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Executive Summary

International revenue is now a core strategic asset for mid-market businesses—but
one that carries increasing and often poorly understood exposure. The convergence
of geopolitical realignment, post-Brexit regulatory complexity, persistent currency
volatility, and supply chain fragility has fundamentally changed the risk profile of
exporting. These are no longer isolated, operational-level disruptions; they are
structural shifts that demand board-level attention and governance.

Yet in many mid-sized exporters, international risk sits in a gap between commercial
enthusiasm and financial oversight. Export revenue is celebrated when it grows but
rarely stress-tested, hedged, or governed with the same discipline applied to
domestic operations. The 5 Pillars of Export Resilience provide a structured framework
for boards to evaluate, monitor, and strengthen their international position—from
market concentration and partner dependency through to internal capability and
continuity. This briefing is designed to close that gap.
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KEY INSIGHT

Companies that embed
export resilience into
board governance donOt

just protect revenueNthey
accelerate growth.

Resilient exporters move
faster into new markets,

negotiate from positions of
strength, and command
greater confidence from

investors and lenders.




PILLAR Market Concentration Risk
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DEFINITION

Market concentration risk arises when an
exporter derives a disproportionate share
of its international revenue from a small
number of markets, customers, or sectors.
It is the export equivalent of having an
undiversified investment portfolio—high
returns in good times, catastrophic
exposure when conditions shift.

WHY IT MATTERS AT
BOARD LEVEL

Trade policy is no longer stable. Tariff
regimes, sanctions packages, and market
access agreements can change within a
single political cycle.

A UK manufacturer deriving 60% of export
revenue from a single EU market faces
existential risk if regulatory divergence,
tariffs, or a local economic downturn

hits that market. The board must treat
export revenue concentration the same
way it treats customer concentration

in domestic sales: as a material risk
requiring active management.

REAL-WORLD EXAMPLES

UK automotive component
suppliers lost market access
overnight when new EU rules of
origin requirements came into
force post-Brexit, with firms
reporting 30—-40% revenue
drops within a single quarter.

UK steel exporters faced
sudden US Section 232 tariffs
of 25%, devastating firms with
heavy US market dependence
and no diversified customer
base.

/N

WARNING SIGNS YOUR

BOARD SHOULD RECOGNISE

More than 40% of export
revenue comes from a single
market or customer

No formal scenario modelling
for market disruption exists at
board level

Market diversification is
discussed as a ‘sales target’
rather than a risk mitigation
strategy

The business has no

documented plan B if its
largest export market becomes
inaccessible

BOARD ACTION POINTS

v/ Commission a revenue exposure
map: break down international
revenue by market, customer,
channel, and product line

Apply a 40% concentration
threshold—any single market
above this triggers a formal
diversification review

Model downside scenarios
quarterly: what happens to
EBITDA if your top market drops
25%, 50%, or closes entirely?

Set board-level KPIs for
geographic diversification
alongside growth targets




PILLAR Channel & Parther Dependency
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DEFINITION

Channel and partner dependency exists
when an exporter’s ability to reach its
end customers—or even to operate in

a market—relies on a small number of
distributors, agents, logistics providers,

or joint-venture partners. These
relationships are often personal, informal,
and poorly documented, creating hidden
single points of failure.

WHY IT MATTERS AT
BOARD LEVEL

Many exporters entered their international
markets through a single in-market
partner. Over time, that partner has
become the business’s de facto market
presence: they own the customer
relationships, hold the regulatory
registrations, and control the logistics
chain. If that partner fails, pivots, or is
acquired by a competitor, the exporter
doesn't just lose a channel—it loses the
entire market. This is a governance failure,
not a commercial one.

REAL-WORLD EXAMPLES

A UK medical devices

firm discovered its sole
Middle Eastern distributor
had registered all product
certifications in its own name,
when the relationship ended,
the firm lost 18 months of
market access re-registering.

