
Strategies and tools for effective supplier collaboration
 Key concepts, Best practices, and Case studies  

VOL.2

www.e-scm-solutions.com

Optimizing the Supplier collaboration for
Enhanced Operational Performance

@
to

ni
-p

h 
th

ro
ug

h 
C

an
va

https://e-scm-solutions.com/


Integrating SRM into Your Procurement Strategy 

Seeking a strategic  framework to enhance your supplier
relationships?  

Strengthening suppl ier  re lat ionships has become essent ia l  in
the curent  supply  chain landscape.  Chal lenges such as market
volat i l i ty ,  the growing complexity  of  products  and serv ices ,  and
competi t ive pressures are prompting companies to reevaluate
their  strategies for  suppl ier  re lat ionship management (SRM).   

This  is  part icular ly  re levant  for  companies in  the fashion and
luxury sector ,  which must  oversee the qual i ty  and compl iance of
their  outsourced product ion.  According to the McKinsey Chief
Product  Off icer  2023 study,  51% of  industry  part ic ipants  intend
to enhance their  re lat ionships with suppl iers  over  the next  f ive
years.  This  trend is  acknowledged as strategic  and v i ta l  to
address increasing sustainabi l i ty  demands,  ever-evolv ing
regulat ions,  and to improve responsiveness.  The dig i ta l izat ion
of  suppl ier  re lat ions has become imperat ive.  

In  a  competi t ive and innovat ive economy,  the role  of  suppl iers
extends beyond merely  transact ions.  They have evolved into
integral  partners of  the company,  ass ist ing in  value creat ion
and di f ferent iat ion.  

To enhance relat ionships founded on trust  and transparency
with their  suppl iers ,  companies must  ut i l ize  dig i ta l  tools  to gain
improved v is ib i l i ty  of  their  operat ional  indicators ,  such as OTIF
and "Lead Time,"  whi le  equipping their  suppl iers  to meet  their
requirements effect ively .  A  "Control  Tower"  serves as  an
operat ional  supervis ion tool  that  enables the ant ic ipat ion of
deviat ions,  fac i l i tates prompt responses,  and supports  informed
decis ion-making.  

In  l ight  of  these real i t ies ,  th is  guide,  the results  of  our 17 years
of  experience in  the Supply  Chain for  the Fashion and Luxury
Text i le  industry ,  provides both a strategic  and operat ional
framework to ass ist  you in  addressing these chal lenges and
opt imiz ing your supply  chain.   

Suppl ier  Relat ionship Management (SRM) transcends mere
acronym status;  i t  represents  a  crucia l  strategy for  opt imiz ing
the value der ived from suppl ier  interact ions and secur ing
sustained performance over  t ime.  

I NTRODUCT ION
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SUMMARY
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SRM TECHNOLOGY AND METHODOLOGY 

PERFORMANCE OF YOUR VENDORS

OPTIMIZATION OF SUPPLIER COLLABORATION

Effective instruments for supplier relations! 

Key Performance Indicators 

Collaboration, a mindset to nurture 

FOUNDATIONS AND CHALLENGES 
Collaboratively advancing the strategic management of supplier
relationships. 
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Guidelines for embarking on a journey toward tranquility 

EFFECTIVE IMPLEMENTATION STRATEGIES



Steer your supplier collaboration
using the SRM compass!
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You are all acquainted with "Supplier Relationship
Management" (SRM). This strategic methodology seeks to
optimize the relationships between the organization and its
vendors. 

It comprises a collection of practices, processes, and
technologies aimed at enhancing collaboration, improving
performance, and fostering mutually beneficial
relationships. 

What distinguishes SRM is its dedication to the principles of
partnership and collaboration. In contrast to conventional
supplier management, which frequently emphasizes
contract negotiation and cost reduction, transactions, SRM
adopts a long-term perspective. 

It acknowledges that suppliers are essential partners in the
supply chain and that strong relationships with them can
significantly enhance the overall success of your business.  
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Together towards strategic Supplier
relationship management

1. Principles and challenges 

The SRM concept summarized in four key points. 

COLLABORATION

Foster a strong partnership between
the company and its suppliers.
Rather than merely imposing
requirements, the objective is to
cultivate an environment in which
both parties collaborate effectively
to reach mutual goals. 

