 Criticality of the Item: The function of the component within the product is crucial. Safety-critical or 
operationally essential parts have a high business impact and demand early replacement planning.

Combining all, or at least several, of these factors allows organizations to generate a comprehensive 
risk score. By assigning weights or thresholds to each variable, companies can prioritize actions with a 
high degree of precision. This method also supports scalability, enabling application across thousands of 
components using automated tools and decision matrices.

Reactive and Proactive Obsolescence Strategies
Companies must be prepared to act both proactively and reactively. Proactive measures include the 
continuous monitoring of risk indicators, simulation of scenarios, and early redesign or alternative 
qualification. Reactive measures remain necessary for unexpected events, but should be supported by 
structured processes, defined roles, and decision documentation. Smart prioritization - based on impact 
criticality -ensures that the most urgent risks are addressed first, while maintaining transparency and 
compliance throughout the process.

Quantifying the Business Case for Resilience
Securing buy-in for lifecycle resilience initiatives requires clear, data-driven justification. The costs of reactive 
management - including emergency procurement, redesigns, production delays, and loss of customer trust - 
can be substantial. Metrics such as downtime reduction, cost avoidance, and reduced time to resolution can 
be used to quantify the return on investment. By aligning lifecycle management with corporate goals such 
as operational readiness, cost control, and customer satisfaction, organizations can elevate obsolescence 
management from a technical issue to a strategic advantage.
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Conclusion
Modern obsolescence management must go far beyond tracking part numbers and obsolescence dates. It 
requires a forward-looking, data-driven, and cross-functional strategy that balances external market signals 
with internal operational realities. By embracing structured assessment models, integrating digital tools, 
and fostering a culture of proactive planning, companies can build resilient systems that withstand not only 
component lifecycle changes, but also global supply chain disruptions and regulatory shifts. In doing so, they 
not only protect business continuity but also create long-term value and competitiveness.
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Disclaimer

This document is intended for informational purposes only and provides general guidance on obsolescence 
management practices. While efforts have been made to ensure the accuracy and relevance of the content, 
the strategies, recommendations, and examples included are not exhaustive and may not be suitable for 
every organization or situation.

The authors and publishers do not accept any responsibility or liability for any actions taken based on the 
information provided in this document. Users are advised to conduct their own assessments and seek 
professional or technical advice tailored to their specific operational, regulatory, and business requirements 
before implementing any obsolescence management strategies.

This document does not constitute legal, technical, or professional advice. The use of any information 
contained herein is at the reader’s own risk.


