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ABSTRACT

Purpose: Supplier Relationship Management (SRM) involves different strategic processes and principles
of supplier development and maintenance. SRM has been proven to assist commercial firms in achieving
upstream supply chain resilience. As opposed to businesses, there has been a lack of critical SRM strategic
processes to help humanitarian organisations achieve their upstream resiliency. Therefore, almost all
humanitarian supply chains are far from being resilient. This paper extends the work done by Banomyong
et al (2022) and Bhusiri et al (2021) by adapting additional strategic processes of performance
measurement guidelines from SRM to the context of humanitarian supply chain. The SRM processes are
then integrated into a framework to provide a more holistic and integrative viewpoint to help organisations
enhance the consistency of humanitarian assistance.

Design/methodology/approach: This paper reviewed and adapted the SRM strategic processes from
well-known SRM approaches used in the commercial supply chain context. The integrated framework
contains a set of SRM strategic processes with information flows configuration. The framework was
validated by humanitarian experts to ensure its usefulness and applicability.

Findings: The SRM framework can be used as a guideline to streamline and implement humanitarian
sourcing strategies, action plans, metrics, and processes for better relationship management with suppliers
and more resilient supply chains.

Research limitations/implications: The SRM framework integrates a set of paramount processes
validated by humanitarian experts and provides general guidelines for humanitarian organisations. Some
adaptation might be required in case of a specific humanitarian supply chain.

Practical implications: Operating humanitarian supply chains, especially ones supporting long-term
development aid programmes, requires humanitarian organisations to source and procure large amount of
relief commodities from suppliers annually. More precise and systematic relationship engagement
approaches with suppliers play a vital role in ensuring supply consistency and efficiency to minimise
suffering of beneficiaries.

Originality/value: This framework is among the first to provide an integrative view of the SRM for
humanitarian organisations to increase their upstream supply chain resilience. The integrated SRM
framework covers the principles of purchasing and supplier segmentation, relationship implementation
guidelines, and supplier performance measurement.

Keywords: Humanitarian supply chain, supplier categorisation, supplier relationship management,
performance metrics, supply chain resilience

Introduction

Supplier Relationship Management (SRM) has comprehensively been defined by Lambert and
Schwieterman (2012) as one of the macro business processes of commercial firms that could contribute to
more effective and resilient upstream supply chains. It consists of individual tasks, activities, strategic
processes, and principles to structure how relationships between buyers (i.e. commercial firms) and
suppliers should be developed and maintained including supplier categorisation, sourcing strategies,
supplier and business relationship establishment, supplier performance measurement, and continuous
process improvement to name but a few. The implementation of the SRM strategic processes involves and
interfaces with all other macro business processes of the firm such as customer relationship management,
demand management, order fulfilment, manufacturing flow management, and so on.
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The SRM processes have become more and more important to businesses in decreasing costs, utilising
resources, increasing profitability, maintaining level of services to customers, and staying competitive in
today’s market (Amoako-Gyampah et al., 2019; Simchi-Levi et al., 2003). The SRM processes have also
been recognised as strategic approaches for businesses to prepare and mitigate risks of supply shortages
(Datta, 2017). Therefore, many businesses and commercial firms who applied and implemented SRM can
cope with supply disruptions within short periods of time amidst the coronavirus pandemic and other
external shocks.

Several strategic processes of SRM are obviously interrelated and influenced by each other. Consequently,
a good information system to manage and control the flows of information (i.e. inputs and outputs of each
process) is required. In addition, from the practical perspective, conducting the SRM strategic processes
requires strong collaboration and coordination among business functions, divisions, departments, and
stakeholders within the organisation as well as the involvement of suppliers. One single staff might be
responsible for more than one process of the SRM. Therefore, it is essential to integrate a set of strategic
processes from SRM into a single framework to provide a holistic and integrative viewpoint. Expected
outcomes could be more superior to focusing on each specific process (Lambert and Schwieterman, 2012;
Park et al., 2010).

As opposed to businesses and their commercial supply chains, almost all humanitarian supply chains are
far from being resilient. One of the rationales is that there has been a lack of important SRM strategic
processes in the humanitarian supply chain context. As far as the authors are concerned, only a few SRM
processes have individually been proposed for humanitarian organisations to apply to their supply chains
such as purchasing portfolio and supplier categorisation (Bhusiri et al., 2021; Lamenza et al., 2019) and
supplier relationship guideline development (Banomyong et al., 2022). While the integrative framework for
the SRM to guide humanitarian organisations in the processes of managing relationships with suppliers has
not been observed yet.