PERFORMANCE AND REPORTING

Operational performance
monitoring is crucial for assessing
and consistently measuring the
performance of suppliers, while
prioritizing continuous
improvement to meet your
standards regarding quality, lead-
times, and cost. 

STRATEGIC ALLIANCE

Transforming your suppliers into
genuine strategic partners
entails cultivating a relationship
founded on trust, transparency,
and collaboration to generate
added value. 

RISK MITIGATION

Evaluating the distinct risks
associated with each supplier,
and closely monitoring
operations, enables to anticipate
operational, financial, or
reputational consequences
stemming from any production
failure or hazard. 
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Reset and strengthen the Customer-Supplier relationship. 
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The complexities of a stronger supplier relationship ! 

The environmental and economic landscape has become increasingly complex to predict due to
globalization, evolving and more demanding consumer expectations, shorter product life cycles, ongoing
cost pressures, and growing societal and regulatory requirements for corporate social responsibility.

As a result, the interdependence between principals and suppliers has become more strategic and
essential than ever.

TRANSACTIONAL METHODOLOGY

A transactional approach that prioritizes
the establishment of short-term

contracts and the minimization of costs. 

COST INFLATION

The contractual framework regulates the
relationship through commitments and
penalties. 

SHORT-TERM OBJECTIVE

Traditional management focuses solely
on immediate outcomes and penalizes
any deviations. 

COLLABORATIVE VISION

“Win/win” approach to foster a
relationship centered on innovation and
the development of mutually
advantageous values. 

EMPHASIZE VALUE CREATION

Cultivate deeper collaboration and a
relationship founded on trust. 

LONG-TERM OBJECTIVE

Embracing a long-term vision entails
equipping oneself to operate in a mode
of "continuous improvement." 

SRM APPROACH CONVENTIONAL APPROACH



SRM GUIDE | PAGE 7

Challenges of theSRM
approach

You can now consider the short, medium, and long-
term challenges that a Supplier Relationship
Management (SRM) approach can effectively
address:  

Collaborate to leverage technologies, and
innovate, to swiftly adapt to fluctuations in
demand, trends, and changing market
conditions. 

Identify and mitigate the impact of production
disruptions, quality issues, and technical
hazards: manage costs while upholding product
quality and excellence.  

Ensure the reliability and security of
components and raw materials POs in case of
contract manufacturing, regardless of supplier
diversity.  

List suppliers who align with the same ethical
and sustainability values, ensuring their
commitment to social and environmental
standards that provide traceability throughout
the supply chain. 

Arm yourself with effective communication
tools to share visibility and coordinate
interactions among suppliers, ensuring respect
of production and delivery deadlines at every
stage of your supply chain. 
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What are the challenges
inherent to managing

procurement and suppliers in
the fashion and luxury sectors? 



2. SRM technology and methodology  
A comprehensive SRM solution to address all requirements!

Deploying a supplier relationship management
system means digitizing a workflow: automating
tasks, sharing real-time data, and streamlining
communication with suppliers. An SRM solution
offers the functional cover to enhance supply chain
efficiency. Without a comprehensive solution, a
company may rely on multiple tools that could make
the process more complex, including:

Web applications : a secure web application
enables data entry at the source, specifically by
the relevant stakeholders, facilitating real-time
information collection. This approach mitigates
the risks of duplicate entries and the parallel
management of data across various services,
which frequently leads to errors and confusion. 

DMS : specifically  document management
system, enables the storage of supplier
information, status of file completeness, contract
management, and facilitates the sharing and
control of information. 

BPM : process automation tools that streamline
workflow management, facilitate the tracking of
validation workflows, automate data collection,
and dispatch notifications for timely task
oversight. 

Web Reporting : leverage the collected data to
assess in real time the performance of suppliers,
the stock conformity, and respect of delivery
schedules. 

Collaborative Portal : this solution typically
encompasses features for integrated supply chain
management, spanning from order to delivery. It
streamlines team operations through enhanced
collaboration and ensures improved logistics
coordination. It functions as a highly effective
control tower, facilitating greater visibility and an
optimized service rate. 

Artificial Intelligence (AI) : AI can facilitate
predictive analysis, trend identification, the
recommendation of enhancement strategies, and
even the automation of specific decisions in
supplier management. 

