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Introduction

Fewer than 1 out of every 5 businesses has an 
effective supplier quality management strategy, 
according to LNS Research. And additionally, those 
that do have an effective strategy, have a 16 
percent lower cost of poor quality (COPQ).1

In addition to increasing costs, poor supplier 
quality management has the potential to introduce 
substandard products into the supply chain. This 
can lead to post-market patient/customer injury, 
damage to the brand, and regulatory attention. 

Given the complexities of organizations today, 
there are multiple points of interactions between 
them and their suppliers, from product 
development to manufacturing and distribution to 
their end customers. These interactions are critical 
to delivering on the key business imperatives as 
well as maintaining the health of an organization. 
Risks that emerge and evolve would need to be 
understood as well as controls put in place to 
manage / mitigate those risks. Anticipating 
disruptions to the supply chain is key to driving 
efficiency in the value chain. 

In this eBook we discuss key imperatives to ensure 
effective supplier quality management. We also 
discuss why supplier data quality is critical to an 
effective and efficient procurement workflow. 
Additionally, we review the challenges Life 
Sciences organizations face to ensure supplier 
quality management is optimized. And finally, we 
review the key elements to moving supplier quality 
management to a digital transformation by 
incorporating innovative technologies, talent, and 
processes to improve operations of the business 
and ensure customer satisfaction. 
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■ 5 Imperatives of Effective Supplier
Quality Management

■ The Importance of Good Data in
Supplier Quality Management and
How to Improve It

■ Key Challenges Impacting the
Optimization of Supplier Quality
Management

■ Key Elements of a Digital
Transformation of Supplier Quality
Management



DĂŶĂŐŝŶŐ ^��ZƐ ŝŶ ƚŚĞ YD^ ĂůůŽǁƐ ĨŽƌ ƚŚĞ 
ƚƌĂĐŬŝŶŐ ŽĨ ĐŽŵŵƵŶŝĐĂƚŝŽŶƐ ƐŽ ƚŚĂƚ ƚŚĞ ƋƵĂůŝƚǇ 
ƚĞĂŵ ĚŽĞƐŶ͛ƚ ŚĂǀĞ ƚŽ ƐŽƌƚ ƚŚƌŽƵŐŚ ĞŵĂŝů 
ƚŚƌĞĂĚƐ ƚŚĂƚ ŵŝŐŚƚ ďĞ ŽƵƚĚĂƚĞĚ͘ dŚĞ ĞŶƚŝƌĞ 
ƚĞĂŵ ĐĂŶ ĞĨĨŽƌƚůĞƐƐůǇ ƐĞĞ ƚĂƐŬƐ͕ ƐƚĂƚƵƐ͕ ĂŶĚ 
ĨƵƚƵƌĞ ƐƚĞƉƐ͘2

2. Conduct Supplier Audits
�Ŷ ĞĨĨĞĐƚŝǀĞ ĂŶĚ ƉƌŽĂĐƚŝǀĞ ǁĂǇ ƚŽ ĞŶƐƵƌĞ
ƐƵƉƉůŝĞƌ ƋƵĂůŝƚǇ ĐŽŶƚƌŽů ŝƐ ƚŚƌŽƵŐŚ Ă ^ƵƉƉůŝĞƌ
�ƵĚŝƚ͘ �ŽŝŶŐ ƚŚŝƐ ƉĞƌŝŽĚŝĐĂůůǇ ĂƐƐŝƐƚƐ ŝŶ ǀĞƌŝĨǇŝŶŐ
ƚŚĂƚ ƐƵƉƉůŝĞƌ͛Ɛ ƉƌĂĐƚŝĐĞƐ ĂůŝŐŶ ǁŝƚŚ ƚŚĞ
ŽƌŐĂŶŝǌĂƚŝŽŶƐ ƉƵƌĐŚĂƐŝŶŐ ƌĞƋƵŝƌĞŵĞŶƚƐ͘

dŚĞƐĞ ĂƵĚŝƚƐ ĐĂŶ ďĞ ƵƐĞĚ ƚŽ ĞŶƐƵƌĞ ƚŚĞ ƐƵƉƉůŝĞƌƐ 
ŚĂǀĞ ĐŽŵƉƌĞŚĞŶƐŝǀĞ ƋƵĂůŝƚǇ͕ ĐŽŵƉůŝĂŶĐĞ ĂŶĚ 
ƐĂĨĞƚǇ ƉƌŽŐƌĂŵƐ ŝŶ ƉůĂĐĞ͘ dŚŝƐ ĂƵĚŝƚŝŶŐ ƉƌŽĐĞƐƐ 
ƚŽ ƋƵĂůŝƚǇ ĐŚĞĐŬ ƚŚĞ ƐƵƉƉůŝĞƌ ĂŐĂŝŶƐƚ ŶŽŶͲ 
ĐŽŶĨŽƌŵĂŶĐĞƐ ƐŚŽƵůĚ ĐŽǀĞƌ ŵĂŶƵĨĂĐƚƵƌŝŶŐ͕ 
ƋƵĂůŝƚǇ͕ ƐĞƌǀŝĐĞ ƉƌŽǀŝƐŝŽŶŝŶŐ͕ ĂŶĚ ĐŽŵƉůŝĂŶĐĞ͘ 
dŚĞƐĞ ĂƵĚŝƚƐ ĐĂŶ ĚĞƚĞĐƚ ĂƌĞĂƐ ĨŽƌ ŝŵƉƌŽǀĞŵĞŶƚ 
ĂŶĚ ĂƐƐŝƐƚ ŽƌŐĂŶŝǌĂƚŝŽŶƐ ƚŽ ĚĞƚĞƌŵŝŶĞ ĐŽƌƌĞĐƚŝǀĞ 
ĂĐƚŝŽŶƐ͕ ƌĞƐƉŽŶƐĞ ĂŶĚ ƌĞƐŽůƵƚŝŽŶ ƉƌŽĐĞƐƐĞƐ͘

