From Reactive Buying to

Proactive Purchasing in Social Housing

Reaetive

Proactive

Procurement and Supply Chain Management Made Simple.



Foreword

The discipline of procurement within social housing has evolved considerably over recent
decades, yet important structural gaps remain. Among these, spend category management
stands out as a consistently referenced but insufficiently embedded capability. While its
principles are well understood in theory, its practical application often lacks the rigour required
to influence outcomes. This article addresses that disparity, examining why category
management remains underdeveloped despite its recognised strategic importance.

Within the sector, procurement functions are frequently positioned as enablers of compliance
and efficiency, yet less often as architects of long-term value. Category management
challenges this positioning by requiring a more analytical, integrated, and forward-looking
approach. It demands alignment between commercial strategy, asset management, and
service delivery. Where such alignment is absent, procurement activity becomes fragmented,
limiting the organisation’s ability to leverage scale, manage risk, and optimise performance.

A central theme explored in this article is the structural and cultural barriers that inhibit effective
implementation. Data fragmentation, organisational silos, and capability constraints are not
isolated issues but interconnected challenges that reinforce transactional behaviours. Without
reliable spend visibility and cross-functional governance, category strategies cannot be
developed with sufficient depth. Consequently, procurement decisions are driven by
immediacy rather than insight, constraining the ability to deliver sustainable value.

The article also highlights the necessity of differentiating procurement approaches across
planned, reactive, and development categories. Each presents distinct demand characteristics
and market dynamics, requiring tailored strategies rather than uniform solutions. Recognising
these differences is fundamental to designing effective category frameworks. A disciplined
approach ensures that procurement interventions are proportionate, targeted, and aligned with
both operational requirements and long-term asset investment priorities.

Equally, the roles of standardisation, market analysis, and supply chain design are examined
as critical enablers of category maturity. These elements move procurement beyond process
into deliberate market shaping, where organisations influence supplier behaviour, drive
efficiency, and enhance resilience. Through structured engagement and informed commercial
models, procurement can transition from a reactive function into a strategic lever, capable of
delivering measurable improvements across cost, quality, and service outcomes.

Ultimately, this article positions spend category management not as an optional enhancement
but as a foundational discipline for modern procurement within social housing. Its effective
adoption requires investment in data, capability, and governance, alongside a shift in
organisational mindset. Where these conditions are established, category management has
the potential to transform procurement performance, enabling organisations to deliver better
services, stronger value, and more resilient outcomes for residents and communities.



Spend Category Management: The Missing Discipline

Category management is widely referenced within procurement strategies, yet rarely
implemented with the depth and discipline required to deliver meaningful outcomes. In many
social housing organisations, the concept is adopted superficially, without the supporting
structures, data, or capability. As a result, procurement activity remains reactive and
fragmented, with limited strategic oversight. This undermines the potential benefits of category
management, reducing it to a theoretical construct rather than a practical operating model.

A primary batrrier to effective category management is the lack of reliable and integrated spend
data. Without accurate visibility of expenditure across contracts, suppliers, and service areas,
organisations are unable to segment spend effectively or identify opportunities for aggregation
and optimisation. This data deficiency limits the ability to develop informed strategies, resulting
in procurement decisions that are based on incomplete information and short-term operational
pressures rather than long-term value considerations.

Organisational structures also contribute to this challenge, with procurement often operating
in isolation from asset management, housing operations, and finance. This separation
prevents procurement strategies from aligning with service delivery needs and asset
investment plans. Without cross-functional collaboration, category management cannot be
effectively embedded, as it requires coordinated planning, shared objectives, and integrated
decision-making across multiple functions within the organisation.

Capability gaps further inhibit the development of effective category management.
Procurement teams may lack the commercial, analytical, and strategic skills required to
develop and deliver category strategies. Without expertise in market analysis, cost modelling,
and supplier engagement, category management becomes a procedural exercise rather than
a strategic discipline. This limits its impact and reinforces transactional approaches to
procurement that fail to deliver sustained value.

Short-term organisational pressures, including budget cycles and reactive demand, also
undermine category management. Urgent requirements, particularly within responsive repairs
and compliance-driven services, often take precedence over strategic planning. This results
in procurement activity that is driven by immediate needs rather than long-term objectives,
preventing the development of coherent and sustainable category strategies across housing
services and asset management programmes.

