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Sponsors of the Good Business Partnering Report
This research and report is supported by:

Good Business Pays is a UK-based research and advocacy organisation 
focused on improving payment practices and supplier relationships between 
large organisations and their supply chains. Its work centres on increasing 
transparency, accountability, and fairness in how suppliers are treated, 
with a particular emphasis on the practical, operational drivers of payment 
performance.

Good Business Pays is best known for the Good Business Pays Fast Payer Award, which recognises organisations that 
consistently demonstrate strong payment performance based on publicly reported data. The awards are designed to 
highlight best practice, encourage peer learning, and shift the conversation from compliance to leadership.

Alongside public recognition, Good Business Pays undertakes detailed research into the systems, behaviours, and 
governance structures that sit behind payment outcomes. This research is used to inform businesses, policymakers, 
and suppliers about what effective and sustainable supplier relationships look like in practice.

About Good Business Pays
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Terry Corby

Terry Corby founded
Good Business Pays
in 2020 as a not-for-
profit, collaborative
movement, with the
aim to bring an end
to the late and slow
payment culture
in UK businesses.

Over the past five years he has taken on some of the
biggest corporations in the country by holding them
to account on late payments. Following six years
of Terry’s campaigning, thousands of businesses have 
slashed their average supplier
payment times, by up to 50 and even 75 percent.

During his time leading Good Business Pays, Terry
worked closely with multiple stakeholders to build
the movement, gaining the full support of the
main business organisations: the Federation of
Small Businesses; CBI; Institute of Directors; British
Chambers of Commerce; and Make UK as well as
many of the industry specific trade associations. He
worked very closely with the Office of the Small 
Business Commissioner, government ministers across 
parties and with the Department of Business & Trade 
to strengthen the Payment Practices regulations and 
the Public Sector Procurement Act.

The results of his work over five years have been
significant. Not only have thousands of companies
improved their payment culture, but laws have been
strengthened and late payments is now clearly a
board level issue for every large company.

Liz Barclay

Importantly, Terry
worked very closely
with the previous
Small Business
Commissioner, Liz
Barclay, to align with
their work. Over the
four years that Liz
was Commissioner,

Terry and Liz formed a deep understanding and
shared view of what drives successful partnering
between large and smaller organisations.

Liz is an entrepreneur, broadcaster, journalist, writer 
and author specialising in small business, personal 
finance and consumer affairs. She is currently working 
with the IoD as Small Business and Entrepreneurship 
lead, with technology firms on the adoption and 
effective use of technology for small and micro 
businesses, and with businesses of all sizes on
strategy, governance, employee engagement, 
inclusivity and communications.

This report brings together their extensive shared
experience and views, alongside evidence from the
best paying organisations in the UK, to form a
powerful set of actionable insights for Britain’s
business community.

About the Authors of this Report



About the GBP-14 Cohort 

The GBP-14 cohort consists of large organisations 
drawn from a range of sectors and operating 
models. They were selected deliberately, not as a 
representative sample of UK business, but as a group 
of proven high performers in supplier payment 
practices.

The GBP-14 organisations consist of serial winners of 
the Good Business Pays Fast Payer Award, meaning 
they have demonstrated strong and consistent 
payment performance across multiple reporting 
periods using publicly available data. This prior 
performance established a common baseline: each 
organisation was already operating at, or close to, best 
practice in terms of payment speed and reliability.

In financial terms, the GBP-14 organisations are 
generally commercially strong and operationally 
mature. Collectively, they span a diverse range 
of sectors, including retail, professional services, 
manufacturing, transport, and consumer-facing 
industries. Their inclusion in the study reflects the fact 
that good payment performance is achievable at scale 
and within complex operating environments.

By selecting organisations that had already proven 
themselves as good payment partners, the research 
was able to focus on a more nuanced question: What 
additional behaviours, systems, and leadership 
choices sit alongside fast payment in organisations 
that are widely regarded as well run?

Purpose and Approach 

The GBP-14 study was designed to test a clear 
hypothesis: do companies that consistently pay 
suppliers fast also demonstrate stronger business 
partnering behaviours, and if so, what are those 
behaviours?

By focusing on organisations that had already 
proven their payment performance, the research was 
able to isolate the additional factors that support 
effective supplier relations hips. The analysis draws 
on a combination of publicly reported payment data, 
supplier testimony, and interviews with senior finance 
and procurement leaders responsible for designing 
and overseeing payment and supplier management 
systems.

Report Executive Summary
This report brings together the findings from the GBP-14 cohort, a group of 
organisations selected as serial winners of the Good Business Pays Fast Payer 
Award. Each company has already demonstrated consistent, best-in-class 
performance in paying suppliers quickly and reliably.

The purpose of the study was to look beyond payment speed and understand what else these companies do well in 
their relationships with suppliers, and whether fast payment sits within a broader pattern of good business partnering. 
The findings confirm that it does. Across the cohort, strong payment outcomes are closely linked to clear processes, 
senior ownership, and deliberate approaches to managing supplier relationships.

The GBP-14
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improved without anyone having to chase it.
of core operations, payment performance 

exceptions and started treating them as part
Once we stopped treating invoices as

Senior finance executive, GBP-14 organisation

Key Findings
1. Fast payment reflects how organisations are run

was dealing with it, and suppliers paid the price.
business. Everyone assumed someone else

Before that, invoices just bounced around the

Senior finance executive, GBP-14 organisation

Across the GBP-14 cohort, fast payment is not 
treated as a standalone target. Instead, it reflects how 
responsibilities are allocated, how decisions are made, 

and how issues are resolved internally. Where invoice 
routing, approval ownership, and escalation routes are 
clear, payment outcomes follow naturally.

This matters because it shows that good payment 
performance is sustainable. Suppliers experience 
predictability rather than reliance on follow-up or 

escalation, which reduces friction for both suppliers 
and buying organisations.

2. Good business partnering is a conscious decision
Senior executives interviewed as part of the study 
consistently described deliberate choices about 
how suppliers are treated. These organisations do 
not rely on suppliers as a source of working capital, 

even where contractual terms might permit it. 
Instead, payment behaviour is aligned with how the 
organisation chooses to engage with its supply base.

pay suppliers says a lot about us as a business.
that’s not how we want to operate. How we 

We could stretch payment if we wanted to, but

Chief procurement executive, GBP-14 organisation

This is important because suppliers respond to 
behaviour rather than policy statements. Over 
time, consistent signals of fairness and reliability 

influence supplier willingness to prioritise, invest, and 
collaborate
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The significance of this finding is that good business 
partnering does not depend solely on individual 
relationships. Instead, it is embedded in systems that 

operate consistently, even as organisations grow or 
change.

3. Process discipline supports partnership at scale
A consistent feature across the GBP-14 organisations 
is disciplined process design. This includes clear 
invoice submission routes, time-bound approvals, and 

active dispute management. These elements reduce 
uncertainty for suppliers and prevent issues from 
remaining unresolved.

matter how well intentioned people are. 
processes. If the system isn’t clear, it doesn’t 

Good relationships don’t survive bad

Finance director, GBP-14 organisation

4. Senior ownership reinforces standards
In higher-performing organisations, payment 
performance and supplier experience are visible at 
senior levels. Finance and procurement leaders view 

payment outcomes as indicators of operational health 
rather than as back-office metrics.

This matters because leadership attention shapes 
behaviour. Where senior ownership is clear, issues 
are addressed earlier and suppliers are treated as 

part of the value chain rather than as an external 
administrative burden.

internally. That’s not a supplier problem, that’s ours.
If suppliers are chasing us, something is wrong

CFO-level interviewee, GBP-14 organisation
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5. Supplier experience is actively considered

suppliers once trust has already been damaged.
things are working. You only hear from

The absence of complaints doesn’t mean

Senior procurement leader, GBP-14 organisation

The GBP-14 cohort demonstrates greater awareness 
that supplier dissatisfaction is not always voiced. 
These organisations place emphasis on clarity, 

responsiveness, and early issue resolution, rather than 
relying solely on formal dispute rates

This approach matters because supplier experience 
often provides early signals of operational or 
relationship risk. Managing it proactively helps 

organisations avoid higher costs and more serious 
issues later.

