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In today’s industrial landscape, companies often focus on core competences and outsource 

other activities, increasing reliance on suppliers, and making effective supplier relationships 

critical to financial performance. Simultaneously, the digitalization of procurement is trans-

forming how organizations approach Supplier Relationship Management (SRM). This mas-

ter’s thesis addresses challenges in the SRM processes of a large technology industry com-

pany, and examines how digital tools can be utilized to enhance them.  

The research was conducted as a qualitative case study in collaboration with the case com-

pany, combining a literature review with empirical methods to analyze existing SRM prac-

tices and identify areas for improvement. To analyze the current SRM practices, process and 

data mapping techniques were employed alongside a comprehensive challenge identifica-

tion, through internal interviews. The analysis revealed several key challenges: supplier data 

and records are dispersed across multiple systems, and certain process workflows such as 

supplier performance assessment and supplier compliance management are fragmented, re-

lying on manual steps and lacking integration. These findings guided the specification of 

requirements for a more integrated digital SRM environment.  

Based on the combined findings from the literature and empirical analyses, the thesis pre-

sents practical recommendations and a framework for improving the company’s SRM capa-

bilities based on the identified requirements and the analysis of different solutions. By align-

ing its practices with these recommendations, the company can better leverage supplier re-

lationships to achieve business goals such as joint value creation and operational efficiency.  
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Nykypäivän teollisuuden toimintaympäristössä yritykset keskittyvät usein ydinosaami-

seensa ja ulkoistavat muita toimintoja, mikä lisää riippuvuutta toimittajista ja tekee tehok-

kaista toimittajasuhteista keskeisiä taloudellisen suorituskyvyn kannalta. Samaan aikaan 

hankintatoimen digitalisaatio muuttaa tapaa, jolla organisaatiot lähestyvät toimittajasuhtei-

den hallintaa (SRM, Supplier Relationship Management). Tämä diplomityö käsittelee suu-

ren teknologiateollisuuden yrityksen SRM-prosessien haasteita ja tarkastelee, miten digitaa-

lisia työkaluja voidaan hyödyntää niiden kehittämisessä. Tutkimus toteutettiin laadullisena 

case-tutkimuksena yhteistyössä kohdeyrityksen kanssa, yhdistäen kirjallisuuskatsausta ja 

empiirisiä menetelmiä nykyisten SRM-prosessien analysoimiseksi ja kehitystarpeiden tun-

nistamiseksi. 

Tutkimuksen empiirinen osuus sisälsi kohdeyrityksen SRM-prosessi- ja datakartoituksen 

sekä kokonaisvaltaisen ongelmakartoituksen, jotka toteutettiin yrityksen sisäisten haastatte-

lujen avulla. Analyysit toivat esiin keskeisiä ongelmia, kuten toimittajadatan hajaantuminen 

useisiin järjestelmiin, sekä tiettyjen prosessien - kuten toimittajien suorituskyvyn arviointi 

ja vaatimustenmukaisuuden hallinta - hajanaisuus, manuaalisten vaiheiden tarve, sekä integ-

raation puute. Nämä havainnot ohjasivat vaatimusmäärittelyä integroidummalle digitaali-

selle SRM-ympäristölle. 

Kirjallisuus- ja empiirisen analyysin perusteella tutkimuksessa esitetään käytännön suosi-

tuksia ja muodostetaan viitekehys yrityksen SRM-kyvykkyyksien kehittämiselle tunnistet-

tujen vaatimuksien sekä digitaalisten ratkaisujen analyysien pohjalta. Noudattamalla tutki-

muksen havaintoja yritys voi hyödyntää toimittajasuhteita tehokkaammin ja edistää liiketoi-

mintatavoitteita, kuten yhteistä arvonluontia ja operatiivista tehokkuutta. 

  



PREFACE 

You are reading the final mark of five years of hard work, consisting of academic challenges, 

valuable learning experiences, long nights before deadlines, unforgettable moments of stu-

dent life, growth, shared laughter and friendships that will last a lifetime.  

I want to sincerely thank all the people that helped me throughout this project, with special 

thanks to my supervisor Lasse, my manager at the case company, and the entire project 

steering group. I want to thank my family for the support, guidance and encouragement 

throughout this journey. To my friends – thanks for keeping things fun, balanced, and in 

perspective. And last but not least, I want to thank myself. 

 

Helsinki 27.6.2025 

Pauli Karjalainen 

 

 

  



ABBREVIATIONS 

AHP Analytical Hierarchy Process 

CI Continuous Improvement 

ESG Environmental, Social, and Governance 

ERP Enterprise Resource Planning 

KPI Key Performance Indicator 

MCDM Multi-Criteria Decision-Making 

P2P Procure-to-Pay 

PDCA Plan-Do-Check-Act 

PLM Product Lifecycle Management 

R&D Research & Development 

RFx Request for x 

S2C Source-to-Contract 

S2P Source-to-Pay 

SCM Supply Chain Management 

SLM Supplier Lifecycle Management 

SQM Supplier Quality Management 

SRM Supplier Relationship Management 

TCO Total Cost of Ownership 



6 

 

Table of contents 

Abstract 

Preface 

Abbreviations 

1 Introduction .................................................................................................................. 10 

1.1 Background .......................................................................................................... 10 

1.2 Objectives and limitations ................................................................................... 10 

1.3 Structure and methodology .................................................................................. 12 

2 Supplier relationship management ............................................................................... 14 

2.1 The supplier relationship management process ................................................... 14 

2.2 Shaping the sourcing strategies ............................................................................ 17 

2.3 Supplier selection ................................................................................................. 20 

2.4 Supplier collaboration .......................................................................................... 23 

2.5 Supplier assessment and development ................................................................. 25 

2.6 Continuous improvement ..................................................................................... 27 

2.7 Deconstruction of supplier relationship ............................................................... 27 

2.8 Digital platforms for supplier relationship management ..................................... 28 

3 Methodology ................................................................................................................. 31 

3.1 Qualitative case study .......................................................................................... 31 

3.2 Case description ................................................................................................... 32 

3.3 Data collection ..................................................................................................... 35 

3.4 Data analysis ........................................................................................................ 37 

4 Data Analysis and Findings .......................................................................................... 40 

4.1 Supplier relationship management in the case company ..................................... 40 

4.2 Supplier data management at the case company ................................................. 46 

4.3 Current SRM challenges at the case company ..................................................... 48 

4.4 Requirements specification for a digital SRM support solution .......................... 49 

4.4.1 Information management requirements ........................................................... 49 

4.4.2 SRM process coverage requirements ............................................................... 52 

4.4.3 Specific functional requirements ..................................................................... 53 

4.5 Sourcing Suite -software analysis ........................................................................ 54 



7 

 

4.6 Commercial SRM solutions ................................................................................. 57 

4.7 AHP analysis ........................................................................................................ 60 

5 Discussion ..................................................................................................................... 64 

5.1 Interpretation of findings ..................................................................................... 64 

5.2 Recommendations on future action ..................................................................... 65 

5.2.1 Strengthen supplier information management ................................................. 65 

5.2.2 Deploy modular tools for high-priority needs ................................................. 66 

5.2.3 Approach full SRM integration as a phased, strategic effort ........................... 66 

6 Conclusion .................................................................................................................... 68 

6.1 Summary of key findings ..................................................................................... 68 

6.2 Future research suggestions ................................................................................. 70 

References ............................................................................................................................ 72 

Appendices ........................................................................................................................... 79 

  

Appendices 

Appendix 1. Interview Questions 

Appendix 2. Challenges Identified from Stakeholder Interviews 

Appendix 3. Requirements classification and prioritization 

Appendix 4. 10x10 AHP Comparison Matrix   



8 

 

List of figures:  

Figure 1: Structure of the thesis 

Figure 2: Supplier management and SRM 

Figure 3: Integrated SRM framework 

Figure 4: Shaping a purchasing strategy 

Figure 5: A step-ladder of external and internal contractual relationships 

Figure 6: The Bensaou Relationship Portfolio 

Figure 7: The Kraljic Portfolio Model 

Figure 8: Advanced collaboration methods for pursuing joint advantage with supplier 

Figure 9: Data collection and analysis process 

Figure 10: Requirements elicitation and analysis process 

Figure 11: Relationship between SRM and PLM in the case company 

Figure 12: SRM system architecture and user interactions 

Figure 13: Supplier data mapping 

Figure 14: Proposed to-be situation supplier data map 

 

List of tables: 

Table 1: Interview participants 

Table 2: Information management requirements 

Table 3: SRM process coverage requirements 

Table 4: Specific functional requirements 

Table 5: Sourcing Suite system features and capabilities 

Table 6: Sourcing Suite system limitations 

Table 7: AHP requirement criteria and criteria weights 



9 

 

Table 8: AHP-analysis final scores 

 

  



10 

 

1  Introduction 

1.1  Background 

Given that today’s companies spend between 50% and 80% of their sales revenue on pur-

chased materials and services, building effective and collaborative relationships with suppli-

ers has become essential to both short-term financial performance and long-term competitive 

position (van Weele, A. 2014). The salience of the benefits of closer cooperation with supply 

chain partners dates back to the 1980s amid rising global competition and pressure to cut 

costs (Boddy, D., Macbeth, D. & Wagner, B. 2000). Since then, many firms have shifted 

their approach from adversarial or price-focused procurement to strategic partnerships built 

on long-term commitment and trust. With modern companies concentrating on their core 

competences and outsourcing the rest of the products and activities, the reliance on suppliers 

becomes increasingly more important (Cox, A. & Thompson, I. 1997).  

The ongoing digitalization of procurement is transforming how organizations approach 

SRM. Traditional SRM activities – such as maintaining supplier information, tracking per-

formance metrics, and coordinating collaboration – are increasingly supported by advanced 

information systems and analytics. Modern SRM platforms – also referred to as supplier 

value management systems, or as modules of broader procurement suites – consolidate sup-

plier data and workflows into an integrated platform. In essence, digital SRM solutions pro-

vide a centralized, data-driven foundation for managing supplier relationships, enhancing 

collaboration and efficiency especially in organizations with a large and complex supplier 

network. (Fröhlich, E. & Steinbiß, K. 2020; Schuh, C., Strohmer, M., Easton, S., & Hales, 

M. 2014). 

1.2  Objectives and limitations 

This thesis focuses on the sourcing operations of a large technology industry company. The 

case company has identified potential challenges in its supplier relationship management 

process, which has led to the commissioning of this study. Accordingly, the main objective 

of the thesis is expressed through the following primary research question:  
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‘How can digital tools enhance the case company’s supplier relationship manage-

ment?’ 

 

To address this question, the study examines three supporting sub-questions:  

 

‘How are supplier relationship management processes currently handled in the 

case company?’ 

 

‘What challenges do stakeholders have in SRM processes?’ 

 

‘What is the technical feasibility and potential benefits of implementing a digital 

SRM solution?’ 

 

The objectives of the research include comprehensively mapping out the current state of the 

case company’s supplier relationship management practices - including process workflows 

and the digital SRM architecture - in order to understand how supplier information and ac-

tivities are managed in practice. The thesis analyses these processes to identify key chal-

lenges faced by different stakeholders, defines requirements for a desired supplier data ar-

chitecture and digital SRM environment, and determines which solutions would be neces-

sary to meet the company’s needs. Notably, the case company does not currently employ a 

centralized digital SRM system. Throughout the case analysis, emphasis is placed on the 

practical context of implementation – for example, how a tool would fit into existing pro-

cesses and what changes would be required – and on comparing the tool’s functionality to 

what the company seeks to achieve in SRM. 

From an academic perspective, the study contributes to the literature on SRM and digitali-

zation by providing empirical insights into the intersection of these two domains. The find-

ings help fill a gap in existing research regarding how digital solutions can be applied in 

SRM, especially in a technology industry context. From a business perspective, the research 

is relevant to the case company, and other firms having similar objectives and facing similar 

challenges. Thus, the outcomes of this thesis provide practical guidance on enhancing SRM 

practices, and supporting business goals such as cost efficiency, risk management, and sup-

plier development.  
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The thesis is confined to a single case company in the technology industry, which may affect 

the generalizability of the results. Moreover, the research relies on qualitative data drawn 

from the case company through interviews, internal documents and a review of the com-

pany’s existing digital SRM related systems. While these sources offer detailed information 

about the case, they may not capture all possible factors influencing SRM, such as informal 

practices or external stakeholder perspectives. These limitations define the boundaries of the 

study and are acknowledged to ensure that conclusions are drawn within the appropriate 

context and highlight areas where further studies could expand upon the findings of this 

thesis.  

1.3  Structure and methodology 

The research is conducted as a qualitative case study. It combines a comprehensive literature 

review with an in-depth empirical investigation within the case company. The structure is 

organized into four distinct sections that progressively delve into the main research objec-

tive, as illustrated in Figure 1. The first section introduces the topic by outlining the back-

ground of the topic and outlines the research objectives, as described above. The second 

section encompasses the literature review, which establishes the theoretical foundation for 

the study, reviewing academic research on SRM core concepts, best practices, and the impact 

of digital tools in supplier relationship management. The third section describes how the 

empirical part is carried through, providing a more detailed case description, methodology 

and the framework for conducting the case study. In the final section, the thesis will review, 

analyse and discuss the empirical findings and their implications for the case company, ad-

dress the research questions and provide recommendations.  
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Figure 1: Structure of the thesis 

 

Finally, it should be noted that the research employed ethical and responsible use of gener-

ative artificial intelligence tools (such as ChatGPT and Microsoft 365 Copilot) to support its 

development. These tools assisted in refining ideas, revising written material, and enhancing 

the thesis’ language and structure. To ensure academic integrity, all content was carefully 

reviewed, and all facts and sources were verified from original references for accuracy and 

credibility. 
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2  Supplier relationship management 

This chapter focuses on the theory behind the research topic, considering the set of limita-

tions and research questions. The chapter aims to provide an understanding of the different 

phases and core concepts of Supplier Relationship Management (SRM), along with provid-

ing an overview on how Supplier Relationship Management Systems and Tools help to op-

timize the SRM processes.  

