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[bookmark: _Toc215742709]Introduction
Strategy in organisations is key to drive success and direction, but is this being passed down throughout different areas within a business effectively? Sony UK Technology Centre, based in Pencoed, Wales, is a manufacturing site, producing both Sony camera products and contract manufacturing products. 
Sony has a strategic aim to improve the world through advancements in technology. A key focus within Sony Pencoed when doing this is through making innovative, high-quality products, whilst minimising environmental impact. As Sony is not a low-cost company, their aim is to leverage technology to stay competitive in the market. However, that does not mean that cost is not considered when making decisions, instead, value is a key factor that Sony considers. Sony UK Technology Centre also have a people-based strategy, encouraging professional and educational development. 
In the wider electronic and contract manufacturing market, there has been a strong growth in recent years, with a current global market size of US$580 billion, and a further growth rate expectancy of 6.8% annually (Tortoi, 2024). A driver behind this is increased complexity of electronics, meaning that more products are being outsourced to specialised companies to build due to the difficulty (Francis, 2025). 
The scope of this report is based on Sony UK Technology Centre, aiming to explore whether Sony’s procurement strategy adequately links to its overall business strategy through examining five key procurement areas: total cost of ownership, supplier relationship management, negotiation, sustainable procurement, and procurement performance measurements. 



[bookmark: _Toc215742710]Total Cost of Ownership
The Total Cost of Ownership refers to all the expenses that a business incurs when purchasing, implementing, or using a product or service. This is a strategic element of procurement, and encourages professionals to look beyond just the purchase price, to explore the other elements of cost that may be hidden, such as maintenance, repairs, quality, and lead time (Pipefy, 2024). Further examples can be seen in Figure 1.
[bookmark: _Toc215424879][bookmark: _Toc215742678][image: A diagram of iceberg with text

AI-generated content may be incorrect.]Figure 1: Total Cost of Ownership (Pipefy, 2024)

Within Sony, the way in which purchasing decisions are made differs depending on the scale of the item being purchased. Total cost of ownership is more thoroughly considered when making high value purchases such as new machinery to improve production lines. Nevertheless, total cost of ownership is also considered in the introduction phase of a new model, where various elements of regular parts ordering are evaluated through an advanced order meeting, including supplier’s delivery and quality history, price, supplier flexibility, minimum order quantities and projected customer, helping Sony to understand any inventory holding costs. If elements like quality were not taken into consideration when selecting suppliers, it would not only be Sony’s manufacturing that would be impacted, but it would also be their customers, whose experience of using Sony’s products would be negatively affected, highlighting the impact of businesses that select suppliers who sacrifice their quality for low prices. This links to Sony’s strategy for having high quality goods – Sony considers the value of a part, rather than just the cost as they would not sacrifice their reputation just to provide a lower price.
However, Sony only reviews this data when initially selecting suppliers - once the supplier is selected, Sony lacks frequency of reviewing their performance history. If Sony were to review their purchasing decisions more regularly, it would link more closely to their top-level strategy of being competitive within the market and suppling high quality products. However, until that time there seems to be a gap between their strategy and how that cascades into the total cost of ownership element of procurement.  










[bookmark: _Toc215742711]Supplier Relationship Management
Supplier relationship management is a key strategic function, extending beyond strategic sourcing, acting as a continuous improvement effort and helping organisations to build better relationships, maximising the value for both parties (Ideson, 2024).
The SAME framework, otherwise known as select, align, measure, and exchange, is a four stage plan that organisations can use when implementing supplier relationship management. This framework is in use in Sony, though the term is not currently well known. In Sony, the Kraljic Matrix is used to sort suppliers into four different categories based on their profit impact and supply risk, seen in Figure 2. 
[bookmark: _Toc215424880][bookmark: _Toc215742679][image: ]Figure 2: Kraljic Matrix (Overvest, 2025)