Supplier Choice and Customer-of-Choice Status
Taken together, these findings help explain why 
the GBP-14 organisations achieve strong outcomes 
on a Supplier Choice Index (SCI) developed by 
Good Business Pays. Fast payment sits alongside 
behaviours that make suppliers more willing to work 
with, prioritise, and remain committed to these 
organisations.

Customer-of-choice status is therefore not based on 
payment speed alone, but on the consistency and 
quality of day-to-day interactions with suppliers.

The Supplier Choice Index (SCI) is a Good Business 
Pays–owned analytical framework that measures 
the extent to which suppliers actively prefer to work 
with a buying organisation. It combines quantitative 
payment performance data with qualitative indicators 
of supplier experience, including clarity of process, 
responsiveness, dispute handling, and reliability. 
The SCI is designed to reflect supplier choice in 
practice, rather than contractual obligation, and is 
used to assess whether an organisation functions as a 
customer of choice within its supply markets

Conclusion
The GBP-14 findings demonstrate that fast payment is rarely an isolated 
success. In organisations that perform well, it forms part of a broader approach 
to good business partnering, supported by clear processes, senior ownership, 
and attention to supplier experience.

These organisations provide practical examples of how strong supplier relationships can be built and sustained without 
complex or costly interventions. Their experience suggests that becoming a customer of choice is achievable when 
payment practices are treated as a core part of how the organisation operates.
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For many years, the debate around supplier payment has focused primarily 
on compliance, payment terms and overdue invoices. Those issues remain 
important. However, the evidence emerging from this research suggests 
that they are no longer sufficient indicators of organisational health, supplier 
experience or operational resilience.

A significant shift is now taking place. Across increas-
ingly complex supply chains, suppliers are experienc-
ing growing operational friction even where payment 
performance appears acceptable on paper. Delayed 
onboarding, stalled approvals, fragmented ownership, 
slow dispute resolution and inconsistent escalation 
processes create hidden costs that are rarely visible at 
board level until they manifest as supplier disengage-
ment, reputational damage or operational failure.

At the same time, the external environment is be-
coming more demanding. New UK payment reporting 
requirements, increasing expectations around supply 
chain resilience, growing investor attention to non-fi-
nancial risk and continued economic pressure on 
suppliers particularly SMEs are forcing organisations to 
look more closely at how supplier relationships func-
tion in practice, not simply how they are described in 
policy.

This matters because supplier relationships increasing-
ly operate as an early indicator of broader organisa-
tional behaviour. In this sense, supplier experience is 
no longer simply a procurement or finance issue. It is a 
management quality issue.

Increasingly, investors and stakeholders are also 
beginning to recognise supplier behaviour as an 
operational and governance signal. Organisations 
that create persistent supplier friction often exhibit 
broader weaknesses in accountability, system design 
and leadership execution. Conversely, organisations 
trusted by suppliers frequently demonstrate stronger 
operational discipline, clearer ownership structures 
and more resilient management practices.

The evidence from the GBP-14 cohort demonstrates 
that the organisations consistently achieving the 
strongest supplier outcomes are not simply paying 
faster in isolation. They are operating differently.

Importantly, these organisations are not necessarily 
investing in more complex systems or larger govern-
ance structures. In many cases, suppliers experience 
the greatest improvements where organisations have 
reduced ambiguity, simplified operational pathways 
and aligned leadership behaviour with day-to-day 
execution. The implications extend beyond supplier 
relationships alone.

Organisations that consistently reduce friction and 
build supplier trust increasingly position themselves 
as Customers of Choice organisations that suppliers 
actively prioritise, support and invest in serving.

This creates tangible commercial advantages:
•	 stronger supplier collaboration
•	 improved resilience under pressure
•	 earlier access to innovation
•	 greater responsiveness during disruption
•	 improved service quality for end customers

In an environment where the best suppliers increas-
ingly have choice, these advantages are becoming 
strategically significant. The findings in this report 
therefore point to a broader conclusion.

The organisations that will perform best over the next 
decade are unlikely to be those that merely comply 
with payment expectations. They will be those that 
deliberately design supplier relationships for trust, 
predictability and resilience and in doing so position 
themselves as Customers of Choice within increasingly 
competitive and fragile supply markets.

It is within this context that the Good Business Part-
nering Standard, Diagnostic and Supplier Choice Index 
(SCI) have been developed.

Why This Matters Now
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What is the Supplier Choice Index (SCI)?
The Supplier Choice Index (SCI) is an independent 
framework developed by Good Business Pays to 
measure how organisations are genuinely experienced 
by suppliers and whether they function as Customers 
of Choice within their supply markets.

The SCI was developed in response to a growing 
recognition that traditional payment metrics alone 
no longer provide a complete picture of supplier 
experience, operational resilience or organisational 
behaviour.

While payment speed remains important, suppliers 
increasingly assess organisations through a much 
broader lens, including:

•	 how easy they are to work with
•	 how predictable their processes are
•	 how quickly issues are resolved
•	 how fairly risk is shared
•	 how clearly accountability operates when 

problems arise

The SCI exists to make those factors visible, 
measurable and actionable.

Why SCI Exists
Many organisations believe that paying invoices on 
time is sufficient evidence of good supplier practice. 
The evidence from the GBP-14 research suggests the 
reality is more complex.

Suppliers often continue to experience significant 
operational friction even where payment metrics 
appear strong. Delayed onboarding, fragmented 
ownership, stalled approvals, unclear escalation routes 

and disproportionate processes create hidden costs 
that weaken trust and reduce resilience across supply 
chains. These issues are rarely visible through payment 
reporting alone.

The SCI was therefore developed to help organisations 
understand not only whether suppliers are paid, but 
how suppliers experience the organisation in practice.

What SCI Measures
The Supplier Choice Index combines quantitative 
payment performance data with qualitative indicators 
of supplier experience and operational behaviour.

The framework assesses factors including:
•	 payment predictability and reliability
•	 invoice dispute handling
•	 escalation effectiveness
•	 operational clarity and ownership

•	 onboarding proportionality
•	 supplier communication
•	 leadership visibility and intervention
•	 responsiveness when suppliers are under 		

pressure

Together, these factors provide a broader view of 
whether an organisation behaves as a trusted and 
effective business partner.
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What Makes SCI Different
The SCI is grounded in observed practice rather than 
stated policy intent.

It has been informed by:
•	 longitudinal payment performance data
•	 structured executive interviews
•	 supplier testimony
•	 operational analysis
•	 evidence gathered from organisations 	

demonstrating sustained excellence in supplier 
payment and partnering behaviour

Importantly, the SCI is not:
•	 a compliance checklist
•	 a payment terms audit
•	 a self-certification exercise
•	 a procurement maturity model in isolation

It is designed to reflect supplier choice as it operates 
in practice.
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Customer of Choice
The organisations that consistently perform strongest 
against the SCI are typically experienced by suppliers 
as Customers of Choice organisations that suppliers 
actively prioritise, trust and invest in supporting over 
the long term.

These organisations are more likely to:
•	 attract high-quality suppliers
•	 gain earlier access to innovation
•	 experience stronger collaboration during 

disruption
•	 reduce operational friction and dispute cost
•	 strengthen supply chain resilience

In increasingly competitive and fragile supply markets, 
this status represents more than good practice alone. 
It represents a strategic advantage.

