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Vendor Management 101: How to Build Relationships That Work 

Your vendors are an extension of your organization - and the right relationships can improve 

quality, consistency, and results. 

Use this guide to evaluate, onboard, manage, and review vendor relationships in a way that protects your 

organization, clarifies expectations, and supports dependable service. 

1. Define What You Need Before You Start Searching 

Strong vendor relationships begin with clarity. Before requesting quotes or recommendations, define the problem you 

need the vendor to solve and the standard you expect them to meet. 

☐  Identify the service, product, or outcome you need 

☐  Define scope, timeline, budget range, and key requirements 

☐  Determine which requirements are mandatory versus preferred 

☐  Identify any insurance, licensing, certification, or compliance requirements 

☐  Clarify who will make the final selection and approve spending 

☐  Establish how success will be measured once the work begins 

TSG Tip: A vague scope usually produces vague quotes. Clear requirements make it easier to compare vendors fairly and 

reduce misunderstandings later. 

2. Evaluate More Than Price 

The lowest bid is not always the best value. Consider whether the vendor can consistently deliver the quality, 

responsiveness, and reliability your organization needs. 

☐  Compare pricing using the same scope and assumptions 

☐  Review experience with similar organizations or projects 

☐  Confirm licenses, insurance, certifications, and references when appropriate 

☐  Evaluate responsiveness and professionalism during the selection process 

☐  Ask how service issues, delays, or emergencies are handled 

☐  Consider capacity, staffing, location, and ability to scale if your needs change 

TSG Tip: Document why a vendor was selected. A simple evaluation record can support consistency, transparency, and 

future review. 

3. Put Expectations in Writing 

A strong relationship should not depend on assumptions. Written agreements create a shared understanding of 

responsibilities, timelines, costs, and performance expectations. 

☐  Define the scope of work and specific deliverables 

☐  Document pricing, payment terms, fees, and renewal conditions 

☐  Identify service schedules, deadlines, or response-time expectations 

☐  Clarify who supplies materials, equipment, access, or information 

☐  Include confidentiality, data security, insurance, or compliance terms when relevant 

☐  Document cancellation, termination, and dispute-resolution expectations 

TSG Tip: If an expectation matters to the organization, do not rely solely on a verbal conversation. Capture it in the 

contract, proposal, purchase order, or written service agreement. 
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4. Build a Consistent Vendor Onboarding Process 

Once a vendor is selected, onboarding should ensure they understand how to work successfully with your organization. 

☐  Collect required tax, insurance, banking, and contact information 

☐  Identify the primary vendor contact and your internal relationship owner 

☐  Review access, safety, security, confidentiality, or site requirements 

☐  Explain invoicing, purchasing, and payment procedures 

☐  Provide schedules, locations, points of contact, and escalation instructions 

☐  Store contracts and supporting documents in a centralized location 

TSG Tip: Use the same onboarding checklist for similar vendors so important documentation and expectations are not 

missed. 

 

5. Establish Clear Communication 

Many vendor problems are communication problems. Define how information should flow before an issue occurs. 

☐  Identify a primary point of contact on both sides 

☐  Agree on preferred communication methods for routine and urgent matters 

☐  Set expectations for response times 

☐  Schedule recurring check-ins for high-impact or ongoing services 

☐  Document important changes, approvals, and commitments 

☐  Escalate recurring issues instead of repeatedly solving the same problem informally 

TSG Tip: Good vendor management is collaborative, but accountability still matters. Clear communication should make 

performance easier to manage, not harder to measure. 

 

6. Monitor Performance Before Problems Grow 

Do not wait until contract renewal to decide whether a vendor is performing well. Review service quality throughout the 

relationship. 

☐  Track whether deliverables are completed accurately and on time 

☐  Monitor responsiveness and follow-through 

☐  Review complaints, service interruptions, or repeated corrections 

☐  Confirm invoices align with agreed pricing and completed work 

☐  Document significant performance issues and corrective actions 

☐  Recognize strong performance and communicate what is working well 

TSG Tip: Use a simple vendor scorecard for critical vendors. Even a few consistent measures - quality, timeliness, 

responsiveness, cost, and compliance - can reveal patterns quickly. 
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7. Manage Changes Instead of Letting Scope Drift 

Vendor relationships often change over time. Additional requests, staffing changes, pricing increases, and new 

organizational needs can quietly alter the original agreement. 

☐  Review proposed scope changes before work begins 

☐  Require approval for significant additional costs 

☐  Document changes to deliverables, schedules, or service levels 

☐  Update contracts or amendments when the change is substantial 

☐  Confirm internal stakeholders understand revised expectations 

☐  Reassess whether the vendor remains the best fit as needs evolve 

TSG Tip: Small informal changes can become expensive patterns. Treat scope, cost, and service-level changes as 

management decisions, not casual adjustments. 

 

8. Review, Renew, or Exit Intentionally 

Every ongoing vendor relationship should be reviewed periodically. Renewal should be based on performance and 

organizational need - not simply because the contract has always been renewed. 

☐  Review performance before the renewal deadline 

☐  Compare current pricing and service levels with organizational needs 

☐  Identify unresolved issues or recurring concerns 

☐  Confirm required insurance, licenses, and documentation remain current 

☐  Negotiate improvements when appropriate 

☐  Plan an orderly transition if the relationship is ending 

TSG Tip: Track renewal and termination dates in advance. Missing a notice deadline can leave an organization in an 

agreement it no longer wants or needs. 

 

Quick Vendor Management Readiness Check 

Ask whether your organization can confidently answer "yes" to the following: 

☐  We define scope and requirements before requesting vendor quotes 

☐  We use consistent criteria to evaluate significant vendors 

☐  Vendor agreements clearly document responsibilities, pricing, and expectations 

☐  Required vendor records and compliance documents are centrally maintained 

☐  Each important vendor has a designated internal relationship owner 

☐  We monitor vendor performance instead of relying only on complaints 

☐  Changes in scope or cost require appropriate approval 

☐  We track contract renewal and termination deadlines 

☐  We periodically evaluate whether each vendor still provides the best value 

If several of these areas are inconsistent, undocumented, or handled differently across departments, your organization 

may benefit from a structured vendor-management review. 
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What Strong Vendor Management Should Create 

A well-managed vendor relationship should create more than a signed contract. It should give your organization greater 

visibility, consistency, accountability, and confidence in the services it depends on. 

☐  Clear ownership and communication 

☐  Predictable service quality and response expectations 

☐  Better documentation and contract visibility 

☐  Reduced operational and compliance risk 

☐  More informed purchasing and renewal decisions 

TSG Tip: The goal is not to create unnecessary bureaucracy. It is to make vendor relationships easier to manage and less 

dependent on memory, informal agreements, or crisis response. 

 

 

 

 

READY TO STRENGTHEN YOUR VENDOR MANAGEMENT PROCESS? 

Tiered Solutions Group helps organizations evaluate vendor processes, strengthen documentation, clarify 

expectations, and build practical systems for more consistent vendor performance. 

Smarter Systems. Stronger Organizations. Lasting Impact. 

Schedule a Vendor Management Assessment 

 