2.1  The supplier relationship management process 

Supplier Relationship Management is a field of research connected to Supply Chain Man-

agement that focuses on maximizing the value and opportunities through achieving strategic 

alignment, joint business planning, and communication and trust derived from supplier in-

teractions (Walters, D. 2023). The practice of supplier relationship management originated 

in the 1980s as a framework to enable companies a systematic and consistent strategy for 

assessing their suppliers. Procurement and supply chain analyst Peter Kraljic is seen as a 

major figure in the development of SRM, after his development of the Kraljic Portfolio 

Model (Figure 6) - at the time an innovative perspective for supplier segmentation based on 

two pivotal dimensions: risk and profitability (SAP, 2025). When performed efficiently, 

SRM can enable organizations to build collaborative and mutually beneficial relationships 

with their suppliers, ultimately leading to competitive advantage, cost savings, risk mitiga-

tion, and innovation enhancement (Schuh et al., 2014).  

SRM is ultimately about collaboration with strategic suppliers based on a contractual agree-

ment. As defined by Kraljic (1983), strategic suppliers are the suppliers that provide items 

or services that are critical to the company’s success with high supply risk, associated with 

high financial impact. SRM programs can be complex, and the definition can vary based on 

the organization’s business area, size and maturity (Sievo, 2024). To suit a wide range of 

contexts, SRM can be defined as ‘a comprehensive approach to procurement, managing and 

capturing the post-contract value from key business relationships’ (CIPS, 2025). On the 

field-level of supply management, when executing and talking about SRM, the focus is 

mostly on strategic suppliers, excluding important (operational or core suppliers), and 
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transactional suppliers which fall under the practice ‘Traditional Supplier Management’ or 

‘Vendor Management’ (Byrne, P. 2006) (Day, M & Lichtenstein, S. 2006):   

 

 

Figure 2: Supplier management and SRM (adapted from Deloitte, 2015) 

 

Various scholars and industry experts have proposed different frameworks to categorize 

SRM into distinct phases. These phases typically include the processes regarding selecting 

suppliers, collaborating with suppliers, reviewing and developing the relationship and sup-

plier performance, and ultimately dissolving the relationship. Moeller, Fassnacht & Klose 

(2006) derive SRM into three main sequential phases, assimilating linkage with customer 

relationship management (CRM) principles: (1) out-supplier management, (2) in-supplier 

management and (3) in-supplier dissolution management. In out-supplier management, ‘out-

suppliers’ – suppliers who do not yet have a relationship with the buying firm – are observed 

with the intention of keeping relationships only with the best available alternative suppliers, 

with the ideology that the current state of a relationship should never be considered as a 

permanent solution. When a transaction with a supplier is initiated, the status of the supplier 
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changes to an in-supplier, and the focus shifts to maintaining the relationship in order to 

maximize the value created. In-supplier dissolution management covers the strategies and 

methodology on how to carry out a chosen ending of a supplier relationship.  

Lambert & Schwieterman (2012) separate SRM into strategic and operational processes. In 

the strategic part, criteria for supplier segmentation are identified, guidelines regarding dif-

ferent categories product and service agreements degree of differentiation, framework of 

metrics, and process improvement benefits with suppliers are developed. In the operational 

level, supplier segmentation is performed, cross-functional teams (CFT) for each key sup-

plier or segment are prepared and formed, suppliers or segments are reviewed by the teams, 

after which product and service agreements and communication plans are developed and 

implemented, supplier performance is measured and the impacts of the supplier relationships 

on organizations profitability are reviewed. Lambert & Schwieterman’s process model 

doesn’t incorporate supplier selection or supplier dissolvement as parts of supplier relation-

ship management.  

Park et al. compose a cyclical framework with the aim of supporting integration with an 

SRM system comprehensively with each SRM phase (Figure 3). The framework consists of 

purchasing strategies, supplier selection, supplier assessment and development and continu-

ous improvement. Park et al. conceive Continuous Improvement (CI), as a vital part and a 

sub-process of the SRM process. Park et al. argue, that CI should be pursued by firms in the 

SRM framework in order to improve the process, systems and manpower thus mitigating 

pressure from competition, and continuously aiming for improved productivity and reduced 

costs while simultaneously driving behavioral changes to the company’s innovation and im-

provement culture. Understanding these phases of the SRM process allows organizations to 

systematically manage supplier relationships, ensuring efficiency, quality, and innovation 

across the entire supply chain. (Park, J., Shin, K. & Chang, T., 2010) 
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Figure 3: Integrated SRM framework (Park et al. 2010)  

2.2  Shaping the sourcing strategies 

Shaping the sourcing strategies, often defined as the starting point of the SRM lifecycle, is 

essential as the strategies set the groundwork for how organizations engage with suppliers 

in different phases of SRM. Effective sourcing strategies involve balancing cost efficiency 

with supplier reliability and innovation. Schuh et al. (2014) emphasize that procurement 

must align with overall corporate strategy, in order to ensure that purchasing decisions sup-

port long-term business objectives. Park et al. (2010) simplify the idea of shaping a purchas-

ing strategy into three steps, with two routes of choosing between a competitive strategy or 

a cooperative strategy based on the supply-risk (Figure 4). The competitive strategy focuses 

on efficient processing, competitive bidding and system contracting, whereas the coopera-

tive strategy focuses on collaboration, supplier development and supplier partnership. Char-

acteristics of a competitive purchasing strategy include having many available suppliers and 

forming short-term contracts. In a cooperative strategy, there are characteristically only few 

available suppliers, and suppliers are tied in with long-term contracts (Park et al., 2010; 

Krause, D. et al., 1998).  

 

 

Figure 4: Shaping a purchasing strategy (Park et al., 2010)  
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Strongly aligned with the approach of dividing supplier engagement into competitive and 

cooperative relationships are Sako’s (1992) two archetypal contractual patterns: the Arm’s-

length Contractual Relation (ACR) and the Obligational Contractual Relation (OCR). In the 

ACR, each transaction is discrete and fully specified by an explicit contract. The relationship 

is characterized by low levels of trust and limited collaboration - suppliers retain maximal 

independence and exit options, while the buyer retains strong bargaining power and can 

easily re-tender or switch suppliers when desired. By contrast, the OCR - being a partner-

ship-oriented arrangement built on deep collaboration, mutual trust and long term commit-

ment - involves a legally bounded contract, significant relation-specific investments and 

often includes cooperation that goes ‘beyond the contract’. (Sako, M. 1992; Zirpoli, F & 

Caputo, M. 2002) 

Cox and Thompson (1997) criticize Sako’s purchasing framework for its binary nature, ar-

guing that the ACR-OCR framework lacks specificity between the two extremes of buyer-

supplier relationships. To address this gap, Cox and Thompson propose a ‘fit-for-purpose’ 

approach, which includes a spectrum of contractual forms that consider factors such as 

power dynamics, market conditions, dependency levels, and the strategic importance of the 

goods or services produced. Cox and Thompson’s framework includes approaches such as 

adversarial leverage, single sourcing, network sourcing and strategic alliances (Figure 3). 

This pragmatic model offers more flexible and context sensitive approach to managing 

buyer-supplier relationships and shaping a purchasing strategy.  



19 

 

 

Figure 5: A step-ladder of external and internal contractual relationships (adapted from Cox & Thompson, 1997) 

 

Cox’s model suggests that a firm should outsource all but their core competencies. With 

modern companies choosing such global outsourcing strategies, Tsai (2016) emphasizes the 

importance of mitigating disruption risks, and brings up the incident from 2000, where a 

component supplier of Nokia and Ericsson had its production plant destroyed in a fire. Nokia 

managed standby and alternative suppliers to minimize impacts of the disruption, while Er-

icsson lost sales worth of $390 million and the market share dominance to Nokia. SRM 

principles suggest, that it’s the buyer’s responsibility to recognize, monitor and mitigate 

these risks, and literature suggests that companies should systematically calculate the opti-

mal number of suppliers, considering the operational costs of working with multiple suppli-

ers, probability of supply failure, and potential financial losses caused by a supply disrup-

tion. (Berger, P. & Zeng, A. 2006; Tsai, W. 2016) 

While traditional purchasing approaches focus primarily on cost reduction, Schuh (2014) 

argues that contemporary strategies integrate value-driven procurement, emphasizing total 

cost of ownership (TCO) rather than just price. TCO considers factors such as lifecycle 

costs, quality assurance, supplier reliability, and risk management. Benton (2020) outlines 
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a comprehensive purchasing strategy framework that spans four decision domains: supply 

management, buying policy, supplier development, and the scope of manufacturing integra-

tion. Each domain contains numerous sources - such as the number of locations of sources, 

contract length, make-versus-buy scope, and supplier development programs – all of which 

must be aligned with corporate competitive priorities. Benton’s approach explicitly links 

purchasing decisions to business strategy in a detailed and systematic way, capturing tech-

nical, organizational and market aspects, offering a comprehensive roadmap for crafting a 

sourcing strategy.  

Shaping a defined purchasing strategy is a foundational element in SRM. As Monczka et al. 

(2015) emphasize, sourcing decisions are increasingly strategic in nature, requiring careful 

alignment with corporate priorities, market dynamics and supplier capabilities. Failing to 

craft a coherent sourcing strategy may lead to misaligned supplier expectations, under-lev-

eraged relationships and missed opportunities for collaborative value creation. Conversely, 

when sourcing strategies are well-defined and integrated into SRM processes, organizations 

are better equipped to select and segment suppliers, allocate resources effectively, and pur-

sue the right mix of collaborative and transactional relationships. (Monczka, R., Handfield, 

R., Giunipero, L. & Patterson, J. 2015) 

2.3  Supplier selection 

Choosing the right suppliers is crucial to Supplier Relationship Management, as it helps en-

sure long-term success and alignment with an organization’s goals. This process typically 

involves assessing and selecting suppliers based on cost, quality, reliability, technological 

expertise and sustainability compliance (Nydick, R. & Hill, R. 1992). Effective supplier se-

lection depends on a strong segmentation framework, that classifies suppliers into strategic, 

critical, and transactional suppliers. Strategic suppliers contribute to innovation and long-

term value creation, while transactional suppliers fulfill routine procurement needs (Dubey, 

R., Gunasekaran, A., Childe, S. J., Papadopoulos, T. & Helo, P. 2019). With strategic sup-

pliers, the supplier selection process steps are often executed precisely, whereas with trans-

actional suppliers, the focus is more on keeping the process efficient.   

The supplier selection process usually starts with supplier identification; market research 

and identifying a pool of potential suppliers. Companies use industry databases, attend trade 
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fairs, or seek recommendations to compile a so-called long list of suppliers that meet basic 

requirements (de Boer et al., 2001). After identifying potential suppliers and compiling the 

long list, a preliminary screening can be done to exclude suppliers that do not meet essential 

requirements such as certifications, financial stability, or geographical constraints – forming 

a shortlist of suppliers to be considered more deeply (Ho et al., 2010).   

Schuh et al. (2014) propose a structured supplier evaluation model that incorporates quanti-

tative and qualitative assessment metrics. Shortlisted suppliers are further evaluated using 

both quantitative and qualitative metrics. Quantitative metrics include cost efficiency, finan-

cial health, and on-time delivery rates, while qualitative metrics assess factors such as repu-

tation and innovation capability (Schuh et al., 2014). Additionally, sustainability considera-

tions such as environmental, social and governance (ESG) principles increasingly influence 

the supplier evaluation process. Resource-efficiency, waste reduction and sustainable pro-

duction methods are part of supply chain management beyond the so-called first tier and a 

part of ethical sourcing process. Analytical Hierarchy Process (AHP) and multi-criteria de-

cision-making (MCDM) methods are often applied to structure this evaluation (Nydick & 

Hill, 1992). After scoring and ranking suppliers, organizations negotiate contracts, consid-

ering pricing structures, service level agreements, and compliance with strategic objectives 

to carry out the final selection (Dubey et al., 2019). 

Typically performed prior or during supplier selection, supplier segmentation is the action 

where suppliers are categorized into different segments to guide how each will be managed. 

Segmentation involves grouping suppliers that share key attributes such as spending level, 

criticality and risk, and assigning tailored strategic and collaborative approaches to each 

group (Lysons, K. & Farrington, B. 2020). Bensaou’s (1999) portfolio model (Figure 6) is 

one of the foundational relationship models to support supplier selection and the manage-

ment of different supplier relationships. The model classifies buyer-supplier relationships 

into four types – market exchange, captive buyer, captive supplier, and strategic partnership 

– based on the relative investments of buyer and supplier. For instance, a strategic partner-

ship has high investments and large-scale collaboration from both sides, whereas a market 

exchange contains low mutual investment and mostly transactional collaboration (Burt, D. 

et al. 2003). 
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Figure 6: The Bensaou Relationship Portfolio (adapted from Bensaou, 1999) 

 

By contrast, the classic Kraljic matrix (1983) segments purchases into four categories – non-

critical, leverage, bottleneck and strategic – based on the dimensions of supply risk and profit 

impact (Figure 7). Each cell in the Kraljic model suggests a different management style, such 

as prioritizing innovation with strategic item suppliers and focusing on cost efficiency with 

leverage items. Olsen and Ellram (1997) argue that Krajlic’s emphasis on leveraging pur-

chasing power where possible may be a dangerous approach in volatile market conditions. 

Olsen and Ellram propose an enhanced portfolio model, where first the product is catego-

rized by the importance of the purchase and the difficulty of managing the purchase situation, 

after which the supplier relationship should be analyzed by the attractiveness of the supplier 

and the strength of the supplier relationship.  
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Figure 7: The Kraljic Portfolio Model (adapted from Kraljic 1983) 

 

How segmentation is positioned within procurement varies by perspective. As described in 

earlier parts, in the SRM framework, segmentation is often viewed as the step between se-

lection and development (Lajimi, H., & Majidi, S. 2021). From a strategic-sourcing view-

point, segmentation can be seen as a part of the strategy shaping phase, and in a collabora-

tion-oriented view, segmentation directly informs how interaction is pursued with each sup-

plier category. In section 2.4, different collaborative approaches are introduced, linking sup-

plier selection and segmentation with strategic supplier collaboration within the SRM frame-

work.  

