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Introduction
This report on procurement strategies will be looking at how the effectiveness of procurement functions relies heavily on critical strategic areas such as cost management, supplier relationship management, negotiation capabilities, sustainable procurement and procurement performance measurement. We will be exploring how businesses manage the supplier relationships, how corporate strategy is used to drive procurement strategy, how this then effects the negation strategy and process, how organisations measure procurement performance and how sustainable procurement policies are managed.
As the report moves through these key areas we will look at how these relate to Tata Steel UK, as such there will be references to the corporate strategy of Tata steel UK. At Tata Steel UK the current business objective is to have the various customer facing down-stream operations become one of the leading suppliers within their operating markets, such as;
	Division
	Market

	Colors & Building Systems (Shotton)
	Construction

	Automotive steels (Llanwern)
	Automotive

	Tubes (Corby & Hartlepool)
	Engineering and energy tubes and pipes

	Packaging (Trostre)
	Packaging industry


Table 1 – Tata Steel Uk divisions and Markets
To do this Tata Steel UK’s corporate strategy is to make high quality steel products, creating unique, high-value products and investing in low-carbon steelmaking technology. Some other key aspects of the strategy include;
· Market Differentiation: Maximizing sales of differentiated products and services that few others can offer, which requires close collaboration with customers and suppliers to develop new, innovative solutions.
· Sustainability and Decarbonization, investing in low-carbon technologies and conducting research into new manufacturing and product technologies to improve the sustainability of steel throughout its lifecycle. Focusing on research into EAF technology, scrap-intensive products, and improving the UK's recycled steel supply chain.
· Customer and supplier Partnerships: Working closely with customers and suppliers to understand their needs and develop new products and services to help them succeed in their markets.
· Corporate Responsibility: Maintaining a strong commitment to health and safety, and engaging in responsible practices that support the well-being of local communities and the environment.
· Collaboration with Government: Working with the government to create a clear, long-term strategy for the steel sector, which includes attracting investment and creating a competitive business environment.
In creating this report I have received guidance, teachings and learning material from Dr Moutushi Tanha and Chris Wyatt, I have also had summarised procurement process of Tata Steel UK provided to me from the central procurement team and additional research and resources provided by an AI search.
Organization’s procurement professionals’ negotiation strategies.
Procurement strategy
Long before any negotiations take place the procurement team will need to plan their procurement strategy, this is a business’s long-term plan for acquiring goods and services in a way that maximises value, manages risk and supports overall business objectives. It guides how suppliers are selected, how spend is managed, and how negotiations and contracts are approached, a good procurement strategy should be driven by the organisations own business strategy and layout from the offset clear objectives and targets, such as cost reduction, quality improvement, innovation, sustainability, or supply security. These objectives determine priorities during supplier selection and negotiations (Lasso 2025).
The aspects of Tata Steel Uk’s corporate strategy mentioned in the introduction have driven Tata Steel UK’s procurement strategy into looking to create long standing business partnerships with it’s business critical suppliers and ensure that the process, strategies and values of these suppliers align with Tata Steel UK. As such before any negotiations take place around supplier contracts, tendering suppliers must be vetted and approved for the Tata Steel UK “Approved supplier list”. This process of approval is handled by a central team, based in the head office in Port Talbot, once approved general requisition of goods and services can be handled by the local purchasing teams at the various operational hubs as and when required.
The advantage of this system is that it keeps the high level negotiations of contracts, prices and reviews centralised and the day-to-day purchasing and requisitioning of operational hubs separate meaning more focus and time can be allocated to the tasks. Unfortunately though this process does have at least one major draw back which is in a direct contradiction to one of Tata Steel UK’s key corporate strategy values, Tata Steel UK prides itself in working closely with and supporting the local communities of it’s operational hubs, with having a centralised procurement hub vetting suppliers before being able to work with Tata Steel UK this can provide a major hurdle for small independent local business being able to tender for working with and supplying a Tata Steel UK operational hub. These local business could also provide the operational hubs with better service levels and cost management if approved, but the amount of resource, effort and time required just to be approved put off most from applying and as such Tata Steel UK tends to work more with larger nationwide suppliers usually at an increase to overall cost.
How procurement strategy guides negotiations
Once a good operational and procurement strategy has been formed then procurement functions can start to develop their negotiation strategies in-line. The procurement objectives should follow what has been set out as business objectives and so the negotiation goals should also align with procurement objectives. Strategic negotiation is not just about short-term savings but building long-term partnerships. A procurement strategy provides a framework so that negotiators can use proven tactics that align with the strategy’s goals. Skill-development and training should be part of strategy so that procurement professionals and negotiation capability improves over time. (Skill Dynamics 2025)
A core part of procurement strategy is supplier segmentation. For example, using the Kraljic Matrix or another AHP (Analytic Hierarchy Process) helps you classify suppliers by risk and importance to the operations . Depending on the segment, the  negotiation strategy will differ, for strategic or business critical suppliers, procurement functions might focus on creating long-term partnerships for collaboration, innovation, and risk sharing. For the more leveraged or commodity suppliers, organisations might emphasize a strategy that is centred more around price competition, although these may also have an element of strategy around them as strategy-driven negotiation might commit to higher volumes or longer-term contracts in return for better terms. This commitment can give businesses stronger bargaining power, especially if such volume makes the deal attractive to the supplier.
Overall a good procurement and negotiation strategy should be focused on total value, not just price, procurement strategy usually emphasizes total cost of ownership rather than just unit price. Negotiations guided by this strategy should therefore explore value beyond price (e.g., service, lead times, warranties, payment terms), by negotiating on multiple dimensions, you can trade off in less critical areas with a view to gain more in strategic ones.
Finally negotiation and procurement strategies should always have review periods and audit processes. After negotiation, review what went well, where value was created, or risk wasn’t mitigated, and update future strategy. Compile data throughout the process from internal functions, supplier interactions and reviews and gather market research, this intelligence helps negotiators know supplier cost structures, market benchmarks and leverage points. This continuous improvement helps refine both strategy and aids future negotiations (Oxford 2025).
In Summary here are the key aspects for procurement and negotiation strategies;
	Key component
	Summary