The Supplier Choice Index has therefore been devel-
oped not simply as a measure of payment behaviour, 
but as a broader framework for understanding how 
organisations build trust, resilience and long-term 
value through the way they partner with suppliers.
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Introducing the 
Good Business 
Partnering 
Standard and 
Diagnostic 
& The Supplier 
Choice Index
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Introduction: Purpose of This Document
Part 2 of this document builds on the evidence 
set out in the GBP-14 Aggregate Findings Report. 
That research examined organisations that had 
already demonstrated sustained excellence in 
supplier payment performance, to identify the 
operating practices and leadership behaviours that 
consistently sit behind those outcomes. 

The Good Business Partnering Standard and 
Diagnostic translate those findings into a structured 
framework for board-level assessment and 
improvement. While the findings report focuses on 
what was observed, this document focuses on how 
organisations can use those insights to evaluate and 
strengthen their own practices.

About the GBP-14 Standard and Diagnostic
The findings set out in this report represent the 
evidence base for the next stage of Good Business 
Pays’ work on supplier relationships. By examining 
organisations that have already demonstrated 
sustained excellence in payment performance, the 
research was able to identify the operating practices 
and leadership behaviours that consistently sit behind 
those outcomes.

These insights have been used to inform the 
development of the Good Business Partnering 
Standard and Diagnostic, which translates the 
observed patterns into a structured framework for 
board-level assessment and improvement. While this 
report focuses on what was found, the Good Business 
Partnering Standard focuses on how organisations can 
apply those lessons in practice.

About the Supplier Choice Index (SCI)

The Supplier Choice Index (SCI) is a proprietary 
analytical framework developed and owned by Good 
Business Pays. It is designed to measure whether 
suppliers actively prefer to work with a buying 
organisation, beyond contractual obligation or 
switching cost.

The SCI combines:
•	 Quantitative payment performance data, 

including speed, consistency, and predictability 
of payment.

•	 Qualitative indicators of supplier experience, 
such as clarity of processes, responsiveness, 
dispute handling, and reliability.

The index is informed by publicly reported data, 
structured supplier testimony, and interviews with 
senior finance and procurement leaders. Its purpose 

is to reflect supplier choice as it operates in practice, 
recognising that suppliers make ongoing decisions 
about where to prioritise effort, investment, and 
innovation.

A strong SCI score indicates that an organisation 
functions as a customer of choice within its supply 
markets. The SCI is intended as a diagnostic and 
benchmarking tool, supporting organisations that 
wish to strengthen supplier relationships through 
better operational design and governance rather than 
through contractual leverage alone.

Section 1
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The Problem Boards Think They Have
The 14 companies we studied all have boards that 
understand the issue of supplier payment. But many 
boards in many companies have little or no idea about 
supplier-customer relationships or payments. They 
think this is an operational issue and not a strategy or 
financial one.

The prevailing assumption is simple: if we pay on time, 
we are behaving well. Payment terms are agreed, 
invoices are settled within those terms, and any 
exceptions are treated as isolated operational issues 
rather than systemic risk. On this basis, many boards 
conclude that supplier relationships are fundamentally 
sound.

The evidence from studying the fastest paying 
companies tells a different story.

Even in the best, fast-paying organisations, that 
are well-run, financially disciplined and values-led, 
suppliers can continue to experience friction that may 
undermine trust, increase cost and, in some cases, 
threaten continuity of supply, even where invoices are 
ultimately paid on time.

The problem boards think they have is late payment.
The problem they actually have is supplier friction.

From Findings to Framework – The Board Challenge

Where the real issues arise
The research underpinning this report shows that 
poor supplier outcomes rarely originate in a conscious 
decision to delay payment. Instead, they emerge from 
a series of design and accountability failures that sit 
upstream of payment itself.

Common pressure points include:
•	 Complex or disproportionate onboarding 

requirements.

•	 Unclear ownership of purchase orders and 
receipting.

•	 Invoices becoming “stuck” between systems or 
teams.

•	 Disputes raised late and resolved slowly.

•	 Escalation routes that exist in theory but not in 
practice.

From a supplier’s perspective, these failures feel 
indistinguishable from intentional delay. From a 
board’s perspective, they are often invisible, buried in 
operational detail and fragmented across functions. 
Experience will have shown boards that invisible 
problems can grow to become real risks to their 
business.

Why intent is not enough
Many organisations included in this research articulate 
a strong commitment to treating suppliers fairly. They 
speak convincingly about values, partnership and 
long-term relationships. Yet without board support, 
systems, ownership and escalation mechanisms that 
translate intent into action, even the best intentions 
produce inconsistent outcomes.

This is why regulation, policy statements and payment 
targets alone have not solved the problem. They 
address what organisations should do, but not how 
they are designed to do it.

The organisations that perform best do not rely on 
intent. They rely on design.
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The Evidence Base: Proven Practice, Not Theory
This report is grounded in a unique and proprietary 
evidence base created by Good Business Pays.

It draws on in-depth qualitative research conducted 
with 14 organisations that have been recognised as 
Good Business Pays Fast Payers every year since the 
award’s inception in 2021. These are serial recipients 
whose payment behaviour and supplier practices have 
demonstrated sustained excellence over time.

This distinction matters.

The organisations included are not exemplars because 
they participated in research; they participated 
in research because they had already proven, 
repeatedly, that they meet the threshold for one of 
the UK’s most respected recognitions of fair payment.

What makes this evidence different
The findings in this report are not derived from:

•	 Academic surveys.
•	 Self-reported questionnaires.
•	 One-off performance snapshots.

Instead, they are based on:
•	 Structured interviews with senior executives 

(CFOs, CPOs, COOs, Managing Directors).
•	 A consistent Good Business Partnering 

interview methodology and coding rubric.

•	 Supplier-validated feedback where available.
•	 Longitudinal engagement through the Fast 

Payer Award programme.

As a result, this research captures real operating 
practices, how organisations behave when systems 
fail, invoices stall, or suppliers raise concerns.

A proprietary dataset
The dataset underpinning this report has been 
created, curated and validated exclusively by Good 
Business Pays. It represents a body of knowledge 
that does not exist elsewhere: insight into the 

operating models of organisations that have already 
demonstrated, year after year, that good payment 
outcomes are achievable.

It is a study of what works
This is not a study of aspiration.

Section 2

16



Domain 1: Financial Practice 

Standard 1
Payment Is Treated as a Values Issue

In the highest-performing organisations, payment is not treated as a purely transactional or financial control. It is 
understood as a reflection of organisational values and reputation.

These organisations:
•	 explicitly reject the use of suppliers as a source of working capital
•	 view late payment as a failure, not an acceptable tolerance
•	 intervene when systems fail, including authorising manual or off-cycle payments

What distinguishes them is not perfection, but behaviour when things go wrong.

Green observed practice
Finance leaders authorise payments outside standard cycles when a supplier raises distress, rather than allowing 
process rigidity to override judgement.

Amber behaviour
Payment is prioritised, but issues are allowed to resolve themselves through standard processes, even when 
suppliers are visibly struggling.

The GBP-14 Standard: What Good Business Partnering Looks Like in Practice
The Good Business Partnering Standard distils the 
practices observed across the research cohort into 
eight core standards, organised across four domains.

Together, they define what it means to be a good 
business partner in practice, not in policy, rhetoric or 
intent, but in day-to-day operation.

An organisation cannot be considered a good 
business partner by excelling in only one domain. 
Sustained good outcomes require performance across 
all four.

Domain

Financial

Supplier

Culture

Operational

� Amber

Pays on time, fixes issue late

Fairness negotiated ad hoc

Values Stated

Multiple owners, slow resolution

� Green (Observed Best Practice)

Tracks invoices at risk; pays manually
if needed (e.g. off-cycle payments
authorised by finance leadership)

Default balanced terms; remove
irrelevant clauses (e.g. SME-scaled
contracts by risk/value)

Supplier issues reviewed at exec/board 
level (e.g. supplier metrics on board 
agenda)

Single accountable owner from
onboarding ▶ payment
(e.g. cradle-to-grave ownership model)

Section 3
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Why this matters
When distress signals are not acted on quickly, suppliers experience the organisation as process-led rather than 
partner-led. This increases reputational risk and can turn a solvable issue into supplier disengagement or service 
failure.

