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Bord Bia’s Brexit Barometer

Summary 
Recommendations 
Table 

The Brexit Barometer identified 6 key risk themes.

The following report provides guidance related to each of the risk 
themes – UK customer relationships, supply chain, customs and tariffs, 
financial resilience, market diversification and emerging risks - to help 
Irish food and drinks manufacturers review, understand and mitigate 
potential impacts to their business.

Each section includes ‘how to guidelines’ accompanied by a check list 
to help guide manufacturers through potential next steps and actions 
to consider. The chart below highlights a selection of next steps for 
companies to consider taking.
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Customer Relationships

1. Initiate a Brexit conversation

2. Develop a tailored marketing 
strategy

3. Take proactive measures 
to manage customer 
relationships

4. Better understand market 
position

1. Understand the impact of 
currency exposures

2. The benefits of hedging and 
why manufacturers should 
consider it

3. Hedging 

4. Reduce business costs

5. Financial measures to 
consider

Financial Resilience

Supply Chain

1. Supply chain mapping

2. Key supplier resilience

3. Shelf life and lead time

4. Reducing supply chain costs

5. Contingency stockholding

6. Landbridge

1. Expand into new geographies

2. Expand knowledge of market 
growth opportunities

3. Market entry considerations

Market Diversification

Customs & Tariffs

1. Improve understanding 
of official customs 
requirements

2. Improve position regarding 
cost implications of customs 
and tariffs

3. Prepare yourself for impact 
to VAT and taxes

4. How to become an Importer 
of Record

5. Better understand Product 
Tariff Classifications 

6. Assess whether supply chain 
partners are registered under 
Trusted Trader/Authorised 
Economic Operator schemes

1. Key tips

2. Risk management 
measures

3. Creating a risk register

4. Risk assessment 
workshop

Emerging Risks



UK Customer
Relationships

The following section focuses on key actions to help 
manufacturers deepen their management of customer 
relationships. It also provides useful guidance on 
understanding market position.
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UK Customer 
Relationships
Initiating a Brexit conversation

Initiating informed discussions on Brexit will help clarify 
whether customers wish to prioritise and explore the issue. 
If customers respond positively to the discussion, there 
is an opportunity to demonstrate forward planning and 
thought leadership on a key strategic issue which could 
impact UK customers. If customers indicate that Brexit is 
not an issue, the manufacturer can instead focus on other 
priorities for account management. The following steps 
can help guide manufacturers through early Brexit-related 
discussions, the benefits of which include the following:

• Present a proactive and forward-thinking perspective 
to customers on how Brexit may impact your business 
and theirs, in terms of supply chains, currency risks 
and possible new trading practices, such as customs.

• More regular conversations with key customers 
to discuss any changes in requirements and 
opportunities.

• Discuss opportunities to work together on specific 
Brexit challenges e.g. identifying relevant tariff codes 
and customs processes.

Develop a tailored marketing strategy

• Define your vision for the UK market and set business 
objectives that will help deliver that vision.

• Identify a strategy and objectives for the UK market 
specifically.

• Understand the future trends shaping the market and 
the implications of these.

• Align goals with objectives through identifying 
audience, channel, budget, timeframe and performance 
indicators for the UK.

• Focus on how to bring your value proposition to life 
- assign a dedicated resource specifically for the UK 
market (manager, team lead, consultant, etc.).

• Bring all of these inputs together to define your UK 
marketing strategy.

• Review planning and execute the strategy. Track the 
progress with KPIs and status update reports.

Proactive measures to take 

• Regularly conduct financial scenario testing e.g. what 
would happen if the business lost a key customer / 
account.

• Ensure that any product/innovation strategy is 
informed by consumer insight.

• Keep informed of market developments and consider 
the impact they may have on the manufacturer’s 
business.

Better understanding market positioning

• Attend seminars or food and beverage thought 
leadership workshops; using consumer, market and 
customer data and insight to inform decision making.

• Stay informed on UK market developments and 
insights from leading research providers (e.g. Kantar, 
The Grocer, etc.).
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UK Customer Relationships Self-Assessment Check 

The checklist below identifies some of the potential areas to focus on in relation to customer  
relationship management.

Reviewed 
‘business as 

usual’

Drafted a 
plan for 

improvement

Implemented 
change for 

Brexit-proofing

1
Identify the most critical customers, and periodically review this 
list. Use this exercise to understand the level of dependency 
your business has on each key customer.

2
Schedule regular contact with key customers. Ensure minutes of 
all meetings are recorded. Assign owners and deadlines to each 
action item identified.

3 Confirm if key customers would like to discuss Brexit.

4 Assess what the impact of Brexit may be on key customers.

5
Assess how Brexit developments may impact on sourcing, 
business operations and supply chains, noting that this is an 
ongoing activity .

6

Regularly explore sales growth opportunities:
• Attend trade fairs
• Market research
• Enhanced key account management
• New product development
• Enhanced marketing strategy
• Place staff resources in market (where appropriate)

7
Develop a marketing strategy specifically tailored to the UK 
market.

8
Assign a UK-focused sales and marketing team, either in-house 
or managed by a third party.
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UK Customer Relationship Supports

Bord Bia’s The Thinking House
The Thinking House exists to help Bord Bia clients 
navigate today and shape tomorrow. It boasts a 
team of experienced and adaptable consultants 
servicing clients from the Irish Food, Drink and 
Horticulture industry with compelling insight 
and future-facing strategy. By using consumer 
and market insights that make sense of the 
landscape and guide today’s decisions, it helps to 
inspire clients to make decisions that will shape 
tomorrow’s world. A few examples of the tools it 
uses include:

SuperBrands
A branding consultancy service exclusively for 
smaller (< €5 million turnover) Irish food, drink 
and horticulture brands, providing access to world 
class research, insight and design to set up small 
brands for success in a landscape of larger,  
well-resourced players.