Designing Category Strategies (Planned vs Reactive vs Development)

Effective category strategies must reflect the distinct characteristics of different areas of
spend, recognising that a single approach is unlikely to deliver optimal outcomes across
diverse categories. Within social housing, activities can be broadly segmented into planned,
reactive, and development-related, each requiring a tailored strategy aligned with demand
patterns, risk profiles, and market dynamics. This differentiation is essential for ensuring that
procurement approaches are fit for purpose and capable of delivering value.

Planned categories, such as cyclical maintenance and major works, are characterised by
predictable demand and long-term investment programmes. These categories benefit from
structured, long-term procurement strategies that emphasise stability, collaboration, and
efficiency. Framework agreements, strategic partnerships, and integrated delivery models are
often appropriate, enabling organisations to aggregate demand, standardise specifications,
and achieve economies of scale while maintaining consistent service delivery across housing
portfolios.

Reactive categories, including responsive repairs and emergency works, present a different
set of challenges due to their unpredictable nature and time-sensitive requirements. Strategies
for these categories must prioritise flexibility, responsiveness, and capacity. This may involve
maintaining a diverse supplier base, establishing clear service level agreements, and
implementing dynamic scheduling systems. Effective management of reactive categories also



requires strong integration with operational teams to ensure alignment with service delivery
needs.

Development-related categories, encompassing new build and regeneration projects, require
a focus on market engagement, risk management, and innovation. Procurement strategies
must consider factors such as contractor capacity, market conditions, and funding constraints.
Early engagement with the supply chain is critical, enabling organisations to assess
buildability, refine designs, and optimise delivery models. This approach reduces risk,
improves cost certainty, and supports the successful delivery of development programmes.

A well-designed category strategy integrates these different approaches into a coherent
framework, ensuring that procurement activities align with organisational objectives and asset
management priorities. This requires clear governance, defined ownership, and robust data
to support decision-making. By tailoring strategies to the specific characteristics of each
category, organisations can improve efficiency, enhance service delivery, and achieve better
outcomes across their housing portfolios.

Standardisation and Specification Control

Standardisation is a critical enabler of effective category management, providing the
consistency required to achieve efficiency, quality, and value across procurement activities.
Within social housing, variation in specifications, materials, and processes often leads to
inefficiencies, increased costs, and inconsistent service delivery. By establishing standardised
approaches, organisations can reduce complexity, improve supplier performance, and
enhance the overall effectiveness of procurement and service delivery.

Specification control is central to this process, ensuring that requirements are clearly defined,
consistent, and aligned with organisational objectives. Procurement must work closely with
technical and operational teams to develop specifications that reflect asset needs, regulatory
requirements, and market capabilities. This collaboration is essential for avoiding overly
complex or impractical specifications that can increase costs, limit competition, and create
delivery challenges for suppliers.

Standardisation also supports more effective supplier engagement, as consistent
specifications enable suppliers to operate more efficiently and deliver services at scale. This
reduces the need for bespoke solutions, lowers transaction costs, and improves predictability
in pricing and performance. Suppliers are more likely to invest in processes, systems, and
training when they can operate in a stable, standardised environment, thereby enhancing
overall service delivery.

However, standardisation must be applied judiciously, balancing the benefits of consistency
with the need for flexibility. Over-standardisation can limit the ability to respond to specific
asset conditions or local requirements, potentially reducing effectiveness. Procurement must
therefore adopt a structured approach, identifying areas where standardisation delivers value
while allowing for controlled variation where necessary to address unique circumstances.

A practical illustration of effective standardisation can be seen in Clarion Housing Group, which
implemented standard component specifications across key asset categories, including
kitchens, bathrooms, and roofing systems. By rationalising materials and designs across its
portfolio, Clarion reduced unnecessary variation, enabling suppliers to deliver at scale with
greater consistency. This approach improved installation quality, reduced defects, and
enhanced cost predictability across planned investment programmes.

The standardisation programme also enabled Clarion Housing Group to consolidate its supply
chain, working with a smaller number of strategic suppliers capable of delivering consistent
products and services across regions. This created stronger commercial leverage, improved
pricing structures, and reduced administrative complexity. Suppliers were able to invest in
processes and logistics aligned to standard specifications, further improving efficiency and
delivery performance across multiple workstreams.