Standard 2
Late Payment Is Prevented by Design

The best organisations focus far more effort on preventing late payment than on managing it after the fact.

They do this by:
•	 ensuring contracts, onboarding and purchase orders are completed before work begins
•	 monitoring invoices at risk of becoming overdue
•	 escalating stalled approvals within days, not weeks

Late payment, in these organisations, is treated as a system design flaw to be corrected, not a supplier problem to 
be chased.

Green observed practice
Invoices approaching risk thresholds are flagged automatically and escalated to accountable owners before terms 
are breached.

Amber behaviour
Payment performance is monitored retrospectively, with intervention only once invoices are overdue.

Why this matters
Once invoices are overdue, the organisation is already in a reactive position. This increases chase effort on both 
sides, damages trust and can create unnecessary cashflow pressure for small businesses even where late payment is 
not intentional.

Domain 2: Operational Practices 

Standard 3
End-to-End Ownership of the Supplier Journey

Across the research, one factor consistently separates strong performers from the rest: 
clear ownership.

Good business partners:
•	 assign a named owner accountable for the supplier journey from onboarding through to payment
•	 avoid fragmented responsibility across procurement, finance and operations
•	 ensure suppliers know who to contact when issues arise

Where ownership is unclear, problems multiply, regardless of intent or policy.

Green observed practice
A single accountable role oversees onboarding, PO discipline, dispute resolution and payment performance.
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Amber behaviour
Suppliers are passed between teams, each responsible for a part of the process but none are accountable for the 
outcome.

Why this matters
Fragmented ownership increases resolution time and forces suppliers to navigate internal structures they cannot see. 
This drives repeat queries, escalation, and relationship fatigue even when individual teams are trying to help.

Standard 4
Proportionality Is Designed In

Best practice organisations recognise that treating suppliers fairly does not mean treating them identically.

They:
•	 scale onboarding, due diligence and contracting requirements by risk and size
•	 avoid imposing enterprise-level complexity on smaller businesses
•	 design proportionality into systems, rather than relying on exceptions

This reduces friction, accelerates onboarding and improves compliance.

Green observed practice
Smaller suppliers follow a simplified onboarding pathway, with reduced documentation and faster approval cycles.

Amber behaviour
Proportionality exists in principle but depends on negotiation or individual discretion.

Why this matters
When proportionality is discretionary rather than designed in, small businesses face inconsistent experiences and 
may be deterred from raising concerns. This creates avoidable friction, slows onboarding, and undermines the 
credibility of the organisation’s stated approach.

Domain 3: Supplier & Customer Practices 

Standard 5
Contracts Are Fair and Balanced by Default

Good business partners do not rely on market power to shift risk onto suppliers.

Instead, they:
•	 reject pay-when-paid clauses
•	 avoid unilateral change provisions
•	 negotiate liability proportionately
•	 remove irrelevant clauses through targeted addenda

Balanced contracts reduce disputes and create a foundation for trust.

Green observed practice
Standard terms are amended proactively for small businesses  to remove unnecessary complexity.
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Amber behaviour
Contracts are technically negotiable, but imbalance is addressed only when suppliers push back. Standard terms 
remain weighted towards the buyer by default, with amendments treated as exceptions rather than built into 
contract design.

Why this matters
When balance relies on negotiation rather than design, small businesses carry disproportionate risk and cost. This 
slows contracting, increases friction, and raises the likelihood of dispute later in the relationship.

Standard 6
Escalation Is Safe, Clear and Effective

Suppliers must be able to raise issues early without fear of commercial retaliation.

Best practice organisations:
•	 provide clear escalation routes
•	 define response times
•	 ensure escalation leads to resolution, not defensiveness

Green observed practice
Suppliers are given a named escalation contact outside the operational chain.

Amber behaviour
Escalation routes exist but are informal, inconsistently communicated, or perceived by suppliers as risky to use unless 
issues have already become severe.

Why this matters
When escalation feels unsafe or unclear, issues surface late. This increases resolution time and cost, and damages 
trust even where the organisation’s intent is constructive.

Domain 4: Culture & Learning 

Standard 7
Supplier Feedback Drives Improvement

High-performing organisations actively listen to suppliers and act on what they hear.

They:
•	 gather feedback formally or informally
•	 use it to redesign processes
•	 close the loop by communicating changes

Green observed practice
Supplier feedback directly informs changes to onboarding and invoicing processes.

Amber behaviour
Supplier feedback is collected episodically or  anecdotally but is not systematically analysed or translated into visible 
process change.
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Why this matters
Listening without learning erodes confidence. Suppliers disengage when feedback does not lead to improvement, 
reducing the organisation’s ability to identify and address root causes.

Standard 8
Leadership Owns Supplier Outcomes

Ultimately, good business partnering is a leadership choice.

The best organisations:
•	 review supplier issues at executive or board level
•	 treat supplier treatment as a reputational issue
•	 intervene personally when necessary

Green observed practice
Supplier metrics and risks are reviewed as part of regular executive governance.

Amber behaviour
Supplier issues are acknowledged at leadership level but discussed reactively, with limited evidence of sustained 
ownership or intervention.

Why this matters
Without consistent senior ownership, responsibility diffuses and systemic issues persist. Suppliers continue to absorb 
the cost of unresolved problems, weakening trust over time.

Why the standards matter

Taken together, these eight standards show that good business partnering is not accidental. It is the result of 
deliberate choices about design, accountability and leadership behaviour.

The next sections of this report explore how these practices appear in combination, how organisations move from 
good to excellent, and how boards can use this framework to assess and improve their own organisations.



Introducing the GBP-14 Observed Practice Heatmap
While the GBP-14 Standard assesses the presence and 
consistency of good business partnering behaviours 
within individual organisations, the wider research also 
revealed something broader and more significant.

Across the cohort, clear patterns began to emerge 
in how organisations operationalised supplier 
relationships in practice. Some approaches 
consistently reduced friction, increased predictability, 
and strengthened supplier trust. Others, while well-
intentioned, created complexity, inconsistency, or 
avoidable operational burden.

The GBP-14 Observed Practice Heatmap distils those 

findings into a single maturity model. It is not intended 
to rank organisations or imply that supplier partnering 
is either “good” or “bad” in simplistic terms. Instead, 
it illustrates the progression observed across the 
research, from reactive and process-led approaches 
toward more embedded, relationship-aware, 
operationally mature partnering models.

Importantly, the model is based on observed practice, 
not stated policy intent. The GBP-14 Observed 
Practice Heatmap should therefore be read not as a 
compliance framework, but as an operational maturity 
model illustrating what good business partnering 
increasingly looks like in practice.
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Section 4

Reading the GBP-14 Observed Practice Heatmap

The following heatmap summarises the operational and behavioural patterns consistently observed across the 
research cohort.

Each row represents a distinct area of supplier partnering practice identified through the research. The progression 
shown across the table reflects how organisations typically evolve operationally, from reactive supplier management 
toward more embedded, strategic, and relationship-aware partnering models.

The model is intended to:
•	 illustrate the operational progression observed across the cohort 
•	 distinguish between transactional and embedded partnering behaviours 
•	 identify the practices most consistently associated with strong supplier experience outcomes 
•	 provide boards and leadership teams with a practical framework for discussion and reflection

 
Importantly, the progression from Amber to Green was rarely associated with larger governance structures or more 
complex policy frameworks.

The strongest performers typically demonstrated:
•	 greater operational predictability 
•	 clearer ownership and escalation 
•	 more proportionate supplier processes 
•	 earlier intervention when friction emerged 
•	 stronger alignment between leadership intent and operational reality 

As a result, the transition toward “Observed Green” maturity was most often experienced by suppliers not as 
increased process, but as increased clarity, consistency, and trust.