Bespoke Company Work 
Collaboration with our highly experienced team 
to develop a robust and commercially grounded 
brand strategy, whether creating brands from 
scratch or repositioning and extending brands 
to profit from the change that is happening in 
domestic and international markets. Also bespoke, 
one-on-one ideation and concept development 
workshops, generating ideas from retail and 
foodservice NPD to brand and communications.

Qualitative & Quantitative Brand & Innovation 
Research 
Bespoke, strategic brand guidance based 
on commissioning primary research around 
consumer perceptions of brands and new 
products and new audiences.

Brand Forum
The Brand Forum works with Irish food and drink 
companies to develop and grow their brands and 
their business. Quarterly best in class brand case 
study event, bespoke workshops, annual brand 
health check, recipe video service and director’s 
briefings are available to The Forum member 
network.

BI:TES – Better Ideas: Think Evaluate Select
BI:TES is Bord Bia’s concept iteration and 
validation tool, which helps client companies 
quantitatively evaluate concepts with consumers 
to understand their feasibility, before investing 
further time or money in development or 
launch. BI:TES can be used to test Innovations, 
Propositions, Products and Packaging concepts 
with Consumers, to support clients in bringing 
better ideas to the market.

For further information, contact The Thinking 
House at thethinkinghouse@bordbia.ie

Plan to Grow
Plan to Grow is a new service from Bord Bia 
focused on Commercial Marketing Strategy 
development, planning and implementation. Plan 
to Grow will enable and support companies on 
their route to market journeys and will include 
online, workshop and bespoke strategic marketing 
assistance.

Enterprise Ireland’s Agile Innovation Fund
The Agile Innovation Fund allows companies to 
access up to 50% in support of innovation projects 
with a total cost of up to €300,000. It has been 
developed to support product, service and process 
innovation to build competitive advantage.

Building successful customer relationships is a key output of Bord Bia’s ‘Plan to Grow’ 
commercial marketing strategy process. The development of that marketing strategy 
is housed within Questions 1 – 5 of ‘Plan to Grow’ and the planning and implementation 
of marketing strategy is within Questions 6 – 10. Question 8, entitled Building Winning 
Partnerships, focuses on building customer relationships and will enable Irish food, drink  
and horticulture manufacturers to prepare for developing successful and sustainable 
business partnerships. 

https://www.bordbia.ie/industry/manufacturers/insight/pages/default.aspx
mailto:%20thethinkinghouse%40bordbia.ie?subject=
https://globalambition.ie/supports/innovation-supports/the-agile-innovation-fund/?gclid=CjwKCAjw0ujYBRBDEiwAn7BKt2IAYWwLO7pnCNcpf-5MLHqo-2E-ts08EL67NAcVCRTsdmlYWFTfaxoCupcQAvD_BwE


Supply
Chain

The following section focuses on key actions to help 
manufacturers deepen their understanding of their supply 
chain risks. It will also provide useful guidance on how  
to initiate proactive measures to help ensure supply  
chain resilience.
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Supply chain mapping

To test the resilience of a potential loss of a critical 
supplier, manufacturers can run a live scenario to provide 
a simulation of an event and understand how the frontline 
staff lead the initial response to the loss of the supplier. 

Supply chain mapping

If manufacturers have not mapped their supply chain, 
below are some useful steps to follow: 

1. Undertake a risk assessment to recognise the current 
risks associated with suppliers across different sizes 
of supplier (see tiers 1, 2, and 3 below). To undertake 
a risk assessment please see the emerging risk 
section.

Supplier Tier Classification 

• Tier 1: larger firms which take on major projects

• Tier 2: mid-tier firm

• Tier 3: small sized firms

2. Understand the importance of each supplier and 
create a critical supplier list.To determine a critical 
supplier versus a non-critical supplier, consider 
whether suppliers: 

• Perform a high-risk process

• Significantly impact on product quality (potential 
to result in product recalls)

•  Are a single source supplier or supply a 
particularly critical component

• Are critical to meet customer contracts and or 
needs/maintain production etc.  

3. Identify where raw materials are produced and sourced 
from. Establish whether these could be sourced from 
alternative locations (for example, within the EU versus 
outside the EU, geographic locations close to ports). 

The benefits of mapping supply chains are:

• Clearer understanding of risks across the supply chain 

• Improved ability to easily identify points of vulnerability

• Heightened awareness of where there may be a 
dependency on a critical supplier

• Clear data points to support financial calculations and 
scenario testing

• Improved business resilience 

• Enhanced transparency across the organisation

Supply
Chain



12

Bord Bia’s Brexit Barometer

Import Supply Chain Graphic 

The following graphic demonstrates a high level map of an import value chain.

Export Supply Chain Graphic

The following graphic demonstrates a high level map of an export value chain.
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Testing business resilience 

To test the resilience of a potential loss of a critical 
supplier, manufacturers can run a live scenario to develop 
a simulation of an event and understand how frontline 
staff lead the initial response to the loss of a supplier. It is 
important to proactively prepare for potentially damaging 
supplier disruptions by having alternative source strategies 
in place. Develop supplier contingency plans by identifying 
alternative suppliers and continually researching for new 
suppliers. 

Critical suppliers can be defined as those who could 
cause a severe disruption to manufacturing, or delivery to 
customers, and who would be difficult to replace at short 
notice. Best practices suggest reviewing key suppliers at a 
minimum on a quarterly basis.

Factors that could cause the loss of a key supplier include:

• Logistics and port delays

• Supplier solvency

• Human error

• Systems failure / downtime

• Manufacturing defects / recalls

• Natural disasters

• Geopolitical activities

Shelf life and lead time

Potential delays at borders due to a reduction in 
‘frictionless’ border arrangements could result in reduced 
shelf life and the need to increase lead times. Chilled 
products such as dairy (cheese), fresh meat and salad are 
especially at risk to delays and could potentially lead to 
health and safety issues as well as impacting the ability to 
deliver orders on time and in full. 