Disasters and other uncertainties over the past few years have shown humanitarian organisations how
essential upstream supply chain resilience was. Temporary border closure followed by panic buying and
stockpiling caused empty shelves. Many organisations have consequently faced supply interruptions. Many
projects and operations were delayed or cancelled. With more frequency and larger magnitude of disasters
in addition to global economic recessions and other uncertainties, supply disruptions could more easily take
place, causing interrupted humanitarian supply chains. Therefore, it is imperative to boost humanitarian
supply chain resilience.

This paper considers extending the previous works of Bhusiri et al. (2021) and Banomyong et al. (2022) by
introducing and adapting additional strategic processes of supplier performance measurement development
in the SRM to the context of humanitarian supply chain. The SRM processes are then integrated into a
framework to provide a more holistic and integrative viewpoint to help humanitarian organisations ensure
the consistency of humanitarian assistance. These SRM strategic processes for humanitarian organisations
include:

- The process of categorising purchasing portfolios and suppliers. This is to achieve a better
understanding of the importance of different suppliers against the purchasing power of the buying
organisation so that more appropriate sourcing strategies and actions towards different suppliers
can be devised to decrease operating costs and resources and to ensure the availabilities of
strategic commodities (i.e. items and services);

- The process of developing supplier relationship establishment guidelines. This is to cope with the
needs of practical guideline to ensure the right engagement level, resources allocated, and planning
developed for the success of implementing and maintaining the SRM;

- Developing guidelines for opportunities to engage with suppliers and measuring supplier
performances. This is an additional SRM strategic process developed in this paper to define the
guidelines of business opportunities & requirements and performance metrics with different
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suppliers to regularly measure and monitor supply performances and risks, especially from strategic
suppliers. This can also be considered as a proactive management of strategic suppliers (Campbell,
n.d.) and proactive improvement of humanitarian supply chain resilience.

The organisation of the paper is as follows. The next section is the literature review, followed by an
explanation of the methodology. Then SRM framework for humanitarian organisations to apply to their
supply chains is described. The last section concludes the paper.

Literature Review

Commercial supply chain and the SRM

Lambert and Schwieterman (2012) defined five strategic processes for SRM under a single framework that
businesses could use to implement in their supply chains as follows. The first two processes are to review
corporate, marketing, manufacturing, and sourcing strategies as well as to identify criteria for supplier
segmentation. First, a review of products & services that are critical to the organisation’s success is
executed. Then, initial identification of suppliers who are also critical to the organisation’s success can be
executed. A mapping of organisation’s supply chain can be drawn to have a better visualisation on issues,
risks, and opportunities with suppliers. The organisation preliminarily identifies the suppliers with whom it
needs to develop long-term relationships (i.e. the so-called strategic suppliers) according to corporate,
marketing, manufacturing, and sourcing strategies. Suppliers can further be segmented into a 2x2 matrix
using two defined dimensions (i.e. supply risks and potential to add value). It must be noted that the matrix
of Lambert and Schwieterman (2012) is similar to one proposed by Kraljic (1983) with dimensions of
importance of purchasing and complexity of supply market. There are criteria on each dimension such as
volume and competitive pricing for potential to add value dimension and quality, capacity, and complexed
specification for supply risk dimension.

After the matrix is constructed, four categories of purchasing portfolios and suppliers can be formed
including strategic, bottleneck, leverage, and non-critical categories. Each category results in different
approaches, strategies, and action plans towards suppliers in that category. For example, the organisation
can seek to obtain major cost savings from suppliers in the leverage category, while the organisation should
look into having close relationships with strategic suppliers. Outputs from the 2x2 matrix are valuable
information for the organisation to develop relationship implication guidelines for implementing strategies
and actions towards different suppliers. Involvement should be at the right level. Resources should
appropriately be allocated. These are to ensure the success of implementation whilst also utilising
organisational resources. Next process is to develop strategic guidelines for different business
opportunities, requirements, and terms and conditions of the transactions (i.e. product and service
agreement or PSA) with suppliers, which could lead to the next process of developing performance metrics
once required specifications and deliverables of suppliers are known. Continuous improvement process to
explore new enhancement possibility can also be executed. As a result, new projects with suppliers can be
executed.