The following table summarises the fourteen operational practice areas identified through the research and the 
progression observed across the cohort.
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Interpreting the Heatmap

GBP-14 
Practice Area

Reactive / Weak 
Practice

Developing / Emerging 
Practice

Embedded / Best 
Practice 

(“Observed Green”)
1. Payment Philosophy Payment viewed primarily as 

a finance or working capital 
issue

Recognition that payment 
affects supplier relationships

Payment treated as a strategic 
trust and resilience mecha-
nism

2. Payment Predictability Suppliers uncertain when 
invoices will be paid

Payment generally reliable but 
inconsistent under pressure

Highly predictable payment 
behaviour with proactive 
intervention

3. Invoice Dispute Handling Suppliers left to resolve issues 
alone

Disputes handled when es-
calated

Clear ownership and rapid 
resolution before disputes 
become operational problems

4. Escalation Design Escalation routes unclear or 
inaccessible

Escalation paths exist but 
depend on relationships

Fast, trusted, visible escalation 
mechanisms understood by 
suppliers

5. Leadership Ownership Supplier issues delegated 
downward

Senior intervention occurs 
after failure

Leaders visibly intervene early 
to resolve supplier friction

6. Supplier Treatment Transactional or process-driv-
en engagement

Generally respectful but 
inconsistent

Suppliers treated as long-term 
operational partners

7. Operational Simplicity Complex, fragmented supplier 
journeys

Processes documented but 
difficult to navigate

Clear, proportionate, suppli-
er-friendly operational design

8. Onboarding & Due 
Diligence

Heavy, inflexible onboarding 
regardless of risk

Some proportionality applied Risk-based onboarding cali-
brated to supplier complexity 
and criticality

9. Purchase Order & 
Approval Clarity

Suppliers uncertain how work 
becomes payable

Processes exist but inconsist-
ently followed

Clear operational pathways 
from engagement to payment

10. Invoice-at-Risk 
Prevention

Problems identified only after 
delay occurs

Some monitoring of blocked 
invoices

Strong early-warning and 
prevention capability

11. Supplier Communication Suppliers struggle to identify 
accountable contacts

Communication improves 
when escalated

Suppliers experience clear, 
responsive communication 
throughout

12. Contract Proportionality Terms heavily weighted to-
ward buyer protection

Some flexibility for smaller 
suppliers

Commercial terms reflect pro-
portionality and partnership

13. Learning & Root Cause 
Analysis

Issues resolved individually 
but repeatedly recur

Some post-issue review 
occurs

Root causes analysed and 
systematically addressed

14. Strategic Supplier 
Mindset

Suppliers viewed primarily as 
cost inputs

Supplier relationships rec-
ognised as operationally 
important

Suppliers viewed as contribu-
tors to resilience, innovation, 
and competitive advantage

Several important themes emerged consistently 
across the fourteen practice areas.

First, the strongest organisations were not necessarily 
those with the most formal supplier programmes or 
the most complex governance structures. In many 
cases, suppliers experienced the best partnering 
outcomes where operational ownership was clear, 
escalation routes were trusted, and friction was 
actively prevented rather than reactively managed.

Second, the research consistently suggested 
that suppliers experience predictability and 
proportionality as signals of organisational 
competence. Delayed decisions, unclear ownership, 
inconsistent processes, and avoidable complexity 
were often interpreted not simply as operational 

issues, but as indicators of broader organisational 
behaviour.

Third, the transition from Amber to Green maturity 
was most strongly associated with leadership visibility 
and intervention. In the strongest organisations, 
supplier experience was not viewed solely as a 
procurement or finance responsibility, but as an 
operational and strategic concern.

Finally, the research strongly supports the conclusion 
that organisations demonstrating embedded good 
business partnering practices are more likely to be 
experienced as “customers of choice” organisations 
suppliers prioritise, trust, and invest in supporting 
over the long term.



What the Best Actually Do Differently

Theme 1: Design Beats Intent

Most organisations included in this research articulate strong values around fairness and partnership. The difference 
lies in whether those values are designed into systems or left to be interpreted.

The best organisations:
•	 assume that things will go wrong
•	 design processes that catch failure early
•	 remove reliance on supplier chasing

They recognise that intent without design produces inconsistent outcomes.

Observed behaviour
Invoices approaching risk thresholds are automatically flagged and escalated to accountable owners before terms 
are breached.

Board takeaway
If good outcomes depend on people “doing the right thing”, the system is incomplete.

Theme 2: Ownership Beats Policy

Policy statements are common. Clear ownership is not.

In organisations that perform best, accountability for supplier outcomes is:
•	 explicit
•	 named
•	 end-to-end

This ownership spans onboarding, purchase orders, invoicing, dispute resolution and payment, even when those 
processes cross multiple functions.

Observed behaviour
A single accountable owner oversees the supplier journey from onboarding through to payment performance, with 
authority to intervene across functions.

Where ownership is fragmented, problems are passed sideways rather than resolved.

Board takeaway
If no one owns the outcome, the supplier bears the cost.

The strongest insight from this research is that high-
performing organisations do not simply do more of 
the same things better. They do different things, in 
different ways.

Four themes consistently distinguish organisations that 
move from amber to green
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Theme 3: Prevention Beats Remediation

The strongest performers spend far less time fixing overdue payments because they have invested in preventing 
them. 

They do this by:
•	 completing onboarding and fair contracting before work starts
•	 enforcing purchase order discipline
•	 escalating stalled approvals within defined timeframes
•	 treating “invoice at risk” as a leading indicator

As a result, remediation becomes the exception rather than the norm.

Observed behaviour
Stalled approvals are escalated within days, not weeks, with senior visibility where necessary.

Board takeaway
Every poor payment has an upstream cause and cost - and most are predictable.

Theme 4: Proportionality Beats Power

Organisations that rely on market power to impose uniform processes on all suppliers consistently create friction.

The best organisations take a different approach:
•	 they design processes around supplier risk and size
•	 they simplify by default for small businesses
•	 they remove irrelevant contractual and onboarding requirements

This improves compliance, speeds onboarding and strengthens relationships.

Observed behaviour
Small suppliers follow a simplified onboarding pathway, while higher-risk suppliers are subject to enhanced controls.

Board takeaway
Fairness is not about treating suppliers the same,it is about treating them appropriately.

What these themes reveal

Taken together, these themes demonstrate that good business partnering is not:
•	 expensive
•	 dependent on technology alone
•	 incompatible with scale or regulation

It is the result of deliberate leadership choices about how organisations are designed to behave under pressure.

The organisations that perform best have not eliminated failure. They have eliminated ambiguity about who acts, 
when, and how.

The next section of this report translates these insights into board-level questions and a practical diagnostic that 
organisations can use to assess themselves against proven best practice.



What Boards Should Ask

1. Who Owns the End-to-End Supplier Journey?

Boards should ask:

Who is accountable for the supplier experience from onboarding through to payment, and how is that accounta-
bility enforced?

In high-performing organisations, ownership of the supplier journey is explicit and end-to-end. A named individual is 
accountable not only for policy, but for outcomes. That individual has the authority to intervene across procurement, 
finance and operations when issues arise.

Where ownership is fragmented, suppliers are passed between teams, each responsible for a part of the process but 
none are accountable for the result. Problems persist not because they are complex, but because no one is empow-
ered to resolve them.

What good answers sound like
•	 A named owner with clear remit
•	 Authority to intervene across functions
•	 Regular reporting on supplier experience and risk

What amber answers sound like
•	 “Procurement owns onboarding, finance owns payment”
•	 “Issues are resolved collaboratively”
•	 “It depends on the supplier”

2. How Do We Know When Invoices Are at Risk,Before They Are Late?

Boards should ask:

How do we identify invoices at risk of becoming overdue, and what happens when they are flagged?