Reducing supply chain costs

There are a range of strategic cost reduction programs that 
can be applied to a manufacturer’s supply chain to ensure 
efficiencies are being met.

A range of cost reduction strategies have been identified:

• Sales and operation planning

• Amending the design of the supply chain

• Outsourcing

• Key Performance Indicators (KPIs)

• Reviewing the supply chain structure and strategy

Further opportunities to reduce costs include:

• Focusing on the end-to-end supply chain, including 
purchasing, manufacturing, logistics and customer 
service. An added cost in one area could result in more 
savings in other areas.

• Reviewing the volumetric dimensions of products:

- Do the case sizes items per case match the shelf 
configuration or menu plans of the customer?

- Can the number of cases per pallet be increased?

- Can pallets be double-stacked on vehicles in order 
to improve utilisation?

Improved purchasing

Many manufacturers do not give purchasing or 
procurement sufficient focus because of senior 
management time constraints and the specific set of skills 
that are required. Some ideas for improved purchasing 
include:

• Understand the basics of purchasing, including the 
procurement cycle.

• Compare or benchmark costs of supply chain elements 
with similar companies. The rates for distribution and 
transport tasks tend to be independent of product, but 
a function of volume, temperature and location.

• Work collaboratively with suppliers to identify 
opportunities to synchronise planning, improve 
visibility and reduce costs.

• Seek to reduce the number of suppliers to gain 
economies of scale and reduce time needed to procure.

• Attempt to convert as many fixed costs to variable 
ones.

Risk Transfer strategies – supply chain 
insurance 

Insurance is another option to mitigate potential damage 
and protect manufacturers against financial losses 
following a supply chain disruption incident. Organisations 
can seek insurance cover for business interruption (BI) 
and contingent business interruption (CBI), as part of their 
property insurance. 
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Contingency Stockholding

Developing Brexit-related scenarios which are linked to 
supply chain consequences can help identify potential 
implications that will impact your organisation. From those 
implications, the subsequent contingency options can be 
developed to help mitigate the severity of the impact.

The following scenarios to consider are:

• The UK and EU do not operate within the same 
customs regime.

The contingency options:

- consider new routes to reaching European and 
international markets.

- increase stock in the local market

- hold stock at intermediate warehouse

• The UK and EU do not operate with the same 
administrative and regulatory regime, requiring 
additional documentation, veterinary controls and 
certifications.

The contingency options:

-  consider new routes to reaching European and 
international markets

- improve processes and systems

• The UK and EU do not operate the same tariff 
framework. 

The contingency options:

-  expand exports to other European and 
international markets

-  hold stock at intermediate warehouse

• The exchange rate between euro and sterling remains 
at a low level or declines further.

The contingency options:

-  expand exports to other European and 
international markets

-  hold stock at intermediate warehouses

• The UK imposes restrictions on cabotage for  
EU hauliers.

The contingency options:

-  review implications with existing LSPs

-  identify alternative LSPs

The importance of stockholding

In a business interruption event, there is a risk of disruption 
to the supply chain which will inevitably impact the 
ability to provide goods to customers. Therefore, careful 
consideration should be given to holding stock. Stock can 
be held at strategically located warehouses on mainland 
Europe. Each warehouse could serve a number of country 
markets. 

Some examples would include:

This strategy would allow large load fill on transport 
legs from Ireland. A single warehouse location could 
be considered for servicing all of the mainland country 
markets. The ideal choice for one or more mainland 
stockholding locations will depend upon the relative 
volumes into the markets concerned. If the strategy is 
to grow markets in Eastern Europe then an intermediate 
stockholding location in Germany could be considered. 
Exploring the options for the location of an intermediate 
warehouse is best achieved using network modelling tools.

Intermediate 
Warehouse 
Locations

Potential 
Country 
Markets

Rotterdam, Zeebrugge
Netherlands, Germany, 

Poland, Nordic Countries

Dunkirk, Calais, Boulogne
France, Belgium,  
Spain, Portugal



Recommendations & Brexit Plan 2018

15

Landbridge

The potential disruption to the movement of exports via 
the UK land bridge is another significant risk that should be 
considered. If the route to Europe using the UK land bridge 
becomes a source of delay and increased cost there are 
alternative routes which should be considered:

• Assess whether manufacturers supply chain depends 
on groupage, where an overall consignment is split 
so that some of the load is left in the UK whilst the 
remainder continues to Europe. If this is the case, avoid 
the UK land bridge if possible and seek alternative sea 
routes. Although the journey time by sea is longer than 
by road, there are alternatives to using the UK land 
bridge. It is worth noting that there is limited capacity 
on routes from Ireland to mainland Europe, so if more 
companies choose to avoid the land bridge option, 
then it is likely freight costs will increase.

• There are scheduled ferry crossings from Ireland 
to ports in Belgium, Denmark, France, Netherlands, 
Portugal and Spain.

• Freight can be shipped to ports in Germany and Italy, 
subject to products holding longer shelf life.

• Consider holding stock in the local markets. This may 
be particularly relevant if customers have JIT delivery 
requirements.

• Air freight to selected markets, where cost effective 
for some high value, short shelf life products being 
appraised for sale to more distant European markets.
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Supply Chain Self-Assessment Check List  

The following supply chain self-assessment check list will help provide manufacturers with prioritised 
guidance to improving their current position on supply chain risk management.

Reviewed 
‘business as 

usual’

Drafted a 
plan for 

improvement

Implemented 
change for 

Brexit-proofing

1
Review and develop a supply chain map, including logistics and 
transportation.

2
Identify critical suppliers and customers, and create 
contingency plans to be in a position to replace them should the 
need arise.

