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The Supply Chain Diversification
Execution Framework

A practical guide to moving from stalled intent to production-ready supplier — without adding headcount or capital
expenditure.

This framework is built for supply chain leaders who have moved past the question of whether to diversify and are
focused on how to actually get it done. Most have made at least one serious attempt on their own — and stalled.
Not for lack of commitment, but because executing in unfamiliar markets requires infrastructure, relationships, and
in-market bandwidth that internal teams were never built to provide. If diversification remains a strategic priority and
execution is where it keeps breaking down, this framework is for you.

N

WHY DIVERSIFICATION EFFORTS FAIL

Unrealistic cost & effort expectations Lack of operational preparedness

Diversification benchmarked against China costs stalls when true  Undefined specs, missing documentation, and unclear quality
market pricing, tooling investment, and transition timelines standards signal to suppliers that you are not ready — and the
become clear. best suppliers notice.

Insufficient bandwidth or internal buy-in Treating diversification as tactical

Without a dedicated sponsor and execution capacity, Companies reacting to tariff headlines produce signals that
diversification stalls regardless of strategic intent. Committees suppliers in India and SE Asia recognize and discount. Suppliers
approve — people execute. engage best with those viewing diversification strategically.
China-based teams managing the process Applying China methods to new markets

Sourcing teams optimized for China often view diversification as  Transactional, price-first engagement disenfranchises emerging
a structural threat. Assigning them to lead diversification often market suppliers who are selecting long-term strategic partners,
leads to stalled efforts and a potentially biased assessment. not spot buyers.

N

WHEN COMPANIES SEEK OUTSIDE HELP TO DIVERSIFY

Most companies make at least one attempt to diversify independently before engaging outside support. That instinct is right —
internal ownership matters. The companies that successfully execute are not the ones who tried hardest on their own. They are
the ones who recognized a specific pattern and acted on it.

The knowledge gap is Sourcing teams built for China do not have the in-market supplier networks, cultural context, or
structural, not a failure emerging market relationships to execute in emerging markets. That gap exists regardless of how
capable the team is.

Bandwidth does not stretch Running China operations while simultaneously qualifying suppliers in an unfamiliar market is not a
across parallel markets problem that resolves with more effort. It requires dedicated execution capacity that most
organizations do not have.

Outside execution supportis  The companies that diversify fastest recognize that the quickest path to a production-ready supplier
a strategic tool, not a runs through people who already have the relationships and infrastructure — not through building
concession those things from scratch under time and tariff pressure.
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THE EXECUTION SEQUENCE

PHASE 1 PHASE 2 PHASE 3 DAY 91+

Day 30 Day 60 Day 90 Ongoing

Supplier Identification Supplier Alignment Production Readiness Stabilization & Management
Vetted shortlist Validated suppliers Approved samples Scalable relationship

PHASE-BY-PHASE PROCESS DETAIL

PHASE 1 - DAY 30

Supplier Identification Deliverable: Shortlist of vetted, viable suppliers
Technical feasibility Confirm target market viability for your specific categories — supplier ecosystem depth, regulatory baseline,
assessment and logistics versus current China production.

Supplier shortlisting & In-market teams identify and screen candidates against your technical requirements. Facility assessment,
initial screening capacity verification, and baseline certification review applied before any supplier is presented.

PHASE 2 - DAY 60

Su pplier Alignment Deliverable: Suppliers validated against your requirements
NDA execution, drawing Confidentiality agreements completed before detailed spec sharing. Full drawing review confirms capability.
review & commercial Pricing, MOQ, and lead times negotiated within your commercial parameters — you own the relationships.
alignment

Specification & quality Supplier understanding of your standards verified against your documentation. Gaps identified and resolved
standard confirmation before any tooling or sampling investment begins.

PHASE 3 - DAY 90

Production Readiness Deliverable: Approved samples & confirmed lead times
Tooling, sample In-market teams manage tooling development and first sample production on-site. Full operational audit
oversight & supplier covers QMS, capacity, and compliance. Client review required before proceeding.
audit
Quality management Incoming inspection criteria, ongoing QC procedures, and performance metrics documented and agreed.
protocols established Foundation for Day 91+ management.

DAY 91+
Stabilization & Ongoing Management Deliverable: Scalable supplier relationship with low supply risk
Quality control, Ongoing production oversight, defect rate monitoring, and on-time delivery tracking against Phase 3

performance tracking &  baseline. ABC Group owns day-to-day supplier relationship management — escalation, schedule,
issue resolution improvement.

Optional long-term Transition to full ongoing SCMaaS — same execution model, extended scope. Client retains full strategic
supply chain control and supplier ownership throughout.
management
A note on Day 90 represents an approved supplier with confirmed samples and lead times. A production-ready supplier — first
timelines full production run complete — is typically achieved at Day 120, reflecting a 30-day sampling cycle post-approval.

Timelines vary by category complexity. Scope confirmed explicitly before engagement begins.

See how this applies to your supply chain

The ABC Group has guided publicly traded and private equity owned companies from initial market assessment to approved suppliers
across SE Asia within a matter of months.

This framework describes how the process works in sequence. What it cannot describe is how it applies to your specific categories,
supplier concentration profile, and timeline. The 20-minute conversation is a focused review of whether this execution path makes
sense for your situation — including an honest assessment if it does not.

Schedule a 20-minute supply chain exposure review
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