Late payment is a lagging indicator. By the time an invoice is overdue, the failure has already occurred. The best 
organisations focus on leading indicators: stalled receipting, missing purchase orders, disputed invoices, or approvals 
sitting with individuals who have left or moved roles.

Boards that only review payment performance retrospectively are managing reputation, not risk.

Good Business Partnering does not improve because 
boards care more. It improves because boards ask 
different questions.

The research underpinning this report shows 
that many organisations with strong values, clear 
policies and good payment intentions still produce 
inconsistent supplier outcomes. In almost every case, 

this gap persists not because boards are disengaged, 
but because supplier experience sits outside the 
questions boards routinely ask.

The questions below are not operational detail. They 
are governance questions. They determine whether 
responsibility is clear, whether risk is visible, and 
whether intent is translated into action.
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What good answers sound like
•	 Defined “invoice at risk” criteria
•	 Automated or manual early-warning flags
•	 Escalation within defined timeframes

What amber answers sound like
•	 “We monitor overdue invoices monthly”
•	 “Suppliers usually contact us if there’s a problem”

3. How Easy Is It to Become and Remain a Supplier?

Boards should ask:

How long does it take to onboard a supplier, and how does that differ by supplier size and risk?

Onboarding is often treated as a compliance exercise rather than a supplier experience. Yet for many suppliers, it is 
the first and most enduring signal of how they will be treated.

High-performing organisations design onboarding proportionately. They simplify by default for low-risk and smaller 
suppliers, while applying enhanced controls only where justified.

What good answers sound like
•	 Clear onboarding timelines
•	 Risk- and size-based pathways
•	 Active monitoring of onboarding delays

What amber answers sound like
•	 “All suppliers follow the same process”
•	 “We streamline where we can”

4. How Quickly Are Disputes and Issues Resolved?

Boards should ask:

When suppliers raise issues, how quickly are they resolved, and who intervenes if they are not?

Disputes are inevitable. Delay is optional.

In the strongest organisations, disputes are resolved quickly because:
•	 escalation routes are clear
•	 response times are defined
•	 senior intervention is accepted when necessary

Where disputes linger, suppliers experience uncertainty and cost, even if payment eventually follows.

What good answers sound like
•	 Defined resolution timeframes
•	 Named escalation contacts
•	 Senior visibility of unresolved issues



What amber answers sound like
•	 “It depends on the issue”
•	 “Most disputes resolve themselves”

5. How Safe Is Escalation for Suppliers?

Boards should ask:

Can suppliers escalate issues without fear of damaging the commercial relationship?

Suppliers rarely escalate unless they feel they have no alternative. If escalation is perceived as risky, issues surface 
late, when they are harder and more expensive to resolve.

Best practice organisations actively encourage early escalation and treat it as a sign of engagement, not failure.

What good answers sound like
•	 Clear, visible escalation routes
•	 Assurances against commercial retaliation
•	 Evidence of early issue resolution

What amber answers sound like
•	 “Suppliers know who to contact”
•	 “Escalation is available if needed”

6. What Are Suppliers Telling Us and What Have We Changed as a Result?

Boards should ask:

How do we gather supplier feedback, and where has that feedback led to change?

Supplier feedback is only valuable if it leads to learning. The organisations that perform best use feedback to rede-
sign processes, not to defend them.

Boards should expect to see evidence not just of listening, but of action.

What good answers sound like
•	 Formal or informal feedback mechanisms
•	 Clear examples of process change
•	 Communication back to suppliers

What amber answers sound like
•	  “Feedback is generally positive”
•	  “Issues are handled case by case”

7. How Quickly Can We Intervene When a Supplier Is in Difficulty?

Boards should ask:

If a supplier is under financial or operational pressure, how quickly can we act?
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In high-performing organisations, flexibility is built into the system. Finance leaders are empowered to authorise 
off-cycle payments or expedited resolution when supplier distress is identified.

This is not about preference; it is about resilience.

What good answers sound like
•	 Clear criteria for intervention
•	 Authority to act quickly
•	 Evidence of past intervention

What amber answers sound like
•	 “We follow standard payment runs”
•	 “Exceptions are difficult to process”

8. What Would Suppliers Say About Us If Asked Independently?

Boards should ask:

If our suppliers were surveyed independently tomorrow, would their experience match our intent?

This question is uncomfortable and essential.

The gap between leadership perception and supplier reality is where reputational risk lives. Organisations that are 
confident in their practices welcome external validation. Those that are not tend to rely on internal assurance alone.

What good answers sound like
•	 Willingness to seek independent feedback
•	 Openness to external validation
•	 Use of benchmarks and diagnostics

What amber answers sound like
•	 “We believe suppliers are satisfied”
•	 “We haven’t had major complaints”

9. What Does Supplier Experience Reveal About Operational Leadership?

Boards should ask:

What does supplier experience reveal about the quality of operational leadership and organisational accounta-
bility across the business?

Supplier experience is increasingly one of the clearest external indicators of how effectively an organisation operates 
internally.

The GBP-14 findings show that organisations consistently delivering strong supplier outcomes typically demon-
strate:

•	 Clear ownership and accountability
•	 Rapid escalation and resolution of issues
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These questions are not intended to be rhetorical. 
Together, they form the basis of a practical 
diagnostic that allows boards to assess whether their 
organisation’s systems, ownership and behaviours 
align with proven best practice.

The next section introduces the GBP-14 Diagnostic, 
a structured way for organisations to measure 
themselves against the standards set out in this 
report and to identify where improvement will have 
the greatest impact.

From Questions to Diagnosis

•	 Consistent operational behaviour across teams
•	 Leadership visibility when problems arise
•	 Proportionate and well-designed processes
•	 Active prevention of friction rather than reactive remediation

High-performing organisations do not rely solely on policy statements or payment metrics. Suppliers experience the
difference through day-to-day operational behaviour how quickly decisions are made, how consistently processes
are applied, how clearly responsibilities are understood and how effectively issues are resolved under pressure.

What good answers sound like
•	 “Suppliers know who owns problems and how issues are escalated”
•	 “Operational accountability is clear across functions”
•	 “We actively monitor supplier friction and delays”
•	 “Leadership intervenes early where supplier experience deteriorates”
•	 “Our processes are designed proportionately around supplier risk and size”

What amber answers sound like
•	 “Supplier issues depend on who becomes involved”
•	 “Different functions operate differently”
•	 “Escalation routes are unclear or inconsistent”
•	 “We only discover supplier friction after complaints escalate”
•	 “Ownership sits across multiple teams”

The evidence suggests that persistent supplier friction often reflects broader organisational weaknesses including 
fragmented accountability, inconsistent process design and poor operational coordination.

Conversely, organisations trusted by suppliers frequently demonstrate stronger operational discipline, clearer leader-
ship accountability and more resilient management practices across the wider business.
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customer experience and financial risk?
with the same seriousness as

Are we governing supplier experience
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From Insight to Action: The Good Business Partnering Diagnostic
Insight only becomes valuable when it leads to action.

The research and standards set out in this report 
demonstrate clearly that good business partnering 
is achievable, repeatable and scalable. The question 
boards then ask is not “Do we agree?” but “Where do 
we sit and what do we need to change?”

The Good Business Partnering Diagnostic exists 
to answer that question. It provides organisations 
with a structured, evidence-based way to assess 
how closely their operating model aligns with the 
practices observed across organisations that have 
demonstrated sustained excellence in supplier 
relationships.
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Why a Diagnostic Is Necessary

Most organisations already measure payment performance. Fewer measure:
•	 supplier friction
•	 ownership clarity
•	 escalation effectiveness
•	 proportionality of processes
•	 the lived experience of suppliers

As a result, boards often rely on incomplete assurance. Payment metrics look healthy, while underlying design 
weaknesses remain invisible until they manifest as disputes, reputational damage or supplier failure. The GBP-14 
Diagnostic addresses this gap by shifting the focus from outcomes alone to the systems and behaviours that create 
those outcomes.