	Strategic coherence
	Without strategy, negotiations can be short-sighted by focusing only on price and miss larger value.

	Leverage & power
	Knowing your segmentation and alternatives gives real leverage during negotiation.

	Long-term vs short-term
	Strategy ensures procurement doesn’t just deliver immediate cost savings, but contributes to long-term business goals

	Risk mitigation
	A strategic view ensures contracts include risk management, not just the cheapest price.

	Efficiency & repeatability
	With a strategy, you can build negotiation capabilities and processes that scale.


Table 2 – Summary of negotiation strategy 
Tata Stell UK has a very strong, secure and long standing negotiation strategy based around creating long standing partnerships with business critical key suppliers whilst maintaining small transactional based contracts with various suppliers of commodity resources. This keeps the key suppliers aligned with the main driver of quality products being supplied in sustainable way on tight lead times and enables collaboration on future innovations around products and processes. Although these key suppliers may hold the power on cost management for Tata Steel UK, the procurement professionals can look to cost saving exercises on more commodity purchases by opening the market to multiple suppliers in this field.

SAME framework for explaining supplier relationship management
What is Supplier Relationship Management (SRM)
Supplier Relationship Management (SRM) is critically important because it enhances a business’s ability to achieve long-term value, reduce risk to the supply chain and improve the overall supply chain performance. Effective SRM promotes collaboration and trust, which in turn enables organisations and suppliers to jointly innovate, reduce costs and enhance efficiency, because it shifts supplier relations from a purely basic transactional partnership into strong strategic partnerships and in doing so this can deliver multiple business benefits (Cummins, T 2023).
Effective SRM enhances risk management, giving companies better visibility into potential disruptions, and enabling proactive mitigation of supply-chain risks. By nurturing these strong relationships, companies can achieve cost savings not just through the negation process but also through improved processes, better collaboration, and shared efficiencies.
SRM is also becoming increasingly important for managing ethical, environmental, and regulatory risks. SRM can enhance sustainability and ethical performance, by closely engaging with their suppliers, companies can push forward their own environmental standards, ethical labour practices, and regulatory compliance and make them a part of the initial procurement process. (Larkin, R 2024).
Quality is another key area, through continuous improvement, performance monitoring and joint problem-solving, supplier quality can improve and in turn can have the knock on effect of reducing defects and enhancing reliability. Additionally, SRM helps companies increase resilience and supply-chain continuity, especially during disruptions, because trusted supplier relationships mean faster responses and stronger contingency planning. 
Finally, good SRM gives firms a competitive advantage — they become a “customer of choice” for strategic suppliers, which can lead to preferential treatment, early access to innovation and better long-term value. Which can also lead to further innovation and as such suppliers become more willing to contribute ideas, collaborate on product development, and share market insights (Francis, A 2024). 

