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How To Use This Asset 
This asset is designed to help leadership teams structure a 20-30 minute execuƟve discussion around the potenƟal impact of recent UK stell policy changes. 

It works best when completed collaboraƟvely by representaƟves from: 

 Managing Director 
 Procurement 
 OperaƟons 
 Commercial 
 Finance 

The objecƟve is not to produce perfect answers. 

The objecƟve is to build a clearer picture of where risks, assumpƟons and opportuniƟes may exist across the organisaƟon. 

Most organisaƟons already possess the knowledge. 

This asset simply helps bright it together. 

 

 

 

 

 

 

 

 

 

 

 



 



Why This ExecuƟve Discussion Asset Exists 
The purpose of this asset is not to predict the future. 

Nor is it intended to tell businesses what decisions they should make. 

Instead, it has been designed to help leadership teams bring together informaƟon that oŌen sits across several different parts of an organisaƟon and view it 
as a single, connected picture. 

Recent discussions surrounding UK steel have focused on quotas, tariffs, CBAM and wider industrial compeƟƟveness. 

Many organisaƟons are naturally asking: 

 How exposed are we? 
 Which parts of our business may be affected? 
 What should we be discussing now? 
 Where are our biggest vulnerabiliƟes? 
 What opƟons might sƟll be available to us? 

Unfortunately, the answers to those quesƟons rarely sit in one department. 

Procurement may understand suppliers. 

Finance may understand cash flow. 

OperaƟons may understand producƟon dependencies. 

Commercial teams may understand customer contracts. 

Boards oŌen have to make decisions by combining all of those perspecƟves together. 

This asset has been designed to help facilitate that discussion. 

 

 

 

 



 

Why A Strategic Exposure Assessment? 
Recent months have seen considerable discussion surrounding UK steel, tariffs, quotas, carbon border adjustments and the wider compeƟƟveness of BriƟsh 

manufacturing. 

Trade associaƟons, industry commentators and Government publicaƟons have helped explain what is changing. 

However, many leadership teams are now facing a different challenge: 

What does this actually mean for our business? 

The answer to that quesƟon rarely sits in one department. 

Procurement may understand supplier dependencies. 

OperaƟons may understand producƟon constraints. 

Commercial teams may understand customer contracts. 

Finance may understand working capital and margin sensiƟvity. 

Boards are oŌen required to make decisions by bringing all of those perspecƟves together. 

Yet relaƟvely few pracƟcal tools exist to help organisaƟons organise that internal knowledge into a single, structured view. 

Awareness Is Not The Same As Understanding 

Many businesses are aware that significant changes are taking place. 

Far fewer have had the opportunity to systemaƟcally consider quesƟons such as: 

 Which materials create our greatest dependency? 
 Where do we have single-source risks? 
 Which customer contracts are most exposed? 
 How much financial flexibility do we actually have? 
 What assumpƟons are different across departments? 



This asset has been developed to help structure those conversaƟons. 
 

Why Complete It Now? 
 
Periods of policy change oŌen move more quickly than organisaƟonal planning cycles. 
The earlier businesses understand their own posiƟon, the more opƟons they may have available to them. 
WaiƟng unƟl disrupƟon becomes visible may reduce the range of pracƟcal choices that remain. 
The objecƟve of this asset is therefore not simply to record informaƟon. 
It is to help organisaƟons idenƟfy potenƟal areas of exposure early enough to respond deliberately rather than reacƟvely. 
 

Building BeƩer OrganisaƟonal Knowledge 
 
The asset has also been designed as a living document. 
 
It can be reviewed as circumstances evolve, helping organisaƟons compare what they expected to happen with what actually occurred. 
Over Ɵme, this can help build valuable corporate memory and improve future decision making. 
Strong organisaƟons rarely eliminate uncertainty. 
More oŌen, they develop beƩer ways of understanding and responding to it. 
 
 

 

 

 

 

 

 

 

 

 



A Tool For ConversaƟon 
The most valuable output may not be the completed asset itself. 

OŌen, the greatest value comes from the conversaƟons that take place whilst compleƟng it. 

Different parts of the organisaƟon may see risks differently. 

Bringing those views together can oŌen reveal opportuniƟes, vulnerabiliƟes and pracƟcal acƟons that might otherwise have remained hidden. 

There Are No Right Or Wrong Answers 

This is not a compliance exercise. 

It is not an audit. 

It is not a pass-or-fail assessment. 

The objecƟve is simply to organise informaƟon that many businesses already possess and present it in a way that supports clearer thinking and beƩer internal 

discussion. 

The asset should therefore be completed honestly, using the best informaƟon currently available. 

Why Complete The Asset Carefully? 
Small differences in individual answers may create a very different overall picture. 