What the Good Business Partnering Diagnostic Measures

The diagnostic is structured directly around the eight Good Business Partnering standards, grouped across the four 
domains of good business partnering:

1.	 Financial Practices
2.	 Operational Practices
3.	 Supplier & Customer Practices
4.	 Culture & Learning

For each standard, the diagnostic assesses:
•	 the presence of enabling systems and controls
•	 clarity of ownership and accountability
•	 consistency of behaviour in practice
•	 evidence of learning and improvement

This ensures that assessment is based not on intention, but on demonstrable capability.

How the Diagnostic Works

The GBP-14 Diagnostic is designed for use at board and executive level, while being grounded in operational reality.

It combines:
•	 structured self-assessment by senior leaders
•	 evidence prompts to support responses

Section 7
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•	 scoring aligned to Red / Amber / Green maturity levels
•	 optional supplier-validated input

The output is not a pass-fail judgement. It is a clear, prioritised view of where an organisation’s design and 
behaviours are strongest and where change will have the greatest impact.

What Boards Receive

Boards using the GBP-14 Diagnostic receive:
•	 an overall Good Business Partner maturity score
•	 domain-level heatmaps aligned to the GBP-14 framework
•	 a clear view of gaps between intent and execution
•	 prioritised actions mapped to each standard
•	 an improvement roadmap grounded in proven practice

Where supplier feedback is incorporated, boards also gain an external validation of internal perception — a critical 
safeguard against overconfidence.

How the Diagnostic Is Used

The GBP-14 Diagnostic is intended to support:
•	 board assurance and governance
•	 executive accountability
•	 operational improvement programmes
•	 supplier relationship strategies
•	 preparation for external scrutiny or recognition

It can be used:
•	 as a one-off baseline assessment
•	 as part of an annual governance cycle
•	 to track improvement over time
•	 alongside supplier-validated benchmarking.

What the Diagnostic Is — and Is Not

The GBP-14 Diagnostic is:
•	 evidence-based
•	 aligned to proven best practice
•	 applicable across sectors and scales
•	 compatible with regulatory environments

The GBP-14 Diagnostic is not:
•	 a compliance checklist
•	 a payment-terms audit
•	 a self-certification badge
•	 a substitute for leadership judgement

Its purpose is to inform better decisions, not to replace them.



From Diagnosis to Improvement

The most important insight from organisations that perform best is that improvement does not require wholesale 
transformation. It requires targeted design changes in a small number of high-impact areas.

Common early actions include:
•	 clarifying end-to-end ownership
•	 introducing invoice-at-risk escalation
•	 simplifying onboarding for low-risk suppliers
•	 formalising safe escalation routes
•	 bringing supplier issues into executive governance

The diagnostic helps boards identify which of these actions will deliver the greatest benefit in their own context.

Why This Matters

Good business partnering is no longer a matter of ethics alone. It is 
a matter of resilience, reputation and long-term value creation.

By translating proven practice into a structured diagnostic, Good 
Business Pays enables organisations to move beyond aspiration 
and into deliberate, measurable improvement.

The final section of this report considers why this shift matters not 
just for individual organisations, but for the wider economy and 
why the opportunity to raise standards should not be missed.
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Why This Matters for the Economy

Supplier Resilience Is Economic Resilience

Suppliers are not an abstract category. They are employers, innovators, regional businesses and contributors to local 
economies. When suppliers experience friction, delayed onboarding, stalled invoices, slow dispute resolution, the 
impact is immediate and cumulative. For many small businesses even short delays:

•	 constrain cashflow
•	 reduce investment capacity
•	 divert management time from growth to administration
•	 increase reliance on external finance

By contrast, organisations that design out friction contribute directly to supplier resilience. They enable suppliers to 
plan, invest and grow, strengthening the supply base on which larger organisations themselves depend.

Good business partnering is therefore not generosity. It is risk management at an economic scale.

Productivity Is Lost in Friction, Not in Price

Much of the debate around supplier relationships focuses on cost and pricing. The evidence in this report suggests 
that a far greater productivity drain lies elsewhere: in avoidable friction.

Every hour a supplier spends navigating onboarding requirements, chasing receipting, resolving avoidable disputes 
or escalating issues that should never have arisen is an hour not spent delivering value, innovating or serving 
customers.

The organisations that perform best do not necessarily pay more. They waste less time, theirs and their suppliers’.

At scale, this reduction in friction represents a significant, and largely untapped, productivity gain.

Supplier Treatment as a Signal of Management Quality

How an organisation treats its suppliers is increasingly recognised as a signal of management quality and operating 
discipline.

The evidence in this report shows that organisations which perform well against the Good Business Partnering 
Standard consistently demonstrate:

Good business partnering is often discussed as a 
question of ethics or fairness. The evidence from this 
research shows it is something more fundamental: 
an economic design issue with system-wide 
consequences.

How organisations treat their suppliers affects not only 
individual relationships, but the resilience, productivity 

and competitiveness of the wider economy. Payment 
practices, onboarding friction, dispute resolution and 
escalation behaviour shape cashflow, capacity and 
confidence across supply chains particularly for small 
and medium-sized enterprises.

The practices identified in this report therefore matter 
far beyond the organisations that adopt them.

Section 8
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•	 clear accountability
•	 strong operational control
•	 disciplined governance
•	 values translated into behaviour
•	 willingness to intervene when systems fail

These characteristics are not confined to supplier relationships. They reflect how leadership teams manage 
complexity, allocate responsibility and respond under pressure.

For boards, this matters because the same design choices that produce good supplier outcomes also underpin 
resilience, reputation and long-term performance.

Why This Matters to Investors and Capital Markets

Good business partnering is therefore relevant not only to suppliers and regulators, but increasingly to institutional 
investors responsible for allocating long-term capital.

Large asset owners and pension funds are paying closer attention to how companies manage non-financial risks 
that can materially affect long-term value. Supplier treatment, including payment practices, onboarding friction and 
dispute behaviour is one such risk.

Poor supplier relationships can signal:
•	 hidden reliance on supplier financing
•	 weak operational discipline
•	 elevated reputational exposure
•	 fragile supply chains

Conversely, organisations that consistently partner and pay suppliers well demonstrate behaviours that long-term 
investors value.

Some institutional investors already use Good Business Pays data to inform their understanding of how companies 
behave in practice, not just what they disclose. For these investors, supplier treatment provides insight into:

•	 how cash is managed
•	 how risk is shared
•	 how commitments are honoured under pressure

This makes payment and partnering practices a decision-useful indicator, not simply an ESG principle.

From ESG Principle to Capital Allocation

Supplier payment and partnering practices sit at the intersection of:
•	 environmental, social and governance considerations
•	 operational resilience
•	 long-term value creation

Unlike many ESG indicators, however, supplier treatment is:
•	 observable
•	 repeatable
•	 grounded in operational reality
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This gives it particular value as an input into investment decision-making.

When capital is allocated towards organisations that demonstrate strong supplier practices, the effect extends 
beyond individual investment choices. It reinforces long-term thinking, discourages reliance on hidden working 
capital extraction, and rewards operating models designed for resilience rather than optimisation alone.

From Individual Practice to Systemic Impact

The findings of this report point to a convergence of interests between:
•	 suppliers seeking fair treatment
•	 boards seeking resilient operating models
•	 investors seeking sustainable returns
•	 policymakers seeking economic stability

Good business partnering sits at the centre of this convergence.

The organisations featured in this research demonstrate that fair, effective supplier relationships are not incompatible 
with scale, regulation or commercial discipline. They are the product of deliberate design choices and leadership 
behaviour.

