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Country Risk in Procurement:
Systematically Assessing and
Managing Geopolitics

Country risk in procurement refers to the danger that political, economic, legal or social
developments in the sourcing country impair the availability, costs or quality of purchased
goods and services. For buyers and supply chain managers, it is a central component of
supplier evaluation and sourcing strategy. Those who systematically capture country risks can
make more informed procurement decisions and cushion supply bottlenecks early. This
glossary article explains the definition, assessment approaches, relevant metrics and practical
management instruments.
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Key facts at a glance
01 Country risk encompasses political, economic, legal, social and natural hazards in the
sourcing country.

02 Typical assessment dimensions include import dependency, export controls, customs
and sanctions risks, as well as infrastructure and currency stability.

03 In practice, the risk is often rated on a scale from low to very high per country and
material group and updated annually.

04  Effective countermeasures include dual sourcing, buffer stocks, contractual safeguards
and ongoing schedule deviation analysis for critical suppliers.

05 Country risk is closely linked to currency risk in procurement, customs matters and
dual-use goods requirements.

| Definition: Country risk in procurement

Country risk in procurement describes the likelihood and extent to which country-specific events disrupt
or drive up the cost of procurement. It is a sub-risk of general supplier and procurement risk and is
frequently assessed per sourcing country, material group and supplier. Unlike a purely supplier-specific
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risk, it potentially affects all suppliers in a region at the same time.

Distinction from supplier risk and currency risk

Country risk operates at an aggregate level: a conflict, an export ban or a change of government
usually affects all suppliers in a country. Supplier risk, by contrast, concerns individual companies, for
example in the event of insolvency or quality problems. Currency risk in procurement, in turn, is a
sub-aspect of country risk that affects the landed cost through exchange rate fluctuations and can be
managed separately using hedging instruments.

Typical risk fields

In practice, country risks can be divided into five categories which together form the basis of any
assessment. Their relevance differs considerably by industry and material group.

e Political: conflicts, sanctions, expropriation, export restrictions

e Economic: inflation, currency shortages, balance of payments problems

e Legal: unreliable judiciary, weak legal protection, changing trade rules

e Social and infrastructural: strikes, skills shortages, port and energy bottlenecks

e Natural: earthquakes, floods and droughts as disruptors of logistics and energy supply

| Methods and approach to risk assessment

Country risk assessment generally follows a multi-stage process: data collection, assessment,
prioritisation and derivation of measures. What is crucial is not to consider the risk in isolation, but to
combine it with import dependency and the criticality of the affected material groups.

Establishing the data basis

First, it is established from which countries which material groups are procured and what share of
purchasing volume or upstream products this accounts for. Important additional information comes from
supplier master data, delivery addresses of subcontracted work and details on sub-suppliers. Without
traceability across multiple tiers, the analysis remains superficial, as many country risks only emerge
deep in the supply chain, for example at raw material pre-stages or in specialised manufacturing
processes.

Assessment and prioritisation

The risk fields are typically rated per country using ratings such as low, medium, high or very high and
weighted by the criticality of the procured parts. A high-risk country is less problematic if it only supplies
low-volume, easily substitutable product groups. What matters is the combination of risk and
dependency. Bottlenecks often arise with single-source parts with long approval cycles: requalifying
alternative sources can take many months in practice and should therefore be prepared preventively,
not only in a crisis.
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Integration into the commodity strategy

Ideally, the results feed directly into the commaodity strategy and capacity planning of the affected
product groups. Strategies range from regionalisation and dual sourcing to alternative materials and
deliberate buffer stocks. Customs clearance and tariff planning are also considered, as duty rates and
trade agreements can change on a country-specific basis and significantly shift the landed cost.

| Key KPIs for monitoring country risk

Country risks can only be managed if they are made measurable. In practice, a number of metrics have
become established which are reported periodically — often monthly or quarterly.

Dependency and risk metrics

The most important indicator is the import share per high-risk country, measured by purchasing volume
or critical components. In addition, a weighted country risk index per material group is often
maintained, which condenses the risk fields into an overall score. Metrics from supplier management
complement this, such as the on-time delivery rate of suppliers in risk countries.

Operational early warning metrics

Operational signals often reveal disruptions earlier than rating changes. Proven tools include schedule
deviation analysis for open orders from risk countries, the DIO value (Days Inventory Outstanding) as
an indication of increased safety stocks, and the rate of open quality inspections following supplier
changes. Exchange rate movements are also frequently monitored as an early indicator of economic
instability.

| Risks and controls in operational and strategic procurement

Country risks affect both operational procurement processes and strategic sourcing decisions. Clear
responsibilities and documented controls are a prerequisite for effective management.

Compliance and trade authorisations

Export controls, sanctions lists and dual-use goods regulations are among the most sensitive country
risk fields. Procurement organisations must check whether procured goods, software or production
data are subject to authorisation requirements, and document this check. Payment safeguards such as
cash against documents (CAD) are also used to limit collection risk with suppliers in countries with
weak legal protection or currency shortages. Specific legal questions should always be professionally
reviewed.

