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Supply Risk Management:
systematically identifying,
assessing and controlling supply
chain risks

Supply Risk Management encompasses the systematic identification, assessment and control
of risks along the entire procurement and supply chain. For industrial buyers, it is not an
isolated project but an ongoing process that connects strategy, operational procurement and
supplier development. Those who detect supply failures, price volatility or compliance
breaches early protect production, contribution margin and reputation. The following article
explains the terminology, methods, KPIs and concrete implementation steps for industrial
procurement.
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Key facts at a glance
01 Supply Risk Management covers operational, strategic, financial, legal and
sustainability-related risks in the supply chain.

02 Typical components are risk identification, risk assessment, measure planning,
monitoring and continuous improvement.

03 In practice, classic instruments such as second sourcing, safety stock, contract design
and a supplier audit programme have proven effective.

04 Key KPlIs include OTIF, single-source share, replenishment time and supply risk score.

05 Regulatory requirements on due diligence and supply chain transparency noticeably
increase the documentation effort.

06 Digital early-warning systems and supplier networks improve response speed in the
event of disruptions.
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| Definition: Supply Risk Management

Supply Risk Management is the totality of all processes, methods and instruments with which
companies identify, assess, monitor and control risks in their procurement and supply chain. It is
closely related to classic risk management but focuses on disruptions between suppliers, logistics
providers and the company's own production sites. The goal is not risk avoidance at any price but a
calculable approach to risk based on economic considerations.

Distinction from classic procurement risk management

Classic procurement risk management often considers only individual suppliers or prices. Supply Risk
Management extends this view to the entire supply chain, including sub-suppliers, transport routes and
customs and export processes. This also makes hidden dependencies visible, for example when a
certified sub-supplier itself relies on a critical sole source.

Risk categories at a glance

In practice, a classification into five categories has proven effective and serves as the basis for the risk
inventory. These can be aligned with the procurement strategy and the procurement manual so that risk
responsibility is clearly assigned.

e Operational risks: supply failures, quality problems, capacity bottlenecks

e Strategic risks: single sourcing, market concentration, technology leaps

e Financial risks: exchange rates, insolvencies, price volatility

e Legal and regulatory risks: export control, sanctions, due diligence obligations

e Sustainability risks: environment, human rights, reputation

| Risks and controls: compliance, contracts, sustainability

In addition to operational disruptions, legal and ethical risks are gaining importance. Supply chain laws,
export control and sanctions law reviews shift the burden of proof to procurement. Those who set up
documentation and controls properly here avoid fines and reputational damage at the same time.

Compliance and export control

Goods, software and technologies may be relevant under export control law; the origin of upstream
products also counts. Procurement should contractually oblige suppliers to cooperate and
systematically obtain self-declarations and end-use confirmations. The specific review is carried out on
a case-by-case basis with customs or trade law experts, as the legal situation and sanctions lists
change constantly.

Human rights and sustainability risks

Due diligence obligations along the supply chain require risk analyses also for suppliers in risk
countries. A structured child labour risk assessment as well as approaches to working conditions and
environment belong in the supplier evaluation. In addition, circular economy topics — recyclates,
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remanufacturing, durable designs — can reduce material availability risks while also serving
sustainability goals.

Contractual safeguards and financing instruments

Contracts are the operational backbone of risk management: volume commitments, take-or-pay
obligations, contractual penalties, force majeure clauses and information obligations must match
criticality. In international business, Incoterms FCA and others govern the transfer of risk in transport;
payment securities via letter of credit or accredited instruments reduce default risk. Instruments such
as reverse factoring stabilise the supply chain financially by improving the liquidity of financially weak
but capable suppliers.

| Organisation and integration: from the procurement manual to
the audit programme

Supply Risk Management requires clear responsibilities and embedded processes. A procurement
manual defines who is responsible for which steps in which trigger scenario — from escalation
management to alternative procurement. Only then does reacting to individual crises become a
controllable organisational process.

Supplier evaluation and supplier audit programme

Risk-relevant suppliers should be evaluated regularly, ideally with KPIs covering quality, delivery
performance, finances and compliance. A supplier audit programme combines self-disclosures with
on-site or remote audits and sets improvement deadlines in the event of findings. Results feed back
into the procurement strategy, for example into decisions on splitting, doubling or exclusion.

Interfaces with demand planning and procure-to-pay

Supply chain risks often arise at the interface: inaccurate sales forecasts and short-term demand
changes destabilise supply commitments. closely integrated demand planning provides suppliers with
reliable planning data. In the procure-to-pay (P2P) process, deviations in deadline, quantity or invoice
approval workflow show early warning signals that should be fed back into risk monitoring.

| Key KPIs and monitoring in Supply Risk Management

Without metrics, risk management remains guesswork. Proven KPIs make the risk position and the
effectiveness of measures visible and can be used in board reporting and supplier discussions.
Benchmarks vary by industry; the following figures are to be understood as typical reference values.