A Midlands engineering firm’s
sole agent in Germany retired
without succession planning,
leaving £4 million in annual
revenue with no active market
management.

/N

WARNING SIGNS YOUR

BOARD SHOULD RECOGNISE

A single partner controls more
than 50% of revenue in any
given market

Customer relationships,
regulatory filings, or IP
registrations are held in the
partner's name

No formal partner performance
reviews or KPIs are in place

The departure of one
relationship manager (internal
or external) would leave a
market orphaned

BOARD ACTION POINTS

v/ Conduct a partner dependency
audit: map every market to its
channel structure and identify
single points of failure

Ensure all regulatory registrations,
trademarks, and certifications
are held in the company’s own
name

Implement formal partner
governance: annual reviews,
documented KPIs, and
contractual exit/transition terms

Build redundancy plans—identify
and pre-qualify at least one
alternative partner per major
market




AR Regulatory & Compliance Exposure
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DEFINITION

Regulatory and compliance exposure
refers to the risk that changes in trade
regulations, product standards, customs
procedures, sanctions regimes, or
environmental rules disrupt an exporter’s
ability to sell, ship, or operate in a given
market. In the post-Brexit environment,
this has moved from a background
concern to a front-line operational and
strategic risk.

WHY IT MATTERS AT
BOARD LEVEL

Regulatory change can halt trade
overnight. Unlike currency fluctuations

or demand cycles, compliance failures
are binary—you either meet the standard
or you cannot ship. For exporters
operating across multiple jurisdictions,
the complexity is compounding: UKCA

vs CE marking, diverging ESG reporting
requirements, CBAM carbon border tariffs,
evolving sanctions lists, and country-
specific product labelling laws. Boards
that treat compliance as a back-office
function are gambling with market
access.

REAL-WORLD EXAMPLES

The EU’'s CBAM will impose
carbon costs on exports

of steel, aluminium, and
cement—firms without carbon
accounting systems face price
disadvantages of 10—-20%.

UK food exporters to the EU
saw consignment rejections
surge post-Brexit due to new
SPS checks, with some firms
reporting 15% of shipments
delayed or refused at border.

s

COMPLIANCE IS
A COMPETITIVE ADVANTAGE

Firms that invest in regulatory
foresight don't just avoid
penalties—they gain first-mover
advantage. When competitors
scramble to react, compliant
firms are already shipping.
Board-level compliance
governance turns a cost centre
into a strategic differentiator.

BOARD ACTION POINTS

v/ Establish a rolling 12-month
regulatory horizon scan covering
every active export market

v/ Mandate that compliance impact
assessments are included in all
new market entry business cases

v/ Stress-test margins against
plausible regulatory changes
(tariffs, standards, carbon costs)

v Appoint a named board-level
sponsor for trade compliance
with quarterly reporting
obligations




er Financial & Currency Risk
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DEFINITION

Financial and currency risk encompasses
the exposure that arises from transacting
in foreign currencies, extending credit

to international buyers, navigating
cross-border payment complexities,

and managing the cash-flow timing
mismatches inherent in export trade.

For many mid-sized exporters, FX volatility
alone can wipe out the margin on an
otherwise profitable contract.

WHY IT MATTERS AT
BOARD LEVEL

World volatility has made currency
management a boardroom issue, yet
many mid-sized exporters still operate
without formal hedging policies, rely on
spot rates, and price in one currency
hoping the buyer absorbs the risk. This
is not a treasury technicality—it is a
margin protection strategy that directly
impacts reported earnings, cash flow,
and competitiveness. A 10% adverse FX
movement on an unhedged £5 million
export book is £600,000 of lost margin—
often the difference between profit and
loss for a mid-sized firm.

REAL-WORLD EXAMPLES

Following the 2016 UK EU
membership referendum,
Sterling fell 15% against the
Dollar in weeks—exporters
without hedging policies either
lost margin or left significant
value unrealised.