2.4  Supplier collaboration 

Efficient supplier collaboration is essential in achieving long-term supply chain efficiency 

and innovation. Taking a strategic approach to supplier collaboration enables the circum-

stances for the benefits of supplier collaboration: mutual growth, reduced risks, and en-

hanced competitive advantages. Schuh et al. (2014) emphasize that trust, transparency, and 
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shared goals form the foundation of effective collaboration, enabling sustainable value cre-

ation in buyer-supplier dynamics.  

A key component of supplier collaboration is joint value creation. The ‘Purchasing Chess-

board’ framework, first introduced by Schuch et al. in 2008, 4 purchasing fields, 16 purchas-

ing approaches and 64 purchasing methods are introduced based on the purchase items sup-

ply and demand power. Relating to SRM, high supply – high demand is the purchasing field 

where joint advantage should be pursued with the supplier. The four approaches to pursuing 

joint advantages with the supplier include: (1) Value chain management, (2) Integrated op-

erations planning, (3) Cost partnership, and (4) Value partnership. When a product category 

has been positioned into the framework, the strategic approaches concerned introduce col-

laboration methods on how the approach should be pursued. These strategies allow compa-

nies to approach co-sourcing initiatives determinedly, allowing them to harness supplier ca-

pabilities to drive process efficiency and innovation. The collaboration methods are dis-

played in Figure 8. (Schuch et al. 2017)  

 

 

Figure 8: Advanced collaboration methods for pursuing joint advantage with supplier (adapted from Schuh, 2008) 
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Effective supplier collaboration requires not just strategic partnerships but also alignment of 

key performance indicators (KPIs), shared risk management, and continuous improvement 

initiatives (Govindan, K., Aditi., Darbari, J., Kaul, A. & Jha, P. 2021). Importantly, integrat-

ing digital tools amplifies these capabilities. The growing impact of digital transformation 

has further elevated the importance of well executed supplier collaboration in highly com-

petitive business landscapes. Tools like blockchain, AI-powered analytics, and cloud-based 

supplier management systems enable real-time data sharing, which enhances both transpar-

ency and decision-making. In practice, digital supply-chain platforms give both buyers and 

suppliers shared dashboards and data, improving visibility, responsiveness and real-time co-

ordination. (Hugo, A. 2024)  

Joint product development is another important aspect of collaboration. Strong partnerships 

give companies the opportunity to involve suppliers early in the product design process, 

which accelerates innovation and shortens time-to-market (Ocicka, B. et al. 2021). Activities 

like collaborative problem-solving, participation in supplier councils, and the use of open 

innovation platforms can help companies in building stronger, more enduring relationships. 

Close integration between buyers and suppliers promotes sustainability and resilience, high-

lighting the importance of well-structured collaboration in modern procurement strategies. 

(Yang, J. et al. 2023) 

2.5  Supplier assessment and development 

Effective supplier assessment and development are essential for maintaining a resilient and 

high-performing supply chain. Supplier assessment involves systematically evaluating sup-

pliers with criteria, that measure and analyze criteria such as cost efficiency, quality, delivery 

reliability, innovation potential, and sustainability compliance (Rezaei & Wang, 2015). A 

structured supplier assessment framework is important for organizations in order to identify 

strengths, weaknesses, and areas for improvement in their supplier portfolio, and ultimately 

guide targeted supplier development initiatives.  

Multi-criteria decision-making (MCDM) techniques are widely used approaches for supplier 

assessment. As example, the Best Worst Method (BWM) helps prioritize supplier evaluation 
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criteria based on business objectives (Rezaei & Wang, 2015). Organizations use supplier 

scorecards incorporating key performance indicators (KPIs) to track supplier performance, 

ensuring alignment with strategic goals (Schuh et al., 2014). Regular supplier audits, self-

assessments, and benchmarking against industry standards further enhance supplier evalua-

tion.  

Following assessment, supplier development initiatives are implemented to address identi-

fied gaps and improve supplier capabilities. Schuh et al. (2017) highlight supplier develop-

ment pathways, including targeted training programs, technology transfer, lean manufactur-

ing practices, and financial incentives. Collaborative supplier engagement through mentor-

ship programs and joint problem-solving workshops can help organizations carry out their 

supplier development targets.   

The Purchasing Chessboard framework suggests that supplier development strategies should 

be differentiated based on supplier segmentation, ensuring that resource allocation is opti-

mized (Schuh et al., 2017). Strategic suppliers, for instance, may require co-development 

initiatives, while transactional suppliers may benefit from structured performance improve-

ment plans. Wagner (2011) suggests that supplier development initiatives are most effective, 

when they are tailored to a specific life-cycle stage of the buyer-supplier relationship.  

Sustainability is an integral aspect of supplier development. Dubey et al. (2019) emphasize 

that organizations should incorporate circular economy principles, encouraging suppliers to 

adopt environmentally responsible production processes. Supplier assessments should in-

clude ESG (Environmental, Social, and Governance) compliance to ensure long-term sus-

tainability alignment.  

Ultimately, supplier assessment and development should be a continuous cycle rather than a 

one-time initiative. By leveraging data-driven insights, organizations can establish feedback 

loops, monitor supplier progress, and adapt development strategies dynamically. Implement-

ing a robust supplier assessment and development strategy enables firms to build stronger, 

more competitive, and innovation-driven supplier relationships. (Park et al., 2010) 
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2.6   Continuous improvement 

Continuous Improvement (CI) is often embedded in the context of SRM. As introduced, 

Park (2010) perceives CI as a concurrent phase of the SRM process, while other scholars 

such as Joshi (2009) advocate integrating CI across SRM processes. Continuous Improve-

ment, rooting from Lean and Total Quality Management, refers to the ongoing, iterative 

enhancements of processes, capabilities, or performance, through systematic feedback, anal-

ysis and adaptation (Imai, M. 2012). Joshi (2009) emphasizes the role of CI in supplier per-

formance development, and conceptualizes the term Continuous Supplier Performance Im-

provement (CSPI). Two mechanisms are considered as drivers of CSPI: collaborative com-

munication and control systems. As described in earlier parts, collaborative communication 

relies on transparent, timely and accurate information sharing, along with joint problem-

solving, and mutual understanding and responsiveness. Control systems can be divided into 

formal and social controls, formal including contracts, mutual metrics and other evaluations, 

while social mechanisms encompass developing shared norms, and mutual goals and trust. 

(Joshi, A. 2009) 

In Park’s (2010) framework, CI is not only seen as a strategic component in order to enhance 

the SRM processes, but also as a sub-process to periodically review and develop the digital 

SRM support systems and tools within the SRM cycle. Park et al. (2010) suggest adopting 

the Plan-Do-Check-Act (PDCA) cycle to pursue continuous improvement. In the PDCA 

model, organizations Plan an improvement, Do or implement it, Check the results, and Act 

on lessons learned to refine the proves. When sustained over time, incremental continuous 

improvements contribute to long-term efficiency, quality, and innovation across the SRM 

processes. 

2.7  Deconstruction of supplier relationship 

Additionally, even though supplier relationship management can be considered as a contin-

uously improving cycle, occasionally to achieve improvement, the supplier relationship 

needs to be deconstructed. Supplier deconstruction refers to the systematic disengagement 

from underperforming or non-strategic suppliers. Lysons and Farrington (2020) list several 

triggers for deconstructing a supplier relationship, including strategic realignment, 
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product/service obsolescence, performance shortfall, misaligned benefit expectations, sup-

plier’s economic pressures or corporate reconstructing. Carrying out the supplier deconstruc-

tion process involves risk assessments, exit strategies, and transitioning to alternative sup-

pliers where necessary. Supplier performance evaluations with methods described in Part 

2.4, such as scorecards and benchmarking tools, help determine whether a supplier continues 

to align with business goals. (Lee et al., 2001) 

2.8  Digital platforms for supplier relationship management 

Digital platforms within the context of supplier relationship management, usually labelled 

as supplier relationship management systems, supplier value management systems or pro-

curement suites, are specialized digital platforms that support and automate the SRM lifecy-

cle. These systems consolidate supplier data and workflow logic to enable end-to-end man-

agement and development of supplier relationships and the related processes (Forrester, 

2020). Digital SRM tools can help ensure that all relevant supplier data – from qualification 

documents to delivery metrics – is stored and accessible in one place. This integrated visi-

bility gives the company an ‘overall picture’ of each supplier relationship, and supports in-

formed decision making (Fröhlich & Steinbiß 2020). Finne et al. (2015) remark, that access 

to detailed customer and supplier information can be a source of power in supply networks. 

Concisely, SRM systems support creating a data-driven foundation for SRM by capturing 

and sharing the information flows needed for strategic alignment and collaboration across 

the supplier network. 

SRM systems directly support the core SRM processes. For supplier selection and assess-

ment, SRM systems can include e-sourcing or e-procurement models that allow procurement 

teams to issue digital requests for quotations, information or proposals (RFx), run reverse 

auctions, and apply multi-criteria scoring to candidate suppliers (Choy et al. 2003). Beyond 

supplier selection, SRM systems enable supplier performance management and collabora-

tion. Fröhlich & Steinbiß (2020) note that digital SRM ensure organizations to retrieve and 

check the performance of the suppliers in order to support sourcing related decision-making. 

In practice, performance tracking dashboards in SRM software can automatically collect 

metrics from integrated enterprise systems or supplier inputs. These dashboards can be used 

for triggering alerts for required supplier performance targets, and they can support periodic 
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scorecard reviews (Schuch et al. 2017). This tightly associates with continuous improve-

ment; by systematically collecting performance data, the system enables analyzing trends 

and supplier development initiatives (Gunasekaran, A., Subramanian, N. & Rahman, S. 

2015). 

Moreover, SRM platforms often include supplier portals or collaborative workspaces. 

Through these portals, buyers and suppliers can jointly access forecasts, share engineering 

change notices (ECR), manage corrective actions, and collaborate on innovation projects 

(Mettler, T. & Rohner, P. 2009).  Digital collaboration support results in a more transparent 

and continuous dialogue, and reduces complexities and uncertainties in buyer-supplier op-

erations, concurrently enhancing quality, security and innovation (Gunasekaran et al. 2015). 

In summary, SRM systems embed SRM process best practices into workflows, in operations 

such as supplier selection, development programs and performance reviews within a digital 

framework, and drive systematic and constructive collaboration while enabling continuous 

improvement.  

SRM tools and platforms are typically categorized according to the procurement processes 

they support. In practice, these systems and modules can be grouped based on the extent of 

the end-to-end process they cover, such as Source-to-Contract (S2C), Procure-to-Pay (P2P), 

Supplier Lifecycle Management (SLM) and Source-to-Pay (S2P) platforms (Deloitte, 2017). 

Alternatively, some tools are dedicated to a specific sub-process, such as Supplier Perfor-

mance Management, Supplier Collaboration, or Spend Analysis (Gartner, 2025a). Source-

to-contract focuses on strategic sourcing and contracting, typically covering the ‘upstream 

procurement cycle’ from supplier selection requirements and category management to final-

izing agreements (Jaggaer, 2024). The P2P process typically covers the transactional end of 

procurement, with related systems focusing on efficiently managing the flow of goods and 

ensuring timely payment (IBM, 2024). While classic SRM definitions focus on strategic 

supplier management, and P2P is often excluded from the SRM context, it can be argued 

that in a holistic approach to SRM it is also necessary to take into account the operational 

mechanisms that maintain and monitor the relationship (van Weele, 2018).  

The supplier lifecycle management process can be considered as the process covering the 

supplier’s entire engagement with the organization. This can include the phases of onboard-

ing, qualification, performance monitoring, risk management, collaboration and eventual 

offboarding (McAdoo, J. 2024; Ideson, P. 2024). Source-to-contract, being the broadest of 
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the introduced processes, encompasses all activities from identifying supplier needs and 

sourcing, through contract negotiation, to the final payment for goods and services. S2P 

platforms integrate both strategic and operational procurement processes, including the S2C 

and P2P processes within a unified framework (Sarferaz, S. 2022). These systems enable 

comprehensive and systematic management of the entire end-to-end supplier relationship 

management process.  
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3  Methodology 

3.1  Qualitative case study 

This study uses a qualitative research approach to investigate the operational, technical and 

organizational dimensions on how the supplier relationship management processes are cur-

rently being performed at the case company, what challenges do different stakeholders face 

in performing SRM operations, how and which challenges should be solved by implement-

ing a digital SRM support tool, and what is the current technical feasibility of implementing 

a digital SRM solution that would tackle these challenges. Qualitative research consists of 

reviewing existing research and theories on the topic, empirical material – primarily textual 

or textually transformed data such as interview transcripts or documents, and the researchers 

own reasoning and interpretation (Eskola, J. & Suonranta, J. 1998; Hirsjärvi, S., Remes, P. 

& Sajavaara, P. 2004). Eskola and Suonranta describe qualitative research through several 

core characteristics - many of which also guide this research - including; 

 

• the use of interpretive data collection methods such as interviews, document analysis 

and observations 

 

• a focus on capturing participants’ viewpoints within the context of their everyday 

work environments 

 

• analysis that emerges from the collected data aiming to build theory rather than to 

verify predefined hypotheses 

 

• openness to emerging themes and evolving understanding during the research pro-

cess. 

 

• and recognition of the researcher’s role, subjectivity, and interpretive responsibility 

throughout the study.  
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Qualitative methods are appropriate for this study, given the exploratory nature of the re-

search questions, which focus on how and why certain practices, challenges and opportuni-

ties exist within the context of SRM in the case company. The qualitative framework con-

trasts with quantitative research, which typically relies more heavily on measurable results 

derived from collected data and theoretical models (Töttö, P. 2004). The objective of this 

study is not to produce generalizable results, but to develop a deep, case-specific understand-

ing that can contribute to both theoretical insights and practical applications.  

As compiled in The Oxford Handbook of Qualitative Research (Leavy, 2014), qualitative 

research includes a variety of different methodologic approaches suited to different types of 

research problems. These include ethnography, narrative research, grounded theory, partic-

ipatory action research and case study research, among others. For this study, the qualitative 

case study approach is chosen for convenience, since the study is focusing on a single and 

unique project; ‘Case study is an in-depth exploration from multiple perspectives of the com-

plexity and uniqueness of a particular project, policy, institution or system in a real-life con-

text. It is research based, inclusive of different methods and is evidence-led’ (Simons, 2009). 