� ƌŝƐŬͲďĂƐĞĚ ĂƉƉƌŽĂĐŚ ƚŽ ĂƵĚŝƚŝŶŐ ƐƵƉƉůŝĞƌƐ ǁŝůů 
ĞŶƐƵƌĞ ƚŚĂƚ ƚŚĞ ŚŝŐŚ ƌŝƐŬ ƐƵƉƉůŝĞƌƐ ĂƌĞ 
ŵŽŶŝƚŽƌĞĚ ĐůŽƐĞůǇ͘  DŽŶŝƚŽƌŝŶŐ ƚŚĞ ƌĞƐƵůƚƐ ŽĨ ƚŚĞ 
ƐƵƉƉůŝĞƌ ĂƵĚŝƚƐ ĂŶĚ ƵƐŝŶŐ ƚŚĞ ĚĂƚĂ ƚŽ ƉƌŽĂĐƚŝǀĞůǇ 
ƌĞĚƵĐĞ ƌŝƐŬƐ ĂĐƌŽƐƐ ƐŝŵŝůĂƌ ƐƵƉƉůŝĞƌƐ ĂƐ ǁĞůů ĂƐ 
ŝŵƉƌŽǀĞ ƚŚĞ ĂƵĚŝƚ ƉƌŽĐĞƐƐ ŝƚƐĞůĨ ŝƐ ĐƌŝƚŝĐĂů ĨŽƌ 
ŽƌŐĂŶŝǌĂƚŝŽŶƐ ƚŽ ŵĂŶĂŐĞ ƚŚĞŝƌ ƐƵƉƉůŝĞƌƐ 
ĞĨĨĞĐƚŝǀĞůǇ͘ hƐŝŶŐ ƉƌĞǀŝŽƵƐ ĂƵĚŝƚ ƌĞƐƵůƚƐ ƚŽ ĚƌŝǀĞ 
ĂŶĚ ĚĞĨŝŶĞ ƚŚĞ ƐĐŽƉĞ ŽĨ ĨƵƚƵƌĞ ĂƵĚŝƚƐ ŝƐ ĂůƐŽ 
ďĞŶĞĨŝĐŝĂů ƚŽ ĚĞĐƌĞĂƐĞ ƚŚĞ ůŽĂĚ ŽŶ ƚŚĞ ĂƵĚŝƚ 
ŐƌŽƵƉ ĂƐ ǁĞůů ĂƐ ĨŽĐƵƐ ŽŶ ƐƵƉƉůŝĞƌƐ ƚŚĂƚ ƉƌĞƐĞŶƚ 
ŵŽƌĞ ƌŝƐŬƐ͘ 
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5 Imperatives of Effective Supplier 
Quality Management
Key Areas to Focus on to Improve Supplier Quality 
Management

1. Document Management
A critical task when it comes to managing supplier
quality is document management.  A breakdown in
this area can lead to costly outcomes. A digital
quality management system (QMS) is crucial to
bringing all of the key documents together
including certifications, specifications, supplier
quality agreements, and supplier corrective action
requests (SCAR).

Having all of a supplier’s documentation in one 
system allows for a quick viewing of documents / 
information and enables faster decision making. 
This allows the organization to immediately 
establish whether suppliers meet company 
standards and other agreed upon specifications. 
Having them all in one place and enabling 
controlled access to the QMS can help prevent 
versioning inaccuracies and delays that are 
commonplace with documents shared via email.

Supplier quality agreements allow the organization 
to develop clear expectations and key performance 
indicators (KPIs) for the supplier. Having these 
agreements linked to the supplier record enables 
the tracking of supplier compliance and also allows 
the quality function to refer back to these 
documents when communicating with suppliers.
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5. Introduce a Cost Recovery System
A cost recovery procedure helps improve supply
chain accountability. It may enable you to recoup
the expense of poor quality from a supplier, as well
as push them to investigate and resolve issues that
cause poor quality as promptly as possible. Using
analytics to capture trends as well as the costs
associated with certain non-conformances or risks
for suppliers will help organizations make informed
and proactive decisions.

The Importance of Good Data in 
Supplier Quality Management and How 
to Improve It

How Does Unreliable Supplier Quality Data Impact 
the Organization 

Data Integrity 
Data Integrity is a fundamental requirement in the 
Life Sciences organization’s quality system which 
needs to ensure that products manufactured are of 
the desired quality for patients. 