Within Sony, different strategies are applied to suppliers that fall under each category. The strategy that is applied to suppliers that fall under routine items involves minimal effort, where the main contact is typically sending purchase orders. In contrast to this, Sony will aim to create a partnership with suppliers who fall under the strategic category due to high impact on profit and supply. An example of a strategic partnership within Sony is with Raspberry Pi, who are both Sony’s supplier and customer. After various discussions, they identified a gap in the market for an AI camera product. However, neither party had the technology to develop this on their own, so they both worked to bring their separate technology developments together to create a new AI Camera product, Sony bringing an IMX500 image sensor and Raspberry Pi developing a microcontroller chip, highlighting how strategic partnerships utilise each other’s experience to jointly develop new, innovative projects (Shin, et al., 2019).
However, it is important to mention that the suppliers Sony classify as strategic may not always initially classify Sony as a strategic partner, which would mean it is a risk for Sony. An example of this within Sony was when Sony tried to start a partnership with a worldwide semi-conductor company. However, the volumes that Sony purchase from them do not compare in scale to some of their other buyers. Sony managed to combat this through making the supplier aware of how Sony’s strategic goals align to theirs, which in this case was sustainability - Sony appealed to the semi-conductor supplier through offering to work with them to help them meet their own sustainability goals, moving Sony from just a buyer to a partner (Zhao, 2025). 
Another element to consider in supplier relationship management is supplier selection. In Sony, suppliers must be green partner certified before Sony conducts business with them. This is a Sony-own certification which explores various aspects of the supplier’s business, such as environmental standards, controlling what materials are used in production, and examination of the entire supply chain, i.e., where the supplier sources materials. Only suppliers who can prove they meet every element of this certification can then proceed into business with Sony, which is audited on a minor scale annually, and a majorly every three years. When a major audit is due, the supplier must re-fill out Sony’s green partner documentation, and once complete, Sony’s auditors visit the supplier and extensively check that what is in the documentation matches what is happening within the business. 
This supplier management strategy links very closely with Sony’s overall strategy of being environmentally friendly, proving that this aim is clear and carried out throughout the business. However, for other businesses there can be barriers in place that may stop them undertaking supplier relationship management, such as data fragmentation, or lack of clear direction – if there is not a strong, clear strategy within business, procurement may struggle to understand which suppliers to categorise as strategic, or who to build a partnership with (Gren, 2025). 


[bookmark: _Toc215742712]Procurement Negotiation Strategies
Effective negotiation strategies play a crucial role within supplier relationships and are essential for businesses who wish to have a competitive advantage (Cooper, 2024). There are many strategies a business can have, each of these have their own strengths and weaknesses, and the approach a business uses will differ depending on the item they are negotiating for (Gibson, 2025). More detail of these strategies can be seen in figure 3.

[bookmark: _Toc215424881][bookmark: _Toc215742680]Figure 3: Negotiation Styles (Gibson, 2025)
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The tactic Sony professionals use is mainly the collaborative strategy, which is based on the belief that both parties can win simultaneously - it is about building trust and working together to find the right solution (Mirra, 2025).
In addition to the above, Sony aims to use a cost down, value add approach, where Sony works with their suppliers to shift the focus from just short term to a long term approach where overall cost optimisation is delivered through improved quality, efficiency and innovation (Finio & Downie, 2025). This approach is more typically used with their strategic partnerships, but the concept of the cost down, value add approach is evident in all their negotiations.

Furthermore, in Sony’s procurement department, there is a dual-strategy tactic in place. Sony’s procurement team has two sections – the first is the sourcing team who are the more strategic side of procurement, responsible for fostering partnerships with suppliers, the introduction of new suppliers, and looking at the longer-term ways to improve procurement. The second department within procurement is purchasing, whose main role is to do the everyday operational side of procurement, such as placing purchase orders or chasing up any overdue orders, mainly dealing with the routine and leverage items of the Kraljic Matrix. Both subsets of procurement are closely interlinked, yet the strategies each use are not the same due to their end goals and functions being different (Schiele, 2019). 
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AI-generated content may be incorrect.]For more context on how a negotiation takes place within Sony, the steps that Sony prepares for in each negotiation is seen in Figure 4.  [bookmark: _Toc215424882][bookmark: _Toc215742681]Figure 4: Negotiation Plan (Sony UK Technology Centre, 2024)


Reflecting on Sony’s top-level strategy to make innovative, high-quality products, it is evident that these strategic goals are carried out in their procurement department, through the cost down value-added approach. In addition to this, Sony’s strong culture of learning and development is evident within their procurement teams, who regularly attend negotiation training courses to ensure each member is adequately trained and comfortable when negotiating. 