3.2  Case description 

The study focuses on a large Finnish technology industry company, that is a subsidiary of a 

larger overseas corporate network. The company specializes in the research, design and pro-

duction of electronic components. Main application areas are automotive, medical and de-

manding industrial applications, which drive the requirements for product and material spec-

ifications as well as compliance with regulatory standards.  

This research focuses on the sourcing department of the case company, as well as other key 

departments involved in the sourcing process, such as supplier quality management and re-

search and development. The case-company’s sourcing department focuses on business-unit 

specific procurement activities. The procurement department is responsible for overseeing 

operations in Finland, as well as providing support functions for the procurement activities 

of a certain overseas business unit, which’s production areas and products are similar to the 

case company’s portfolio. The case company’s sourcing is divided into several different 
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sourcing areas, which include different critical production material categories, external man-

ufacturing solutions and indirect materials and services such as factory equipment, logistics, 

facility and other indirect materials and services.  

An industry specific key characteristic of the sourcing processes is the supplier-collaborative 

and long-term nature of product development projects, often lasting several years before 

production ramp-up phase. During these projects, the materials, subcontractors, and produc-

tion line equipment are selected based on specific end-product requirements. Selected mate-

rial suppliers and production line equipment are long-term investments, which highlight the 

criticality and importance of supplier relationship management. In particular, supplier selec-

tion is a crucial phase of the product lifecycle, since replacing a supplier after they’ve been 

integrated to the production chain can be time-consuming, complex and costly. 

The case company has identified potential challenges in its current supplier relationship 

management practices, which has led to the commissioning of this study. One of the key 

challenges is the lack of systematic documentation and mapping of procurement and supply 

chain processes, including related data flows. This deficiency hinders transparency and pro-

cess optimization. In addition, supplier-related information is currently scattered across mul-

tiple systems, resulting in a fragmented view and a limited understanding of the overall 

structure, strong reliance on employee knowledge capital, and interdependencies in SRM 

information management. The case company also sees major potential business benefits in 

developing digital procurement tools, from enabling more effective SRM processes with 

other business units of the corporate network. 

Moreover, formal and legal requirements concerning the management of supplier, supply 

chain, and material information are continuously increasing. These requirements span across 

areas such as quality assurance, business performance, environmental, social, and govern-

ance compliance, and information security. With these evolving standards, in the current 

state the company faces potential challenges in systematically ensuring that all key formal 

and legal requirements – such as Restriction of Hazardous Substances (RoHS), Registration, 

Evaluation, Authorization and Restriction of Chemicals (REACH), conflict minerals, CO2 

emissions, Corporate Sustainability Reporting Directive (CSRD), Per- and Polyfluoroalkyl 

Substances (PFAS), Trusted Information Security Assessment Exchange (TISAX), and Net-

work and Information Security Directive 2 (NIS2) – are consistently addressed across its 
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supplier base, due to insufficient integration of information. This lack of oversight presents 

compliance risks with potentially significant consequences. 

As a result, the company has initiated this research to gain a clearer understanding of its 

current SRM landscape. Main objectives of the case study are: 

 

1. To map out the current state practice-level SRM processes in the current system en-

vironment from different stakeholders’ perspectives and the data flow within them 

 

2. To comprehensively identify the challenges faced by different stakeholders at differ-

ent stages of the process 

 

3. To define what is the desired SRM process architecture 

 

4. To examine what solutions or tools would be required to implement the desired SRM 

process architecture and address the main challenges. 

  

Notably, the case company doesn’t have a centralized digital SRM system, thus there is a 

need to identify what types of supplier-related data are currently processed, in which systems 

this data is stored, and how SRM processes could be optimized through the implementation 

of an integrated digital solution. For the selection of the digital SRM solution, the company 

faces a make or buy decision. The company has resources and an expertise-team in digital 

transformation, that could potentially be leveraged in building a prospective solution along-

side existing systems. There also exists an SRM tool on corporate network headquarter-level, 

which is specifically developed and tailored for their requirements. For the sake of clarity 

throughout this thesis, the system will be referred to as ‘Sourcing Suite’. The ‘make’ option 

includes assessing the potential and suitability of adopting Sourcing Suite, examining what 

is the technical feasibility of implementing it, and evaluating to what extent Sourcing Suite 

could be customized and extended to meet the case company’s requirements. The ‘buy’ op-

tion includes exploring the markets of digital SRM-systems and -tools and analysing which 

alternative would best address the case company’s challenges and requirements.  
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3.3  Data collection 

Guided by the research questions, data collection was divided into three key focus areas: (1) 

the current handling of the supplier relationship management processes within the case com-

pany, (2) challenges encountered by stakeholders in these processes, and (3) the implemen-

tation feasibility and requirements for a digital SRM solution. Throughout the research pro-

cess, the researcher aimed to maintain objectivity and avoid bias by applying systematic and 

transparent approach to data collection and analysis. 

The primary method for data collection consisted of internal interviews with relevant stake-

holders, complemented by the analysis of internal databases, enterprise systems, process 

documentation, and work instructions. The interviewees primarily consisted of the case com-

pany’s sourcing personnel. As the scope of SRM also extends to different functions across 

the supplier relationship lifecycle, including functions such as research and development 

(R&D), and supplier quality management (SQM), personnel from these organizational in-

terfaces were also included in the interviews (Table 1). The interview questions used during 

these sessions are provided in Appendix 1. Within the research context, particular attention 

was paid to identifying which SRM processes and stages are included in the case company's 

internal conception of supplier relationship management, how these stages are represented 

in documented process descriptions, and how they are implemented in practice. These real-

world implementations were further compared with best-practice models identified in aca-

demic literature to assess alignment and identify areas for improvement. 

 

Table 1: Interview participants 

Title Interview format Number of interviews 

First-round of interviews   

Sourcing Manager Group Interview 2 (6 participants) 

Supplier Quality Manager Group Interview 1 (3 participants) 

Sr. Project Manager (R&D) Individual 1 

Second-round of interviews   

General Manager, Sourcing Individual 2 

General Manager, Quality Assurance Individual 1 
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In addition to the process mapping, the research focused on identifying the challenges stake-

holders face while executing SRM-related tasks in the current system environment. This 

problem mapping formed a core part of the study, aiming to capture both challenges that 

could be addressed with existing organizational capabilities, and those requiring process 

changes or the implementation of a digital SRM solution. The latter category was particu-

larly important, as these findings were intended to inform system requirements for a potential 

SRM solution.  

To address the third dimension of the research - assessing the technical feasibility and ben-

efits of a digital SRM system - a comprehensive data mapping was conducted. This involved 

identifying what SRM-related data is currently being collected, locating the systems in which 

various data entities are stored, and analyzing the structure of this information. The objective 

of the data mapping was to provide a holistic view of the SRM data architecture for the case 

company, along with complementing to the current challenge identification, and specifying 

requirements and prerequisites for the digital SRM tool. This effort was also supported by 

interview insights, internal process and system analysis, and comparative evaluation against 

academic research on SRM systems, including the types of problems these systems aim to 

resolve and the technical foundations they require. 

The identified challenges were mainly collected in first-round interviews, from tactical level 

employees (Sourcing Managers, Supplier Quality Managers, Sr. Project Manager), comple-

mented by challenges identified through the process and information management map-

pings. The identified challenges were then formulated into requirements, which were then 

reviewed and prioritized by the requirements criticality and business relevance based on sec-

ond-round interviews with the strategic level employees (General Managers, Sourcing & 

Quality Assurance). The full data collection and analysis process is illustrated as in Figure 

9. 
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Figure 9: Data collection and analysis process 

Throughout the study, potential sources of bias were systematically considered and ad-

dressed. Neutral interview design and diverse stakeholder inclusion aimed to mitigate re-

searcher and selection biases. Triangulation of interview, document, and system data helped 

reduce confirmation, interpretation, and reporting biases. These measures helped ensure that 

the findings genuinely reflected the case company’s reality rather than the researcher’s own 

preconceptions. 

3.4  Data analysis 

The previously introduced requirement specification process is adapted from Professor Ian 

Sommerville’s (2016) software engineering requirement elicitation structure (Figure 10), 

where requirement development is divided into 4 subdisciplines (1) requirements discovery, 

(2) requirements classification and organization, (3) requirements prioritization and negoti-

ation and (4) requirements specification. 
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Figure 10: Requirements elicitation and analysis process (adapted from Sommerville, 2016) 

  

The requirements discovery phase involves gathering information from stakeholders to iden-

tify expectations, challenges and system needs related to SRM. Requirement classification 

and organization involves identifying requirement origins and structuring the found chal-

lenges and expectations into coherent categories, to support systematic analysis. In require-

ment prioritization, stakeholders assess and rank the importance of each requirement to rec-

oncile differing views and define shared priorities. Finally, in requirements specification, the 

consolidated requirements are documented into a structured format, suitable for system and 

vendor evaluation, ensuring alignment with organizational goals for the digital SRM support 

system. (Sommerville, 2016) 

The markets of SRM tools were assessed by various product specific descriptions and 

presentations by solution providers, rankings and reviews by recognized industry analyst 

organizations, and academic literature, such as case studies and academic reviews of the 

software products. The opportunities and feasibility of the corporate solution Sourcing Suite 

platform were researched and assessed with support from the corporate-level sourcing de-

partment, complemented by direct access granted for hands-on investigation and practical 

evaluation of its functionalities. The final proposal for a solution was derived using the ana-

lytic hierarchy process (AHP) between the most suitable solutions. AHP is a structured 

multi-criteria decision-making method first introduced by Professor Thomas L. Saaty 

(1980), which enables systematic comparison of decision alternatives based on pairwise 

evaluations of defined criteria. Using AHP enables decomposing complex decisions into a 
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hierarchical structure, allowing the quantification of subjective judgements and the calcula-

tion of priority weights for each criterion and alternative. (Saaty, 2008)  
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4  Data Analysis and Findings 

This chapter introduces and analyzes the findings and data collected during the qualitative 

research phase, in accordance with the study’s objectives. Sections 4.1 and 4.2 describe the 

case company’s SRM processes along with related data management processes, as well as 

their specific characteristics. Section 4.3 introduces and discusses the challenges identified 

through the interviews related to these processes. Section 4.4 outlines the requirements for 

an SRM tool based on the problems identified in the tactical level interviews and insights 

from the strategic interviews. Sections 4.5 and 4.6 discuss and evaluate different digital so-

lutions to meet the company’s needs, and section 4.7 presents an AHP analysis of the solu-

tions against the specified requirements. 

4.1  Supplier relationship management in the case company 

As discussed in section 3.1, key characteristics of sourcing processes in the case-industry 

include collaborative and long-term nature product development projects, often lasting sev-

eral years before the production ramp-up. Due to this characteristic, the supplier relationship 

management landscape is closely related to the Product Lifecycle Management (PLM) pro-

cess, as presented in Figure 11. Strategic suppliers are critical parts of products supply 

chains, and when suppliers have been involved in the products lifecycle since the concept 

stage, changing suppliers during the product’s middle of life can be challenging and costly. 

This highlights the importance of the supplier selection and the supplier assessment and de-

velopment processes, for which the case company’s sourcing department has strict and sys-

tematic approaches to.   
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Figure 11: Relationship between SRM and PLM in the case company 

 

The company employs a plain segmentation model for its suppliers, where suppliers are cat-

egorized to a small number of segments, depending on the strategic and financial signifi-

cance to the business. Suppliers categorized as strategically important or significant, are the 

suppliers for whom the SRM process holds most importance. The supplier selection process 

for a strategically important supplier consists of systematic and distinct phases and activities, 

and is carried out by project-specific CFTs. From system perspective, there are several sup-

port tools regarding the supplier selection process, including contract management, and re-

quirements management software, but no system that would cover management and moni-

toring of the overall supplier selection processes or a central repository, where supplier or 

candidate specific data and documents could be easily collected, searched for and monitored. 

Lacking a digital support system, carrying out and documenting sub-processes and activities 

such as candidate evaluation, risk evaluation, candidate ranking, RFx processes, supplier 

selection audits, contractual negotiations, project milestones and records of decisions rely 

strongly on the respective CFT members. With the process not having a digital framework, 

or digital tools to support certain sub-processes, structured data isn’t being comprehensively 

collected, thus making it hard to monitor and further analyze.  

Collaboration with strategic suppliers encompasses procure-to-pay, change control and sup-

plier quality processes, including sub-processes and activities such as joint planning and 

forecasting, information sharing, risk management, compliance and sustainability collabo-

ration, issue resolution and contract management. Collaboration with suppliers is mainly 

performed by sourcing, and SQM personnel. Apart from a couple of supplier specific 
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electronical data interchanges, supplier collaboration is performed through buyer-supplier 

interactions. This often results in situations, where the overall view of supplier’s status and 

ongoing activities is largely concentrated within the knowledge base of specific individuals. 

This reliance on tacit knowledge can cause challenges for stakeholders not directly involved 

in the process to obtain a comprehensive understanding of the supplier relationship and ac-

cess up-to-date information regarding ongoing activities, and consequently limit organiza-

tional transparency and hinder effective information dissemination across broader stake-

holder groups.    

The supplier assessment and development process follows the PDCA framework. The ‘plan’ 

step includes actions such as setting development targets, commercial negotiations and other 

planning activities. The ‘do’ step consists of certain change management and relationship 

management activities. Common assessment activities such as performance evaluation, risk 

assessment and audits are carried out in the ‘check’ step, potentially leading to corrective 

‘acts’. The evaluations and assessments are performed annually or quarterly by sourcing and 

SQM personnel, depending on the supplier segment. The assessments are done by question-

naires and scorecards, with some scorecards having ERP integration on delivery perfor-

mance metrics, but the results of the assessments are only archived into current digital sys-

tems, not structurally integrated into digital processes. This deficiency in data harnessing, 

resulting from the absence of a suitable digital system, leads to challenges in creating a trans-

parent supplier overview for all process stakeholders and contributes to the concentration of 

specific information within the knowledge base of certain key stakeholders.  