3.. Incorporate Supplier Scorecards
/ŶĐŽƌƉŽƌĂƚŝŶŐ ƐƚĂŶĚĂƌĚŝǌĞĚ ƐĐŽƌĞĐĂƌĚƐ ŝŶƚŽ ƚŚĞ
ƐƵƉƉůŝĞƌ ŵĂŶĂŐĞŵĞŶƚ ƉƌŽĐĞƐƐ ǁŝůů ƉƌŽǀŝĚĞ Ă ǁĂǇ ƚŽ
ƌĂƚĞ ƐƵƉƉůŝĞƌƐ ŽŶ ƉĞƌĨŽƌŵĂŶĐĞ ĂŶĚ ĂůƐŽ ďĞŶĐŚŵĂƌŬ
ŽŶĞ ƐƵƉƉůŝĞƌ ǀĞƌƐƵƐ ĂŶŽƚŚĞƌ͘ ^ƵƉƉůŝĞƌƐΖ <W/Ɛ͕ ŶŽŶͲ
ĐŽŶĨŽƌŵĂŶĐĞ͕ ĂŶĚ ŚĂǌĂƌĚƐ ĐĂŶ Ăůů ďĞ ŵĞĂƐƵƌĞĚ ƵƐŝŶŐ
ƐĐŽƌĞĐĂƌĚƐ͘ �ŶĂůǇƚŝĐƐ ŽŶ ƚŚĞƐĞ <W/Ɛ ĐĂŶ ŚĞůƉ ǁŝƚŚ
ƚƌĂĐŬŝŶŐ ƋƵĂůŝƚǇ ŝŵƉƌŽǀĞŵĞŶƚƐ Žƌ ĨĂŝůƵƌĞƐ ŽǀĞƌ ƚŝŵĞ͕
ŝĚĞŶƚŝĨǇŝŶŐ ĂƌĞĂƐ ĨŽƌ ŝŵƉƌŽǀĞŵĞŶƚ͕ ĂŶĚ ĂŐƌĞĞŝŶŐ ŽŶ
ĐŽƌƌĞĐƚŝǀĞ ĂĐƚŝŽŶƐ ƚŽ ƌĞĚƵĐĞ ƋƵĂůŝƚǇ ƌŝƐŬƐ ŝŶ ƚŚĞ
ĨƵƚƵƌĞ͘

hƐŝŶŐ ƚŚĞ ƉŽǁĞƌ ŽĨ ĂŶĂůǇƚŝĐƐ ƚŽ ŐĂŝŶ ŵŽƌĞ ŝŶƐŝŐŚƚƐ 
ŝŶƚŽ ƚŚĞ ĨŝŶĚŝŶŐƐ ĂƐ ǁĞůů ĂƐ ƵƐŝŶŐ ƚŚĞ ĚĂƚĂ ĞĨĨĞĐƚŝǀĞůǇ 
ƚŽ ŵĂŬĞ ĚĞĐŝƐŝŽŶƐ ŽŶ ƚŚĞ ŚĞĂůƚŚ ŽĨ ƐƵƉƉůŝĞƌƐ ŝƐ 
ĐƌŝƚŝĐĂů ƚŽ ĞĨĨĞĐƚŝǀĞůǇ ŵĂŶĂŐŝŶŐ ƐƵƉƉůŝĞƌƐ͘ �ĂĐŚ ŽĨ ƚŚĞ 
ŵĞƚƌŝĐƐ ĐĂŶ ďĞ ǁĞŝŐŚƚĞĚ ďĂƐĞĚ ŽŶ ƌŝƐŬ ĨĂĐƚŽƌƐ ĂŶĚ 
ƚŚĞŶ ĐŽŵďŝŶĞĚ ƚŽ ƉƌŽǀŝĚĞ ĂŶ ŽǀĞƌĂůů ƐĐŽƌĞ͘ ^ĞƚƚŝŶŐ 
ĂƉƉƌŽǀĂů ĐƌŝƚĞƌŝĂ ĂůůŽǁƐ ƚŚĞ YD^ ƚŽ ĚŝƐƉůĂǇ ƚŚĞ ƐĐŽƌĞ 
ĂƐ ŐƌĞĞŶ ;ĂƉƉƌŽǀĞĚͿ͕ ǇĞůůŽǁ ;ǁĂƌŶŝŶŐͿ͕ Žƌ ƌĞĚ ;ŶŽƚ 
ĂƉƉƌŽǀĞĚͿ ĨŽƌ ĚĂƚĂͲĚƌŝǀĞŶ ƐƵƉƉůŝĞƌ ƐĞůĞĐƚŝŽŶ͘ 

dŚĞ ƐƵƉƉůŝĞƌ ƐĐŽƌĞĐĂƌĚ ĂůƐŽ ĞŶĂďůĞƐ ƚŚĞ ŽƌŐĂŶŝǌĂƚŝŽŶ 
ƚŽ ƌƵŶ ƚƌĞŶĚƐ ĂŶĚ ĂŶĂůǇƐŝƐ ŽŶ ƚŚĞ ƐƵƉƉůŝĞƌ 
ƉĞƌĨŽƌŵĂŶĐĞ ĚĂƚĂ ƚŽ ŚĞůƉ ŝĚĞŶƚŝĨǇ ŝƐƐƵĞƐ ƚŚĂƚ ŶĞĞĚ 
ƚŽ ďĞ ƌĞƐŽůǀĞĚ͘ �ĚĚŝƚŝŽŶĂůůǇ͕ ƚŚĞ ĚĂƚĂ ĐĂŶ ďĞ ƵƐĞĚ ŝŶ 
ĚĞǀĞůŽƉŝŶŐ ůĞĂĚŝŶŐ ŝŶĚŝĐĂƚŽƌƐ ƚŚĂƚ ƉƌŽǀŝĚĞ Ă ǁĂƌŶŝŶŐ 
ŽĨ ƉŽƚĞŶƚŝĂů ƋƵĂůŝƚǇ ŝƐƐƵĞƐ͘

