CHAPTER EIGHT

Mapping Sourcing Risk

Primary processors operate at a critical point in the botanical supply network. Processors

connect farms and collectors with the traders, distributors and brands.

Risk mapping is ultimately about people and places, not just data and lots. The goal is
o shift from extractive relationships to ones that honour the plant-people-place

nexus.

List of unknown risks faced by an Indian Primary Processor (Herb Artizan)



https://www.herbartizan.com/
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Purpose

Mapping sourcing risk allows you to better understand where your supply chain may be vulnerable. Proactively
identifying those vulnerabillities can help you avoid quality failures, supply disruptions, or loss of buyer trust. Risk mapping
helps primary processors move from reactive problem-solving to proactive supply chain management. Instead of

responding to issues |lot by lot, you can better understand patterns across ingredients, regions, suppliers, and market

conditions.

INn practice, sourcing risk mapping helps us:

e |dentify ingredients and regions that require closer oversight

e Detect early warning signals for fraud, contamination, or supply instability
e Align testing, verification, and supplier engagement with actual risk levels
e Strengthen transparency and traceability for buyers

e Guide strategic investments in supplier relationships and infrastructure

Herbal supply is variable by nature. But documenting, tracking, and asking the right questions reduces surprises.

What Success Looks Like

Successful sourcing risk mapping does not require complex software or perfect data. It requires a clear, structured

understanding of your supply chain and its vulnerabilities, paired with consistent action. Success means fewer surprises,

stronger partnerships, and greater confidence across the supply chain.

When risk mapping is working well, a primary processor can:

e Understand their supply ecosystem clearly — know the origin, supply structure, and key suppliers for major herbs.

e Recognize when the plant material changes hands and what systems/operations each has in place to maintain
quality.

e Maintain visibility as far upstream as reasonably possible. Ideally, we would like to know what farm/farms the plant
material has come from.

e |dentify higher-risk ingredients and regions. A complete risk assessment would include: quality and active
constituents; climate risk (flooding, drought, yield instability); geopolitical risk; human rights and labour risk;
regulatory risk; environmental and contamination risk; and adulteration risk.

e Align controls with actual risk — increase testing and verification where risk is higher and focus resources where
they make the biggest difference.

e Support improvements in post-harvest handling, drying, and storage at the source.

e Communicate transparently with buyers — clearly explain sourcing structure and traceability, share early

warnings about supply changes or emerging risk, and provide consistent documentation and supplier

information.

The SHI Mapping Sourcing Risk group has been asking: how can we collaborate to create more resilience in

communities and build supply ecosystems that are fair, transparent, and regeneralive?
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Key Risk Dimensions

MAPPING SOURCING RISK

Effective risk mapping requires looking across multiple dimensions simultaneously.

QUALITY AND IDENTITY RISK

Adulteration:
e Substitution of species, blending with inferior

material, artificial enhancement (e.g., lead
chromate in turmeric powder)
Contamination:
e Heavy metals (especially lead in root crops),
pesticide residues, mycotoxins from improper
drying or water exposure, microbiological

contamination

Species misidentification:
e Especially relevant where multiple varieties of a
species are traded and have different quality

profiles
Post-harvesting handling failures:

e Inadequate drying, improper storage, and foreign

matter from poor cleaning processes

Testing is a key tool but has limits. Lab results at point of
receipt cannot tell you when or how contamination
occurred that requires supply chain visibility and supplier

relationships.

SOCIAL AND ETHICAL RISK
Living wages:
e Can farmers and harvesters meet their basic
needs from what they earn supplying your
products?

Child labour:
e Where in the supply network is this a risk?

Gender equity:

e Are women in harvesting and processing
communities receiving fair wages and working
safely?

Labour sourcing:
e When farmers hire workers from other regions or

states, what protections and equity are in place?

Price instability:
e When prices are highly volatile, farmers cannot

plan. This drives either quality shortcuts or exit

from the market altogether.
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CLIMATE AND ENVIRONMENTAL RISK

Yield instability:
e Drought, flooding, unseasonal rainfall

Crop disease:

o |eaf diseases that spread to roots; pest pressure
that organic farmers struggle to manage
without synthetic inputs

Upstream and non-point contamination:

e What is happening on neighbouring farms or

In water sources?
Biodiversity risk:
e Where is over-harvesting threatening wild-

harvested species?

Scope 3 emissions:
e What is the carbon footprint of your

ingredient supply chain?
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MARKET AND FINANCIAL RISK

Price volatility:

e Herbs like turmeric have seen prices double in

short periods

Middlemen dominance:
e When farmers do not understand pricing
mechanisms or timing, they are vulnerable to

exploitation

Order cancellation:

e Late cancellations hurt farmers and processors who
have commmitted resources. Share cancellations as

early as possible.

Over-dependence on a single buyer:

e Suppliers with one or two major customers are

extremely vulnerable
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REGULATORY AND CERTIFICATION RISK

e Fraud in organic certification
Certification gaps for small farmers in cooperatives

Import requirements: different markets have

different testing requirements

Geopolitical risk: sourcing from regions with

political instability
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