As Park et al. (2010) affirm, continuous improvement is a vital part in perfecting the SRM 

process. Continuous improvement is also a key policy in the case company – overall in all 

processes as well as in the supplier related processes. Continuous improvement is put into 

practice in the forms of management reviews, process reviews, timely implementation of 

actions from internal and external audits, process participant surveys and employee surveys.  

To further analyze and understand the user activities, systems and relationships between 

them in the SRM context, a technical user-system architecture diagram (Figure 12) was con-

structed. Central to the diagram is the user, performing SRM processes such as supplier se-

lection, collaboration, supplier assessment and development, and continuous improvement. 

As described in the previous sections, different users in the SRM context cover personnel 

from the operational purchasing, strategic sourcing, supplier quality management, and 
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research and development operations. The user utilizes different systems in order to manage 

a particular process, including the ERP system, requirements management system and the 

contract management system. Along with the introduced core systems, the technical archi-

tecture includes different digital tools such as a reporting and analytics portal which utilizes 

data mainly from the ERP system, an executive level decision-making tool for approvals of 

major purchase agreements and investments, a cloud-based repository for supplier visit re-

ports, and a task management system that is utilized occasionally in project related work-

flows. Along with the contract management system, network shared drives act as the main 

supplier data repositories. Other stakeholders in the SRM field include the suppliers and the 

corporate headquarters along with other business units. Apart from a couple of supplier spe-

cific electronical data interchanges, there are no general interfaces between the supplier and 

the internal process participant. From the SRM process perspective, there are also no general 

shared tools, interfaces or systems with the corporate or other business units.  
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Figure 12: SRM system architecture and user interactions 

 

The conducted technical architecture mapping revealed four major challenges within the 

SRM framework:  

 

1. Reliance on tacit knowledge 

2. Data assets dispersed across various platforms 

3. Decentralization of supplier data 

4. Input-only platforms for relevant supplier information.  
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A lot of SRM related information and data entities are not systematically collected into any 

platform or system. Information such as commercial negotiations, records of decisions, com-

pliance requirement criteria, supplier feedback, supplier-specific risks and procedures, and 

supplier project and selection process information such as progress, milestones and decisions 

are only collected to internal documents such as PowerPoint presentations or Excel files, 

making them tacit or dispersed knowledge of the process participant, or the process team. 

The reliance on tacit knowledge and person-dependent processes hinders organizational 

transparency and effective dissemination of information across broader stakeholder groups. 

In practice-level, this deficiency may manifest as major challenges in forming an overview 

of suppliers status during the absence of key personnels, difficulties arising from the lack of 

historical data – such as inability to track key trends, recurring issues, or evaluate the effec-

tiveness of corrective actions – challenges in data continuity, and the loss of potential added 

value that could otherwise be generated through process development and advanced analyt-

ics related to the tacit knowledge.  

The second recognizable challenge, data- and information categories and assets being scat-

tered across different platforms, causes challenges in understanding the relevance of the par-

ticular assets, difficulties in locating the correct data and data duplication. Most recogniza-

bly, compliance requirements and supplier selection material can be found from different 

locations, such as the contract management system and the network shared drives. To further 

understand the current state of supplier data management, and to further identify data man-

agement challenges, a comprehensive SRM data mapping was conducted. The data mapping 

process and results are presented in Section 4.2.  

Thirdly, a major challenge identified through the architecture mapping is the decentralization 

of supplier related data across different systems and platforms. As there is no supplier-centric 

system in place, the process participants are required to manually search, retrieve, and con-

solidate relevant information from multiple sources, significantly increasing workload and 

reducing operational efficiency. Furthermore, this fragmented data landscape undermines 

transparency and hinders effective information management.  

Ultimately, the use of input-only platforms such as network drives as the only location for 

relevant supplier information prevents effective data utilization. When information, such as 

supplier risk information or supplier quality assessment information is being stored through 

a one-way interaction, instead of storing the data as structural data to an interactive system, 
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valuable supplier reporting functionalities and analytics insights cannot be systematically 

leveraged to support the processes, limiting the organization’s ability to generate added value 

through these data assets.  

4.2  Supplier data management at the case company 

As identified by the case company and affirmed in the SRM architecture mapping, the case 

company has a fragmented view and a limited understanding of the current overall structure 

and management of supplier-related data, due to lack of systematic documentation in certain 

processes and the data being scattered across multiple systems. In this section, a comprehen-

sive supplier related data-mapping (Figure 13) is introduced to meet this demand, and fur-

thermore as a prerequisite for developing requirements for the potential digital solution. The 

mapping is divided into four sections: (1) data objects, (2) data entities consisting of these 

objects, (3) data locations where the entities are located in, and (4) systems operating on the 

data location platforms. The mapping was conducted through an empirical approach, com-

bining practical research with stakeholder interviews.  
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Figure 13: Supplier data mapping 
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The conducted mapping creates a holistic view of the case company’s current system and 

data environment and insights on which data is being utilized and how. With this view, the 

company can evaluate, what is the current data readiness for implementing an SRM support 

system, and coordinate, what type of development needs to be achieved in order to reach an 

acceptable state, regarding a system selected through the requirements specification process. 

The mapping also pinpoints the challenges introduced in Section 4.1, with fragmented data 

assets having multiple connections to different systems, some data assets not being linked to 

any system despite existing, and data assets not being collected as structured information in 

databases.  

4.3  Current SRM challenges at the case company 

Along with SRM process and system mappings, challenges regarding the SRM-related pro-

cesses were collected from the first-round of interviews. Challenges were collected into a 

table (Appendix 1), and categorized by the stakeholders affected by the challenge, whether 

the challenge is an internal or an external challenge, and in which SRM phase does the chal-

lenge occur. The enlisted challenges included multiple challenges being out of the scope of 

the research, for example technical or operational challenges in ERP system -based process 

tasks, or overall challenges not solvable through an SRM system implementation. Thus, root 

causes of the challenges were further analyzed, after which challenges were reviewed and 

grouped in or out of scope.  

After a scoping review, the out-of-scope challenges included challenges that can be solvable 

by corrections within the current systems or processes, such as internal information change 

traceability issues, problems within escalating supplier related issues, certification renewal 

processes and unreliable material forecasts. While these challenges remain important for 

improving the company’s SRM-related operations, they were excluded from the SRM-sys-

tem the requirements specification process, and solely listed as development targets for other 

process development projects initiatives to review and focus on.  

The in-scope challenges, complemented by the digital SRM literature review findings, and 

challenges identified during the SRM environment mapping and the data mapping, were 

further analyzed and formulated into requirements for the requirements specification pro-

cess. The requirements specification process is presented in Section 4.4. 
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4.4  Requirements specification for a digital SRM support solution 

This section focuses on shaping the requirements for the desired digital SRM solution. This 

section defines the scale, functions and technical requirements for the favorable SRM solu-

tion. As presented in Section 3.2, the requirements specification process consists of four 

activities: (1) requirements discovery, (2) requirements classification and organization, (3) 

requirements prioritization and negotiation and (4) requirements specification. As require-

ment discovery was performed in the challenge identification process, in this section require-

ments are classified and organized, prioritized and ultimately the defined requirements are 

presented.  

The requirements were divided into (1) information management requirements, (2) SRM 

processes to cover with the solution and (3) specific functional requirements. Data privacy, 

security and system regulatory compliance requirements were excluded from the require-

ments specification. In the second round of interviews, these requirements were reviewed by 

each interviewee and prioritized using a three-level scale: (1) Essential, (2) Important and 

(3) Optional. Appendix 2 presents the compiled table of requirements, in which the discov-

ered requirements were listed, categorized, and prioritized based on the views of the inter-

viewees. The ‘Priority’ column indicates the resolved priority value derived from the aggre-

gated prioritizations provided by the interviewees. After requirement classification and pri-

oritization, the essential and important requirements were further specified, to form a clearer 

picture of the optimal digital SRM solution. 

4.4.1  Information management requirements 

The baseline for information management requirement is, that all supplier data should be 

easily findable. Thus, the requirement of the SRM system working as a centralized supplier 

data repository was seen as a top priority. Additionally, with the current system environment, 

it is seen as important that the system is an independent system, thus not requiring a full 

software ecosystem implementation. The system should be competent in integrating and uti-

lizing data from existing systems, in addition to data directly entered to the system. Infor-

mation management requirements are presented in Table 2 below. 
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Table 2: Information Management Requirements: 

ID Detailed requirement definition Priority 

R1.1 A centralized supplier data repository, to support the supplier data man-

agement process and consolidate the fragmentation of supplier infor-

mation.  

1 

R1.4 The system should be an independent system (vs. a module of a larger 

system environment), with strong competence on importing and utiliz-

ing data from different systems, such as the ERP system. Integration 

with the contract management system would be ideal, but not an essen-

tial priority. 

1 

 

To further visualize the data management requirement R1.1, the supplier data mapping was 

revised to a to-be situation diagram (Figure 14). Compared to the as-is situation, in the to-be 

situation it is seen compatible to abandon the use of shared drives as repositories for supplier 

data. Supplier performance data, compliance data, risk & audit information, supplier-specific 

information and supplier-related project data should be directly integrated into the SRM so-

lution. Structurally integrating this data into the SRM system would allow the case company 

to systematically monitor and perform analyses with this information, while simultaneously 

tackling the previously identified challenges of unorganized and fragmented supplier data 

and reliance on tacit knowledge. As identified in the second round of interviews, contract 

management and requirements management processes are on a sufficient level, so integrat-

ing the contract and requirements management systems with the SRM system is not seen as 

essential, but would further contribute to the synergy benefits of data centralization. 
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Figure 14: Proposed to-be situation supplier data map 
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4.4.2  SRM process coverage requirements 

Essential SRM processes to cover through system implementation included Supplier Perfor-

mance and quality assessment and supplier compliance and sustainability monitoring pro-

cesses. Parts of the supplier selection process, collaboration, audit management and supplier 

risk management processes were also seen as important. Process coverage requirements are 

presented in Table 3. 

Table 3: SRM process coverage requirements 

ID Detailed requirement description Priority 

R2.1 Supplier selection and approval process: The system should consolidate 

the challenge of current systems not enabling to structurally collect in-

formation & data of suppliers that aren’t selected. 

2 

R2.3 Supplier collaboration: The system should enable the collection of rele-

vant supplier specific notes, change management related information 

(e.g. ECRs), updates, feedback logs and records of decisions, reducing 

the build-up and reliance on tacit knowledge. 

2 

R2.6 Issue resolution / quality cases: The system should support registering, 

tracking and analyzing quality cases, including supplier problem reports 

and other nonconformity reports.  

2 

R2.7 Performance monitoring and quality assessment: The system should en-

able automatic aggregation of supplier performance data from multiple 

sources, reducing manual work.   

1 

R2.9 Supplier compliance and sustainability monitoring: The system should 

enable systematic management of suppliers’ compliance and sustaina-

bility certifications, industry requirements, and other compliance rec-

ords.  

1 

R2.10 Audit information and management: The system should enable manag-

ing and keeping record of relevant audit records and information.  

2 

R2.11 Supplier risk management: The system should enable systematic collec-

tion of supplier risk data such as risk questionnaires and supplier updates 

2 
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related to risks. Additionally, linking external risks to suppliers would 

further improve the risk management within SRM.  

 

4.4.3  Specific functional requirements 

Specific functional requirements included enabling co-operation with other corporate busi-

ness units, analytics and BI capabilities, system scalability and extendibility, and powerful 

and easy data search and retrieval. Specific functional requirements are presented in Table 

4.  

Table 4: Specific functional requirements 

ID Detailed requirement description Priority 

R3.2 Data-integration with other corporate business units: The system should 

enable integrating data from several locations, enabling benchmarking ac-

tivities and leveraging company-wide purchasing power.  

2 

R3.5 Analytics and BI capabilities: The system should have competence ana-

lytics and business intelligence, utilizing the system data to support deci-

sion-making  

2 

R3.7 System scalability and extendibility: Preferably, the system should have 

a modular system logic, so that additional features can be enabled in later 

phases. For example, supplier selection features or advanced analytics 

functionalities are not a priority, but the system should allow adding sim-

ilar modules later if seen necessary. This ensures that medium-term re-

quirements can be realized without reworking the core system.  

 

1 

R3.8 Powerful and easy data search & retrieval: The system should ensure that 

no important information stays ’hidden’, but also enable limiting certain 

content to only certain employees 

1 
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4.5  Sourcing Suite -software analysis 

This section presents a hands-on evaluation of the system referred as the Sourcing Suite, as 

implemented in the corporate group’s procurement environment. The analysis is based on 

direct access to the live system in the corporate setting, even though the case company itself 

has not yet integrated this tool. During testing, existing modules, data, and how the platform 

integrates supplier-related information across modules was explored. In Table 5, systems 

key functional components and how they contribute to supplier management as well as the 

main limitations are outlined.  

Table 5: Sourcing Suite system features and capabilities 

Feature / capability Description 

Supplier profile and 

procurement data 

The system has digital records of more than 7.000 suppliers across the 

organizations business units. Each supplier in the system has a detailed 

company profile. The profile includes contact information, primary 

business activity, and the total purchasing volume aggregated from all 

corporate units. Internal account managers or responsible persons are 

linked to each supplier. The profile also connects to a list of items pro-

cured from that supplier and their technical specifications. In practice, 

the system provides links to related documents such as supplier audit 

reports and survey results, enabling users to access evaluation materials 

directly from the supplier record. 

Supply chain risk in-

formation 

Sourcing Suite contains a risk management module that provides coun-

try-level risk indicators. These indicators offer high-level context on ge-

opolitical or economic risk for the supplier’s country of operation. No-

tably, the system only tracks risk at the national level and does not assign 

a specific risk score to individual suppliers. 

Purchasing, inventory, 

and contract data 

The platform stores transactional procurement data and basic inventory 

information. Purchase amounts and current stock levels for items are 

recorded and tied to the supplier profiles. Supplier contracts and agree-

ments can also be recorded in the system, though not generally utilized. 

An item master catalog is maintained to ensure consistency of product 

descriptions. Together, these data elements allow tracing of spend and 

obligations: for example, the system can show how much has been spent 
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on a particular item from a given supplier, or list active contracts per 

supplier. 