Having an understanding of the importance and complexity of different suppliers could assist the businesses
in having appropriate approaches towards suppliers. Cost reduction can be expected through negotiation,
economy-of-scale purchasing and transporting, fixed purchasing cost against seasonal and panic buying.
Resources can be utilised by mitigating unnecessary workloads and burdens. Also, availability and
continuity of supply can be ensured through supply network diversification, strategic partnership
development, safety and spare stocks, and item substitution. Upstream supply chain can be more resilient
(Datta, 2017; Ketchen et al., 2014, Pereira et al., 2014).

Humanitarian supply chain and SRM

Humanitarian organisations need to operate their supply chains under uncertain environments.
Humanitarian supply chains encompass operational activities in the domains of emergency relief operations
and development aid programmes (Haavisto and Kovacs, 2014; Van Wassenhove, 2006). Operating
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humanitarian supply chains to support long-term development aid programmes is similar to the commercial
supply chains, where large amounts of relief commodities from different suppliers need to be searched,
sourced, procured, purchased, and managed annually (Bhusiri et al., 2021). A lack (or incompleteness) of
important SRM strategic processes in humanitarian supply chain context result in humanitarian supply chain
delays and disruptions. For instance, it has been reported by HELP Logistics et al. (2020) that some
humanitarian organisations faced challenges of up to 30 days of delays when procuring relief commodities
from international suppliers amidst the pandemic.

Few research works have adapted the individual processes of the SRM into humanitarian supply chain
context. These include the works of Lamenza et al. (2019) and Bhusiri et al. (2021) with an aim of introducing
the categorisation matrixes to humanitarian organisations. Different matrix dimensions have been redefined
to achieve the goals and purposes of the focused humanitarian supply chains. A set of validated criteria
has also been provided. The difference between these two studies is that the former focused on emergency
relief supply chain, while the latter worked on humanitarian supply chain to support development aid agency.
Later Banomyong et al. (2022) developed relationship implication guidelines as a consequence of the work
of Bhusiri et al. (2021).

From a practical perspective, there are few humanitarian organisations implementing SRM such as
International Federation of Red Cross and Red Crescent Societies (IFRC) and World Food Programme
(WFP) (Rucha and Abdallah, 2017). However, they could not fully achieve the outcomes expected from
SRM. As mentioned, there is a lack of important SRM strategic processes in the humanitarian supply chain
context. Also, there is no existence of the integrative framework for the SRM in humanitarian supply chain
context.

Methodology
The additional SRM strategic process of development of guidelines for business opportunities and

performance metrics has been adapted from the work of Lambert and Schwieterman (2012) and Keith et
al. (2016). The adaptation has been conducted to meet goals and objectives in the context of humanitarian
supply chain in general and development aid programme in particular. Then, this additional process has
been combined with the SRM strategic processes that have already been adapted in the work done by
Bhusiri et al. (2021) and Banomyong et al. (2022). This step formed the SRM framework for humanitarian
organisations. The framework has then been validated with (and modified by) humanitarian experts through
online meetings. These humanitarian experts have extensive experiences in international humanitarian
organisations at regional as well as national offices. Their mandates have covered development and relief
practices. The humanitarian experts have also been equipped with goals, purposes, and contents of the
study. Feedback from the validation resulted in the revised framework, which is described in the next
section.

Results and Discussions

Adapting the SRM framework into humanitarian supply chain context

Figure 1 depicts the proposed SRM framework, where five main strategic processes are included. The main
differences between commercial supply chain and humanitarian supply chain are the stakeholders and
processes involved. Therefore, the set of supply chain macro processes and functions have been redefined
including humanitarian preparedness, operation and distribution management (i.e. assessment, sourcing,
transport, warehousing, distribution, last-mile), demand fulfilment, demand management, aid programme
management, and donor and partnership management (Raillani et al., 2020). The implementation of the
SRM strategic processes presented in figure 1 needs to involve and interface with other macro processes.
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Figure 1: The proposed SRM framework
Source: adapted from Lambert and Schwieterman (2012) and Raillani et al. (2020)