Level: World Class
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A comprehensive SRM solution will integrate all
of these and provide numerous advantages : 

Automate repetitive tasks : by automating
routine tasks such as data collection, reporting,
and notification management, resources will
allocate time to more strategic decisions.

Share visibility : disseminating real-time data
increases insight into supplier operations,
bringing a more rapid response to challenges
and opportunities.

Facilitate decision-making : the availability of
real-time operational indicators enhances
informed decision-making by highlighting trends,
risks, and opportunities for improvement.

Controlling ‘Lead Time’ : by fostering
coordination and communication across the
value chain, it provides responsiveness and
reduces costs associated with delays or non-
conformities.  
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Evaluating supplier performance relies on distinct criteria that differ according to your business
requirements and goals. 
However, several key indicators are commonly employed to evaluate supplier performance, including: 

· OTIF (On Time In Full) : the Supplier's capacity to fulfill both the delivery schedule (lead time) and the
compliance of the products regarding quality and quantity. 

· Product quality : measure the compliance with quality and safety standards, the defect rate, customer
returns, regulatory compliance, risk management, and related factors. 

· Lead time : suppliers are assessed based on their capacity to respect established delivery schedules,
encompassing both punctuality and precision of deliveries. 

· Costs : effective cost management is essential. This entails evaluating whether the supplier is aligned with
the costs stipulated in the contracts, in addition to identifying opportunities for cost optimization. 

· Commitment reliability : it is pertinent to assess the frequency of change requests initiated by the supplier
when altering confirmed purchase orders. A higher rate of such requests indicates that teams have had to
address specific demands, which ultimately disrupt the established forecast schedule. 

· Customer service : effective communication with the supplier, prompt problem resolution, and adaptability
in order management are also criteria for measurement. 

· Innovation : the supplier's capacity to introduce innovative concepts, enhance products, or provide creative
solutions is becoming a valuable asset.

@cottonbro Studio from Pexels
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Key Performance Indicators 

3. Supplier Performance  

Overall Delivery Schedule - Upstream Supply Chain

ORDER HAS BEEN
CONFIRMED

Material deadlines

MATERIAL
REQUISITION 

MATERIAL
RECEPTION

LAUNCH IN
PRODUCTION

END OF
PRODUCTION

INITIATE 
ROUTING

WAREHOUSE
RECEPTION AREA

Production timelines Shipment key dates
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Various methods can be employed to assess and rate
supplier performance, including the following: 

Quantitative assessment : it relies on specific quantitative
metrics, including compliance rate, on-time delivery rate,
defect rate, and others. 

Qualitative assessment : this may encompass surveys of both
internal and external customers to collect insights regarding
the supplier's performance in relation to quality,
communication, and service. 

· Performance dashboards  : offer a visual representation of
supplier performance through graphs and key metrics. 

· Rating : the assignment of ratings or scores effectively
summarizes the supplier's performance. 

How can you assess your suppliers? 

Brands can establish specific key performance indicators and receive
notifications in the event of deviations. This facilitates ongoing
assessment of quality, timely delivery, and other essential elements of
the supplier relationship. 

Management tools, including supplier portals and control towers,
provide customizable dashboards that enable the monitoring of
performance indicators within your supply chain. 

Based on operational data from your diverse suppliers, these serve as
decision-making tools for executing priority actions in response to a
change request. This facilitates contingency management and enhances
proactive planning.

An illustration of a dashboard for a supply chain management platform,
such as a supplier portal. 

Ongoing evaluation and performance
oversight 



Here are several examples of
indicators that can be monitored:  

Percentage of orders delivered punctually  
Average delivery durations  
Average production durations 
Percentage of change requests 
Discrepancies between shipped quantities
and expected quantities 
Percentage of quality control compliance 
Number of packages dispatched 
Delivery timelines 
Rejection rate of products

These indicators not only enhance performance
but also adopt a risk prevention and inventory
reduction strategy. By monitoring these factors,
brands can swiftly modify their strategies to
sustain a high service rate and guarantee
customer satisfaction. 

Brands can assist suppliers in their ongoing
improvement efforts and motivate them to
modify their practices to enhance ethical and
responsible standards. 

Transparent communication with your
suppliers is fundamental to maintaining your
relationships. Here are several reasons: 

Alignment of expectations : 
Effective communication ensures alignment
between your expectations and those of
your suppliers, thereby preventing
misunderstandings. 