Supplier portal A web-based supplier portal is provided as an external interface. Ap-

proved suppliers can log in to this portal to view or update their own 

information and to receive communications from the company. During 

the hands-on evaluation, the portal was observed to support basic inter-

actions, such as allowing suppliers to confirm their profile details or re-

spond to questions. However, the portal does not include features like 

electronic bidding or order collaboration; its role is mostly informational 

and communicative. 

Item nonconformance 

management 

The system includes a module for creating and tracking product non-

conformities or concessions. When an item has a non-conformity or a 

special use-case, a digital record can be created, to which all necessary 

documents can be attached, and an approval cycle can be created and 

managed.  

Supplier registration 

and selection tracking 

Sourcing Suite provides workflow checklists for supplier onboarding 

and selection. New suppliers go through a series of defined registration 

steps, which are tracked by the system. The same applies to supplier 

selection processes. The system indicates the status of each task in the 

checklist. However, it was noted that the platform does not store the ac-

tual compliance or registration documents within these workflows, it 

only tracks the checklist steps themselves. 

Surveys The platform supports direct communication with suppliers through a 

survey or messaging feature. Procurement users can send survey forms 

or simple information requests to suppliers via the system. It should be 

noted that this functionality is limited to informal inquiries: the system 

does not currently include a structured RFQ or e-tender module for for-

mal bidding processes. 

Reporting Sourcing Suite offers reporting tools that generate custom reports from 

the accumulated data. These reports pull data from the integrated sup-

plier profiles, spend history, and e.g. item information. As a result, the 

platform can produce consolidated reports and dashboards that provide 

visibility to the data within the system. 
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Because the corporate deployment of Sourcing Suite spans multiple business units, supplier 

information is linked and consolidated across the enterprise. In practice, a single supplier 

entry in the system can aggregate data from all units that engage with that supplier. For 

example, the purchasing volumes and transaction history shown in a supplier’s profile reflect 

the combined activity of the entire group, not just one plant or division. This integrated data 

model enables consolidated spend analysis: reports can summarize total group spend per 

supplier or per category, and can also break down the contributions of each business unit. 

During the evaluation, it was observed that this cross-unit linkage made it possible to view 

different suppliers at the group level to form an overall spending picture, which is not avail-

able in isolated legacy systems. 

While Sourcing Suite provides broad SRM functionality, the analysis also revealed notable 

limitations in the current situation. Table 6 presents limitations regarding the case company’s 

requirements.  

Table 6: Sourcing Suite system limitations  

Limitation Description 

Partial supplier reposi-

tory 

The system does not act as a fully centralized supplier database for all 

enterprise data. Some supplier information and historical transaction 

records remain in legacy ERP or local files. As a result, Sourcing Suite 

only contains the subset of data that has been migrated or captured in the 

system to date. It does not automatically reconcile or store every supplier 

record across the company and lacks designated upload locations for 

certain data attributes regarding the case company’s requirements.  

Lack of compliance 

document management 

Although profiles link to audit and survey reports, there is no structured 

document management for supplier compliance materials. The platform 

does not allow users to upload, index, or search compliance documents 

in a dedicated repository. Consequently, tracking of compliance creden-

tials must be done outside the system.  

No supplier perfor-

mance analytics 

The system has no built-in tools for evaluating supplier performance. It 

does not calculate metrics or generate scorecards based on quality, de-

livery, cost performance, or other KPIs. The only analytics available are 

generic spending reports.  
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In summary, the system referred as Sourcing Suite provides a range of useful features for 

linking supplier data, managing procurement records and generating reports. Also, the im-

plementation of the system for the case company would be a relatively low-cost and straight-

forward process, with the system being only integrated to the case company’s ERP data and 

the organization having experience from implementing the system to other business units. 

However, some gaps remain. The system’s full suitability to the case company’s require-

ments will be evaluated in section 4.7, while being compared to other market solutions to be 

introduced in section 4.6. 

4.6  Commercial SRM solutions 

As described in section 2.8, commercial SRM software solutions can be broadly divided into 

two categories: specialized ‘point’ solutions that target specific SRM sub-processes, and in-

tegrated end-to-end platforms that encompass a wide range of supplier management and 

sourcing activities. Point solutions are often used to address niche needs such as spend ana-

lytics, risk monitoring, or supplier collaboration, and may need to be combined to cover all 

SRM aspects. In contrast, integrated suites provide a unified system covering processes from 

supplier selection to performance management and supplier development, as part of a 

broader source-to-pay or supplier lifecycle management platform. Companies must decide 

between assembling best-of-breed point tools versus adopting an integrated suite – a trade-

off between depth in specific functions and seamless data flows across processes. In this 

section, different commercial SRM tools are presented and analyzed in the context of the 

case company’s requirements. These include Sievo (procurement analytics), Jaggaer 

(source-to-pay suite), Kodiak Hub (dedicated SLM software), SAP Ariba (enterprise pro-

curement suite with SRM modules, and Coupa (business spend management suite with 

SRM).  

Sievo is a procurement analytics platform (point solution) that specializes in consolidating 

and analyzing spend and supplier data for large enterprises. It offers data integration from 

multiple sources (ERPs, databases, etc.) and provides a 360° view of the supply chain, ena-

bling organizations to assess supplier performance, benchmark costs, and identify risks or 

savings opportunities. Sievo’s primary strengths are its advanced analytics and reporting 

capabilities, which support SRM by uncovering insights on supplier performance, 
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compliance, and risk that inform strategic decision-making and improvement initiatives. 

(Sievo, 2025) However, as an analytics-focused tool, Sievo complements broader SRM sys-

tems by providing deep data visibility rather than managing operational supplier interactions 

directly. 

Kodiak Hub is an end-to-end Supplier Relationship Management platform (modular suite) 

geared towards supplier lifecycle management. It centralizes vendor information and docu-

ments into a single source of truth and leverages big data, automation, and AI to drive per-

formance and collaboration. Key strengths include robust supplier performance monitoring 

and comprehensive risk and compliance management, including sustainability and ESG 

tracking. Kodiak Hub aligns closely with SRM needs by facilitating supplier onboarding, 

continuous performance evaluation, risk monitoring, and supplier development initiatives 

within one platform. It is highly customizable and scalable, offering integrations with ERP 

and procurement systems to fit into existing architecture. A potential limitation of Ko-

diakHub is its relatively low market visibility and smaller vendor size compared to more 

established SRM providers. This may raise concerns regarding long-term vendor stability, 

scalability, and the breadth of available customer support services. (Kodiak Hub, 2025) 

Jaggaer provides a comprehensive source-to-pay suite, with its Supplier Management mod-

ule offering extensive SRM capabilities as part of the Jaggaer One platform. As a full pro-

curement suite, Jaggaers’s solution manages the entire supplier lifecycle from onboarding 

and qualification to performance and risk management. A notable strength is its AI-enabled 

risk management and analytics: the platform integrates third-party risk data and uses AI pre-

dictions to proactively flag supplier risks and opportunities. It also features a centralized 

supplier data repository and intuitive dashboards for real-time performance insights, along 

with workflow tools for supplier qualification, scorecarding, and development plans. Jaggaer 

also aligns with the SRM needs by combining supplier information management, compli-

ance checks, and performance tracking in one secure, scalable system. Its integration with a 

global supplier network further supports collaboration and data sharing, although its breadth 

can come with complexity more suited to large organizations with mature procurement pro-

cesses. (Jaggaer, 2025) 

SAP Ariba is a leading procurement suite, and its Supplier Lifecycle and Performance (SLP) 

solution represents a comprehensive SRM system tightly integrated with the SAP ecosystem. 

As part of an all-in-one cloud platform, Ariba SLP enables centralized supplier information 
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management with two-way synchronization to SAP ERP, ensuring vendor data stays up to 

date. Its core strengths include robust process governance and scalability, supporting struc-

tured onboarding and qualification workflows, supplier self-service through the Ariba Net-

work portal, and matrix-based supplier segmentation (e.g. by category or region). The Ariba 

solution also has competences in compliance and risk management by integrating with 

SAP’s broader risk and supplier risk tools. This aligns well with SRM needs in large enter-

prises by providing a unified view of supplier performance and compliance across the 

source-to-pay cycle, and by enabling close collaboration between procurement and other 

business units on a single platform. Ariba’s deep integration with SAP systems and its ex-

tensive supplier network are major advantages for organizations seeking end-to-end process 

integration, though its rich functionality may require substantial implementation effort and 

investment. While the case company does not employ an SAP ERP system, SAP Ariba pro-

vides other options for integrations to non-SAP ERP systems. (SAP, 2025) 

Coupa is a cloud-based Business Spend Management suite, of which Supplier Management 

is a key component. Coupa’s solution has strong capabilities in supplier information man-

agement, supplier risk management, performance management and spend analytics. Coupa 

emphasizes a user-friendly experience, making it easier for both internal teams and suppliers 

to interact with the platform and manage their relationships. Notably, Coupa also leverages 

community intelligence (pooled data across its client base) and AI to monitor suppliers and 

flag risks proactively. In line with SRM needs, Coupa facilitates performance monitoring by 

capturing supplier performance feedback and automating risk alerts. It also integrates easily 

with other business systems and modules (e.g. procurement, invoicing, and TPRM), enabling 

cross-functional data sharing. Coupa’s emphasis on strategic spend control and supplier risk 

mitigation makes it well-suited for enterprises focusing on consolidating supplier infor-

mation while actively managing risk and performance in real time (Coupa, 2025). 

The above commercial solutions illustrate a spectrum from focused SRM tools to expansive 

procurement suites. Sievo stands out as a powerful analytics-focused tool, but it would re-

quire supplemental systems to cover other SRM requirements from the case company. Ko-

diak Hub, as a dedicated SRM platform, offers an attractive middle ground. It directly targets 

SRM requirements and is designed for quick implementation, but as a smaller vendor it may 

lack some extensibility of the larger suites. Jaggaer, SAP Ariba, and Coupa each provide 

full-scale, integrated environments that comprehensively address the case company’s 
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checklist. Their capabilities often exceed SRM into adjacent procurement processes, which 

could be beneficial if a wider digital procurement strategy is envisioned, though they come 

with higher complexity and cost. The objective analysis in this section will inform the next 

stage of research: in Section 4.7, an AHP analysis will be performed as input for the final 

solution recommendation.  

4.7  AHP analysis 

To systematically evaluate the SRM software alternatives, an AHP analysis was conducted 

between the different options. Out of the introduced options, Jaggaer and Coupa were se-

lected for further analysis as the comprehensive S2P suites, KodiakHub as a specialized 

SRM platform and Sourcing Suite as the corporate alternative. Sievo’s solution was ruled 

out of the analysis for not complying comprehensively enough with the case company’s 

requirements, and SAP Ariba was ruled out due to the case company employing a non-SAP 

ERP, missing out on the SAP ecosystem-based benefits from integrating the system. The 

objective of the analysis was to identify the most suitable SRM tool for the case company 

using a set of predefined requirements as the analysis criteria. By translating the qualitative 

characteristics of each option into a structured numeral evaluation, the aim was to produce a 

quantitative ranking of the alternatives and thereby support the formulation of a justified 

final recommendation. 

The process began by establishing a list of ten key requirements that the SRM solution must 

fulfill. These ten requirements (identified earlier in the research) were categorized into two 

groups based on importance: six were designated as ‘essential’ requirements and four as 

‘important’ requirements. This classification provided initial guidance on priority, ensuring 

that the most critical needs of the case company were distinctly recognized. In the AHP 

hierarchy, these ten requirements served as the criteria against which the software alterna-

tives would be judged. Each of the ten requirements were compared against every other 

requirement to quantify their relative importance. These pairwise comparisons were con-

ducted using Saaty’s 1-9 scale of relative importance (Saaty, 2008), where a score of 1 indi-

cates equal importance between two criteria and 9 indicates an extreme importance of one 

over the other. The researcher acting as the decision-maker, performed these comparisons 

based on a thorough understanding of the case company’s priorities and strategic goals. For 



61 

 

example, the requirement ‘Supplier Compliance and Sustainability Monitoring’ was judged 

to be moderately to strongly more important than ‘Supplier Risk Management,’ correspond-

ing to a value of 4 on Saaty’s scale. All together, the ten criteria yielded 45 pairwise com-

parisons, which were organized into a 10×10 comparison matrix (Appendix 4).  

To derive the criteria weights, the matrix was processed and normalized following standard 

AHP procedure. This involved computing the priority of each requirement from the matrix 

(for instance, by averaging across normalized comparisons or using the principal eigenvector 

method). A consistency check was also applied to ensure the pairwise judgments were rea-

sonably self-consistent: a low consistency ratio indicates the comparisons are reliable. The 

outcome of this step was a set of final weights for the requirements, reflecting each crite-

rion’s relative importance on a scale where all weights sum up to 1 (Table 7). Notably, the 

six essential requirements emerged with higher weight values than the important require-

ments which aligns with their intended prominence. 

Table 7: AHP requirement criteria and criteria weights 

No.  Requirement Weight 

1 Centralized supplier data repository 0.17967 

2 Supplier compliance and sustainability monitoring 0.16585 

3 Performance monitoring and quality assessment 0.14956 

4 Independent system with external data import 0.14067 

5 Powerful and easy data search and retrieval 0.10268 

6 System scalability and extendibility 0.09139 

7 Supplier collaboration and change control 0.05567 

8 Analytics and BI capabilities 0.04301 

9 Data integration with other business units 0.03660 

10 Supplier risk management 0.03491 

 

With the criteria weights determined, the next step was to evaluate each software alternative 

against the ten requirements. Each of the four SRM tools were assessed to determine how 

well it meets each specific requirement. Performance ratings for the three commercial solu-

tions were collected from secondary sources, including industry reports and benchmarks. 