For example: 

 a business with diversified suppliers may face different risks to one with a single-source dependency; 
 a company with flexible customer contracts may have more opƟons than one operaƟng under long-term fixed pricing; 
 organisaƟons with strong cash reserves may be able to respond differently to those operaƟng with limited working capital. 

The more accurately the asset reflects the current posiƟon of the business, the more useful it may become as a future reference point. 

 

 

 



A Living Document 
This asset is not intended to be completed once and forgoƩen. 

Many organisaƟons may find value in reviewing it periodically as circumstances evolve. 

Future policy changes, supply-chain developments or market condiƟons may alter the answers over Ɵme. 

Maintaining a record of those changes can help build valuable organisaƟonal knowledge and support future decision making. 

 

An OpƟonal Independent PerspecƟve 
Many businesses will simply use this asset internally. 

Others may wish to compare their own observaƟons against wider market developments and emerging industry trends. 

A completed Strategic Exposure Assessment™ can, if desired, provide the foundaƟon for a more detailed Strategic Clarity Report™, helping organisaƟons 

combine their own internal knowledge with an independent external perspecƟve. 

The purpose is not to replace internal experƟse. 

It is simply to help leadership teams see the wider picture with greater confidence and clarity. 

 

 

 

 

 

 

 

 



Before You Begin 
Suggested execuƟve discussion Ɵme: 20-30 minutes 

Recommended parƟcipants: 

 Managing Director 
 Procurement 
 OperaƟons 
 Finance 
 Commercial 

 

 

 



 



Most modern ERP systems provide organisaƟons with excellent visibility into day-to-day operaƟons. 

They help manage purchasing, inventory, producƟon, finance, customer orders and many other criƟcal business acƟviƟes. 

However, strategic decisions oŌen require leadership teams to bring together informaƟon, assumpƟons and perspecƟves that sit across several different 

funcƟons. 

QuesƟons surrounding supplier dependency, customer contracts, financial resilience, operaƟonal flexibility and future policy changes may each be understood 

by different parts of the organisaƟon. 

 

The purpose of this asset is not to replace exisƟng systems. 
It is simply to help structure the conversaƟon that brings those different perspecƟves together into a single, connected view. 

Many organisaƟons already possess this knowledge. 

This asset is designed to help make that collecƟve understanding easier to see. 

The strongest organisaƟons oŌen combine the discipline of good systems with the value of informed execuƟve discussion. 

 

 

 

 

 

 

 

 

 

 



 

Company Profile 

Company Name ________________________________ 

Employees ________________________________ 

Annual Turnover ________________________________ 

Main Markets ________________________________ 

Main Steel Products ________________________________ 

Primary Countries of Origin ________________________________ 

Discussion Notes 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

 

 

 

 

 



 

Procurement Exposure 

% steel imported ________________________________ 

Largest supplier dependency ________________________________ 

CriƟcal grades unavailable in UK? ________________________________ 

AlternaƟve suppliers idenƟfied? ________________________________ 

Average stock cover ________________________________ 

Discussion Notes 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

 

 

 

 

 

 



 

Commercial Exposure 

% fixed-price contracts ________________________________ 

EscalaƟon clauses included? ________________________________ 

Largest customer % revenue ________________________________ 

Ability to pass on cost increases? ________________________________ 

Discussion Notes 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

 

 

 

 

 

 

 



 

OperaƟons Exposure 

Can criƟcal grades be subsƟtuted? ________________________________ 

ProducƟon shutdown risk? ________________________________ 

Single-source dependencies? ________________________________ 

Inventory buffer (weeks) ________________________________ 

Discussion Notes 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

 

 

 

 

 

 

 



 

Financial Exposure 

Working capital available ________________________________ 

Cash reserves ________________________________ 

Maximum absorbable material increase (%) ________________________________ 

EsƟmated tariff exposure ________________________________ 

Discussion Notes 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

 

 

 

 

 

 

 



 

Strategic & Board Readiness 

Board has discussed July changes ________________________________ 

Procurement strategy reviewed ________________________________ 

Customer communicaƟon prepared ________________________________ 

Financial model updated ________________________________ 

Scenario planning completed ________________________________ 

Supply chain conƟngency documented ________________________________ 

Discussion Notes 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

 

 

 

 

 



 



Board Discussion Summary 
 

What surprised us most? 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

 

What worries us most? 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

 

What should we invesƟgate further? 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

 

Immediate acƟons agreed: 

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________ 

 



Next Steps 
This asset has been designed primarily as an internal discussion tool. Many organisaƟons may simply retain it for their own planning purposes. 

A completed Strategic Exposure Assessment™ can also provide the foundaƟon for a more detailed Strategic Clarity Report™, helping leadership teams convert 

internal knowledge into a clearer picture of future risks and opportuniƟes. 

 

Prepared independently to support UK Steel Industry & Ecosystem. 
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