Key operational metrics

Operational KPIs show how stable supply actually runs. They should be evaluated monthly per supplier
and material class and linked to defined thresholds.
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e On-time delivery (OTIF): share of positions delivered on time and in full
e Single-source share: spend or item share without a qualified second source
e Replenishment time (time-to-recover): duration until supply is restored

e Risk coverage: share of critical material with a documented contingency plan

Financial and strategic metrics

Financial metrics such as supplier insolvency risk score, supplier concentration ratio (share of top 3
suppliers in procurement volume) or overdue items in the supplier portfolio complement the operational
view. Strategically relevant is also the share of risk measures implemented within the agreed deadline —
it shows whether management is really effective.

| Current developments: digital monitoring, resilience and
proximity

Disruptions caused by the pandemic, geopolitical conflicts and trade restrictions have raised the
strategic importance of Supply Risk Management. Companies are shifting from pure cost-sourcing
decisions to resilience criteria: regionalisation, multiple sources and longer planning horizons in
demand planning are typical responses.

Digital early-warning systems and supplier networks

Digital tools aggregate delivery dates, insolvency data, sanctions list updates, weather and port data
into early-warning indicators. A networked supplier network also makes it easier to quickly find and
qualify alternative suppliers in the event of failures. What remains important: tool support does not
replace expert assessment but accelerates it.

Collaboration instead of control

The trend is moving away from purely hedging-based thinking towards joint risk provision. Approaches
such as supplier co-innovation mean that alternative materials, design-to-cost options or process
improvements are developed jointly — which structurally reduces dependencies. Renegotiation of terms
is also increasingly conducted on a risk-based basis: those who want stability offer planning certainty
instead of just price pressure.

| Typical metrics

Metric Typical value

On-time delivery (OTIF) typically > 95%
In practice, values below 90% indicate structural supply chain
problems
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Single-source share (critical frequently a target of < 10%
items) refers to spend or item count in the critical area
Time-to-Recover typically 4—12 weeks

Duration until supply is restored after a source fails

Risk coverage > 90% of critical volume
Share of A/B material with a documented contingency plan

Top 3 supplier concentration frequently a target of < 40%
Share of total procurement volume, varies by industry

| Practical example

A mid-sized mechanical engineering company with around 300 actively supplied item families found
that a significant proportion of critical hydraulic components were sourced from a single source. After a
sub-supplier of the key supplier failed, final assembly stood still for several weeks. The company then
built up a structured Supply Risk Management system.

e Risk assessment of all A and B parts with an evaluation matrix and sub-supplier analysis

e Qualification of second sources for the 20 most critical item families within one year

e Contractual anchoring of information and escalation obligations as well as contingency plans with
key suppliers

e Monthly risk dashboard with OTIF, single-source share and time-to-recover for management

| Conclusion

For industrial companies, Supply Risk Management is not an optional add-on process but a driver of
supply security and competitiveness. Success belongs to those who systematically identify risks,
prioritise them by criticality and control them with a mix of sourcing strategy, contracts, inventory and
digital monitoring instruments. Decisive factors are clear responsibilities in the procurement manual,
measurable KPls and the integration of compliance and sustainability topics. Those who use
disruptions as a learning opportunity improve continuously. In this way, supply chain security turns from
a crisis topic into a plannable competitive advantage.

| Frequently asked questions

7 What is meant by Supply Risk Management?

Supply Risk Management refers to the systematic identification, assessment, monitoring and
control of risks along the entire procurement and supply chain. It covers operational disruptions
such as supply failures as well as financial, legal and sustainability-related risks. The goal is a
calculable, economically sound approach to risk rather than complete avoidance.
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? Which risks typically fall under Supply Risk Management?

Typical examples include operational risks (late delivery, quality), strategic risks (single sourcing,
market concentration), financial risks (insolvency, currency), regulatory risks such as export control
and sanctions, as well as sustainability risks. It is important to consider several supply chain tiers,
as many hazards originate at sub-suppliers.

? How do you start Supply Risk Management in a mid-sized company?

A staged model has proven effective in practice: first identify critical items and suppliers through
portfolio analyses, then assess and prioritise risks, and subsequently implement measures such as
second sources, safety stock and contract clauses. A simple risk dashboard and clear escalation
rules are sufficient to start with. Annual updating is important rather than a one-off project.

? Which KPIs are common in Supply Risk Management?

Proven KPIs include on-time delivery (OTIF), single-source share, time-to-recover, supplier
concentration and the share of critical material with a contingency plan. In addition, many
companies use risk scores from financial and early-warning systems. Benchmarks vary by industry;
thresholds and the resulting measures are what matter.

? How does Supply Risk Management relate to sustainability requirements?

Supply chain laws require risk analyses and countermeasures for social and environmental issues
in the supply chain. This results in obligations for supplier self-declarations, audits and
documentation, for example when assessing child labour risks. Those who integrate these
processes into the existing risk management system avoid duplicate data collection and meet both
operational and regulatory objectives at the same time.

? What is the difference between Supply Risk Management and supplier management?

Supplier management focuses on the selection, development and evaluation of individual suppliers.
Supply Risk Management takes a broader view of the entire supply chain, including logistics,
sub-suppliers, regulation and market structures. In practice, the two complement each other:
findings from audits and supplier evaluations flow directly into risk management.

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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