[bookmark: _Toc215742713]Sustainable Procurement
In recent years, the drive for businesses to adopt a sustainable approach has increased, with many companies integrating sustainability efforts into their core operations (Rotondo & Chow, 2025). The triple bottom line theory which has become popular in recent years explores how the three dimensions of sustainability - economic, social, and environmental, has increased the importance of societal and sustainability efforts on consumers, pushing businesses to record not only their financial performance but also what they are doing to reduce their impact on the environment and improve their impact on society (Miller, 2020). A study by IBM concluded that more than half of consumers say that would pay premium for products that were made sustainably, highlighting the importance of sustainability in recent years (Haller, et al., 2022). 
Within Sony, sustainability is a key strategic objective, proved through achieving the ISO14001 accreditation. In procurement, this objective is passed down through the green partner accreditation scheme, where Sony will only partake in business with suppliers who can prove they share the same values for bettering the environment and operating in a sustainable manner. If a supplier fails to meet this requirement, Sony will aim to work with them to highlight areas of their operations that could be made more sustainable which would enable Sony to work with them.
To further show how Sony values sustainability, in 2024 they held their first supplier conference which had a focus on sustainability. Each supplier that attended the conference had the opportunity to apply for a ‘Most Sustainable’ award, where each supplier highlighted their sustainability efforts. The supplier whose efforts were deemed to be most sustainable and in line with Sony’s core environmental commitments were awarded, recognising their efforts, encouraging suppliers to put effort into their sustainability goals. 
In addition to the above, a conscious effort to reduce the use of single use plastics within Sony’s supply chain has been made, where now many suppliers send their products to Sony in a re-usable container. When Sony has decanted this product, the containers are sent back to the supplier who can reuse this and send it back to Sony and so on. It is important to tackle single use plastics in businesses now more than ever as only 9% of plastic waste is recycled, causing an increasingly damaging impact on the environment (OECD, 2022).   
In the context of Sony’s overall strategy, their sustainable procurement efforts show a clear link between high level strategy and procurement strategy, evident through their ISO achievement, and green partner scheme. Nevertheless, there are further elements Sony could adopt to strengthen their sustainability efforts such as implementing a full circular economy manufacturing approach or working towards further sustainability certifications like ISO20400, which focuses specifically on the supply chain aspect of businesses, and would involve audits, and specific workshops for employees to re-enforce the importance of sustainability, particularly in procurement (Safdie, 2024).


















[bookmark: _Toc215742714]Procurement Performance Measurement Systems
The next important strategic procurement element within an organisation is implementing performance measurement systems – it is one of the most effective ways to evaluate both internal and suppliers' performance (Golobrodska, 2024). However, organisations often only implement performance management systems that directly link to their high-level strategies, frequently overlooking other metrics, leading to gaps in information and knowledge (Micheli & Mura, 2017). For example, if a businesses objective were to increase market share, a performance measurement may be to track the number of new customers acquired monthly. However, they could fail to look at the new customer’s reviews of the products or return rates, highlighting that even if businesses measure key performance metrics, they may fail to gather comprehensive data of surrounding metrics that may benefit them in the future.
The correct use of a range of key performance measurements enables companies to track how they are performing in a range of areas and identify any elements which require improvements to bring in line with company objectives. Examples of procurement key performance indicators are in figure 5.[bookmark: _Toc215424883][bookmark: _Toc215742682]Figure 5: Procurement Key Performance Indicators (Golobrodska, 2024)
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In Sony, many of these performance metrics are in place such as cost reductions, supplier defect rates, as well as on time in full deliveries. However, these are all currently tracked and maintained manually, often rending this data unreliable and inaccurate. This could be considered a key area of improvement within Sony. Over the next few years, when Sony’s ERP system goes through an upgrade, a suggestion would be to expand the scope of the project to implement a procurement module which can record such data automatically.
Though, in the meantime, Sony procurement members are working on ways to measure this – a supplier scorecard system is in development, which would enable the tracking of various elements such as price changes (how often and the extent), product quality (reject rate, responsiveness), and on time deliveries, just to name a few. This will enable Sony to make accurate data-driven decisions to make smarter procurement choices in the future, rather than relying on memory with no real data to back it up (Rai, 2025).
In summary, there are various performance metrics used in Sony UK Technology centre, though they are currently manual and inefficient, widening the gap between Sony’s high-level strategy and how this is implemented in procurement. On the other hand, it is positive that team members have identified this as an area for improvement already and are working on ways to improve the situation through the implementation of dashboards until the possible upgrade and expansion of the ERP system in use. 



[bookmark: _Toc215742715]Conclusion 
To summarise, a business benefits when there are clear strategic goals in place, that are effectively communicated and implemented throughout the business. There are many ways a business can evaluate whether its high-level strategy cascades effectively throughout the business into the supply chain, some ways of how it is demonstrated in the procurement function have been explored in this report. 
Ultimately, it is evident that Sony’s top level strategy cascades clearly down throughout the business and into their procurement strategy. From their negotiation strategies to sustainability in the supply chain, each clearly demonstrate a strong understanding of overall business strategy. All that considered, some areas of procurement do have a weaker link to high level strategy than others, such as their procurement performance measurement systems. 
[bookmark: _Toc215742716]Key Recommendations
Moving forward, for Sony to improve the link between procurement and top-level strategy, they should implement more regular supplier reviews, examining delivery performance in terms of both timeliness and quality to further advance partnership and continuous improvement.
They should also aim to automate the way in which key performance measurements are recorded to improve the quality and reliability of the data they share. 
By making these tweaks to their procurement division, their departmental strategy will more closely align to overall business strategy, enabling Sony to remain competitive in this ever-evolving, complex technology market.
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