Comprehensively reviewing, identifying goals and strategies of the aid agency and its operations need to
be first conducted. This will lead to properly define matrix dimensions and criteria for purchasing and
supplier segmentation. Sourcing strategic and engagement approaches can consequently be devised,
followed by a development of implementation guidelines according to each obtained category of the
segmentation. Based on observation, there is a severe lack of knowledge and understanding of how to
implement the engagement approaches with suppliers. Therefore, relationship implication guidelines are
crucial in humanitarian supply chain context. Each category can result in different business transaction
opportunities (or business models) with suppliers in that category. The guidelines for business opportunities
and performance metrices, which are interconnected, are required to drive improvement. In addition,
continuous improvement can be employed to enhance the SRM strategic processes.

Review of humanitarian supply chain for development aid programme: goals and objectives
Different development aid programmes governed by different agencies in different countries have similar
goals and purposes to mitigate the suffering and improve the quality of lives of vulnerable people. These
could be captured from our questionnaires fulfilled by humanitarian practitioners. The role of supply chain
to support the development aid programmes is to source, procure, and purchase commodities for generic
purposes (e.g. office and administration activities) and specific purposes (e.g. construction projects and
sanitation projects). Common purchased commodities include construction materials, agricultural seeds,
school kits, stationeries, and so on. An absence or insufficiency of critical commodities may cause project
delay, project disruption or organisation’s ineffectiveness (Bhusiri et al., 2021). The natures of suppliers and
markets that development aid agencies procure from are either monopoly or oligopoly. These further create
challenges to the aid agencies to secure commodities at reasonable prices. Categorising and managing
relationships with suppliers are based on total volumes purchased or spending. Suppliers with high
spending annually can easily be defined as strategic suppliers to the aid agencies, and negotiation takes
place as a sourcing strategy. Iltem or service costs offered by suppliers are ones of simple performance
metrics.
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Purchasing portfolio and supplier categorisation

Two matrix dimensions are defined for the supply chain supporting development aid programme. One
dimension is defined as the strategic importance of purchase, which refers to the influence of the purchased
commodities and suppliers on the overall performances of the aid agency. These strategic importance
criteria can go beyond volume purchased, cost, and finance, which additionally include effectiveness,
responsiveness, and reliability of the purchased commodities and suppliers. Another dimension is risks and
vulnerabilities of the supply that potentially result in sourcing difficulties and supply disruptions. Three main
types (or criteria) of supply risks are comprised including market risk, commodity risk, and logistics risk.
More details can be found in Bhusiri et al. (2021). As a consequence of the matrix development, four
categories of purchasing portfolio and supplier can be formed as shown in figure 2. Each category is
associated with its characteristics, objectives, and strategic actions to enhance upstream supply chain
resilience.

Relationship implication guidelines

Once sourcing strategies and approaches are defined for each purchasing portfolio segment, the
implementation action plans should be defined. The guidelines for relationship implementation in
humanitarian supply chain context consist of four main aspects. The first aspect is resource aspect, where
the guidelines should indicate responsible (or accountable/dedicated) person for building and fostering
relationships. A responsible person can be for each (strategic) supplier in the segment or for the entire
segment in other categories. Level of business engagement and business meeting with the suppliers should
be defined. Next is strategic planning aspect. Types of organisation plan and business transaction should
be defined for each (strategic) supplier or each segment. Also, the organisation should define what type
(and how deep) of information can be shared to the suppliers. Since the customer in humanitarian supply
chain context is either beneficiary or donor (Rucha and Abdallah, 2017), the third aspect is revised to
beneficiary/donor aspect. This is the aspect to collaborate with suppliers to align with requirements,
specifications, and expectations from beneficiaries and donors and to reduce supply risks. The last aspect
is measurement aspect. This is to develop standard supplier metrics that can be used to assess the
supplier’s performance. Figure 3 shows a summary of relationship implication guidelines for humanitarian
organisations. More details can be found in Banomyong et al. (2022).