3
Understand any concentrated supply chain costs/ revenue, and 
continually monitor and review this.

4
Set up a meeting with critical suppliers/customers to assess 
whether they are prepared for potential Brexit risks.

5
Develop contingency plans for critical aspects of the supply 
chain.

6
Shortlist options for mitigating supply chain risk through risk 
management initiatives and/or insurance.
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Food Drinks & Supply Chain Logistics – 
Strategies for Success

The strategy guide assists Irish food and drink 
manufacturers to identify operations partners, 
establish more efficient distribution channels 
or routes and identify possible strategies for 
reducing supply chain costs.

Logistics Service Providers Database

Bord Bia’s Logistic Partner Database enables 
Irish companies to identify logistics service 
providers operating both in-market (national) and 
internationally. Simply select a supplier type from 
the drop-down menu below to begin. Your search 
can be customised by company name, country or 
product category such as ambient, chill or frozen 
and also by service type such as transport or 
warehousing.  

Supply Chain Optimisation Workshops

Bord Bia hosts Supply Chain Optimisation 
Workshops in order to help clients implement 
the lessons outlined in the Strategies for 
Success Guide. Information on these workshops 
is available here and is circulated via Sector 
Managers. To receive further information on these, 
please contact info@bordbia.ie or contact your 
Sector Manager. 

Enterprise Ireland’s Brexit Advisory Clinics

The core objective of the Enterprise Ireland 
Advisory Clinics is to provide information and 
support to companies all around the country by 
taking immediate action to address their exposure 
to Brexit. Enterprise Ireland is encouraging 
companies to develop their capabilities in 3 
specific operational areas: 

1. Financial and Currency Management 

2. Strategic Sourcing 

3. Customs and Logistics 

Along with a series of seminars, the clinics 
provides the opportunity to get personalised 
advice specific to your business through one-to-
one meetings of 40 minutes with independent 
experts across the 3 business areas.

Local Enterprise Offices (LEOs)

Brexit supports from LEOs in every county include:

LEO Brexit Mentor Programme: supporting Owner/
Managers identify key Brexit exposures and 
develop robust strategies to address issues and 
maximise potential opportunities. 

Technical Assistance for Micro-Exporters (TAME): 
financial assistance to explore and develop new 
export market opportunities. 

Lean for Micro: helping businesses adopt LEAN 
business practices to increase competitiveness.

LEO Innovation and Investment Fund (LIIF): 
support for innovative development plans.  

Supply Chain Supports
Question 6 of Bord Bia’s ‘Plan to Grow’ commercial marketing strategy process looks in detail 
at all of the elements a business will need to consider in order to be operationally effective 
within a market. The checklist within Q.6 will support many of the considerations around 
supply chain. Additionally Q.8 of ‘Plan to Grow’ focuses on building winning partnerships, 
with supply chain partners among the key partnerships a business should prioritise. 

https://www.bordbia.ie/corporate/press/SupplyChain/Food and Drinks Supply Chain Logistics Report.pdf
https://www.bordbia.ie/corporate/press/SupplyChain/Food and Drinks Supply Chain Logistics Report.pdf
https://www.bordbia.ie/industry/manufacturers/exportsupport/Pages/LogisticsSupplyProviders.aspx
https://www.bordbia.ie/corporate/press/pages/ukmarketinformation.aspx
https://www.bordbia.ie/corporate/press/pages/ukmarketinformation.aspx
mailto:mailto:info%40bordbia.ie?subject=
http://www.prepareforbrexit.ie/events
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Customs &
Tariffs

The following section focuses on key actions to help 
manufacturers mitigate potential cost increases 
linked to customs and tariffs. The improvement areas 
in this section are closely linked to managing the 
manufacturer’s supply chain. 
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Customs &
Tariffs
Improve understanding on official customs 
requirements

Brexit may mean that Irish business would need to deal 
with additional border controls when exports cross into 
the UK market. These controls could range from satisfying 
rules of origin to increases in import duties. However, the 
requirements will depend on the final trade deal that the EU 
and UK negotiate.

In an optimistic Norway-style arrangement, Ireland will 
continue to have full access to the UK. The importer would 
need to prove that products were made in the EU.

In a hard Brexit scenario, importers would be bound by 
the World Trade Organisations import taxes which would 
be added over and above VAT on imports. In addition, VAT 
would need to be paid at the UK border and the importer 
would no longer be able to combine VAT with domestic VAT 
payments.

Further understanding of customs 
requirements

Irish business should continue to monitor the development 
of possible custom rules changes with the help of Bord Bia 
and other specialist advisers.

How to improve position regarding cost 
implications of customs and tariffs

It is clear that there is further room for improvement on 
understanding the cost implications of customs and 
tarriffs. The steps below highlight measures to mitigate 
potential customs and tariffs cost increases;

1. Develop a clear understanding of supply chain and 
product portfolio traceability

2. Consider co-opetition and adopt a collaborative 
approach to managing the difficulties at customs

3. Develop regional strategies to shift production 
to a local source to reduce potential issue with 
international or European trade.

4. Explore alternative supply chain options and pricing – 
consider how much costs your business and/ or your 
supplier can absorb

How to prepare for the cash flow implications 
on VAT.

As an organisation you can prepare for potential cash 
flow implications by developing Hard Brexit scenerios to 
understand the impact relative to different variables. From 
those implications, the subsequent contingency options 
can be developed to help mitigate the severity of the 
impact.

The following scenarios to consider are:

• The UK leaving both the Single Market and the 
Customs Union.

• Britain agrees a limited free-trade agreement with the 
EU to maintain tariff–free trade in goods. Companies 
to duplicate production lines to satisfy both UK 
regulations and EU regulations if they diverge. 