Strenghtening relationships : 
Transparent communication cultivates trust
and collaboration with your suppliers,
thereby nurturing long-term partnerships. 

Continuous improvement: 
Providing constructive feedback to suppliers
is crucial for their development. It is key to
emphasize both strengths and opportunities
for improvement. 

Dispute settlement: 
Open communication enables the quick
solving of issues and challenges that may
emerge within the supply chain. 

Transparency in Supplier
Relationship Management 
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Operational metrics
Deadlines, quantity, date,
quality, modification, invoice
management, data integrity 

SUPERVISE

ASSESS

FOLLOW

Process metrics
Timeline, cost price (PRI, PRL),
Supplier evaluation, Disputes, LCA

Strategic metrics
Service metrics: OTIF, OTD, total
expenditure, CSR

MAD

OTIF

ETD ETA QTY CR

CSR

SCRTML

LCAAT

CTSOTD

PYRAMID OF UPSTREAM 
SUPPLY CHAIN METRICS

PKL



Aligning anticipations
Comprehensive strategic
goals and objectives of the
organization 
Classification as strategic. 
Scope of collaborative
endeavors 

Enhancing relationships 
Reciprocal trust 
Type and velocity of
information 
Instruments and assistance
frameworks 

dispute settlement
Scope of relationships within the
organization 
Quality and outcomes of
engagement across various
functions 
Capability to traverse between
corresponding organizations 

Continuous improvement
Balanced distribution of value
between supplier and manufacturer 
Adequate flexibility for optimal
financial well-being 
Incentives for favorable outcomes
attained through cooperative efforts. 

THE FOUR PRIMARY DIMENSIONS ESSENTIAL FOR THE SUCCESS OF A COLLABORATION.

Collaboration and Cooperation

Thanks to a platform, an online control tower, all participants can efficiently share information within a
common repository, thereby eliminating the need for email exchanges and attachment storage. This
type of tool unites stakeholders in the supply chain, providing them with a shared communication
resource. 

This network operation fosters employee collaboration by providing information and empowering them
to make informed decisions. A platform facilitates the creation of an ecosystem where suppliers from
various manufacturing tiers, transporters, laboratories conducting quality tests, and different brand
departments—such as production, quality, logistics, and marketing—can interact effectively. 

Online collaboration set up between suppliers and brands facilitate efficient communication and
cooperation, including data exchange, validation or change requests, and document sharing. All
activities are centralized on a single platform, minimizing delays generated by fragmented
communications. 

SRM GUIDE | PAGE 12
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Supplier collaboration is no only an objective, it’s also
a mindset to nurture. The following components are
essential for nurturing a collaborative relationship: 

Transparency : transparency is essential. Disclose
relevant information regarding your company’s
objectives, expectations, and challenges. 

Open communication : foster consistent and
transparent communication with suppliers. Listen
to their concerns and ensure they feel
acknowledged. 

Joint development : collaborate with suppliers to
pinpoint opportunities for continuous
improvement and innovation. Co-create solutions
to address challenges and capitalize on
opportunities. 

Alignment of interests : seek common interests
and shared objectives. When suppliers thrive, it
will benefit your business too.

Collaboration, a mindset to
nurture 

Conflict resolution and problem
solving 

Conflicts and challenges are unavoidable in any
relationship, including those with suppliers. Here are
strategies for effective management: 

Early identification : recognize warning signs
promptly as they emerge. Take proactive measures
to address issues before they intensify. 

Open communication : foster transparent and
candid dialogue to comprehend the perspectives of
both parties. Refrain from making accusations or
assigning blame.

Joint solution development : collaborate with
suppliers to identify mutually agreeable solutions.
Cooperation is frequently essential for conflict
resolution. 

Documentation : ensure that issues, discussions,
and agreed-upon solutions are thoroughly
documented. This practice establishes a valuable
history and can aid in preventing the recurrence of
problems. 

4. Enhancement of Supplier Collaboration  
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Sharing information and data is essential for effective supplier collaboration.
Here’s how it can enhance joint decision-making: 

Performance data : regularly share performance data to facilitate
objective evaluation. This may go beyond information on quality,
timeliness, costs, and other relevant metrics.