By making those choices visible and measurable, the GBP-14 Standard and accompanying diagnostic provide a 
practical way to move from isolated examples of good practice to systemic improvement.

when conditions are under pressure
how it will treat capital, particularly 

Increasingly recognised as an indicator of
How a company treats its suppliers is 

Conclusion & Call to Leadership

From Payment to Partnership — and to Advantage

For many years, the debate about supplier treatment has focused narrowly on payment terms, compliance and ESG 
commitments. This report shows why that framing is incomplete. Payment outcomes matter, but they are the visible 
result of deeper design choices about:

The evidence in this report points to a simple but 
important conclusion: good business partnering does 
not happen by accident.

The organisations examined here are not exceptional 
because they care more, regulate harder or pay 
faster in isolation. They are exceptional because 

they have made deliberate choices about how their 
organisations are designed to behave when systems 
fail, invoices stall or suppliers raise concerns.

They have chosen clarity over ambiguity, prevention 
over remediation, and accountability over diffusion.
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•	 who owns the supplier journey
•	 how friction is anticipated and resolved
•	 whether proportionality is built into systems
•	 how leadership intervenes when standard processes fall short

Organisations that make these choices well do more than reduce risk. They position themselves as customers of 
choice.

Becoming a Customer of Choice

Suppliers do not experience organisations in abstract terms. They experience them through onboarding processes, 
contracting behaviour, dispute resolution and payment reliability.

The organisations that perform best in this research are consistently described by suppliers as:
•	 easier to work with
•	 clearer in their expectations
•	 quicker to resolve issues
•	 fairer when problems arise

As a result, they attract better suppliers, including those that bring innovation, specialist capability and 
differentiated services.

This is not incidental. High-quality suppliers have choice. They prioritise customers that:
•	 respect their time and cashflow
•	 reduce administrative burden
•	 engage constructively when challenges arise
•	 demonstrate predictable, proportionate behaviour

In this sense, good business partnering is not only about responsibility. It is about access.

Why This Matters for Competitive Performance

The ability to attract and retain the best suppliers has direct implications for customer outcomes.
Organisations that are customers of choice benefit from:

•	 earlier access to innovation
•	 stronger collaboration and problem-solving
•	 higher service quality and reliability
•	 greater willingness from suppliers to invest and adapt

These advantages translate into better products and services for end customers, and into differentiation that is 
difficult for competitors to replicate.

This is why good business partnering should be understood as a commercial capability, not simply a social or 
governance consideration.

Leadership Makes the Difference

The defining factor across the organisations in this research is not sector, size or regulatory environment. It is 
leadership behaviour.



39

Where boards and executive teams:
•	 ask the right questions
•	 demand visibility of supplier experience
•	 assign clear ownership
•	 act early when issues arise

supplier relationships strengthen and with them, access to capability, innovation and resilience.

Good business partnering is therefore not a matter of delegation. It is a matter of leadership attention.

A Strategic Opportunity - Not a Trade-Off

The practices described in this report are sometimes positioned as trade-offs between responsibility and 
performance. The evidence suggests the opposite.

Organisations that partner and pay suppliers well:
•	 reduce operational risk
•	 strengthen supply chain resilience
•	 signal management quality to investors
•	 attract higher-quality suppliers
•	 improve customer outcomes

These are not competing objectives. They are reinforcing ones.

Turning Insight into Action

The purpose of this report is not to celebrate good practice in isolation, but to make it visible, measurable and 
repeatable.

The GBP-14 Standard and the diagnostic framework that accompanies it provide boards with a practical way to:
•	 assess how their organisation is experienced by suppliers
•	 understand whether it is perceived as a customer of choice
•	 identify where design changes will unlock the greatest value
•	 track progress over time

A Final Word

Good business partnering sits at the intersection of governance, competitiveness and trust.

It shapes which suppliers choose to work with an organisation, how much effort and innovation they bring, and how 
resilient the organisation is under pressure.

In an economy where the best suppliers have choice, how an organisation treats them increasingly determines 
the quality of the products and services it can deliver to its customers.

The opportunity now is to move from isolated examples of good practice to a shared standard that recognises good 
business partnering as both a leadership responsibility and a source of advantage.

That opportunity rests with leadership.
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outperform the ones that simply demand it.
that earn supplier trust will ultimately 

organisations solve it. Because the companies
— from exposing the problem to helping 

This research marks a shift for Good Business Pays
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From Responsibility to Advantage
The evidence set out in this report leads to a clear 
conclusion: good business partnering is no longer a 
peripheral issue. It is a leadership matter with direct 
implications for resilience, competitiveness and long-
term value creation.

I would like to personally thank the organisations that 
contributed their experiences to help us develop this 
report. The GBP-14 companies are shining examples 
of best practice good business partnering. As serial 
winners of the Good Business Pays Fast Payer Award, 
they strive for the best and to always do even better.
They have all demonstrated that fair, effective supplier 
relationships are not the result of aspiration or 
compliance alone. They are the product of deliberate 
choices about how organisations are designed to 
behave particularly when systems fail, pressures arise 
or trade-offs present themselves.

For boards, this matters because the way an 
organisation treats its suppliers is increasingly 
recognised as a signal of management quality. It 
reflects how accountability is allocated, how risk is 
managed and whether stated values translate into 
consistent operational behaviour.

Importantly, this is not only an ESG consideration. The 
evidence shows that organisations which partner and 
pay suppliers well position themselves as Customers 
of Choice. In an economy where high-quality suppliers 
increasingly have options, this status confers a 
tangible advantage.

Suppliers that are treated fairly, proportionately and 
predictably are more willing to:
	 •	 invest time and capability
	 •	 bring forward innovation
	 •	 collaborate to solve problems
	 •	 prioritise delivery under pressure

In turn, organisations that attract and retain such 
suppliers are better placed to deliver differentiated 
products and services to their own customers. Good 
business partnering therefore becomes a driver of 
performance, not merely a marker of responsibility.

This report also demonstrates that these outcomes 
are achievable at scale. The practices described are 
not theoretical ideals; they are proven operating 
behaviours observed across organisations that have 
demonstrated sustained excellence over time. They 
show that clarity of ownership, prevention of friction, 
proportionality of process and leadership intervention 
are compatible with complexity, regulation and 
commercial discipline.

The challenge for boards is not whether good 
business partnering is desirable. The evidence makes 
that clear. The challenge is whether leadership is 
prepared to look beyond headline payment metrics 
and examine the systems, behaviours and incentives 
that shape the supplier experience day-to-day.
That is why Good Business Pays is now establishing 
the Supplier Choice Index (SCI) as an independent 
framework and emerging standard for measuring how 
organisations are genuinely experienced by suppliers 
and whether they function as Customers of Choice 
within their supply markets.

Building on the evidence, operational insights and 
observed practices identified through the GBP-
14 research, the SCI has been developed to help 
organisations move beyond narrow payment metrics 
towards a broader understanding of:
	 •	 supplier trust
	 •	 operational friction
	 •	 predictability
	 •	 proportionality
	 •	 leadership behaviour
	 •	 and Customer of Choice maturity

The SCI is not intended as a punitive ranking 
mechanism or compliance checklist. It is designed 
as a practical, evidence-based framework to help 
organisations better understand the operational 
behaviours that strengthen supplier relationships, 
improve resilience and contribute to long-term 
commercial performance.

The Good Business Partner Standard and the 
diagnostic framework that accompanies it provide 
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a practical means to do so. Together they offer 
organisations a structured way to assess how they 
are experienced by suppliers, identify where design 
changes will have the greatest impact and track 
improvement over time.

In an environment of economic uncertainty, supply 
chain fragility and increasing scrutiny from investors 
and stakeholders, these questions are no longer 
optional. They go to the heart of how organisations 
build trust, resilience and long-term value.

How an organisation treats its suppliers increasingly 
determines not only how it is judged, but what it can 
deliver.

That is why good business partnering should now be 
understood not simply as a leadership responsibility, 
but as a source of competitive advantage and the 
foundation of a new operational standard for supplier 
experience and Customer of Choice leadership.

Terry Corby
Founder & Chief Executive,
Good Business Pays



© Good Business Pays 2026
goodbusinesspays.com