• Cost impact on exporting products across three sets  
of tariffs and different borders.

Tariff Classifications - Understanding product 
classifications 

Tariff classification codes are outlined on the UK 
Government website. Imports are reviewed using the 
following categories:

• agricultural, chemical, textiles or ceramics (including 
food, drink, plastics, cosmetics, sports equipment, 
games, toys, clothing, shoes)

https://www.gov.uk/trade-tariff
https://www.gov.uk/trade-tariff
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Goods for cross border transportation require a detailed 
description of the product, this must include: 

• what the product is

• what it is made of, if made of more than one material 
please explain

• what it is used for

• how the product works or functions

• how it is presented or packaged

Further information is provided in the following Customs 
and Tariffs supports section.

How to become an Importer of Record

The Importer of Record is the stakeholder responsible for 
the foods and the duty and tax payable. To become an 
Importer of Record, manufacturers will need an Economic 
Operator Registration and Identification (EORI) Number.

Further information is provided in the Customs and Tariffs 
supports section of Bord Bia’s website.

Understanding your supply chain partners’ Trusted Trader 
status.

Achieving AEO Status should be a priority for any company 
wishing to export on an international basis and as a 
contingency option for future exports to the UK. 

Assessing whether supply chain partners are registered 
under Trusted Trader/Authorised Economic Operator 
schemes. 

Ensuring that supply chain partners are also certified 
is crucial. Additionally, ensure you are asking the right 
questions of your supply chain partners: investigate 
whether your supply chain partners are in process of 
completing the registration process.

Understanding the types of authorisation

There are two types of authorisation; a business can 
apply for both types of AEO status and no charges are 
made for the processing of applications or the issue of 
authorisations. The two types are:

• Security and safety (AEOS) – issued to any business 
that fulfils the criteria of customs compliance, 
appropriate record keeping standards, financial 
solvency, and maintains appropriate security and 
safety standards.

• Customs simplifications (AEOC) - issued to 
any business that fulfils the criteria of customs 
compliance, appropriate record keeping standards, 
financial solvency and practical, standards of 
competence or professional qualifications directly 
related to the activity carried out.

Benefits of AEO Status

Holding the AEO status for security and safety purposes 
enables businesses to benefit from certain facilitations 
of customs controls at the entry of the goods into the 
customs territory of the EU or when goods leave the 
customs territory of the EU. 

These will include:

• Recognition worldwide as safe, secure and compliant 
business partners in international trade

• Lower risk scores in risk analysis systems when 
profiling

• Priority treatment if physical controls are conducted

• Mutual recognition of AEO programmes under joint 
customs cooperation agreements which could result 
in faster movement of goods through third country 
borders

• Reduced data sets for entry and exit summary 
declarations (this only applies to AEO safety and 
security)

• Easier access to simplified procedures

• Reduction or waiver of comprehensive guarantees

https://www.bordbia.ie/corporate/press/pages/ukmarketinformation.aspx
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Customs and Tariffs Self –Assessment Check List 

The following customs and tariffs self-assessment check list will help provide manufacturers  
with prioritised steps to ensure a better understanding of their position with cost and  
compliance implications. 

Reviewed 
‘business as 

usual’

Drafted a 
plan for 

improvement

Implemented 
change for 

Brexit-proofing

1 Assess current AEO status and apply where appropriate.

2
Review available material to understand possible changes to 
customs and tariffs rules for trade with the UK.

3
Review and model financial and operational impact of changes 
to customs and duties.

4
Review and model financial and operational impact of changes 
to tariffs.

5 Identify product codes required for your products.

6 Assess whether tariff is subject to tariff rate quotas.

7
Understand impact of VAT changes to cash flow  
and profitability.

8
Identify part time or full time expert resources to help manage 
Customs and Tariffs.

9
Develop plan to minimise the impact of tariff and customs 
changes.

10 Engage with external advisors such as Revenue and Customs.
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Customs and Tariffs Training for Market 
Diversification

This Bord Bia training programme aims to provide 
practical training to companies on the basic 
principles and requirements of customs, tariffs 
and non-EU trade.

This will help companies prepare for market 
diversification and will support current and new 
business development. Participation is free of 
charge and the selection process is competitive. 

Enterprise Ireland’s Brexit: Act on Initiative

The Brexit: Act On Initiative is aimed at helping 
Enterprise Ireland Brexit-exposed companies 
to create a strong action plan with the aim of 
identifying the opportunities and mitigating the 
risks that Brexit may bring. The initiative which is 
delivered at no cost to the company is intended 
to help companies strengthen their capabilities in 
three key business areas:

1. Financial and Currency Management 

2. Strategic Sourcing 

3. Customs and Logistics

Ireland Economic Operators’ Registrations 
and Identification Number

The EORI online registration service allows you to 
register for an EORI number online. You can then 
use this number when you interact with customs 
authorities in any EU Member State.

The service is for traders who interact with 
customs authorities in Ireland or the EU. The 
EORI number is valid throughout the EU and is 
a common reference for interactions with the 
customs authorities of any Member State.

Custom & Tariff Supports
Understanding customs processes and implications of tariffs and VAT on non-EU trade is 
a key component of Question 6 of Bord Bia’s ‘Plan to Grow’ process. This question looks in 
detail at all of the elements a business will need to consider in order to be operationally 
effective within a market. The checklist within Q.6 will support many of the considerations 
around customs and tariffs.

https://www.bordbia.ie/corporate/press/pages/ukmarketinformation.aspx
https://www.bordbia.ie/corporate/press/pages/ukmarketinformation.aspx
https://www.prepareforbrexit.com/brexit-act-on-initiative/
https://www.revenue.ie/en/online-services/services/common/register-for-an-eori-number.aspx
https://www.revenue.ie/en/online-services/services/common/register-for-an-eori-number.aspx
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Custom & Tariff Supports

Tariffs Codes and Classifications

If you import or export goods into or out of the 
European Union (EU), you must classify those 
goods for customs purposes. Every product has a 
specific code.