Forecasts : provide demand forecasts and other relevant information to
allow suppliers to efficiently plan their production and logistics. 

Joint planning : engage suppliers in the planning process, as they can offer
valuable insights regarding production constraints and market trends.

Market feedback : convey customer insights and market experiences. This
can assist suppliers in swiftly adapting to evolving demands. 

Facilitating the exchange of information and
data to enhance collaborative decision-making. 

Web reporting
and KPI
analysis



Establish clear objectives : begin by defining specific, measurable,

achievable, realistic, and time-bound goals (SMART goals). This approach

will facilitate the direction of your efforts and enable the assessment of

outcomes. 

Segment your suppliers : not all suppliers are equal. Identify strategic

suppliers and those that significantly influence your supply chain to

concentrate your efforts where they are most impactful. 

Utilize tools and technologies : invest in tools and technologies to

automate processes, gather real-time data, and enhance visibility. 

Establish transparent communication : cultivate open dialogue with your

suppliers. Attend to their concerns, disseminate pertinent information, and

promote feedback. 

Regularly assess performance : utilize key performance indicators (KPIs)

to continuously evaluate your suppliers' performance. Identify

opportunities for enhancement. 

Promote collaboration : engage with your suppliers to identify

opportunities for enhancement and innovation. Include them in the

planning and problem-solving processes. 

Summary of optimal strategies for efficient supplier relationship

management 
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5. Effective implementation strategies  

In this chapter, we outline best practices for effective supplier relationship management.
Additionally, we will offer strategies for addressing common challenges encountered during
implementation and present examples of successes and feedback. 

Guidelines for embarking on a journey toward tranquility  
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Change management : the implementation of the approach may generate opposition.
Engage stakeholders from the outset and articulate the advantages of a Supplier
Relationship Management (SRM) approach.

Lack of reliable data : accurate data collection is crucial. Invest in dependable data
collection systems and implement verification processes. 

Relationship management complexity : overseeing numerous supplier relationships
can be intricate. Employ tools to streamline management and prioritize actions. 

Compliance challenges : ensure that your suppliers adhere to regulations and ethical
standards. Conduct regular compliance audits. 

You now possess all the tools necessary to revolutionize your supplier relationships and
enhance your supply management strategy. 

Strategies for navigating challenges during implementation  
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Brand testimonials

To gain a clearer understanding of the successful
deployment of a supply management platform, we will
feature several case studies of e-SCM solutions
implementation.

 By innovating and integrating technologies into supply
management, brands can enhance operational efficiency,
strenghten relationships with suppliers, and encourage the
sustainability of their supply chain.  
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EDEN PARK
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Managing comprehensive workflows
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The Eden Park brand has adopted a Supplier Portal that allows to to
oversee and manage its worldwide procurement flows. 

The implementation of e-SCM has significantly structured the
organization and reliability of their supply chain processes. The
teams exhibit greater responsiveness at every stage of validation,
from order placement to delivery in warehouses. 

Supply management implies over 150 employees, including those in
logistics, quality, and production departments, as well as external
suppliers, freight forwarders, and carriers.

The e-SCM portal generates alerts immediately when a deadline, price, or
milestone exceeds predetermined thresholds. This proactive approach allows
to anticipate any changes, thereby mqximizing the reliability of the reception
schedule and streamlining the planning of the outbound shipments to
channels of distribution.

Director of Procurement Logistics 

The production module enhanceenables the
supervision of purchase orders and production
progress. It includes the supervision of
manufacturing steps, adjustments to quantities or
prices, delivery dates, and transport modes in
collaboration with relevant stakeholders. 

Quality control management facilitates the
synchronization of monitoring across all suppliers,
while SCM dashboards enable ongoing oversight.
Upon completion of production, packing lists and
carton labels can be automatically generated, as well
as shipment documents (BL, customs). 

This module also features invoice reconciliation and
dispute settlement, thereby reinforcing collaboration
and logistics responsiveness throughout the
production and shipping processes. 