Critically, the approach improved asset performance by ensuring that components installed
across properties met consistent standards for quality and durability. This reduced lifecycle
maintenance requirements and improved resident experience through more reliable and
uniform service delivery. The case demonstrates how disciplined specification control, when
embedded within procurement and asset strategies, can drive tangible improvements in cost
efficiency, quality assurance, and long-term asset value.

Aggregation vs Local Flexibility

Aggregation of demand is a key principle of category management, enabling organisations to
leverage scale to achieve better pricing, improved supplier performance, and more efficient
procurement processes. By consolidating requirements across departments, programmes, or
even multiple organisations, procurement can create opportunities for economies of scale and
stronger negotiating positions. This approach is particularly effective in planned works and
compliance categories, where demand is predictable and can be coordinated.

However, aggregation must be balanced with the need for local flexibility, particularly in areas
where local conditions, resident needs, or operational requirements influence service delivery.
Overly centralised procurement can lead to solutions that are not well-suited to specific
contexts, reducing effectiveness and potentially impacting service quality. Procurement
strategies must therefore allow for adaptation, ensuring that local requirements are considered
within broader aggregated frameworks.

Balancing a centralised strategy with decentralised delivery is evident in Anchor Hanover
Group, which manages national procurement frameworks for key services while allowing
regional teams to adapt delivery to local operational needs. By standardising core commercial
terms, pricing structures, and performance expectations, Anchor Hanover ensures
consistency and bargaining power while allowing local teams to choose suppliers and manage
delivery methods.

Within this model, Anchor Hanover Group enables regional operational teams to make
decisions based on asset profiles, resident demographics, and service demand, ensuring
procurement outcomes align with local conditions. This decentralised execution enhances
responsiveness, particularly in areas such as repairs and maintenance, where local
knowledge and supplier proximity are critical to effective service delivery and resident
satisfaction.

The combination of centralised control and local flexibility enables Anchor Hanover Group to
optimise both efficiency and effectiveness. Aggregated procurement delivers cost savings and
consistency, while decentralised delivery ensures adaptability and service quality. This
approach demonstrates how procurement can be structured to achieve strategic coherence
without compromising the operational agility required within diverse housing portfolios.

The use of lotting strategies within procurement frameworks can also support this balance,
enabling smaller suppliers to participate and providing local options within a broader
aggregated structure. This enhances competition, supports local economies, and reduces
reliance on a limited number of large suppliers. By designing procurement strategies that
incorporate both aggregation and flexibility, organisations can optimise value while
maintaining responsiveness to local conditions.

A clear example of collaborative aggregation can be seen through Procurement for Housing,
where multiple housing providers have combined demand for compliance services such as
gas servicing and electrical safety. By aligning specifications and consolidating volumes,
participating organisations have achieved improved pricing and greater consistency in service
standards, while benefiting from reduced procurement duplication and stronger commercial
leverage across shared categories of spend.

Through frameworks established by Procurement for Housing, housing providers retain the
ability to manage delivery locally, selecting contractors based on geographic lots and



operational requirements. This ensures that while procurement is aggregated at a strategic
level, service delivery remains responsive to local needs and resident expectations. The model
balances centralised efficiency with decentralised control, avoiding the limitations of overly
rigid, one-size-fits-all procurement structures.

The approach has demonstrated that aggregation does not require sacrificing flexibility, but
rather careful design of procurement frameworks that incorporate both scale and adaptability.
By combining collective buying power with localised delivery mechanisms, Procurement for
Housing has enabled housing providers to achieve cost efficiencies, maintain service
responsiveness, and strengthen supply chain engagement, illustrating the practical application
of effective category management principles within the sector.

Market Analysis and Supplier Positioning

Market analysis is a fundamental component of category management, providing the insight
required to understand supply dynamics, assess competition, and develop effective
procurement strategies. Without a clear understanding of the market, organisations are unable
to position themselves effectively, resulting in suboptimal outcomes. Procurement must
therefore invest in continuous market intelligence, analysing trends, capacity, pricing, and
supplier behaviour across key categories.