SAME Framework and applying to the SRM
The SAME framework provides a simple but useful structure for analysing or explaining plans by moving progressively from identifying the Situation, defining the Approach to be taken, implementing a Method to be executed and conducting an Evaluation of the processes. It is widely used in education, management, and reflective practice to ensure transparency, consistency, and completeness in analysis of the processes (Nødskov, N 2024). We can apply the framework to an SRM as follows;
· Situation – Companies are facing significant risks such as supply disruptions, quality failures, cost unpredictability and regulatory pressures. SRM’s are described as “a critical function … because good relationships with vendors can lead to better prices, better planning, better responses to adverse events and less risk in operations and supply chains.” (Jenkins, A 2022) Combined this leads us to the situation summarised as, that companies must move beyond transactional supplier relationships and build strategic partnerships in order to remain competitive, consistent, resilient and value-driven.
· Approach - The strategic approach to SRM involves segmenting suppliers, aligning supplier relationships with business objectives, and developing collaborative models rather than purely adversarial or cost-driven vendor management. So an SRM should involve “thinking about what you prefer from your own customers and delivering the same thing to your vendors”. Whilst also emphasising the value of building trust, open communication, long-term partnerships and supplier-involved innovation. So the approach should be to treat key suppliers as partners, prioritise them according to value and risk, set mutual goals and embed them into the business strategy.
· Method - This is about the tools, processes and practices that are to be used to implement SRM process. Initially by profiling suppliers and segregating them into which suppliers are strategic Vs routine suppliers. Moving onto establishing performance measurements such as KPIs, scorecards, regular reviews, shared forecasting and how the will be tracked and communicated including regular meetings, early warning mechanisms for disruptions and the use of available technologies, like SRM platforms and dashboards, for real-time visibility and data analysis.
· Evaluation - Assesses whether the SRM activities that have been outlined in the steps previously have been carried out and are delivering desired outcomes. Scoring metrics are to be agreed upon by all parties involved and regular review periods outlined as in the method process. Also within the evaluation steps can be taken at looking how to improve and expand the SRM process and develop new avenues within the relationship.
All of the above can be summarised as;
	Phase
	Key Focus

	Situation
	Complex supply chains, rising risks, need for strategic relationships

	Approach
	Partnering with key suppliers, aligning with business goals

	Method
	Segmentation, KPIs, communication, collaboration, tools

	Evaluation
	Measure results, review method & refine approach


Table 3 – Summary of SAME framework for SRM
Application within Tata Steel UK
As previously discussed, Tata Steel UK’s strategic focus is on providing quality products from it’s down-stream customer facing operations, as such creating strong supply chain partnerships with the vetted preferred suppliers is key. This has brought about a more reliable and steady supply chain as suppliers to Tata Steel not only see the financial benefit of having such large contracts but also feel valued as Tata Steel relies on the expertise of the suppliers knowledge in their field representing a key part of the innovation and development of new products and processes and put more effort into managing and communicating with Tata Steel UK.
Whilst the partnerships have many advantages the main draw back after creating these key contracts is that after many years of working and developing the supply chain relations Tata Steel UK is heavily reliant on some very business critical suppliers. As such they are very unlikely to want to move away from these suppliers and develop new relationships with other suppliers in the field, this has shifted the power more towards the supplier which has seen an increase in cost. Whilst cost management is not the driving factor in forging supply chains with business critical suppliers for Tata Steel UK, all procurement activities should be looking for opportunities to reduce overall spend. So as the power has shifted with these high-level supply chain relationships, other areas of procurement for more commodity level items has been pushed down the route sourcing the cheapest option which has led to quality and delivery difficulties within the supply chain.
Evaluating Suppliers is done at a local operational hub level and only on key suppliers that provide business critical supplies. The evaluation is on quite generic and basic scoring system around the delivery performance, quality standard and resolution time of defects reported. These scores are then fed into the SAP ERP and collated for central procurement to follow up on. As discussed previously with the balance of power for key suppliers relationships swaying more towards the suppliers having the power, whilst this data is being recorded as long as there isn’t any major flaws in the relationship there does not seem to be much change made to contract status. Most issues between supplier and Tata Steel Uk are dealt with and resolved by the operational hubs local teams. 

