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Counterfeit Tips : 

Stage 3 – Develop Strategy and Plan 

Once you have developed the specification, and outlined the business requirements and assessed the marketplace, the next stage is to develop the strategy and plan and should consider. The potential impact of the external environment should also be taken into account.

It may be the organisation’s policy to use small local suppliers or it may be to move to a global source. If there is competition, and you are well positioned to leverage the market, you may decide to conduct a competitive tender. If however you are reliant on one sole source of supply your strategy may be to develop competition in the marketplace or bring this in house. If for example your volume represents 50% of your supplier’s total turnover your procurement power will be greater, however also presents risks. All of these considerations should be incorporated within your analysis.

At this point, you should have a good understanding of the location of known sources of counterfeit raw materials or products that may be used in or appear in your product or service specification. 

The Counterfeit risk model that you have created at stage 2 should highlight risk areas, locations, materials, and suppliers. 

The location of sources of counterfeit will influence your make or buy decision. 

You should also have a good consideration of the resource, cost implications and skill sets needed for ‘managing’ the risk. 

The following questions can be asked:  

1) Can we source with confidence? 

· Yes – then there will probably be less testing required through the (buying) cycle 

· No – then there will need to be high levels of testing, potentially high through to extreme. 
· yes we can – manage this 

· or no we cant – 

· can we do something to prevent or use an alternative? 

· Links to the designers/ engineers/ design alternatives? 

· Can third parties help with this? 

2) Is what I’m sourcing 

· Readily available – 

· available from authorised dealers 

· then yes we can go to market 

· Old or obsolete or not readily available 

· are there alternatives or alternative routes

·  can we service redesign

· Can we partner with another provider or design alternatives 

· We should explore new or unknown suppliers  

· Can Third party assurances or testing help? 
3) In the case of  the suppliers

· What level of expertise do they have? 

· What skills in QA management and control do they have? 

· How well can they support the QA element 

· What options do I have and what risk does each present? 

· Should I go to ‘expert’ suppliers? 

· What is the level of expertise/ awareness/ capability in the suppliers own buying capability? 

· What is the ‘cascade ability’ for counterfeit capability? 

· What are the behaviours? 

4) Payment and related counterfeit implications 

· Do we pay upfront to secure the supply? 

· Do we pay on receipt and have QA approval to ensure liability for counterfeit sits in the appropriate place? 

· This must be considered as part of considering the strategy. 

The supply chain professional and buying organisation must understand the real risk value and incorporate all findings into the procurement strategy. 

Procurement Strategy considerations

1) Timings of the procurement process and the impact on market’s availability/ overall demand profile 

2) How will this affect the supply chains capacity and what is the overall impact of my new demand going to have. 

3) Is the demand significant or valuable enough to attract/ create interest for counterfeiting? 

4) Understanding of the overall market and the implication to your intended procurement strategy:
· Is the timing flexible 

· What are the locations of the suppliers 

· Are there any changes to ownership/ mergers/ acquisitions due

· Is the manufacturing location changing

· Which suppliers do you truly believe can meet the need

· Where are they – in a high risk location? 

· What potential reputational risks are there? 

· What potential financial risks are there? 

· Google searches on addresses using google earth can highlight the real location of a business and may give insight to a potential fake business (e.g. registered office is a flat in a residential or urban location) 
· Visit the supplier’s locations. 

· Consider sole supplier and dual supply options 

· Consider the overall impact 

Test the strategy against the all of the potential suppliers and revisit the risks. Decisions around appetite and ability to manage the risks against the reward of using a particular supply chain or material can then be incorporated into the strategy. 
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