Roles and responsibilities

Responsibility for country risks is often unclearly distributed between category management, supplier
quality, logistics and compliance. A clear definition of roles in procurement (RACI) remedies this:
category management assesses and prioritises, compliance checks regulations, the planner monitors
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operational impacts, and management decides on strategy changes. This clarification is often the
single biggest improvement lever.

Contractual and operational safeguards

Contractually, safety stocks, liability for non-performance, notification obligations in the event of
disruptions and alternative production sites can be agreed. Operationally, dual sourcing across different
regions, agreed buffer stocks for critical parts and regular supplier and site audits have proven
effective. Supplier enablement measures, such as the digital integration of suppliers from high-risk
countries, also improve visibility and responsiveness.

| Current developments and outlook

The assessment of country risks is becoming increasingly digital, more data-driven and more closely
interwoven with sustainability and compliance requirements. Procurement organisations are shifting
their focus from pure cost considerations towards resilience and supply security.

Greater visibility through digitalisation

Supply chain platforms and master data quality now enable a far more accurate mapping of
sub-suppliers and countries of origin. The foundation remains a clean material group structure and
well-maintained planning parameters, so that risk indicators can be automatically evaluated per goods
receipt and order. Duplicate part detection additionally helps to identify dependencies hidden behind
different part numbers.

Customs, raw material prices and sustainability

Trade policy measures such as tariff increases or countervailing duties have increased and are part of
country risk. For raw material-intensive product groups, the raw material surcharge and monitoring of
the commodity index sharpen cost transparency; here the circle closes with cost breakdown and target
costing in negotiations. Sustainability and supply chain due diligence obligations broaden the concept
of risk: social and environmental standards in the sourcing country are increasingly subject to
documentation requirements. The recyclability of packaging is also gaining importance in this logic, as
packaging rules vary by country.

| Typical metrics

Metric Typical value

Import share from high-risk in practice targeted at < 20—-30 % per critical material grou
countries Guideline value, dependent on alternative sources and criticality

On-time delivery from suppliersin ~ >95 %
risk countries declining values are an early warning signal
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Schedule deviation rate for risk < 5 % of open orders

countries to be evaluated periodically, e.g. monthly
Coverage of critical parts with a > 90 %

second source as a proportion of parts classified as critical
Update interval for country risk at least 1x annually

index often quarterly in periods of high change rates

| Practical example

A medium-sized mechanical engineering company sourced around one third of its electronic
components from a single Asian sourcing country. Following logistics disruptions and increased lead
times, the company responded with a structured country risk management approach.

e Establishment of a country risk index per material group with quarterly updates by category
management

e Qualification of a second source in Europe, including requalification of the critical components

e Agreement of buffer stocks for A-parts with long replenishment times and ongoing schedule
deviation analysis

e Compliance review of dual-use goods criteria and documentation of the supply chain via
traceability requirements for suppliers

| Conclusion

Country risk in procurement is not an abstract side topic but a factor with a direct impact on supply and
results. What matters is the combination of regular assessment, clear responsibility and concrete
measures such as dual sourcing, safety stocks and compliance checks. Those who make
dependencies visible early can prepare strategy changes in a targeted manner rather than reacting
under time pressure in a crisis. Well-maintained master data and a clean material group structure form
the technical foundation. This turns country risk management from reactive firefighting into an integral
part of a resilient procurement strategy.

| Frequently asked questions

? What does country risk in procurement mean?
Country risk in procurement refers to the danger that political, economic, legal or social
developments in the sourcing country impair delivery availability, costs or quality. It typically affects
all suppliers in a country at the same time and is assessed per country and material group. The
results feed into sourcing decisions and contingency planning.
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? How do you assess the country risk of a sourcing country?

A rating is frequently assigned per risk field: politics, economics, law, infrastructure and natural
events. These scores are weighted by import dependency and the criticality of the material groups.
In addition, operational metrics such as on-time delivery and schedule deviations provide early
warning signals. The assessment should be updated at least annually.

7 What measures reduce country risk in procurement?

Proven measures include dual sourcing across different regions, buffer stocks for critical parts,
contractually agreed safety stocks and notification obligations, as well as compliance checks on
sanctions and dual-use goods. Early requalification of alternative suppliers before a crisis occurs is
essential.

7 What is the difference between country risk and supplier risk?

Supplier risk concerns a single company, for example in the event of insolvency or quality defects.
Country risk operates at regional level and can affect all suppliers in a country at once, for example
through sanctions, conflicts or export restrictions. In practice, both risks are considered together, as
they reinforce each other.

?  Which metrics indicate rising country risk?

Key indicators are the import share from high-risk countries, the weighted country risk index per
material group, and operational signals such as rising schedule deviations and declining on-time
delivery. Increased safety stocks (higher DIO value) and exchange rate movements can also be
early warning signs.

? Is country risk part of supply chain due diligence obligations?

Social, environmental and governance-related risks in the sourcing country overlap with supply
chain due diligence obligations, particularly regarding human rights and environmental standards.
The specific obligations depend on legal form, revenue and field of activity and should be reviewed
legally on a case-by-case basis. Well-maintained country risk management makes meeting these
requirements considerably easier.

Find the right suppliers on Amplifa

Verified industrial suppliers in Germany, Austria and Switzerland. Describe your requirement and
receive comparable offers.
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