This classification code determines the amount of 
Customs Duty you will pay on imported goods.

You can use TARIC to classify your goods to the 
appropriate ten digit code that you will need to 
import or export your goods.  

You will also be able to view the following material 
in TARIC:

• suspension of duties

• tariff quotas

• tariff preferences

• anti-dumping measures

Full details of tariffs and classifications on the 
respective links for Ireland can be found below:

Ireland Tariffs and Classifications

Authorised Economic Operator (AEO)

Full details of the process and guides for AEO 
certification can be found below:

Irish Tax and Customs

InterTrade Ireland Brexit ‘Start to Plan’ 
Vouchers

ITI provides a Brexit Advisory Service to help 
businesses with practical advice, support and 
information on Brexit related issues. ITI also 
provides vouchers to enable companies to get 
professional advice on Brexit, including issues 
such as likely tariffs, currency management, 
regulatory and customs issues and movement of 
labour, good and services. 

https://europa.eu/european-union/about-eu/countries_en
http://ec.europa.eu/taxation_customs/dds2/taric/taric_consultation.jsp?Lang=en
https://www.revenue.ie/en/customs-traders-and-agents/importing-and-exporting/classification/index.aspx
https://www.revenue.ie/en/customs-traders-and-agents/customs-electronic-systems/eori-system.aspx
http://www.intertradeireland.com/brexit
http://www.intertradeireland.com/brexit
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Financial  
Resilience

The following section focuses on key actions to help 
manufacturers to understand how to improve their 
resilience from a financial lens. 
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Financial 
Resilience
Understanding the impact of currency 
exposures

Uncertainty around Brexit continues to result in increased 
volatility in the markets, including currency fluctuations. 
Volatility is such that Irish businesses will potentially 
experience margin erosion. 

The pound sterling continues to underperform in the market 
against other currencies including the US dollar and Euro. 
Sterling is likely to remain vulnerable to further weakness 
as we approach the date for formal Brexit on March 29th 
2019.

To mitigate manufacturers’ exposure key steps to  
consider are as follows: 

Measure

• Quantifying the potential exposure that your business 
has to currency risk is an important first step. 

• Businesses should review their costs and revenues 
to understand the impact that fluctuating currencies 
could have on their business.

Manage

• Deep dive on critical elements in the supply chain  
such as:

- import of raw materials from the UK or overseas

- impact of selling Euro based products into a UK 
market with potential low pound sterling making 
local produce more cost effective

Mitigate

• Mitigating the risk could include:

- asking for a dual invoice

- considering forward contracts and setting up 
foreign currency accounts

The benefits of hedging and why 
manufacturers should consider it

Currency hedging is the act of entering into a financial 
contract in order to protect against currency volatility and 
protect underlying business margins. The main benefits are 
protection and cash flow certainty. If a business generates 
revenues or cost in different currencies, it is exposed to 
Foreign Exchange (FX) risk whereby currency movements 
can affect the margin the business earns. 

To mitigate this, many companies choose to hedge their 
exposures. The benefits of hedging are to:

• Provide certainty of exchange rate 

• Act as a defence against adverse movements in foreign 
exchange rates

• Help with accurate forecasting and budgeting

• Reduce the shock and impact to business especially 
where cash flow or margins are tight

The downside of hedging is that it results in a set exchange 
rate over a fixed time period which reduces flexibility and 
negates any benefits from positive rate changes.
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Hedging 

How much to hedge depends on the business model and 
nature of industry. Manufacturers should seek professional 
financial advice from their bank or financial advisor to run 
through the following questions:

• What is the market view and what is our appetite for 
risk?

• How does our business fluctuate in the short and 
medium term?

• What are our actual and budgeted margins?

• What exchange rate have we assumed and budgeted 
for?

• How aware are we of future exposures?

• How much rate certainty do we need?

Reducing Business Costs

Regular review of costs will improve manufacturers’ 
knowledge of their business and help identify cost 
optimisation levers to increase cash, reduce operational 
costs and improve overall cost of capital.  

Areas of traditional focus include the following:

• Review current investment in stock & overall stock 
levels

• Assess the potential impact of new tariffs 

• Assess areas to become more tax efficient e.g. VAT, 
grants and allowances

• Review payment cycle to identify areas of improvement 
e.g. accelerate or delay customer and supplier 
payment terms

• Review opportunities to reduce cost of financing e.g. 
improve credit rating

• Optimise the costs of goods sold

• Consider financial protection measures such as Trade 
Credit insurance

Financial measures manufacturers should be 
considering

Regular meetings with banks or financial advisors will 
help understand what financial measures are available for 
manufacturers business.
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Financial Resilience Self –Assessment Check List 

The financial resilience self-assessment check list will help provide manufacturers with prioritised 
guidance to take proactive measures to ensure manufacturers are resilient in preparation for Brexit 
related risks.

Reviewed 
‘business as 

usual’

Drafted a 
plan for 

improvement

Implemented 
change for 

Brexit-proofing

1
Review business finances and understand how Brexit could 
impact cash flow and investment.

2
Quantify the potential exposure to currency fluctuations 
(imports & exports). Conduct sensitivity (‘What If’) analysis to 
understand the impact of various levels of exchange rates.

3

Identify mechanisms to improve financial resilience including 
currency hedging i.e. forward exchange contract for currencies, 
currency future contracts and money market operations for 
currencies.

