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AMPLIFA PROCUREMENT GLOSSARY

Agile procurement: flexible and fast buying
aligned with demand
Agile procurement describes an approach in purchasing in which procurement decisions are made

iteratively, quickly and closely aligned with the current needs of the business departments. Rather

than long-running planning cycles, the focus is on short alignment rounds, flexible framework

agreements and close collaboration with suppliers. The approach originates from agile product

development and is increasingly being applied in practice to indirect and direct, material-intensive

procurement.

Key facts
• Agile procurement works with short iterations instead of fixed annual plans and continuously adjusts

demand.

• Typical elements are framework agreements, mini-competitions, short-notice bidder information and

close supplier integration.

• The approach is particularly suitable for volatile demand, innovation topics and indirect procurement.

• Due diligence obligations, compliance requirements and cost transparency must not be neglected in

agile processes either.

• Metrics such as lead time, delivery capability and dual sourcing ratio show whether the agile

implementation is working.

Definition: agile procurement
Agile procurement is a process model in purchasing that replaces classic, hierarchical and long-cycle

procurement processes with iterative, demand-driven and team-oriented workflows. The core is the

ability to respond to changes in volumes, deadlines and specifications without long escalation routes.

The term is often used synonymously with "agile purchasing" and encompasses process, organisational

and contract design alike.

Distinction from classic procurement

Classic procurement typically follows a fixed sequence: demand identification, enquiry, bid comparison,

award and contract binding over long terms. Agile procurement breaks this chain into short cycles in

which partial demand, partial delivery/remaining quantity and interim statuses are bindingly aligned.

This reduces the risk that the original specification is already outdated by the time of delivery.

Origin in agile working

Methods such as Scrum or Kanban provide the template: short sprints, visual management, regular

retrospectives and clear responsibilities. Transferred to purchasing, this means that procurement teams

sort priorities with the business departments at short intervals and implement procurement packages in

small steps. Changes are contractually regulated as a change-order clause instead of being escalated

afterwards.
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When the approach is suitable

In practice, agile procurement delivers the greatest benefit with volatile demand, short product cycles,

the spare parts business and indirect services. For strategic capital goods or long lead times, a hybrid

form remains sensible: long-term framework agreements plus agile call-off and adjustment mechanisms.

A sound supplier landscape analysis helps identify the right markets for both modes.

Methods and approach of agile procurement
Agile procurement does not replace the professional basic tools of purchasing but combines them with

new rhythms and forms of cooperation. What is decisive is that awarding, contract design and demand

management are built in such a way that they allow rapid changes. The following building blocks have

proven themselves in practice.

Short competitions and targeted enquiries

Instead of comprehensive, months-long tenders, targeted enquiries are often sent to a pre-qualified

supplier shortlist. The scope of the bidder information remains lean: volume framework, target date,

essential specification and evaluation scale. An open procedure remains required for regulated tenders;

for private companies the lean route is usually permissible provided equal treatment and documentation

are maintained.

Framework agreements with flexible call-offs

Agile procurement thrives on contracts that reflect volume and deadline flexibility: dynamic call-off

quantities, staggered volume discounts in purchasing, defined terms for partial delivery/remaining

quantity and clear adjustment mechanisms. Alternatively, short-term service contract structures enable

flexible commissioning of service providers. It is important that price adjustment clauses and response

times are clearly agreed.

Close supplier integration

Suppliers are involved early and continuously, for example through co-development on new products or

a supplier innovation day at which capabilities and development perspectives are aligned. This form of

collaboration considerably shortens specification and clarification cycles. The prerequisite is a sound

supplier segmentation so that the intensive forms of cooperation remain focused on the strategically

relevant suppliers.

Digital tools and data basis

Agile working does not function without up-to-date master data and demand signals. Regular data

cleansing of article, supplier and price data is a fundamental prerequisite. For price comparisons,

clean-sheet calculation is suitable for deriving target costs quickly and transparently rather than simply

carrying historical prices forward.

Key KPIs of agile procurement
Agile processes must remain measurable, otherwise quality and cost losses threaten despite

understandable speed. The metrics should jointly reflect lead times, delivery capability and economic

results. Typical benchmark values help with classification but must always be adapted to industry and

depth of value creation.
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Process and response metrics

Key metrics are the lead time from demand notification to order and the share of procurements that can

be implemented at short notice. In practice, lead times for standardised agile processes are often in the

range of a few days to two weeks. The invoice automation rate also indicates whether the administrative

support of the fast transactions keeps pace.

Delivery and supplier metrics

Delivery reliability, capacity reserves and the dual sourcing ratio show whether the flexibility exists not

only on paper. A dual sourcing ratio of typically over 50 per cent for critical materials reduces the risk of

bottlenecks in short-notice call-offs. The supplier segmentation matrix helps to select the appropriate

degree of control for each supplier class.

Overall economic view

Cost management is carried out via total cost of ownership (TCO) rather than the purchase price alone.

A savings forecast per iteration makes it plannable which savings levers the next cycle will address.

Delivery terms such as DDP are consistently factored in, because logistics and risk costs can quickly

eat up the apparent price saving.

Risks and controls in agile purchasing
Speed carries risks: with fast awards, review tasks are easily neglected, and cost control suffers if

framework agreements are drawn down in an uncoordinated manner. Agile procurement therefore

needs deliberate control points built into the process. Legal and tax issues must be examined on a

case-by-case basis.

Compliance and award due diligence

Procurement compliance requirements also apply in agile processes: documentation of the decision,

avoidance of allocations to preferred providers without objective justification and clear authorisations.