The production module: comprehensive
management of supplier relationships 



PETIT BATEAU
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Managed, centralized, and
collaborative data 

STA
N

D
A

R
D

 R
EFER

EN
C

E

Since 2014, information has been disseminated via the e-SCM
Supplier Portal, providing a unified reference for all internal and
external stakeholders. An alert system enables prioritization
based on established criteria. All decisions concerning requests
for quantity or schedule modifications are documented in e-SCM,
facilitating the analysis of a situation in the event of a dispute.  

e-SCM is a tool that primarily simplifies operations for suppliers. It
enables them to manage their order portfolio while committing to
Petit Bateau's quality procedures and logistical requirements. 

e-SCM is a platform that enables us to communicate
uniformly with all of our partners. 

Christophe Jeanny, vendor

Purchase order confirmation is the first step in
supplier relationship management, facilitating
seamless communication and ensuring complete
transparency throughout the procurement process. 

Upon the creation of a purchase order in the ERP, it
is subsequently retrived to e-SCM and forwarded to
the supplier for validation. 

This confirmation phase formalizes the order by
ensuring that all parties review the contractual terms
such as quantities, availability date and pricing.
Should a change request arise, the system is capable
of adjusting these elements in real time, and sending
back modifications into the ERP through API
interface. 

This process mitigates the risk of errors and
misunderstandings, enhances collaboration, and
optimizes responsiveness to unexpected events.  

The confirmation module : engagement with
suppliers
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PHB GROUP
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Enhancing the partnership between
brands and suppliers 
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PHB GROUP has been a manufacturer of finished and contract
products since 1978, with operations in Europe and Asia. For over
a decade, it has utilized digital Supply Chain Management tools.
The year 2020 served as a catalyst for the digital transformation of
companies within the textile and clothing sector. 

PHB Group illustrates the advantages of utilizing the e-SCM
Solutions supplier portal. This platform offers Purchasing and
Production teams a business support tool that enhances team
organization and planning, improves communication with
customer contacts, and increases the reliability of exchanged data. 

One of the primary advantages that arises is the formation of a
genuine partnership with suppliers. e-SCM facilitates the real-time
sharing of information among all stakeholders involved at each
stage of the procurement process, ensuring that all decisions are
made collaboratively and documented on the interface for
enhanced visibility. 

Thanks to e-SCM, our collaborative approach with brands provides us
with a comprehensive perspective throughout the process, enhancing
our efficiency, saving time, and improving our relationship with
customers. For clients, e-SCM offers a 360° view of all activities! 

PHB Group - Development Manager 

The automated creation of packing lists aligns
seamlessly with supplier relationship management,
enhancing communication, transparency, and logistical
efficiency. 

By automating the generation of these vital
documents, brands facilitate seamless alignment with
their suppliers, minimizing human error and
guaranteeing precise shipping information.

This automation enables real-time data sharing,
enhancing logistics responsiveness and minimizing the
potential for misunderstandings or delays. 

The packing list : streamline your documents
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In  this  guide,  we examined suppl ier  re lat ionship
management comprehensively  and i ts  cr i t ica l  s igni f icance
in the procurement process.  We addressed var ious aspects ,
inc luding the foundat ional  pr inc iples ,  performance
management,  col laborat ion opt imizat ion,  r isk  management,
and best  pract ices for  effect ive implementat ion.  

Ult imately ,  a  systematic  approach provides numerous
advantages for  procurement,  ranging from enhanced
product  and serv ice qual i ty  to decreased operat ional  costs .
I t  cul t ivates mutual ly  benef ic ia l ,  col laborat ive re lat ionships
with suppl iers ,  fort i f ies  supply  chain res i l ience,  and
st imulates innovat ion.  

I t  is  increasingly  obvious that  pr ior i t iz ing suppl ier
relat ionships is  cr i t ica l  for  atta ining future business
object ives.  In  a  landscape where adaptabi l i ty  is  essent ia l
for  navigat ing demand f luctuat ions,  sustaining a  careful
equi l ibr ium in these relat ionships is  equal ly  important .  

Despite  chal lenges such as s luggish relocat ion and
inf lat ion,  fashion and luxury companies are endeavoring to
discover  innovat ive methods to enhance transparency
across their  value chains.  

Are you prepared to take act ion and depend on a suppl ier
relat ionship management tool  to  fac i l i tate your new
strategy?  

CONCLUS ION
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Engaging all stakeholders in an agile
supply chain. 

Guide produced by Belharra SAS, publisher of the e-SCM Solution. 
Copyright © 2025. All rights reserved.

www.e-scm-solutions.com
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