Guidelines for business opportunities & requirements and performance metrics

Different types of business opportunities and performance metrics with suppliers in different categories can
briefly be explained in this sub-session. In non-critical category, business opportunities with suppliers can
be traditional transactions (or arm’s length transactions), where simple exchanges of commodities for
monetary gained are conducted (Keith et al., 2016). In the traditional transactions, developing relationships
between the humanitarian organisation and suppliers are not required. No contract or the PSA is also
required if no benefit is gained, or no risk is involved. Suppliers are just requested to deliver the agreed
amount of works such as one bag of construction cement, one hour of training programme delivered, and
one month lease. Payments in the form of cash, cheque, bank transfer, and so on can be made once the
transactions are completed (or in later time) (Keith et al., 2016). Basic information of commodity
specification, amounts requested, and preferred delivery options can be shared to the suppliers. Simple
delivery performances (e.g. delivery in-full and on-time (DIFOT) and commodity return rate) can be
employed to measure the supplier performances.
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Leverage Strategic

Characteristics: These commodities are of high impacts Characteristics: These commodities directly impact

on organisation performance, but the supply organisation performances and have high risks of supply

vulnerabilities are low. disruptions.

Sourcing strategies: Sourcing strategies:

- Utilising buying power through competitive - Establishing close relationships with suppliers
bidding and strong negotiation - Working together with suppliers to increase

preparedness and mitigate risks of supply disruptions
- Enhancing supply chain collaboration through
communication, information sharing, and knowledge
exchange
- Diversifying sources of supply in various locations to
increase supply chain flexibility and redundancy

- Exploiting purchasing through volume
consolidation

- Developing short-term contracts with multiple
suppliers to increase supply chain flexibility,
redundancy, and agility.
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Non-Critical Bottleneck
Characteristics: These commodities have low impacts Characteristics: These commodities have low impact on
on organisation performance and low risks of supply. organisation performance but acquiring and sourcing
Sourcing strategies: them are considerably challenging.
- Minimising administrative purchasing burden and Sourcing strategies:
costs - Considering the option of safety or spare stocks
- Achieving economies-of-scale purchase to reduce - Allocating resources to search for alternative
costs sources of supply and look for commodity

substitution to increase supply chain flexibility
and redundancy

Low High

Risks and Vulnerabilities of Supply

Figure 2: The purchasing portfolio segmentation for development aid agency
Source: adapted from Bhusiri ef al. (2021)
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Leverage

Strategic

Objective: To obtain cost savings and utilising purchasing power

Resource

Head of Department, Senior Buyer (category owners) play roles in
forming and fostering the relationships if necessary

Conducting annual business review meetings if necessary

Using cross-functional teams to strategise the organisation-wide
sourcing of certain categories at the lowest costs

Strategic planning

Developing organisational annual plaining to consolidate demands
and developing short-term contracts with multiple suppliers (if no
benefit can be gained from long-term agreement)

Sharing necessary information such as standard volume

Beneficiary/donor

Participation in the supplier’s commodity development and
substitution is notrequired

Performance metrics

Developing standard supplier metrics that can be used to assess
only the supplier’s performance such as discount rate

Objective: To obtain long-term relationshipsand growths with suppliers

Resource

Head of Department, Senior Buyers, Regional/Global Supply Chain
Management leaderships play critical roles in forming and
fostering the relationships

Conducting top-to-top meetings quarterly

Regularly visiting supplier plants and inviting suppliers to visit

Strategic planning

Developing extensive organisational annual (or longer) planning
and long-term agreement or framework with suppliers
Identifying and sharing supply risks and disruptions with suppliers
to be prepared for the worst

Beneficiary/donor

Involving suppliers with requirements on new (or changing)
commodity specifications to meet the needs

Performance metrics

Developing customised supplier metrics that can be used to assess
both parties (two-way metrics) such as efficiency related metrics

Non-Critical

Objective: To minimise organisational resources and remove unnecessary complexities

Resource

Staff, senior staff from procurement, finance, operation functions
execute the transactions

Strategic planning

Conducing traditional business transactions on transactional
planning and ad-hoc requests

Sharing transactional-related information to maintain distance
relationships

Beneficiary/donor

Participation in the supplier's commodity development and
substitution is not required

Performance metrics

Developing transactional supplier metrics depending on the
purpose of a certain transaction

Bottleneck

Objective: To secure supplies in a short-run while increasing supply chain flexibility in a long-run

Resource

Head of Department, Senior Buyers (category owners), National
leaderships play critical roles in forming and fostering the
relationships