4.. Integrate IT Process
,ĂǀŝŶŐ ĂŶ ŝŶƚĞŐƌĂƚĞĚ ĞŶƚĞƌƉƌŝƐĞ ƐŽůƵƚŝŽŶ ĐĂŶ ĞŶĂďůĞ
ďĞƚƚĞƌ ĐŽŵŵƵŶŝĐĂƚŝŽŶƐ͕ ĐŽůůĂďŽƌĂƚŝŽŶ ĂŶĚ ƋƵĂůŝƚǇ
ĐŽŶƚƌŽů ĂĐƌŽƐƐ ƚŚĞ ƐƵƉƉůǇ ĐŚĂŝŶ ĨƌŽŵ ƉƌŽĐƵƌĞŵĞŶƚ ƚŽ
ĚĞůŝǀĞƌǇ͘ ^ĞƉĂƌĂƚĞ ĨŝŶĂŶĐŝĂů͕ ƋƵĂůŝƚǇ͕ ĂŶĚ ŽƉĞƌĂƚŝŽŶĂů
ƐǇƐƚĞŵƐ ƚŚĂƚ ĂƌĞ ŶŽƚ ŝŶƚĞŐƌĂƚĞĚ ĐĂƵƐĞ ĚŝƐƉĂƌŝƚŝĞƐ ŝŶ
ŝŶĨŽƌŵĂƚŝŽŶ ǁŚŝĐŚ ŝŶ ƚƵƌŶ ĐĂŶ ůĞĂĚ ƚŽ ŝŶĂĐĐƵƌĂƚĞ
ĚĂƚĂ ĂŶĚ ĚĞĐŝƐŝŽŶƐ ĂŶĚ ƋƵĂůŝƚǇ ŝƐƐƵĞƐ͘



Speed to Market 
Missing or inaccurate supplier data also impacts 
the speed to market of the organization. It slows 
the process since the required data is not in the 
hands of those who need it to make quick 
decisions. This impacts sales and customer 
satisfaction.

Evaluating Suppliers 
Supplier data is also important in evaluating the 
performance of suppliers. Without good data in 
this area, an organization cannot effectively make 
decisions on suppliers performance or 
improvements throughout the value chain.
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Ways to Improve Supplier Quality Data 

Leverage Integrated Technology Across Supply 
Chain 
One approach to fix the data issue is to invest in 
integrated solutions that enable communication 
and collaboration across the organization and the 
extended value chain. This provides a means for 
the various departments of the organization and 
the supplier(s) to accurately share consistent 
data. From procurement to design, 
manufacturing, and services, all groups should be 
working off of the same information. 

This requires creating closed-loop quality 
management by integrating enterprise 
applications across the value chain. Organizations 
can leverage a Supplier Quality Management 
Software solution or extend their existing 
enterprise technology like EQMS, PLM, MOM, or 
ERP to suppliers with access to these already 
integrated IT systems.

Regulatory authorities require data to be accurate 
across the supply chain. If suppliers are not 
providing accurate data or they are not following 
agreed upon policies and procedures as well as 
regulatory guidelines in collection of data, this 
causes compliance concerns regarding product 
safety and quality since both are compromised.

Integrity of IT Solutions is Compromised 
Many of today’s businesses have an IT environment 
that consists of disjointed data sources and 
systems. These organizations typically implemented 
point solutions to handle specific sets of problems 
without considering the broader long-term 
challenges that are created by not having their 
systems and data seamlessly integrated across the 
enterprise. Having this disconnected environment 
across the financial, engineering, quality, and 
operational systems generates significant 
challenges for supplier quality management. 

Having bad or inaccurate data from suppliers 
impacts the accuracy of the organizations systems. 
Since the suppliers are an extension of the 
organization by providing everything from raw 
materials to the other products used, their data 
rolls up into the overall organizations totals. If the 
suppliers data is not in compliance with the 
organizations processes and regulatory guidelines, 
this causes a major impact to the integrity of the 
overall enterprise system.

ROI Relies on High Quality Supplier Data 
Likewise, if the integrity of the systems are not 
accurate, the ROI is inaccurate. Bad data in equals 
bad data out. Metrics developed to assess and 
calculate the impact of certain processes and 
policies will be negatively impacted due to 
incorrect or faulty supplier data. 



Metrics and KPIs to Monitor Supplier 
Performance 
Supplier performance metrics or key performance 
indicators (KPIs) can assist in grading suppliers’ 
performance. It is advisable to jointly agree on 
these metrics with the suppliers so that both 
organizations have a mutual understanding of 
how the health of the relationship will be 
measured. 

Monitoring performance through the supplier 
scorecard permits both parties to understand the 
current state of the relationship. Although the 
performance metrics will vary from company to 
company, the most common gradable metrics 
include quality, on-time delivery, 
acknowledgment rate, and responsiveness. 
Standardizing the metrics and how they are 
calculated and reported, assists in enabling the 
identification of areas for improvement and 
determining which areas require more resources 
or some type of change. By setting up standards 
the organization enriches its ability to ensure 
quality across the supply chain. 