With regulated tenders, an open procedure remains mandatory; agile there means above all organising

the preparation and the dialogue with market participants more tightly. Approval and four-eyes principles

should be digitally representable.

Financial management and liquidity

Short cycles can lead to many smaller payment runs and complicate liquidity planning. Instruments such

as supply chain finance help to stabilise suppliers with short payment terms – for example within

conditions such as 2/10 net, in which a cash discount is exchanged for fast payment. Payment and

framework call-off schedules should be closely coordinated with the treasury.

Resilience and emergency preparedness

Anyone relying on speed needs a reliable plan for the event of failure. A disaster recovery (DR) plan for

critical supply chains defines alternative sources, safety stocks and escalation routes. Active supplier

shifting – i.e. the targeted transfer of volumes to second sources – maintains flexibility on a permanent

basis.

Current developments and outlook
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Agile procurement will continue to gain in importance through digitalisation, regulation and market

volatility. The combination of fast processes and reliable data increasingly determines competitiveness.

At the same time, evidence and sustainability requirements are growing, which must be integrated into

agile workflows.

Automation and AI support

Standardised enquiries, bid comparisons and invoice processes can increasingly be automated, giving

buyers more time for negotiation and supplier development. AI-supported demand forecasts help to plan

agile call-offs better and optimise safety stocks. What remains important is that decisions and approvals

remain the responsibility of humans.

Sustainability and circular economy requirements

Regulatory requirements such as the PPWR (Packaging and Packaging Waste Regulation) increase the

pressure on evidence documentation and specification adjustments, which can also be integrated into

agile procurement processes. In practice, sustainability criteria are frequently managed as

evaluation-relevant criteria in the short competition formats. Long-term supplier development

programmes complement the fast cycles.

Organisation and competence building

Agile procurement demands different roles: fewer classic award administrators, more team members

with negotiation, data competence and supplier management skills. In practice, a hybrid model has

proven its worth in which a core of category managers and agile procurement professionals works

together with the business departments. Continuous retrospectives ensure the ongoing development of

the processes.

Typical metrics
Lead time from demand to order: often < 10 working days
with standardised agile processes; classic cycles are considerably higher

Dual sourcing ratio: > 50 %
for critical materials as a risk buffer for short-notice call-offs

Delivery reliability: > 95 %
shows whether flexibility actually reaches the supplier

Invoice automation rate: > 80 %
ensures that the administration of fast processes does not become a bottleneck

Practical example
A medium-sized mechanical engineering company with a strongly fluctuating spare parts and special

machinery business switched its procurement to agile principles. Instead of central annual framework

agreements with rigid call-off schedules, the company introduced fortnightly alignment meetings with

engineering and sales and awarded short-term framework agreements with dynamic volume corridors

to a pre-qualified supplier shortlist. In parallel, a data cleansing of article data was carried out so that

enquiries could be generated automatically with correct specifications.

• Introduction of short alignment cycles between purchasing, engineering and sales to prioritise open

demand.
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• Increase in the dual sourcing ratio for critical purchased parts through targeted shifting of volumes to

second sources.

• Cost transparency via clean-sheet calculation instead of carried-forward historical prices.

• Contractual anchoring of flexible call-offs and adjustments via a change-order clause.

Conclusion
Agile procurement is not a substitute for professional purchasing management but a complement in

terms of speed and proximity to demand. It only works if data quality, the supplier base and control

mechanisms play along. Companies that restrict the approach to the right procurement fields and

consistently consider compliance and total cost of ownership (TCO) benefit from shorter lead times and

higher delivery capability. The combination of iterative cycles, flexible contract forms and measurable

KPIs provides the stable framework. Anyone working in an agile manner without structure trades

short-term responsiveness for long-term cost and risk problems.

Frequently asked questions

What does agile procurement mean?

Agile procurement refers to an iterative, demand-driven approach in purchasing with short alignment

cycles, flexible contract forms and close collaboration with business departments and suppliers. It

replaces long planning and award cycles with fast, small procurement steps. The goal is to be able to

respond to changes in volumes, deadlines and specifications without long escalation routes.

When is agile procurement useful?

The approach delivers the greatest benefit particularly with volatile demand, short product cycles, spare

parts procurement and indirect services. For strategic capital goods or long lead times, a hybrid model

remains sensible. A precise supplier landscape analysis is important in order to identify the right

procurement markets for agile call-offs.

Which metrics are measured in agile procurement?

Key metrics are lead time from demand to order, delivery reliability, dual sourcing ratio and total cost of

ownership (TCO). The level of invoice automation and a savings forecast per iteration also provide

insight into effectiveness. Benchmark values must be adapted to the specific industry and product.

How does agile procurement remain compliant?

Even fast awards require documented decisions, clear authorisations and objective justifications for

supplier selection. With regulated tenders, an open procedure remains mandatory; agile principles there

relate to preparation and dialogue. The principles of procurement compliance must be observed in every

case.

What role do suppliers play in agile procurement?

Suppliers are involved early and continuously, for example through co-development or a supplier

innovation day. The prerequisite is a sound supplier segmentation so that intensive cooperation remains

focused on strategically relevant partners. Flexible contracts with dynamic call-offs enable rapid

adjustments.

What distinguishes agile procurement from classic purchasing?

Classic purchasing works with fixed annual plans, complete specifications and long award cycles. Agile
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procurement breaks demand down into small packages, keeps alignment and award cycles short and

allows ongoing adjustments. The classic basic tools such as enquiries, bid comparison and contract

management are retained.