Supplier positioning can be observed in the London Borough of Hackney Housing Services,
which has tailored its procurement approach to market conditions across various service
areas. In constrained markets such as fire safety and specialist compliance works, Hackney
adopted a more collaborative engagement model, working closely with a limited pool of
qualified suppliers to secure capacity and maintain continuity of delivery across its housing
stock.

In these constrained areas, the London Borough of Hackney Housing Services focused on
longer-term contracts, early supplier engagement, and balanced risk allocation to make
opportunities commercially viable. This approach reduced the risk of procurement failure. It
ensured that suppliers were willing to commit resources to complex, highly regulated service
areas where competition is limited and barriers to entry are high.

Conversely, in more competitive markets, such as general repairs and maintenance, the
London Borough of Hackney Housing Services leveraged competitive pressure to drive
improvements in pricing and performance. By structuring procurement exercises to maximise
bidder participation and applying robust evaluation criteria, the organisation secured strong
commercial outcomes while maintaining service quality, demonstrating the importance of
aligning procurement strategy with supplier positioning and market dynamics.

Market analysis also informs the design of procurement routes and contract structures,
ensuring alignment with market conditions. For instance, in constrained markets, longer-term
contracts with clear pipelines may be necessary to attract suppliers, while in more competitive
environments, shorter-term arrangements may be appropriate. This alignment is critical for
achieving value and ensuring that procurement strategies are effective in practice.

Engagement with the supply chain is an essential aspect of market analysis, enabling
organisations to gather insights, test assumptions, and build relationships. Early market
engagement activities, such as supplier days and soft market testing, provide valuable
information that can inform procurement strategies and improve outcomes. This proactive
approach ensures that real-world conditions rather than assumptions inform procurement.

A strong example of effective market analysis is Peabody Trust, which undertook detailed
assessments of contractor capacity and market appetite ahead of launching major
development and regeneration programmes. By analysing supplier pipelines, regional
capacity constraints, and cost pressures, Peabody aligned its procurement strategy with
prevailing market conditions, ensuring opportunities were structured to attract capable,
financially stable contractors.



Early engagement with the supply chain formed a central component of this approach, with
Peabody Trust conducting soft market testing and supplier consultations before formal
procurement. This enabled the refinement of delivery models, contract structures, and risk
allocation, ensuring that procurement routes were both commercially viable and market-
appealing. As a result, tender responses were more competitive, and programme risks were
better understood and managed from the outset.

This proactive approach to market analysis improved cost certainty and reduced the likelihood
of procurement failure or contractor withdrawal during delivery. By designing procurement
strategies informed by real market intelligence, Peabody Trust secured higher-quality bids,
strengthened confidence in delivery, and enhanced overall programme outcomes,
demonstrating the critical role of informed, strategic market engagement in successful
development procurement.

Category-Specific Models

Responsive repairs require a procurement model that prioritises speed, flexibility, and
operational integration. Given the unpredictable nature of demand, contracts must be
designed to ensure rapid response times, clear accountability, and effective coordination with
housing management teams. Dynamic scheduling systems, performance-based KPlIs, and a
diverse supplier base are critical components that enable organisations to manage fluctuating
demand while maintaining service quality and resident satisfaction across the housing stock.

Planned works benefit from structured, long-term procurement models that emphasise
stability, efficiency, and standardisation. Framework agreements and strategic partnerships
are commonly used, enabling organisations to aggregate demand, reduce transaction costs,
and achieve consistent delivery. By aligning procurement with asset management
programmes, organisations can optimise investment, improve quality, and reduce lifecycle
costs, supporting more effective management of housing assets over time.

Compliance-related categories, such as fire safety and gas servicing, require a strong focus
on risk management, regulatory adherence, and quality assurance. Procurement strategies
must ensure that suppliers have the necessary competence, capacity, and systems to
consistently deliver compliant services. Robust governance, clear performance metrics, and
regular auditing are essential, ensuring that compliance requirements are met and that risks
to residents and organisations are effectively managed.

Development and new-build procurement require a market-facing approach that balances
cost, quality, and risk. Early contractor involvement, design-and-build models, and partnership
approaches can improve buildability and cost certainty. Procurement must also consider
market capacity and funding constraints, ensuring that strategies are aligned with external
conditions. This approach supports the successful delivery of development programmes and
enhances the organisation’s ability to meet housing demand.