Metrics to consider include:
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■ Success of new product introductions

■ Defective parts per million

■ Percentage of defective products received

■ Percentage of returned products

■ Chargebacks for non-conformances

■ Complete and on-time delivery

■ Percentage of products out of compliance
or quality standards

Companies who leverage one of these methods are 
able to pursue further automation of traditionally 
paper-based and manual processes with their 
suppliers through a single system rather than 
numerous disconnected ones. This integration of 
systems and data sources throughout the 
enterprise applications provides increased visibility 
and interaction across functional units and the 
supplier value chain. This facilitates clean and 
harmonized data across the organization.

Employ a Standardized Supplier Risk Scorecard 
Solution Across the Enterprise 
The process of evaluating your suppliers so that 
you can recognize the risks they may pose to your 
organization and the supply chain itself is known as 
supplier risk management, or supply chain risk 
management (SCRM). By proactively incorporating 
programs that systematically identify, assess, and 
mitigate threats to the assets and data that might 
be caused by the supply chain, the organization 
ensures  the supplier risk level is low.

Developing a standardized way to assess and rank 
suppliers that reaches across the organization is 
critical. This can be achieved by implementing an 
enterprise supplier quality solution or an enterprise 
system. The standardization and centralization of 
the supplier risk scorecards need to be established 
and precise in order to both improve the integrity 
of your organization’s risk portfolio and enable 
accurate insight for decision-makers across the 
business units working with suppliers.



For digitalization to be effective, organizations 
need to be able to define the business benefits. 
The quality leaders need to sit down with the 
business stakeholders and have a focused 
conversation on ensuring that everyone is clear 
on the desired outcome. Once the quality 
organization is confident that they understand 
the business needs, they can setup the right 
processes for them to get those benefits.

How to Improve Supplier Data Quality 
We’ve discussed how bad data from suppliers can 
impact the organization, however, how can we 
identify what “good” data quality looks like? The 
quality of data is impacted by the following 
factors:

Integrity 
If all systems and data from the supplier are 
integrated into the organization’s systems and 
data and they provide only one version of the 
truth, then you have good data quality.

Real-Time Availability 
If the supplier’s data is available in real-time to 
the organization or as close to real-time as 
possible then the business can leverage that data 
to make decisions. 

Access and Transparency 
If the supplier’s data is accessible and transparent 
to those in the organization who need to access 
it, then it empowers the business by getting the 
data in the hands of those who need it.

Ability to Make Proactive Decisions 
If the supplier data is available and real-time, this 
will be reflected in the organization’s ability to 
make proactive decisions that impact the 
business both in the short-term and in the future. 
Data is power and accurate and real-time data 
provides better control to the organization. 
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Collaborate with Supplier and Manage Compliance 
Compliance requirements can be internal or 
external specifications, or officially meeting 
government regulations or industry standards. In 
the Pharmaceutical and Medical Device industries, 
that are highly regulated, leveraging supplier 
portals to communicate requirements and verify 
that they’re being met are being used. 

An organization’s supplier audits can support 
meeting compliance requirements. It’s important to 
establish a collaborative relationship in conjunction 
with a formal audit management plan, which 
outlines the frequency of on-site visits, reporting 
conditions for suppliers, and the extent into the 
supply chain to which you’ll go for auditing 
suppliers. 

Transform to Quality 4.0 
Quality 4.0 is a term that references the future of 
quality and organizational excellence within the 
framework of Industry 4.0. With Quality 
Management 4.0, organizations aim to deliver 
quality at a much faster pace based on what the 
business and the customers want and need. The 
shift to Quality 4.0 incorporates the nuances of 
traditional quality coupled with analytics and data 
governance through the adoption of new 
technologies.

Quality 4.0 is the digitalization of quality 
management. The new technologies include sensor 
data and advanced analytics including artificial 
Intelligence (AI) and machine learning (ML). These 
technologies are incorporated into traditional 
quality methods, teams, and data strategies. 
Quality 4.0 generates new insights that facilitate 
organizations to achieve enhanced quality, 
operational, and financial performance.



Appropriate tools should be leveraged to collect, 
track, and manage workflows while maintaining 
the data integrity and ensuring a “single source of 
truth”.

Ineffective Communication with Suppliers 
Regarding Scorecards 
A regular feedback mechanism improves the 
success of the scorecard program 
implementation. To effectively use scorecards, 
suppliers must first understand the buyer's 
business objectives and how their performance 
influences these objectives.

The value of this process is diminished if the 
scorecard findings and insights are not shared 
with suppliers in a timely manner. While internal 
vendor rationalization is usually the top priority, a 
scorecard program is less effective when used 
alone. On the other hand, regular communication 
may be the missing link in the performance 
enhancement process.

Suppliers will likely become confused by the 
purpose of the scorecard program if there is no 
action or follow up to the scorecard results. 
Connecting recognition, rewards, and corrective 
guidance to further build on this exercise is very 
important.
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Supplier Data is Fragmented and Poorly 
Managed 
An organization’s inability to monitor input from 
suppliers points to an apparent lack of control on 
the process. In a regulated environment, supplier 
control is crucial. The FDA’s Quality System 
Regulation, for example, requires medical device 
organizations to “maintain data that clearly 
describe or reference the specified requirements,  
necessary in maintaining such data.