A Yorkshire textiles exporter
pricing in GBP lost a £2m
contract to a competitor
offering EUR-denominated
pricing with flexible payment
terms—rigid pricing cost them
the deal.

/N\

WARNING SIGNS YOUR

BOARD SHOULD RECOGNISE

No formal FX hedging policy
exists, or hedging decisions are
made ad hoc

Export pricing is exclusively in
one currency with no flexibility
for buyer-currency contracts

The finance team cannot
quantify the firm’s net FX
exposure at any given point

Credit insurance covers
less than 50% of the export
receivables book

Payment terms are negotiated
by sales teams without finance
input

BOARD ACTION POINTS

Implement a board-approved
FX hedging policy covering at
least 60—-70% of forecast export
receipts on a rolling 6—-12 month
basis

Build FX buffers of 3—5% into
export pricing to absorb normal
currency fluctuations without
margin erosion

Adopt export credit insurance
covering at least 80% of the
receivables book, with enhanced
cover for higher-risk markets

Ensure finance has real-time
visibility of net currency exposure,
with monthly reporting to the
board




PILLAR Internal Capability & Continuity
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THE SUCCESSION TEST

DEFINITION Ask your board: ‘If our top
three export-critical staff
Internal capability and continuity risk were unavailable for six

arises when an organisation’s ability to months, which markets would
we lose access to, which
compliance obligations would

sustain and grow its export operations
depends on a small number of
individuals, undocumented processes,

or skills that have not been systematically we miss, and which customer
embedded into the business. It is the relationships would be at
‘people and process’ dimension of risk?’ If you cannot answer this
export resilience—and often the most question with confidence, Pillar

overlooked. 5 requires urgent attention.

WHY IT MATTERS AT

BOARD LEVEL BOARD ACTION POINTS

In many mid-sized exporters, / Assign formal board-level
international trade knowledge lives in REAL-WORLD EXAMPLES owngership of export strategy—
the heads of one or two experienced - o this should not sit solely with the
individuals. They know which markets + A West Midlands engineering commercial director

work, which regulations apply, how firm lost its sole export

to navigate customs, and where the manager—within six months, Introduce a quarterly Export
relationship risks lie. When they leave— two key Middle Eastern REIEes WM el et EVEl,
through retirement, iliness, or career accounts moved to rivals due covering all five pillars
moves—the business doesn't just lose to unmanaged relationships Document all export-critical

a staff member; it loses its institutional and missed compliance processes, relationships, and
export intelligence. If your Head of Export deadlines. compliance obligations in an
was incapacitated tomorrow, could o A UY el [serals Pe e e accessible knowledge base
yomcjjr.bus!ness Cont|?5ue to Eh;p, C%Tplty’ who personally managed all Maintain a live export risk register
and invoice dcross 1> mdrkets withou Asian distributor relationships, with named owners, review dates,

interruption? For most mid-sized firms,

) suffered a serious illness—the and escalation triggers
the honest answer is no.

business had no CRM records,
no documented agreements,
and no succession plan.

Invest in cross-training and
succession planning so that no
single departure can destabilise
international operations




From Exposure to Advantage

CONCLUSION They negotiate from strength,
move faster into disrupted
Export resilience is not a markets, and attract better
defensive posture—itis a partners, finance, and talent.
competitive advantage. Firms , o
that embed these five pillars The cost of inaction is
into their governance don't meos.urcblef lost contracts,
merely protect existing revenug; ~MAargin erosion, and compliance
they create the strategic pepglﬂes. The investment in
confidence to pursue bolder resilience, by contrast, is modest
international growth. — it requires structured thinking,

not large budgets.

YOUR NEXT STEPS WITH GO EXPORTING

v/ Take the FREE Export Resilience Scorecard — a board-
ready diagnostic benchmarking your business against all
five pillars.

v/ Book a Strategic Exposure Review — a half-day session
with your leadership team.

v/ Commission a bespoke Export Resilience Programme
— a structured 90-day engagement.
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