Professional services procurement, including consultants and advisors, requires a focus on
quality, expertise, and value rather than cost alone. Framework agreements and panel
arrangements can provide access to a range of specialists while maintaining competitive
tension. Clear scopes of work, performance expectations, and effective contract management
are essential to ensure that services deliver value and support organisational objectives
across complex projects and programmes.

Moving from “Buying” to “Market Design”

Procurement within social housing must evolve from a transactional purchasing function into
a deliberate market designer, actively shaping how supply chains operate. Rather than
responding to existing market conditions, procurement should define the structure, incentives,
and behaviours required to deliver organisational objectives. This involves determining optimal
contract models, supplier mix, and engagement approaches to ensure markets are configured
to support long-term value, resilience, and service quality across housing portfolios.



Market design requires a deep understanding of supply chain economics, including capacity
constraints, cost drivers, and competitive dynamics. Procurement must assess whether
markets are mature, fragmented, or constrained, and tailor strategies accordingly. In
constrained markets, this may involve creating conditions that attract new entrants or support
supplier investment. In contrast, in competitive markets, procurement can focus on driving
efficiency and innovation through structured competition and performance incentives.

A critical element of market design is providing forward visibility to suppliers, enabling them to
plan, invest, and allocate resources effectively. By publishing work pipelines and aligning
procurement activity with long-term asset strategies, organisations can reduce uncertainty and
improve supplier confidence. This approach supports better pricing, enhanced performance,
and a more stable supply chain, particularly in areas such as planned maintenance and
development.

Contract structures play a central role in shaping market behaviour, influencing how suppliers
operate and engage with organisations. Longer-term arrangements, outcome-based
contracts, and collaborative models can encourage investment and innovation, while poorly
designed contracts may reinforce short-termism and risk aversion. Procurement must
therefore ensure that commercial models align with desired outcomes, creating incentives for
suppliers to deliver value and improve performance over time.

A compelling example of effective market design can be seen in Orbit Group, which
restructured its repairs and maintenance delivery through integrated contracts that combine
responsive and planned work. By consolidating demand across these previously separate
workstreams, Orbit created sufficient scale and consistency to reshape supplier engagement,
moving away from fragmented, reactive contracting towards a more stable and strategically
aligned delivery model across its housing portfolio.

Orbit Group's integrated approach standardised specifications, aligned performance, and
gave suppliers long-term workload visibility. This helped contractors optimize workforce
planning, invest in systems and training, and deliver services more efficiently. It led to better
first-time performance, less duplication, and improved coordination, boosting service quality
and cost control.

The model also strengthened supplier relationships through predictability and collaboration,
encouraging innovation and ongoing improvement with clearer incentives and stable demand.
This shows how procurement as a market design tool, not just a transaction, can reshape
supply chains to enhance performance, cut costs, and increase long-term value for housing
providers.

Developing Tiered Supply Chains

A tiered supply chain model enables organisations to structure their supplier base to balance
capability, capacity, and risk. Rather than relying on a single tier of contractors, procurement
can design multi-layered supply chains that incorporate principal contractors, specialist
subcontractors, and local providers. This approach enhances flexibility, improves resilience,
and ensures that different types of work are delivered by suppliers best suited to their
complexity and scale.

At the top tier, principal contractors are responsible for delivering large or complex
programmes, such as planned maintenance or development projects. These suppliers provide
management capability, coordination, and scale, enabling efficient delivery of significant
workloads. Procurement must ensure that these contractors have the capacity, systems, and
financial stability to manage complex supply chains, while also maintaining accountability for
performance and outcomes.

The second tier typically comprises specialist subcontractors who deliver specific trades or
services, such as roofing, electrical works, or compliance activities. These suppliers bring
technical expertise and flexibility, supporting the delivery of specialised requirements within



broader programmes. Procurement strategies should ensure that these relationships are
effectively managed, with clear expectations, performance standards, and integration into the
overall supply chain.

Local and smaller suppliers play an important role in the supply chain, particularly in delivering
responsive services and supporting local economies. Incorporating these suppliers within a
tiered model enhances capacity, improves responsiveness, and contributes to social value
objectives. Procurement must ensure that access routes are available for these suppliers,
whether through lIotting strategies, subcontracting arrangements, or direct contracting
opportunities.