Key Challenges Impacting the 
Optimization of Supplier Quality 
Management

Supplier Scorecard Challenges
There are three key challenges organizations face 
with respect to scorecards that impact the 
optimization of Supplier Quality Management. 
They involve the metrics used, the data integrity, 
and the communication effectiveness. 

Metrics Associated with Scorecards
With respect to the scorecard metrics, they should 
be aligned with the company’s business goals. 
However, many times less effective metrics are 
incorporated because they are easier to integrate 
or are more readily available. This weakens the 
effectiveness of the scorecards since they don’t 
reflect what is really important. There should also 
not be too many metrics to measure. This makes 
the process burdensome and less effective. The 
quality of the metrics should be a much higher 
priority than the quantity of them. The number one 
main concern should be that the metrics align with 
the business objectives of the organization. 
Misaligned metrics lead to insights that provide no 
actionable information and reduce confidence in 
the scorecard results over time.

Data Integrity and Manipulation of Scorecard Data 
Storing and accessing data on the same platform 
simplifies the tracking of data inputs. Email chains 
and Excel spreadsheets make the process of 
gathering and displaying data more difficult. While 
email/ excel tracking might work for a smaller 
supplier population, at scale integrated tooling 
becomes the only viable option to conduct a 
scorecard program, short of hiring more people. 



There are procurement vendors who can do this 
well, however. in most cases, a real MDM 
solution is required. This adds complexity yet it is 
needed. Procurement solutions, however, collect 
supplier data very effectively and ensure it is up 
to date. Suppliers typically do this as a self-
service function and are accountable for keeping 
their data in whatever solution the buyer 
organization provides them with to use. The 
Supplier, however, is overwhelmed by hundreds 
of different networks, portals, and applications 
where they are supposed to maintain their data. 
This causes in many cases the actual data sharing 
to be limited as suppliers are often required to 
upload the same information many times across 
multiple buyer’s systems.

Lack of or Improper Risk-based Analysis for 
Supplier Quality  
Another potential challenge is measuring the risk 
of suppliers inappropriately. For years, FDA-
regulated manufacturers have tried to apply a 
“one-size-fits-all” quality management approach 
to their entire roster of suppliers.

There is a better approach. A good risk-based 
method to manage supplier quality is one that 
allows organizations to create a flexible quality 
management system which can be designed to fit 
each supplier or a group of “like suppliers”. This 
enables the organization to spend the greatest 
effort toward controlling and/or mitigating the 
risks that pose the most damage. 
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Supplier data is therefore one of the most 
important assets of any company. The supplier’s 
data ensures the overall integrity of data across 
the enterprise as well as that the ROI of the 
organization is accurate. It also provides a way to 
ensure the organization can precisely evaluate the 
supplier's performance.  Many organizations do 
not have an actual strategy when it comes to 
managing supplier data. The data from suppliers 
can reside in multiple places or silos. It can be in 
the ERP system, in AP solutions and in a number of 
different procurement systems. There is often a 
misunderstanding in the procurement/finance area 
of the business as to what the supplier master data 
management (MDM) means and why it is essential. 
The IT department may also misinterpret this 
information and view it simply as a technical data 
integration issue rather than a significant business 
problem.

The absence of a centralized platform and 
structure for managing multiple suppliers causes 
significant challenges for Life Sciences 
organizations. Without this platform and structure 
for gathering or receiving data, the organization 
will need to look for information from each 
supplier in multiple locations. Information stored 
on specific servers may have to be printed and 
routed manually, which causes making any 
document-based process to be inefficient.

What is needed is a strong MDM system. The 
system needs to not only maintain a supplier 
profile but have the capability to translate the 
supplier data into the formats of all other systems 
that need it. The Supplier data can be considered 
to be master data based on the system it is used by 
and hence, there is a need to implement and 
maintain appropriate controls (security, access, 
storage etc.)



By limiting the number of suppliers monitored to 
a very small number, there is a lack of visibility 
on the level of quality in the entire supply chain. 
This causes companies to be exposed to 
potentially significant quality incidents and cost 
increases that can negatively impact profit and 
brand. In order to avoid this situation, 
organizations should invest in  infrastructure and 
technology solutions that enable broader 
visibility into the supplier base as well as allow 
for better risk management across the supplier 
population.3  

Establish Clear Measurement Program 
The key to success is to have clear and consistent 
measurement criteria and processes across all 
suppliers. The measurement of suppliers should 
include specific areas that are important to the 
business including quality, on-time delivery, 
service, price, total cost, contract compliance, 
and responsiveness. Establishing agreed upon 
goals and metrics while leveraging tools and data 
analytics will allow for accurate data 
representation as well as decision making. 
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Best Practices to Improve Quality in Supplier 
Quality Management 

Broaden Supplier Assessments 
Most organizations limit the supplier 
performance measurement and monitoring 
to less than 2.5 of the total supply base. The 
focus of supplier measurement and 
monitoring is typically on suppliers that: 

■ Comprise the largest portion of spend

■ Have a strategic relationship with regard to a
key product

■ Have a strategic relationship with the client
company

Poor Communication with Supplier 
The success of any business relationship requires 
successful communication between the parties 
involved. It is extremely important that suppliers 
and the contracting organization are on the same 
page relative to the who, what, when, why and 
how. This is especially critical in the regulated Life 
Sciences industry. It is crucial that all the key 
information is documented. Additionally, FDA-
regulated companies are required to spell out the 
quality-related duties in their Quality Agreements 
with suppliers. These agreements should include 
events that will trigger an on-site audit and a 
change to control expectations. They should also 
include periodic reviews of validation efforts as well 
as reviews of documentation. These types of 
controls in the agreement will reduce risk, 
eliminate vagueness, and help to ensure optimal 
effectiveness.