Based on the collected evidence, the researcher assigned a numerical performance score to 

each software for every requirement. The scoring was done on a scale from one to ten, so 
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that the scores meaningfully reflected comparative performance across the tools. In the case 

of the Sourcing Suite, evaluation was done through a hands-on evaluation with direct access 

to the system. Each requirement was scored based on the evaluation, using the same scoring 

scale as with the other alternatives. After evaluating the software against the requirements, 

a final score could be calculated for each alternative. For each software option, the score it 

received on each requirement was multiplied by that requirement’s weight, reflecting the 

weighted contribution of that criterion to the overall evaluation. These weighted scores were 

then summed across all ten requirements to yield a total AHP composite score for each soft-

ware alternative. Table 8 presents the performance ratings for the alternatives, along with 

the total composite scores. The table reflects a synthesis of qualitative findings and expert 

evaluations, without reproducing proprietary scorecards, numerical ratings, or graphical el-

ements, and is prepared in accordance with Forrester’s and Gartner’s citation and usage pol-

icies. 

Table 8: AHP-analysis final scores (adapted from Coupa, 2025; Forrester, 2024; Gartner, 2025b; Gartner, 2025c; Gart-

ner, 2025d; Gartner, 2025e, Olson, D. 2024) 

Requirement Weight Coupa Jaggaer Kodiak Hub 

Sourcing 

Suite 

Centralized supplier data repository 0,1797 9,00 8,00 9,00 7,00 

Supplier compliance and sustainability 

monitoring 0,1659 9,00 8,00 9,00 3,00 

Performance monitoring and quality as-

sessment 0,1496 9,00 9,00 9,00 3,00 

Independent system with external data 

import 0,1407 8,00 8,00 9,00 8,00 

Powerful and easy data search and re-

trieval 0,1027 9,00 8,00 9,00 4,00 

System scalability and extendibility 0,0914 9,00 8,00 8,00 7,00 

Supplier collaboration and change con-

trol 0,0557 9,00 9,00 9,00 7,00 

Analytics and BI capabilities 0,0430 9,00 9,00 9,00 5,00 

Data integration with other business 

units 0,0366 9,00 8,00 9,00 9,00 

Supplier risk management 0,0349 10,00 9,00 9,00 6,00 

Final score   8,89 8,28 8,91 5,52 
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5  Discussion 

Chapter 4 presented a comprehensive analysis of the case company’s supplier relationship 

management processes and system environment, along with a comparative analysis of digital 

SRM solutions and how they would contribute to the case company’s needs. This chapter 

interprets those findings, connecting the observations and solution analyses, and explains 

what they mean for the case company’s SRM strategy.  

5.1  Interpretation of findings 

On the process-level, the case company’s SRM operations are systematically refined and 

optimized. However, the digital environment related to SRM poses challenges that hinder 

both the efficiency of SRM operations and the ability to fully realize the value potential of 

supplier relationships. The established requirements accurately reflect the company’s needs 

and provide a clear basis for identifying key focus areas in the development or implementa-

tion of digital support systems.  

The AHP solution comparison showed that commercial SRM platforms scored the highest 

against the company’s criteria. In particular, KodiakHub and Coupa emerged as the top-

ranked options with overall scores of approximately 8.9. These nearly identical high scores 

indicate that both tools offer features closely related to the case company’s needs. By con-

trast, the company’s corporate-provided solution Sourcing Suite ranked significantly lower 

in the evaluation, which implies the fact that state-of-the-art solutions offer far more com-

prehensive or user-friendly capabilities than the tool available internally. Consequently, 

should further development of the corporate solution become relevant, the AHP analysis also 

provides a benchmark on how to develop the corporate solution to match the case company’s 

needs. 

While the requirements specification process and the solution analysis part suggest integrat-

ing a full-scale digital SRM solution, from the researcher’s perspective the solution is not as 

straightforward. Overall, the case study identifies inefficiency in the company’s supplier in-

formation management process as the most critical challenge, one that warrants attention as 
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a strategic priority in its own right. Moreover, several of the other challenges identified in 

the study – such as limited supplier performance, compliance and sustainability monitoring 

and supplier risk management – can be traced back to the underlying data fragmentation. 

From the researcher’s perspective, improving supplier information management should 

therefore be prioritized for its operational benefits rather than being considered merely a 

preparatory step for an SRM system integration. The researcher’s recommendation for future 

action is presented in section 5.2. 

5.2  Recommendations on future action 

Building on the above interpretations, this section outlines recommendations for the case 

company’s future actions to enhance Supplier Relationship Management through digital so-

lutions. These recommendations are structured to provide a practical path forward and pri-

oritize addressing immediate needs in the short term and planning for strategic, long-term 

improvements in coordination with corporate direction. They seek to ensure that the com-

pany realizes tangible benefits from SRM enhancements while mitigating risks and aligning 

with broader enterprise strategies.  

5.2.1  Strengthen supplier information management 

The first and most urgent recommendation is to strengthen the foundation of supplier infor-

mation management within the company. This action is intended to be implemented in the 

near-term to address immediate operational needs and to enable future system development. 

In practical terms, the company should focus on better structuring, centralizing, and govern-

ing its supplier data before undertaking any major new SRM system implementation. Con-

cretely, this means limiting the locations for supplier-related data (vs. Figure 13), and further 

evaluation on solutions to standardize, clean, collect and integrate the data to a centralized 

data system. Alongside this technical consolidation, the company must focus on data gov-

ernance, with clearly assigning ownership for maintaining supplier records and define pro-

cesses for updating information, for example how new suppliers are added to the digital 

environment or how performance metrics should be collected. Improved data quality and 
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accessibility will immediately benefit daily operations and also make any future SRM im-

plementation smoother.  

5.2.2  Deploy modular tools for high-priority needs 

While fixing data management is crucial, the company can also pursue selective digital im-

provements in the near term by using lightweight or modular SRM solutions. Rather than 

deploying a full-scale SRM suite all at once, the recommendation is to explore targeted tools 

that solve specific high-priority problems identified in the study. For instance, along with 

supplier information management, compliance and performance monitoring were included 

in the company’s key pain points, and to tackle these issues, focused solutions such as inter-

active BI dashboards, document intelligence tools and structured performance records 

should be explored. Notably, many modern SRM solution providers (including some evalu-

ated in Chapter 4) offer their capabilities as modular applications or services. For instance, 

Jaggaer’s platform is known to be modular (Garnter, 2025c), allowing organizations to im-

plement just the pieces they need rather than the entire suite at once. By selecting a focused 

solution with strong integration capabilities, the company can achieve quick wins in the spe-

cific area. This incremental strategy is aligned with agile digital transformation practices – 

focusing on high-impact improvements that are achievable with limited investment, while 

laying groundwork for larger changes in the future. 

5.2.3  Approach full SRM integration as a phased, strategic effort 

For the long term, the company should keep open the possibility of integrating a compre-

hensive SRM system (such as one of the top-ranked solutions from the study, e.g. Ko-

diakHub or Coupa), but only pursue this as a coordinated, strategic project in alignment with 

corporate strategy. Should also be noted, that the researcher does not recommend integrating 

the solution referred as Sourcing Suite, unless there are plans to further develop or tailor the 

software to match the case company’s needs better. While integrating Sourcing Suite is fea-

sible, and financially the cheaper option when compared to the commercial systems, the 

researcher states that in the long-term Sourcing Suite does not contribute to streamlining the 

company’s digital SRM processes or address the main challenges the company faces. The 
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recommendation is, that any decision to implement a full-scale SRM platform should be 

made jointly with the corporate level stakeholders, in order to pursue integration of data from 

other business units - which the researcher estimates being one of the major benefits the 

company should pursue regarding an SRM system integration. Should also be noted, that the 

case company doesn’t have an enterprise-wide ERP platform, and with modern ERP strategy 

favoring centralization, the future IT infrastructure should be discussed before making a de-

cision on a full-scale SRM implementation. Once there is a clear corporate IT roadmap, the 

company can evaluate together with corporate stakeholders, whether adopting a commercial 

SRM solution is feasible and aligned with the corporate strategy. Thus, the recommendation 

is to approach any future SRM system integration as a phased, collaborative effort: start with 

internal improvements and small modules (as per recommendations 1 and 2), and concur-

rently engage in dialogue with corporate about long-term plans. By timing the SRM integra-

tion to align with corporate plans, the company ensures that its SRM evolution contributes 

to, rather than diverges from, the enterprise’s digital procurement transformation.  
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6  Conclusion 

6.1  Summary of key findings 

This thesis was commissioned by the case company to map out the current practice-level 

SRM processes and the data flow in the current system environment, identify challenges 

faced by different stakeholders at different stages of the process, define the desired digital 

environment and examine what solutions would be required to implement in order to achieve 

the desired state and address the main challenges. To support the main research question, 

three supporting questions were examined. The first supporting question was:  

 

‘How are supplier relationship management processes currently handled in the  

case company?’ 

 

As illustrated in Figure 11, the study shows that due to the industry-specific characteristics, 

the case company’s supplier relationship management processes are closely related to the 

product lifecycle management process. The research highlights, that these processes are well 

defined, cross-functional and systematically executed but lack a centralized digital support 

system. Multiple separate systems and tools - such as the ERP system, contract and require-

ment management systems - are utilized, but the separation between tools in the system en-

vironment makes it challenging for stakeholders to form a comprehensive 360° view of the 

supplier, which also contributes to the concentration of tacit knowledge of certain infor-

mation. The lack of system integration and digital environment for certain processes also 

contributes to the accumulation of unstructured data. For example, risk data or performance 

metrics are not structurally collected into a specific digital system, which makes it challeng-

ing to monitor and further analyze these data. Similarly, supplier selection and collaboration 

with key suppliers is carried out in person or through informal channels, leaving the overall 

view of supplier status largely concentrated within the knowledge base of specific individu-

als. In short, while the company has systematic procedures and some supporting tools, the 

lack of a unified digital framework means supplier information is dispersed across people 

and platforms, as illustrated in the SRM architecture diagram (Figure 12).  
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‘What challenges do stakeholders have in SRM processes?’ 

 

Stakeholders consistently identified information fragmentation and lack of integration as the 

core challenge in SRM. The architecture mapping (Figure 12) highlights four key issues: 

heavy reliance on tacit knowledge, supplier data dispersed across many platforms, decen-

tralized supplier data repositories, and use of ‘input‐only’ tools (like shared drives) that don’t 

capture data in usable form. These factors mean that finding up‐to‐date supplier information 

often requires manual searches across systems and people, and important supplier attributes 

and metrics are scattered. Other relevant challenges noted by the interviewees included chal-

lenges in leveraging corporate-wide purchasing power and supplier knowledge due to the 

absence of an integrated system, limited automation and structuring regarding questionnaires 

and scorecards, lack of support tools in collecting and analysing risk data, challenges in sys-

tematically managing supplier’s compliance requirements and challenges in monitoring sup-

plier’s overall status and keeping track of important news updates. The compiled table of 

identified challenges (Appendix 2) provides the case company with a comprehensive list of 

factors that may affect the efficiency of its supplier processes. 

 

‘What is the technical feasibility and potential benefits of implementing a digital SRM so-

lution?’ 

 

Mapping of the current data landscape (Figure 13), and envisioning the ‘to-be’ state (Figure 

14) illustrate the current data maturity regarding a system implementation, along with high-

lighting the data entities requiring structural collection for enabling the desired digital func-

tions, such as eliminating the use of shared drives as a repository for performance, risk and 

compliance data, and structurally centralizing them into a database connected to a supporting 

solution. Potential benefits stem from the previously described challenges, including more 

advanced supplier information management, improved supplier performance and quality 

management, risk management and sustainability management capabilities, enabling sys-

tematic supplier compliance management and supplier collaboration, and supporting the in-

tegration of supplier processes with other corporate business units.  
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Through the examination the three supporting questions, the main research question could 

be addressed:  

 

‘How can digital tools enhance the case company’s supplier relationship management?’ 

 

Overall, the research indicates that digital tools can significantly enhance the company’s 

SRM by providing a single source of truth and enabling new capabilities. For the case com-

pany, a digital SRM platform would replace ad‐hoc document sharing with structured data 

flows, making supplier records findable and updatable across departments. It would contrib-

ute to automating structured collection of performance and quality metrics, support real‐time 

dashboards and alerts, and ensure compliance and sustainability requirements are recorded 

and monitored. In effect, the ‘reliance on tacit knowledge’ and manual workflows would be 

reduced, and managers could gain a transparent, organization-wide view of supplier rela-

tionships. This improves decision support (for example, strategic suppliers could be assessed 

continuously rather than quarterly) and allows faster issue resolution. In summary, by con-

solidating fragmented data and providing a digital framework to key processes along with 

integrated analytics, digital SRM solutions address the very weaknesses identified in chap-

ters 4 - 5. The company would be able to leverage supplier information proactively – thus 

significantly enhance its supplier relationship management performance and create sustained 

value in procurement. 

6.2  Future research suggestions 

Finally, this study points to clear next steps for practice and future research. As recom-

mended in part 5.2, in the short term, the company should prioritize improving its supplier 

information foundation – by reorganizing it into simpler, standardized structured and en-

hance its data maturity by transforming unstructured data into structured formats. This ‘first 

fix the fundamentals’ phase will yield immediate benefits and make any later SRM system 

rollout smoother. To adapt the system environment accordingly, the company must identify 

and implement a solution that supports the collection of prescribed data entities. Future re-

search has been started on the organizations internal capabilities to develop an appropriate 

solution, including the potential of extending existing systems. Concurrently, the firm can 
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experiment with lightweight tools (e.g. BI dashboards or document‐ processing apps) to ad-

dress high-priority gaps like performance monitoring and compliance tracking. In addition, 

emerging technologies, such as AI-powered solutions, should be explored for their potential 

to support the organization and structuring the existing information into a format compatible 

with the intended implementation. Over the longer term, the insights from this case recom-

mend a staged roadmap: once data governance is in place, the firm can introduce a full or 

modular SRM platform (as identified in the AHP analysis) in coordination with corporate 

IT, thereby gradually integrating advanced features (analytics, risk alerts, collaborative 

workflows) into its processes. Throughout, attention to change management will be crucial, 

since technology adoption must be matched with stakeholder engagement and training.  

For research, the case raises new questions: future studies could evaluate the impact of a 

specific SRM implementation on sourcing KPIs or examine multi-company samples to as-

sess how these findings generalize beyond this industry setting. Investigating supplier per-

spectives on the company’s SRM improvements would also add valuable insight.   
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Appendices 

Appendix 1. Interview Questions 

 

Current processes & data 

• Have you used a SRM System before? In which supplier-related operations have 

you utilized an SRM System, and what features or best-practices were most benefi-

cial for your work? 