Effective management of tiered supply chains requires clear governance, transparency, and
accountability across all levels. Organisations must ensure that performance, risk, and
compliance are managed consistently across all supplier tiers. This includes monitoring
subcontracting practices, ensuring fair treatment of suppliers, and maintaining visibility of the
entire supply chain. By adopting a structured and transparent approach, procurement can
maximise the benefits of a tiered supply chain model.

Supporting SME and Regional Capacity

Supporting small and medium-sized enterprises (SMEs) and regional suppliers is a critical
component of supply chain strategy within social housing. SMEs often provide valuable
flexibility, local knowledge, and specialised expertise, contributing to more responsive and
resilient service delivery. Procurement strategies should therefore be designed to facilitate
SME patrticipation, ensuring that barriers to entry are minimised and that opportunities are
accessible to a diverse range of suppliers.

One of the key challenges for SMEs is the complexity and cost of participating in procurement
processes. Lengthy documentation, stringent requirements, and disproportionate compliance
burdens can discourage participation. Procurement must address these barriers by simplifying
processes, adopting proportionate requirements, and providing clear guidance. This ensures
that SMEs can compete effectively, increasing competition and enhancing the diversity of the
supply chain.

Regional capacity is particularly important in areas such as responsive repairs and
maintenance, where proximity and local knowledge can significantly impact service delivery.
By engaging local suppliers, organisations can improve response times, enhance resident
satisfaction, and reduce logistical costs. Procurement strategies should therefore consider
geographic factors, ensuring that supply chains are structured to support effective local
delivery while maintaining overall efficiency and consistency.

Framework design can play a significant role in supporting SMEs and regional suppliers.
Lotting strategies, dynamic purchasing systems, and flexible contracting arrangements can
create opportunities for smaller providers to participate. These approaches enable
organisations to balance the benefits of aggregation with the need for inclusivity, ensuring that
supply chains remain diverse and responsive to a range of service requirements.

Places for People structured its maintenance frameworks around regional lots, enabling local
contractors to compete for work within defined geographic areas. By dividing large contracts
into manageable segments, the organisation created accessible opportunities for SMEs while
maintaining overall programme coherence, ensuring that procurement design supported both
operational efficiency and wider supply chain inclusion objectives.

Through this approach, Places for People increased participation from regional suppliers,
enhancing competition and diversifying its supply chain. Local contractors were better
positioned to deliver responsive services due to their proximity and knowledge of local
conditions, resulting in improved response times and stronger resident satisfaction. This
model also reduced reliance on national contractors, mitigating concentration risk and
improving overall resilience within the supply chain.



The regional lotting strategy also contributed to local economic development by directing
spending info communities where services were delivered. By enabling SMEs to access public
sector opportunities, Places for People supported job creation, skills development, and local
investment. This demonstrates how procurement can be deliberately structured to balance
efficiency with social value, delivering tangible benefits for both organisations and the
communities they serve.

Ensuring Financial Stability and Continuity

Ensuring the financial stability of suppliers is essential for maintaining continuity of service and
reducing the risk of disruption. Procurement must take a proactive approach to assessing and
monitoring supplier financial health, recognising that financial instability can have significant
consequences for service delivery. This involves regular analysis of financial performance,
credit ratings, and market conditions, enabling organisations to identify risks and take
appropriate action.

Contract design plays a critical role in supporting financial stability, particularly through
payment mechanisms and risk allocation. Prompt payment terms, fair pricing structures, and
balanced risk transfer can improve supplier cash flow and reduce financial pressure.
Conversely, overly aggressive pricing, delayed payments, or disproportionate risk allocation
can contribute to supplier distress, increasing the likelihood of failure and associated service
disruption.

Procurement must also consider workload allocation and pipeline management, ensuring that
suppliers have sufficient visibility and continuity of work. Irregular or unpredictable workloads
can create financial instability, particularly for smaller suppliers. By providing clear pipelines
and consistent demand, organisations can support supplier planning and investment,
contributing to a more stable and resilient supply chain.

Contingency planning is an important aspect of ensuring continuity, enabling organisations to
respond effectively to supplier failure or disruption. This may include maintaining alternative
suppliers, establishing framework agreements, or developing internal capacity to manage
short-term gaps. By preparing for potential disruptions, procurement can minimise impact and
ensure that services continue to be delivered effectively.