Inability to Report Problems and Changes 
Involving Suppliers Quickly And Effectively
Each activity that involves suppliers must follow 
well-defined methods and standards. All activities 
including delivery of parts or ingredients require 
documentation and assessment. This becomes 
particularly critical when problems arise. The 
emphasis on suppliers and the control and risk 
management will continue to increase. Therefore, 
the ability to report problems and changes that 
effect products safety and quality is critical. 
Unfortunately, organizations are not always 
equipped with the proper tools to identify these 
issues and deviations leveraging their current 
methods and technology. 



Invest in Infrastructure that Supports Visibility 
into the Supply Chain 
Communication with suppliers is a major challenge 
in assuring supply chain quality. To be responsive 
to the needs of the organization’s vendors, many 
businesses maintain decentralized supplier quality 
functions. While this method ensures issue 
response, it is frequently characterized by limited 
information exchange and best practice sharing, 
both of which could give better economies of scale. 
The tools and methodologies for monitoring quality 
in the supply chain have not kept up with the 
supply chain's evolution.

In order to fix these issues, businesses are investing 
in infrastructure that integrates their supplier 
ecosystem more tightly and automates operations 
that were previously manual or disjointed. This 
provides for improved visibility and control through 
enabling process-based communications such as 
escalations and approvals, as well as automating 
quality workflows such as Supplier Corrective 
Actions. This correlates to a cheaper quality cost 
due to lower detection costs and fewer 
remediations.
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Leverage Technology to Optimize 
To enable organizations to control their supplier 
quality management operations more effectively, 
cloud-based technologies are available to facilitate 
the communication and collection of information 
from suppliers in a timely and efficient way. Some 
of these technologies include:

Robust Reporting  
Organizations require the ability to identify issues 
with suppliers that could jeopardize product 
safety or compliance. 

To effectively control this aspect, powerful 
reporting capabilities are available in many systems 
that allow organizations to trend and track a 
supplier’s quality events such as deviations and 
CAPAs.

Tools for Better Communication with Suppliers 
In a regulated industry, communication involves 
more than making a call, sending an e-mail, or 
faxing information to your suppliers. Organizations 
need to have a system for communicating and 
receiving information from suppliers that is well-
documented and can be tracked, to be in 
compliance. Leveraging technology, organizations 
should be communicating essential information 
with suppliers and documenting the important 
aspects of the parts, materials, and services that 
they provide for the organization.

Automatic Tracking of Audit Results 
Monitoring supplier audit results and supplier 
nonconformances is an ongoing process. Using a 
manual process causes the organization to rely on 
paper documents and disparate electronic files to 
monitor supplier information. Using this method, it 
is difficult to repeat the process on a regular basis. 

Organizations need to incorporate the latest in 
technology to make tracking supplier information 
an automated and continuous process with all 
critical information residing in a centralized 
location. This information can be collected easily 
for supplier quality ratings. Additionally, workflows 
should be leveraged for approving suppliers. These 
workflows track new parts or services from 
suppliers by linking them. 



Embedded AI for Prioritization, Automatic Issue 
Categorization, and Risk Assessment 
You can now leverage advanced AI capabilities to 
provide predictive analytics and intelligence to 
automatically categorize suppliers into risk 
classifications, as well as prioritize issues to solve. 
These capabilities save valuable time for quality 
and supply chain functional leaders. 

Supplier Risk Management
Defining the success criteria and identifying risks, is 
the first step of the supplier qualification process. 
To do this, the organization needs to leverage a 
proactive approach to mitigating risk through 
existing technology. This is the core of building a 
quality culture that spreads across the supply 
chain.
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Key Elements of a Digital 
Transformation of Supplier Quality 
Management

Data Visibility 
There needs to be a detailed mapping of data 
across the entire supply chain. In order to achieve 
this, the supplier management system needs to be 
integrated. The enterprise Quality Management 
System (EQMS) should seamlessly integrate with 
the organizations ERP and CRM systems. This will 
ensure enterprise-wide data visibility. The 
integration will also achieve a “single source of 
truth” for the data that is used in decision making 
across the organization. 

Anytime and Anywhere access to Data 
By leveraging a cloud-based, mobile-ready 
platform, the data will be accessible to all those 
who require access. This includes visibility to 
reports, approvals, record views, reviews, alerts, 
and other key information from suppliers. 

“Realtime” access to data helps with faster and 
more efficient decision making and prevents 
escalation of issues due to non-activity. It also 
ensures business continuity and improves 
efficiency and flexibility for the organization across 
the value chain.

Scalability 
Given the rapid technological changes that are 
occurring, having scalability across the digital tool 
landscape will be an added advantage for an 
organization. This will allow for the flexibility that is 
required with a dynamic supplier network that is 
prevalent across the industry today. The business 
may, for example, expand globally and open new 
manufacturing locations or change the way 
suppliers’ risk is determined. Additionally, there 
will be a need to easily add new suppliers, users, 
and locations, as the organization grows. Scalability 
creates a future-proof state that protects the 
organization’s investment while at the same time 
providing for the ease of doing business with 
suppliers across multiple areas.