 

• At what stage of a new products beginning of life are you typically involved? How 

is information shared with different stakeholders (R&D, SQM, others) during this 

process? 

 

• What tasks do you perform while selecting new suppliers? What criteria do you 

collect and how do you prioritize different information?  

 

• What phases are included in onboarding a new supplier? 

 

• Overall, how do you keep track of which requirements related to suppliers (e.g. 

cetificates, standards, CO2, ESG, CSRD, REACH, PFAS, TISAX, NIS2) have 

been collected and when? 

 

• Do you evaluate suppliers’ strategic significance, and how? 

 

Development and collaboration 

• How do you currently assess supplier performance? What different question-

aire/scorecards do you require, what other practices are used and is there a need for 

change? 

 

• In which development initiatives have you been involved with strategic suppliers? 

Can you describe any formal programs or frameworks that have been used for sup-

plier development? 

 

• What channels do you use to communicate requirements or expectations to suppli-

ers? How is feedback collected from suppliers and integrated into the process? 
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• Contract management: With what tools and how do you manage your annual agree-

ments (how much of the contract we’ve fulfilled, when to start new contract negoti-

ations, reporting and traceability of changes and information around contracts)? 

 

• Which other tools and data/documents are important for managing sourcing/sup-

plier management activities? What data or information is specifically available on a 

certain platform, database, or tool? 

 

Requirements for a solution 

• How important do you consider the integration of various digital tools in the pro-

curement process? 

  

• If we were to implement an SRM system, which criteria would you prioritize  

o Scalability (ensuring compatibility across business units) 

o Centralizing internal processes & data 

o Collaboration (improving communication, transparency & performance 

with suppliers) 

o Automation and analytics (contract management, efficient monitoring of the 

entire S2P-process, tracking cycle times, spend analyses, etc.) 

o Something else? 

 

• If we were to implement an SRM system, what requirements would you have for 

specific use cases/tasks?  

 

• What potential business benefits do you see in the development of supplier man-

agement tools? 
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Appendix 2. Challenges Identified from Stakeholder Interviews 

 

Challenge Description Root cause Depart-

ment 

Scope 

In/Out 

C1. Beginning 

of life stake-

holder com-

munication 

gaps 

Coordination gaps between sourc-

ing operations and R&D at the 

start of product development pro-

jects lead to misalignment in the 

initial phases, especially in the be-

ginning of the supplier selection 

process. 

Process management All Out 

C2. Internal 

information 

change tracea-

bility 

The absence of automatic tracing 

and sharing internal changes in 

product or requirement infor-

mation across departments, lead-

ing to knowledge gaps and delays 

No automatic feedback 

from essential technical 

supplier related technical 

operations in the ERP sys-

tem. If an individual stake-

holder does changes to e.g. 

item, pricing or production 

plan without informing 

other stakeholders, other 

parties have no knowledge 

of what, why and when a 

change has been made. 

All Out 

C3. Leverag-

ing company-

wide sourcing 

collaboration 

Absence of integrated systems 

linking the case company’s local 

and global sourcing units results in 

limited visibility into each other’s 

supplier data. This challenge pre-

vents effective collaboration and 

knowledge sharing across business 

units, leading to missed synergy 

opportunities 

No matching systems to 

support co-operative sourc-

ing operations.  

Sourcing In 

C4. Frag-

mented sup-

plier data man-

agement 

Supplier information is scattered  

across disparate systems rather 

than a supplier-centric platform. 

This fragmentation complicates 

SRM processes 

Lack of centralized SRM 

system for managing sup-

plier information 

 

All In 

C5. Manual 

feedback loops 

Feedback from suppliers is col-

lected through manual methods 

(e.g. emails and spreadsheets) in-

stead of integrating feedback to a 

system. This slows down pro-

cesses and reduces reliability, im-

peding timely communication and 

continuous improvement efforts 

with suppliers 

Feedback collection from 

suppliers is handled manu-

ally, and not integrated into 

a system 

Sourcing, 

SQM 

In 

C6. Supplier 

problem report 

escalation 

Delays occur in escalating supplier 

problem reports due to the lack of 

automated workflows, and relying 

on manual follow-ups. This slows 

Lack of automated follow-

ups and escalation in the 

ERP system 

SQM Out 
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down issue resolution processes, 

potentially affecting risk mitiga-

tion and responsiveness 

C7. Certifica-

tion renewal 

The process for monitoring and re-

newing suppliers’ certifications is 

not automated, making it depend-

ent on manual tracking and prone 

to oversight. This poses risks by 

potentially allowing critical sup-

plier certifications to lapse unno-

ticed.  

No system-level automa-

tion for certifications 

Sourcing, 

SQM 

Out 

C8. Limited 

supplier per-

formance visi-

bility 

A lack of integrated tools to con-

solidate and display supplier per-

formance metrics (e.g., scorecards, 

quality ratings) restricts visibility 

into supplier performance. This 

makes it difficult for managers to 

evaluate suppliers, thus constrain-

ing data-driven decision-making 

and timely performance improve-

ment initiatives.   

Lack of a support system to 

structurally collect and dis-

play relevant performance 

metrics  

All In 

C9. Limited 

automation re-

garding ques-

tion-

naires/score-

cards 

Routine tasks such as distributing 

supplier questionnaires and updat-

ing scorecards are handled manu-

ally due to lack of automation. 

This leads to inefficiencies and in-

consistent data collection causing 

delays and gaps in performance 

monitoring 

Lack of automation for 

supplier questionnaires and 

scorecards, due to a lack of 

a supporting system 

Sourcing, 

SQM 

In 

C10. Risk, fi-

nancial stabil-

ity and perfor-

mance KPIs 

not consoli-

dated  

Key supplier risk indicators and fi-

nancial metrics are not retained in 

a structured way. This causes loss 

of supplier market intelligence and 

requires effort in future sourcing 

project, as past evaluations cannot 

easily be monitored to inform new 

decisions.   

No systematic tools for 

structurally evaluating and 

monitoring suppliers’ risk- 

and financial metrics.  

Sourcing, 

SQM 

In 

C11. Unrelia-

ble material 

forecasts 

Inaccurate or inconsistent material 

demand forecasts due to disparate 

data locations (ERP, spreadsheets, 

etc.), and lack of change traceabil-

ity. This makes it challenging for 

sourcing teams and suppliers to 

coordinate effectively. 

Different locations for fore-

casts, forecasts not updated 

frequently or no traceabil-

ity of updates. 

All Out 

C12. Lack of 

analytics auto-

mation 

The SRM processes lack advanced 

analytics or business intelligence 

integration, forcing managers to 

manually export and analyze data.  

No right tools or extensions 

connected to existing sys-

tems for analytics. 

Sourcing In 

C13. Supplier 

data handling 

transparency 

Supplier related systems are not 

mapped well-enough or transpar-

ent, making information retrieval 

No clear mappings/tools 

for compiling different sup-

plier data 

All In 
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difficult without individual 

knowledge. This creates depend-

ance on specific personnel and 

slows down decision-making in 

SRM.  

C14. Internal 

stock situation 

visualization 

Existing systems lack effective 

visualization for internal inventory 

levels and order statuses, limiting 

dynamic procurement planning. 

This leads to some stakeholders 

making their own visual interpre-

tations of stock levels, conse-

quently causing more individual 

dependence.  

No practical visualization 

capabilities in existing sys-

tems for stock levels and 

order planning.  

Sourcing In 

C15. Monitor-

ing agreement 

fulfillment 

The fulfillment of annual agree-

ments is not systematically enough 

tracked, or it is often not done right 

in existing systems. This challenge 

can result in a lack of clear visibil-

ity into progress against contrac-

tual commitments. 

System challenges or incor-

rect usage of existing sys-

tems.  

Sourcing Out 

C16. Struc-

tural contract 

management 

Contracts and agreements are not 

fully integrated into a system, 

leading to inconsistent oversight of 

contract terms and other relevant 

contractual information.  

No existing systems for 

fully structured contract in-

tegration.  

Sourcing In 

C17. Compli-

ance require-

ments man-

agement  

The tracking of supplier compli-

ance obligations (e.g., standards, 

and other obligations such as con-

flict material requirements) is han-

dled in a non-systematic manner. 

The lack of structured approach 

can result in gaps in ensuring sup-

pliers to meet required standards.   

No support tools or meth-

ods to ensure systematic 

management of compliance 

requirements.  

Sourcing, 

SQM 

In 

C18. Supplier 

status & im-

portant up-

dates 

Information about key events or 

status changes for suppliers is not 

centrally documented and relies on 

emails or personal recollection. 

This lack of visibility makes it 

hard for teams or other stakehold-

ers to stay informed about supplier 

issues, milestones or other relevant 

information.  

No support tools or meth-

ods to ensure systematic in-

tegration of relevant sup-

plier updates to SRM pro-

cesses.  

All In 

C19. Supplier 

product port-

folio 

Comprehensive details on the 

range of products or materials are 

not readily accessible in a central 

system. This limits SRM by pre-

venting managers from easily 

identifying potential sourcing op-

portunities or overall perform 

Lack of a central support 

tool for easily accessible 

supplier product data.  

Sourcing In 
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efficient supplier product manage-

ment.  

C20. Audit 

records and 

other related 

unstructured 

information 

gathering 

Records from supplier audits and 

other unstructured information are 

not captured in an organized, 

searchable system. This leads to 

information silos and potential loss 

of insights in SRM.  

No supporting tools for au-

dit information collection 

and retrieval.  

Sourcing, 

SQM 

In 

C21. Infor-

mation about 

suppliers that 

aren’t selected 

Data on suppliers that were evalu-

ated in the supplier selection pro-

cess, but not selected is not re-

tained in a structured way. This 

causes loss of supplier market in-

telligence and requires additional 

effort in future sourcing projects to 

inform new decisions.  

No structured methods for 

retaining data on suppliers 

that are not selected.  

Sourcing In 

C22. Supplier 

registration 

details and his-

tory 

Details from supplier onboarding 

and the history of interactions and 

decisions are not centrally docu-

mented, resulting in the loss of a 

long-term view of the supplier re-

lationship.  

Lack of a central tool that 

supports the collection of 

supplier-related decisions, 

milestones and history of 

interactions.  

Sourcing In 

C23. External 

risk data 

External risk intelligence is not 

available in current systems. This 

forces decision-makers to rely on 

informal sources and may leave 

them unaware of emerging risks.  

Lack of external risk intel-

ligence capabilities. 

Sourcing In 

C24. No clear 

visibility over 

other business 

units’ vendors 

No shared repository of the suppli-

ers used by the company’s other 

business units. This causes a lack 

of transparency across the organi-

zation, and results in challenges in 

leveraging collective supplier 

knowledge and purchasing power.  

No shared repository of the 

suppliers used across the 

organization.  

Sourcing In 

 

 



 

Appendix 3. Requirements classification and prioritization 

 

ID Requirement Priority  

(1 = essential, 

2 = important, 

3= optional) 

 Data management requirements  

R1.1 Centralized supplier information repository 1 

R1.2 End-to-end visibility of SRM process flows and data 3 

R1.3 Supplier master data management 3 

R1.4 Independent system, with integration with existing systems 1 

 SRM processes to cover  

R2.1 Supplier selection and approval process 2 

R2.2 Supplier segmentation 3 

R2.3 Supplier collaboration (supplier specific information, updates, feedback logs, 

records of decisions) 

2 

R2.4 Innovation management 3 

R2.5 Contract management 3 

R2.6 Issue resolution / quality cases 2 

R2.7 Performance monitoring and quality assessment 1 

R2.8 Supplier development (development projects, development targets) 3 

R2.9 Supplier compliance and sustainability monitoring and management 1 

R2.10 Audit information management 2 

R2.11 Supplier risk management (supplier risk data & analysis, external risk capa-

bilities) 

2 

R2.12 Change control 2 

 Specific functional requirements  

R3.1 Shared interfaces with suppliers (e.g. performance management, order man-

agement) 

3 

R3.2 Data-integration / shared interfaces with other corporate business units 2 

R3.3 RFx tools 3 

R3.4 Questionnaire tools 3 

R3.5 Analytics and BI capabilities  2 

R3.6 Verified supplier network access 3 

R3.7 System scalability and extendibility 1 

R3.8 Powerful and easy data search & retrieval 1 

R3.9 E-procurement capabilities 3 

 



 

Appendix 4. 10x10 AHP Comparison Matrix 

 

 

 

 

 
Centralized 

supplier 

data 

repository 

Independent 

system with 

external 

data import 

Performance 

monitoring 

and quality 

assessment 

Supplier 

compliance 

and 

sustainability 

monitoring 

System 

scalability 

and 

extendibility 

Powerful 

and easy 

data search 

and 

retrieval 

Supplier 

collaboration 

and change 

control 

Data 

integration 

with other 

business 

units 

Supplier risk 

management 

Analytics 

and BI 

capabilities 

Centralized 

supplier data 

repository 

1 1 1 1 1 1 3 3 5 5 

Independent 

system with 

external data 

import 

1 1 1 1 1 1 3 3 3 3 

Performance 

monitoring 

and quality 

assessment 

1 1 1 1 1 1 3 3 5 5 

Supplier 

compliance 

and 

sustainability 

monitoring 

1 1 1 1 1 1 3 3 5 5 

System 

scalability 

and 

extendibility 

1/3 1 1/3 1/3 1 1 1 1 3 3 

Powerful and 

easy data 

search and 

retrieval 

1/3 1 1 1/3 1 1 1 1 3 3 

Supplier 

collaboration 

and change 

control 

1/3 1/3 1/3 1/3 1/3 1/3 1 1 1 1 

Data 

integration 

with other 

business 

units 

1/3 1/3 1/3 1/3 1/3 1/3 1 1 1 1 

Supplier risk 

management 

1/5 1/5 1/5 1/5 1/3 1/3 1/3 1/3 1 1 

Analytics 

and BI 

capabilities 

1/5 1/3 1/5 1/5 1/3 1/3 1 1 1 1 