4
Identify opportunities to reduce cost across the business value 
chain, and review cost base regularly.

5
Review articles & tools available on Bord Bia’s website to help 
with the above.

https://www.bordbia.ie/Pages/Default.aspx
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Currency Risk Management Training

This Bord Bia training programme aims to provide 
practical training to companies on addressing 
currency risks and improving competitiveness. 
This will help companies prepare for buyer 
meetings, tendering and negotiations and will 
support current and new business development. 
Participation is free of charge and the selection 
process is competitive.

Currency Risk Support - Video and Q&As

Bord Bia’s video FAQ series on currency risk 
addresses everything a business needs to 
consider when dealing with foreign exchanges, 
including basic principles and requirements of 
currency risk management. These videos include 
tips on when to buy, dealing with banks, invoicing 
in euro or sterling and if a company needs a UK 
bank account.

Government of Ireland’s €300m Brexit Loan 
Scheme 

In March 2018, the Government of Ireland 
launched a new Brexit Loan Scheme for eligible 
businesses with up to 499 employees. Loan 
amounts range from €25,000 up to €1.5m, for 
terms of up to 3 years and a maximum interest 
rate of 4%. 

This scheme will provide affordable, flexible 
financing to Irish businesses impacted by Brexit. 
Given the agri-food sector’s unique exposure to 
the UK market, the Department of Agriculture Food 
and the Marine’s funding for this scheme ensures 
that at least 40% of the fund will be available to 
food businesses.  

Financial Resilience Supports
Understanding currency risk and implications of non-Eurozone trade is a key component of 
doing business in international markets. Question 6 of Bord Bia’s ‘Plan to Grow’ process looks 
in detail at all of the elements a business will need to consider in order to be operationally 
effective within a market including considerations around financial resilience. 

https://www.bordbia.ie/corporate/press/pages/ukmarketinformation.aspx
https://www.youtube.com/watch?v=NKsbkjPL0To&list=PLgcXBaWAkTVZKmxxQSw4y39tjLfRv840P
http://www.sbci.gov.ie/
http://www.sbci.gov.ie/
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Enterprise Ireland’s Be Prepared Grant

The Be Prepared Grant offers up to €5,000 to 
assist in the cost of developing a strategic 
response to Brexit. The grant is intended to 
provide support to clients to use external 
resources to undertake a short assignment to 
determine how the company could respond to the 
threats and opportunities of Brexit.

The grant can be used to cover consultant’s 
fees, travel and expenses for both domestic and 
international employee travel.

Financial Resilience Supports

http://www.prepareforbrexit.ie/events
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Market 
Diversification

The following section focuses on key actions to guide 
manufacturers on developing a strategy into new 
geographies.
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Market  
Diversification
Expanding into new geographies

Expansion into new geographic regions requires analysis 
and planning. A comprehensive market strategy provides a 
clear set of criteria and targets to help organisations make 
the required change as efficiently as possible. The steps 
below highlight some of the key activities to consider: 

Step 1

• A strategy highlighting new market opportunities

• Collect profiles of the markets 

• Conduct market risk assessment

• Short-list addressable markets

Step 2

• Form cross-functional working groups to discuss 
opportunities 

• Consider the commercial and financial due diligence 
element

Step 3

• Assess gaps in internal capabilities

• Design market specific products/packaging/labelling

• Design market specific operating models

Step 4

• Establish legal, tax, financial layers of the organisation

• Operationalise local supply chain

Expanding knowledge of market growth 
opportunities

• Take advantage of lessons learnt from competitors 
who have entered into new markets successfully.

• Build leads by attending a trade fair in the specific 
market you are considering expanding to

• Attend industry events to broaden your understanding 
of what is happening in the market, e.g. Sial, Anuga.

• Use market insight research and other available data 
from Bord Bia’s The Thinking House to ensure that all 
decisions are informed.

Market Entry Considerations

The following details should be taken into account when 
considering and prioritising markets for exports:

Projection

• Population

• Income per capita

• Import demand

• Currency trends

Market size and trends

• Size of middle class

• Urbanisation

• Rate of growth in the food market

• Consumer market trends

• Wider market trends

Doing business

• Ease of doing business ranking

• Ease of logistical access

• Market access status  

Imports 

• Import levels by category/sub category

• Import price levels
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Market Diversification Self –Assessment Check List   

The market diversification self-assessment check list will help provide manufacturers with prioritised 
guidance to identify opportunities in potential markets for growth.

Reviewed 
‘business as 

usual’

Drafted a 
plan for 

improvement

Implemented 
change for 

Brexit-proofing

1 Review current markets and priorities.

2 Assess opportunities to export to new markets.

3

Understand growth drivers to support new market access:
• Attending Trade Fairs
• Market research
• Leverage networks
• External consultants
• Placing staff in-market

4 Analyses the costs involved to commercialise new markets.

5

Develop market diversification strategy and plan, including:
• Product strategy, informed by consumer insights
• Target customers
• Distribution and stockholding
• Regulatory requirements
• Logistics & transport

6 Consider co-petition as a potential route to market.
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Prioritising Markets: Opportunities  
for Growth

Bord Bia, commissioned by the Department of 
Agriculture, Food and the Marine, has undertaken 
an in-depth Market Prioritisation exercise. This 
focuses on identifying relatively newer markets 
likely to present growth opportunities over 
the next 5-10 years and assess these against 
the capability of Ireland to supply the market. 
For this reason, strongly established markets 
have been excluded from the analysis. A funnel 
approach was adopted for the project with an 
initial screening of over 180 markets using 
macro-economic and sector specific criteria being 
assessed and weighted for each category. This 
formed the basis of the market prioritisation tool.

The output from the tool was a list of the top 
30 markets for each category. Through ongoing 
consultation with industry, Bord Bia has identified 
15 priority markets for meat, dairy, prepared 
consumer foods, beverages and seafood. 75 
summary reports have been published for each 
market and sector, outlining the scale of the 
opportunity, level of competition and any barriers 
likely to face Irish exporters. 