Conducting business review meetings semi-annually and regular
in-depth discussions on specific aspects such as quality of
materials or technical requirements

Strategic planning

Developing organisational annual or semi-annual planning and
negotiating on long-term agreement, vendor-managed inventory
with suppliers

Sharing some strategic information such as demand planning

Beneficiary/donor

Collaborating with suppliers to change commodity specifications
or developing commodity substitutes to reduce supply risks

Performance metrics

Developing standard metrics that can be used to assess only the
supplier’s performance (one-way metric) such as lead time rate or
order fulfillment rate

>

Low High

Risks and Vulnerabilities of Supply

Figure 3: Relationship implication guidelines for humanitarian organisations
Source: adapted from Banomyong et al. (2022)

In the leverage category, the organisation can consider having short-term contracts with multiple (approved)
suppliers. More business and transaction information such as annual volume (or a part of it), preferred
prices and payment terms, preferred qualities, supplier code of conduct, compliance, and other
requirements can be shared to the supplier (Keith et al., 2016). The PSA according to above-mentioned
information can be developed for suppliers to follow. Long-term contracts with suppliers can be options if
cost reduction or risk reduction can be achieved. In this case, developing relationships with suppliers with
minimum resource allocation is required. Similarly, the transaction model is still the traditional one. Since
level of relationship is formed, additional performance metrics can also be defined such as discount rate
and satisfaction level. A supplier scorecard can be developed (de Sousa et al., 2020).

In the bottleneck category, for some types of commodities that are very complicated to be sourced, a
performance-based (or output-based) business model suggested by Keith et al. (2016) can be applied. This
is the model that supplier performances are measured by outputs or targets. In our case, the humanitarian
organisations target to achieve the supply consistency (without large investment as these are low important
commodities). The organisations can set the level of performances (or targets such as 98% order fulfilment
rate) in the long-term agreement or the PSA for suppliers to work out. Also, the organisations and suppliers
can agree to work on the collaborative projects such as vendor-managed inventory (VMI). Strong
relationships might be required as the suppliers need to allocate budgets for investment. Strategic
information to influence the target achievement such as demand & procurement planning, detailed process
and activities, beneficiary & donor requirements, commodity specifications, and common operational risks
needs to be shared with suppliers. Supplier performance metrics include order fulfilment rate, lead time
rate, safety stock level over time spanning, and occurrence of stockouts. Payment method can be similar
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to the traditional transactions with additional penalties applied when the targets are not met. Also, payment
can be made with proportional to the success rate.

In strategic category, the business models can be either the output-based model to ensure supply
consistency or the outcome-based model to fulfii missions, objectives, and goals of
projects/programmes/operations/organisations. These models seek strong collaboration between
humanitarian organisations and suppliers. Detailed operations, projects, programmes, and organisations
must be shared with suppliers along with demand projections, beneficiary & donor requirements, and supply
risk identifications. Large (and long-term) investments on strengthening relationships, information sharing,
and perhaps humanitarian supply chain preparedness from both parties are required. Strong collaboration
can lead to innovative solutions from suppliers (Keith et al., 2016) such as optimising and designing their
processes and plans for cost-efficiency, effectiveness, and responsiveness, extending their supply network
to mitigate supply risks, and commodity substitution to increase quality. Both parties need to develop (and
agree) the customised performance metrics that can be used to assess supplier performances such as
maintaining (or having better) order fulfilment rate at a lower cost, improving responsiveness, and reducing
lead times and the metrics that can assess both parties such as return on investment (ROI). Payment
method can be similar to the traditional transactions with additional incentives applied when the targets or
outcomes are met. Or payment can be made with proportional to the success rate.

Conclusions

Humanitarian supply chain operations have been operated with low upstream resiliency. These have led to
interrupted humanitarian supply chains and ultimately more suffering and decease of beneficiaries. These
have been due to a lack of the comprehensive SRM framework with a set of paramount strategic processes.
This paper adapted the SRM strategic processes from the well-known SRM approaches in the commercial
supply chain perspective and formed the SRM framework for humanitarian organisations to use as
guidelines to streamline and implement humanitarian sourcing strategies, action plans, processes, and
metrics for better relationship management with suppliers and more resilient upstream supply chain.
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