Sustainable Procurement and sustainable procurement policy.
Sustainable Procurement.
This refers to the process of procurement departments sourcing suppliers to provide goods or services by not only looking solely at the price of the item, but also looking at the way these suppliers can minimise the environmental harm, support positive social results and delivers long-term economic value or as it is known the full life-cycle of these purchases. The full life-cycle could include aspects such as carbon emissions, resource use, disposal, labour standards and ethical practices across supply chains.
Governments and international bodies increasingly promote sustainable procurement as a tool to drive environmental protection and responsible business behaviour, encouraging buyers to embed circular economy principles, reduce waste, and prioritise socially responsible suppliers.
Tata Steel Uk Responsible procurement policy
Tata Steel Uk has built itself a responsible procurement policy which can be publicly found online (TSUK, 2024). In summary Tata Steel UK policy framework that outlines its commitments to people, customers, communities and the environment. Central to this framework is its Sustainability Policy, aligned with the values of its parent company, Tata Steel Limited. This policy commits Tata Steel UK to sustainable development across its products, services and operations, supported by a range of policies, standards, codes and guidelines.
The Responsible Procurement Policy details how Tata Steel UK applies its sustainability commitments throughout its supply chain. It incorporates the OECD Guidelines for Multinational Enterprises to ensure transparency, legal compliance, minimum standards and continuous improvement. The policy requires ongoing evaluation of suppliers and encourages them to adopt the same sustainability values.
Tata Steel UK expects all supply chain partners including contractors, consultants and business partners to follow key sustainability principles:
· Health and Safety: Protecting workers and local communities.
· Fair Business Practices: Following the Tata Code of Conduct and Tata Steel UK’s Modern Slavery Policy.
· Environmental Protection: Managing and reducing environmental impacts.
· Human Rights & Modern Slavery: Upholding human rights and ensuring these standards across supply chains.
· Local Community Development: Contributing to community wellbeing and development.
Overall, Tata Steel UK emphasises collaboration with its supply chain to promote responsible and sustainable business practices.
Total Cost of Ownership (TCO)
TCO is a financial approach to the understanding and determining the full cost of purchases of goods or services, by looking not only at the price of purchases but also associated costs over the whole life cycle. TCO looks at the bigger picture of all direct and indirect costs associated through aspects such as installation, training, energy use, repairs, maintenance, etc. TCO can aid the strategic decisions around setting up supplier contracts or ad-hoc purchases by identifying to procurement teams what parts of the process have more value and what sections have less importance. The five main steps to form a good TCO are;
· Determine desired benefits of TCO - Identify what is being purchased, how it will be used, and the time period over which costs will be assessed. This sets clear boundaries for the TCO analysis.
· Form a team to work on TCO analysis – Should include as a minimum members from procurement, users, technical experts, finance and any other relevant departments to the purchase. A lead should by put in place, possibly a top management sponsor, to keep the team on track and aimed at the goals set in step one.
· Identify relevant costs and gather data -   List all relevant costs across the life cycle—such as acquisition, installation, operation, maintenance, training, downtime, end-of-life disposal, etc. Gather accurate cost information from suppliers, internal departments, historical data, and market benchmarks to quantify each cost component.
· Fine-tune the TCO analysis, including sensitivity analysis - Add all costs (direct and indirect) across the defined timeframe. Compare different options or suppliers using the full life-cycle cost, not just the purchase price. Interpret the results to support procurement decisions. If some costs are estimates or cost ranges then sensitivity analysis using various estimates or points within the range should be carried out to see how fluctuations within the estimate or range effect the final outcome. Choose the option that delivers the best long-term value, and use insights to negotiate, manage suppliers, or improve future purchases.
· Present recommendations to top management. – Present the findings and outcomes for a selection of supplies or alternatives, which should include the quantitative results of the TCO analysis and the variations picked up in the sensitivity analysis. Ending on the teams final recommendation.
As with all aspects of procurement once completed the team should set evaluation and review periods to assess the outcome not only for the current project but also learnings for future projects.
Unfortunately due to the sensitive nature of cost and supplier information I was unable to obtain any data to perform an analysis of Tata Steel UK’s suppliers.
Conclusion
In my opinion procurement strategy should be one of the key corner stones of any business or organisations operation, whether the operation is large or small having business strategy and procurement strategy clear and aligned means that all aspects and legs of the business will be moving in the same direction towards the overall goal. By having a clear view for procurement it can help teams identify strengths within supply chain to build a core around, weaknesses that need more attention or change, opportunities to enhance procurement links and develop better supplier relations and threats or risks for future that can be strengthened or managed before problems arise.
Within my own organisation it is very impressive how a large scale business such as Tata Steel UK has grown very strong supplier relationships and developed mutual working contracts that aid strong and reliable supply chains and also promote innovation between the operational hubs and suppliers on developing new products and improving others. Whilst the structure is very good I do feel that as a large organisation having some hurdles or factors within the supplier approval process done centrally, they have alienated some brilliant small scale local independent supplier opportunities as the process may seem to consume many of the small business resources and time in just applying. My recommendation for this would be to see if they could allow some of the application process to be performed or aided by local procurement teams at the operational hubs to aid the local community suppliers get their foot in the door. 
Another issue has been around the reduction in quality levels of some of the commodity products purchased by Tata Steel UK, as business critical suppliers hold the majority of the power in the relationship it has seen price increases with these suppliers, as Tata is heavily reliant on these partnerships the business has had to take the hit on cost, to balance this out sourcing commodity products focus has shifted to more cost reduction over quality. Overall though it can be seen that, with the success recorded on the supplier performance review database, Tata Steel UK procurement and supply chain partnerships are performing very well.
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