In-depth reports will be prepared for the top 5 
markets by sector and Market Plans will outline 
how Bord Bia and manufacturers can leverage 
opportunities. 

Trade Fairs

Every year Bord Bia attends a number of 
international trade fairs covering a wide range 
of sectors. For further information on how to 
join these trade fairs, please contact your Sector 
Manager.

Plan to Grow

Plan to Grow is a new service from Bord Bia 
focused on Commercial Marketing Strategy 
development, planning and implementation. Plan 
to Grow will enable and support companies on 
their route to market journeys and will include 
online, workshop and bespoke strategic marketing 
assistance.

Trade Missions

Bord Bia works with industry to prioritise high 
potential markets and organises trade missions 
with the Department of Agriculture, Food and the 
Marine. A trade mission will typically have sectoral 
priorities and common key business objectives 
and outputs. These focus on market access, 
raising awareness of Brand Ireland and driving 
business opportunities for Irish food and drink 
manufacturers. For further information on how 
to join these trade missions, please contact your 
Sector Manager.

33

Market Diversification Supports
Identifying the right markets for your business is one of the fundamental outputs of the ‘Plan 
to Grow’ commercial marketing strategy development process. How to develop a marketing 
strategy is covered in Questions 1 – 5 of Plan to Grow. Once a marketing strategy is defined, 
a company should look to plan and implement that strategy using the support process 
contained within Questions 6 – 10.

https://www.bordbia.ie/industry/manufacturers/exportsupport/pages/prioritisingmarkets.aspx
https://www.bordbia.ie/industry/manufacturers/exportsupport/pages/prioritisingmarkets.aspx
https://www.bordbia.ie/industry/manufacturers/exportsupport/pages/prioritisingmarkets.aspx
mailto:info%40bordbia.ie?subject=
mailto:info%40bordbia.ie?subject=
mailto:info%40bordbia.ie?subject=
mailto:info%40bordbia.ie?subject=
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Emerging  
Risks

The following section focuses on key actions to help 
manufacturers deepen their understanding on how to 
identify and monitor emerging risk and describes the 
tools available to manage risk more effectively.
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Emerging 
Risks
Key Tips

To ensure manufacturers are staying on top of emerging 
risks they can consider the following actions:

• Be proactive and keep an eye out on what’s new and 
emerging in the food and beverage sector

• Attend thought leadership seminars to broaden your 
understanding of key issues or future risks that may 
affect your organisation.

Risk Management Measures

The creation of a risk register helps capture the key risks 
affecting an organisation. A typical risk register lists risk 
statements and an associated risk score, which identifies 
how critical the risk is. A risk register should be a living 
and breathing document which is regularly updated and 
monitored on an ongoing basis.

If your organisation does have a risk register, it is important 
that the risks on the register are monitored and that the 
critical risks are discussed regularly at the board level. 
Ensuring that the risk register is on the agenda to review 
during stakeholder meetings helps build alignment on 
areas of focus.

If your organisation does not have a risk register or needs 
to update its current register, the following steps provide an 
overview of the process of conducting a risk assessment 
workshop. The output of the workshop will be a corporate 
risk register.

How to run a Risk Assessment Workshop 

1. To run the workshop you will need a cross functional 
team e.g. HR Managers, Finance Manager, 
Procurement Management, H&S Manager.

2. During the workshop the team should consider the 
business’s strategic objectives e.g. Quality assurance 
of products.

3. For each strategic objective, the team will attach risk 
statements e.g. a risk statement could be: ‘There is 
a risk that a product recall will result in reputational 
damage’. This risk statement could be attached to 
Quality assurance of products.

4. The risk statements will then be voted on, regarding 
their ‘likelihood to occur’ and the ‘impact they will have 
on the business’. A typical voting matrix to use is a 
5x5, which would consider likelihood and impact. A 
matrix should be tailored to the organisation’s size and 
turnover.

5. Identify the top 3 risks relative to their risk score ( Risk 
Score = likelihood x impact).

6. Consider the current controls and future controls to 
implement.
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The diagram below demonstrates a heat map with the 5 risks plotted. 
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5

A generic voting matrix is provided below:

*EBIT Earnings Before Interest and Tax 

Score Likelihood Impact

Financial Reputational Operational 

1 Rare <1% EBIT* Internal issue Minor impact 

2 Unlikely 1%-3% EBIT*
Impact on one 

stakeholder 
Small issues 

3 Possible 3-5% EBIT*
Loss of credibility with 

one stakeholder
Operational delays

4 Likely 5-10% EBIT*
Sizeable creditability loss 
with many stakeholders

Product delivery delays

5 Very Likely <10%+EBIT*
Loss of credibility in the 

market
Unable to fulfil orders
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Emerging Risk Self –Assessment Check List 

The following emerging risk self-assessment check list will help provide manufacturers with  
prioritised guidance to take proactive measures to ensure risks are identified and managed in  
an appropriate manner.

Reviewed 
‘business as 

usual’

Drafted a 
plan for 

improvement

Implemented 
change for 

Brexit-proofing

1
Undertake a risk assessment to understand potential risks 
affecting your organisation. 

2 Monitor the risks on a quarterly basis.

3
Report and significant changes across the risk landscape  
to the board.

4 Monitor the effectiveness of the controls.
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BREXIT ANALYSIS & PLANNING DOCUMENT 
Please note this document is part of ongoing 
Brexit analysis and scenario planning for input into 
larger Government deliberative processes. Unless 
explicitly referenced by Government decision, any 
proposal contained in this document does not 
represent Government policy and should not be 
represented as such



40

Bord Bia’s Brexit Barometer

Bord Bia’s Brexit Barometer - Recommendations & Brexit Plan, June 2018