The experience of contractor insolvencies within the sector highlights the importance of
proactive financial management. Organisations that have implemented robust monitoring and
supportive commercial practices have been better able to maintain service continuity and
avoid disruption. This demonstrates the critical role of procurement in ensuring financial
stability and resilience within the supply chain.

Driving Social Value and ESG Through Commercial Models

Procurement has a significant role in delivering social value and environmental, social, and
governance (ESG) outcomes by using commercial models to influence supplier behaviour and
contribute to broader organisational objectives. By embedding social value requirements
within procurement strategies and contracts, organisations can ensure that supply chains
deliver benefits beyond core service delivery, supporting communities, sustainability, and
ethical practices.

Social value can be delivered through a range of mechanisms, including local employment,
apprenticeships, community investment, and support for vulnerable groups. Procurement
must ensure that these requirements are clearly defined, measurable, and aligned with
organisational priorities. By incorporating social value into evaluation criteria and performance
frameworks, organisations can ensure that suppliers are accountable for delivering these
outcomes alongside core service requirements.

Environmental considerations are increasingly important, with procurement playing a key role
in supporting sustainability objectives such as carbon reduction, waste management, and
resource efficiency. Commercial models can incentivise suppliers to adopt sustainable
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practices, whether through performance targets, reporting requirements, or financial
incentives. This supports the transition to more sustainable delivery models and contributes
to broader environmental goals within the sector.

Governance and ethical considerations are also central to ESG, requiring procurement to
ensure suppliers operate responsibly and in compliance. This includes addressing issues such
as modern slavery, labour standards, and supply chain transparency. Robust due diligence,
contractual requirements, and monitoring processes are essential to ensure that suppliers
meet these expectations and that risks are effectively managed.

A strong example of effective ESG integration is L&Q Group, which has embedded carbon-
reduction targets and local employment commitments into major construction and
maintenance contracts. By aligning procurement requirements with its sustainability strategy,
L&Q has ensured that suppliers are contractually obligated to deliver measurable
environmental and social outcomes alongside core service delivery, reinforcing ESG as a
fundamental component of commercial performance.

L&Q Group uses structured frameworks to monitor supplier delivery against ESG metrics like
emissions, waste, and local labour, supported by incentives and reporting. This ensures active
management of ESG commitments, improving accountability and supplier performance.
Integrating ESG into procurement has reduced carbon impact and increased local job
opportunities. Embedding these into commercial models shows how procurement can drive
broader organisational and societal goals, making ESG a key value driver.

Embedding Category Management for Strategic Procurement

Spend category management is positioned as a critical yet underutilised discipline within social
housing procurement. Although widely referenced, it is often poorly implemented, resulting in
fragmented and reactive procurement practices. The absence of robust data, integrated
systems, and organisational alignment prevents category management from delivering its
intended strategic value, limiting its impact to theory rather than enabling it to function as an
effective operating model.

It is crucial to identify key structural barriers, including fragmented spend visibility,
organisational silos, and capability gaps. These challenges reinforce transactional
procurement behaviours and hinder the development of informed, long-term strategies.
Without cross-functional collaboration and reliable data, procurement decisions remain driven
by short-term pressures, limiting the organisation’s ability to aggregate demand, optimise
supply chains, and achieve sustainable value.

Differentiation of procurement approaches across planned, reactive, and development
categories is highlighted as essential for effective strategy design. Each category presents
distinct operational and market characteristics, requiring tailored approaches rather than
uniform solutions. Aligning procurement strategies with these differences ensures
proportionality, enhances service delivery, and supports long-term asset management
objectives within increasingly complex housing portfolios.

Category management must evolve into a core organisational discipline supported by
governance, capability, and market intelligence. Through standardisation, market analysis,
and deliberate supply chain design, procurement can transition from a transactional role to a
strategic function. When integrated effectively, category management promotes improved
performance, stronger supplier relationships, and enhanced social value outcomes across
housing services.

Additional articles can be found at Procurement and Supply Chain Management Made Simple.
This site looks at procurement and supply chain management issues to assist organisations
and people in increasing the quality, efficiency, and effectiveness of their product and service
supply to the customers' delight. © Procurement and Supply Chain Management Made
Simple. All rights reserved.
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