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Often, the purchasing process is considered merely as a repetitive operational task and
is rarely addressed strategically. For this reason, many possibilities for using
purchasing as a strategic tool to achieve the long-term goals of the organization are
simply ignored. This is especially important in the automotive industry and its supply
chain elements, where both the diversity and consumption of their items are high. In
this regard, the present study presents an approach to classifying spare parts required
by the passenger car after-sales service network and developing purchasing strategies
appropriate to each group. In the proposed approach, the SWARA technique is used to
evaluate and weight the criteria and then the parts under consideration are categorized
using the Kraljic portfolio matrix. In this assessment, current issues such as sanctions
and the effect of dependence on international supply sources are also considered in the
dimensions of supply risk and profitability. The population of the present study is two
large organizations supplying and distributing spare parts for Peugeot vehicles based
on the after-sales service network, and among them, 50 high-consumption parts are
examined. Finally, while classifying parts into the four areas of the Kraljic portfolio
matrix, appropriate strategies for each category are suggested. Using the results of this
study, it is possible to improve efficiency and reduce costs in the spare parts supply
chain, as well as increase customer satisfaction.
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Introduction

In an increasingly competitive market environment, companies striving for market dominance are
recognizing the importance of optimizing their value chains. A critical component within this chain,
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particularly in the automotive industry, is after-sales service, which includes the timely supply and
strategic procurement of spare parts. Effective after-sales service not only instills confidence in customers
regarding product quality but also reduces the risks associated with product failures. Consequently,
organizations that invest in sophisticated procurement strategies for spare parts can achieve enhanced
customer satisfaction, reduce operational costs, and gain a competitive edge. However, purchasing in
many organizations is still treated as a repetitive operational function rather than a strategic capability.
This oversight is especially consequential in industries such as automotive manufacturing, where the
diversity and volume of components used are exceptionally high.

Strategic purchasing—defined as the integration of procurement into a company’s long-term
strategic goals—has gained increasing attention in recent literature [1-3]. A key framework in this domain
is the Kraljic Portfolio Matrix (KPM), which categorizes purchased items based on supply risk and profit
impact to facilitate optimal supplier strategies [6]. This model promotes alignment between internal
demand needs and external supplier capabilities, enabling companies to minimize vulnerability and
maximize procurement leverage [9]. In tandem, multi-criteria decision-making techniques such as
SWARA (Step-wise Weight Assessment Ratio Analysis) offer structured, expert-driven approaches for
weighing strategic criteria, aiding in the rational prioritization of procurement decisions [10-12].

Despite the utility of KPM in various sectors—including pharmaceuticals, construction, and
telecommunications—its application within the spare parts domain of after-sales automotive service
remains underexplored. Furthermore, most existing studies neglect the contextual factors specific to
Iranian industries, such as international sanctions and supplier constraints. This study bridges that gap by
proposing a hybrid model combining the SWARA technique with KPM for classifying high-consumption
Peugeot spare parts in Iran’s after-sales network. The objective is to develop tailored purchasing strategies
that reflect both profitability and supply risk, thereby improving supply chain resilience and organizational
performance.

Methods and Materials

This study was conducted using a mixed-methods approach that integrated expert judgment with
a structured decision-support model. Initially, the most frequently consumed 50 spare parts were selected
from the inventory databases of two major Peugeot part distributors in Iran’s after-sales service network.
A set of criteria reflecting both profitability (e.g., sales margin, volume, future demand) and supply risk
(e.g., number of alternative suppliers, logistical complexity, technological sophistication, local
availability) was extracted through literature review and refined via expert input. These criteria were then
weighted using the SWARA method, based on rankings from a panel of seven industry experts with at
least a bachelor's degree and significant experience in automotive after-sales service.

Following the weighting phase, each spare part was assessed on the derived criteria, and their
positions were plotted in the Kraljic Portfolio Matrix's four quadrants: strategic, bottleneck, leverage, and
non-critical items. For each quadrant, specific procurement strategies were formulated. Data analysis
involved normalization, computation of composite scores for each item, and assignment to the appropriate
quadrant based on relative values of supply risk and profitability.

Findings
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The SWARA analysis revealed that among profitability criteria, "sales volume" held the highest
weight (0.33), followed by "service profit margin™ (0.25), "sales profit margin" (0.22), and "future
demand™” (0.20). On the supply risk side, "number of alternative suppliers” (0.38) was most critical,
followed by "domestic source availability"” (0.27), "technology status” (0.19), and "logistical complexity"
(0.16).

After scoring all 50 spare parts using these weighted criteria, they were categorized within the
Kraljic matrix. The results showed that 13 parts (26%) were strategic, characterized by high profit impact
and high supply risk. These included cylinder heads, crankshafts, and high-demand brake components.
The bottleneck category—high risk but low profitability—comprised 20 parts (40%), such as fuel pumps
and specialized sensors. The leverage items, which were low risk but highly profitable, made up 8% of
the sample, while the remaining 12 items (24%) were classified as non-critical due to their low profit
impact and low supply risk.

Each category informed distinct purchasing strategies. Strategic items called for long-term
partnerships and high supplier engagement. Bottleneck items required inventory buffers, dual sourcing,
and vendor-managed inventory solutions. Leverage items allowed for aggressive cost negotiations and
short-term contracts. Non-critical items warranted batch purchasing and flexible replenishment systems
to minimize holding costs.

Discussion and Conclusion

The hybrid SWARA-KTraljic framework presented in this study successfully facilitated a
systematic and context-sensitive classification of high-volume spare parts in the Iranian automotive after-
sales network. Unlike traditional inventory-driven approaches, this model incorporates both quantitative
metrics and expert judgments, enabling a more nuanced understanding of purchasing priorities. The
differentiation of spare parts into four procurement categories allows for tailored strategies that align with
organizational goals and market realities.

Strategic items, while limited in number, pose the highest risk and reward. The study underscores
the need for relationship-based procurement here, including multi-year contracts, supplier development
programs, and collaborative forecasting. These initiatives can reduce delivery uncertainties and ensure
consistent product availability. For bottleneck items, the findings support building safety stocks,
expanding supplier bases, and even redesigning products to reduce dependency. This aligns with prior
research indicating that resilience in procurement stems from adaptability and foresight.

Leverage items offer opportunities for cost optimization through competitive tendering and
consolidation of purchases. Here, organizations can exert significant bargaining power, which should be
exercised to gain price reductions without compromising quality. Non-critical items, on the other hand,
are best managed through transactional efficiency—minimizing procurement time, automating reorder
points, and reducing warehouse space through just-in-time systems.

The implications of this study are twofold. First, it provides a replicable model that can be adapted
by other automotive firms or industries facing similar supply chain complexities. Second, it highlights the
importance of integrating analytical techniques such as SWARA into strategic procurement decisions.
This hybrid model supports not only operational efficiency but also strategic agility, allowing
organizations to respond more effectively to supply chain disruptions and market volatility.



In conclusion, the study demonstrates the potential of combining Kraljic’s matrix with the
SWARA technique to enhance decision-making in spare parts procurement. While the research focused
on Peugeot passenger vehicles, its broader applicability to other industrial sectors remains promising.
Future research could explore integrating this model with predictive analytics or extending it to
multinational supply chains, thereby reinforcing its strategic utility in global operations.
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1. Step-wise Weight Assessment Ratio Analysis (SWARA)
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