Custom and Automated Workflows 
Legacy software typically forces organizations to 
modify their workflow to suit their pre-defined 
system parameters. In order to be effective, a 
radical approach is needed, where key metrics are 
agreed upon and the software application is then 
configured to provide the supporting data to 
manage, report and modify, if required, those 
metrics and KPIs. The supplier management and 
EQMS systems need to be accommodating to the 
required workflows of the organization. 

Additionally, there needs to be an ability to have 
automated workflows that assist in facilitating 
corrective and preventive actions – using available 
tools / technologies such as machine learning (ML) 
and artificial intelligence (AI). This is a key to 
optimizing a digital transformation.



Integrated Risk Management 
The supplier qualification process is the first step 
in defining the success criteria and identifying 
risks. Therefore a supply management system 
should be integrated with a risk management 
solution to make it easy for the quality function to 
implement a proactive approach to reducing risk. 
An additional benefit is that it helps in building a 
quality culture that extends across the supply 
chain.

Predictive Analytics and Insights 
Predictive analytics helps in streamlining decisions. 
Decision-making is faster and there are insights 
presented utilizing data from across the enterprise 
to provide suggestions or recommendations. 

Predictive analytics can also be used to balance 
supply and demand, across the value chain. It 
helps the organization to communicate with the 
supplier well ahead of a potential issue or non-
conformance. Predictive analytics could be 
leveraged to gain intelligence on demand 
forecasts, thus helping the supplier with inventory 
management and capacity planning. It therefore 
can drive supply chain communication 
prioritization and problem resolution.

Collaboration and Teamwork 
Beyond the technology aspect of a digital 
transformation, there needs to be collaboration 
between suppliers and the organization. There 
needs to be a culture of partnership between 
suppliers and the organization. Ideally with a win-
win business model for both. To ensure this, the 
organization needs to incorporate a solution that 
will enable easy collaboration and communication 
among both internal stakeholders and at the 
supplier’s end. Collaboration is the core to 
bringing transparency and visibility and leads to 
increasing productivity, accuracy, and quality.
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Summary

Supplier Quality Management is one of the most 
important areas to consider when looking at 
controlling the overall cost of quality in an 
organization. Leveraging experienced people both 
internal and external along with the right processes 
and technology is critical. It is imperative that the 
organization focus on the key areas to ensure 
proper supplier quality management.

One key aspect related to suppliers is the quality of 
the data. This is essential to any Life Sciences 
organization. Good supplier data is critical for 
demonstrating compliance to both corporate 
policies as well as regulations.  It is also imperative 
for the business to ensure that the internal systems 
have data integrity for decision making and proper 
KPIs and metrics to use for ROI calculations. 
Inaccurate supplier data leads to missing and 
inaccurate products / recalls/ system failures which 
can lead to low satisfaction and customers going to 
competitors. Additionally, the speed by which the 
organization can get products to market is also 
impacted significantly as is the ability for the 
organization to evaluate suppliers.

Focusing on effective Supplier Quality Management 
is important if the organization intends to improve 
overall efficiency, reduce risk, and ensure that 
products are safe and have the highest quality. 
There are, however, challenges that impact the 
optimization of supplier management. 



These challenges can be resolved by first 
understanding what causes them to occur and 
then focusing on implementing the proper 
management controls to prevent or reduce the 
severity of their occurrence.
Supplier Quality Management is also a critical 
area to target relative to a digital transformation. 
This is due to the fact that suppliers have a 
significant effect on various aspects of the 
organization.

The focus needs to be on data visibility across the 
organization as well as ensuring the information is 
available anytime and anywhere to those who 
need it. Additionally, scalability of the system to 
handle supplier management is needed to ensure 
that as the organization grows, the system 
growths with it. Along with these specific areas, 
the supplier management system should have 
custom and automated workflows, handle risk 
management, and provide predictive analytics. 
Collaboration is also an important aspect of 
digital transformation of supplier quality 
management. Suppliers and the organization 
need to have a means of easily and effectively 
communicating on different aspects associated 
with product quality and delivery. 

12

References
1LNS Research, 5 Supplier Quality Management Strategies 

You Need to Know, Research Team, 12/13

2Assurx, Supplier Quality Management: A New QMS-

Based Approach, Assurx, 4/21

3Sparta Systems, Four Best Practices To Improve Quality In 

the Supply Chain

https://blog.lnsresearch.com/blog/bid/191347/5-supplier-quality-management-strategies-you-need-to-know
https://www.assurx.com/supplier-quality-management-a-new-qms-based-approach/
http://marketo.spartasystems.com/rs/spartasystems2/images/eBook%20-%20Best%20Practices%20Supply%20Chain%20Quality.pdf


About Astrix
For over 25 years, Astrix has been a market-
leader in dedicated digital transformation & 
staffing services for science-based 
businesses. Through our proven laboratory 
informatics, digital quality & compliance, 
and scientific staffing services we deliver the 
highly specialized people, processes, and 
technology to fundamentally transform how 
science-based businesses operate.  

Astrix was founded by scientists to solve 
the unique challenges which science-
based businesses face in the laboratory 
and beyond.  We’re dedicated to helping 
our clients speed & improve scientific 
outcomes to help people everywhere.




