AMPLIFA PROCUREMENT GLOSSARY

Category Playbook: Strategic playbook for
actively managed procurement categories

A Category Playbook is a structured playbook that documents, for a specific procurement category
— such as steel, electronic components or services — the strategy, supplier portfolio, negotiation
approaches and operational rules. It translates category strategies into concrete, comprehensible
action for buyers in day-to-day business. In doing so, it reduces maverick buying, standardises
negotiation techniques and makes category management independent of individual persons. For
technical buyers, it is the central control instrument between strategic planning and operational
procurement.

Key facts

* A Category Playbook documents the strategy, supplier portfolio, negotiation guidelines and
operational rules for each procurement category.

« Itis an internal instrument and not a static document — typically it is updated once a year or upon
material market changes.

It reduces wasted spend, as predefined processes reduce maverick buying and accelerate the
onboarding of new buyers.

» Conveniently, it combines market analysis, supplier rating, KPI control and escalation paths in one
document.

* In the SME sector, a lean Playbook of ten to twenty pages per category is often sufficient in practice.

» Implementation is frequently measured using Savings Realized, compliance and dual-sourcing
share.

Definition: Category Playbook

The Category Playbook is the condensed playbook of a procurement category. It describes how the
category strategy is translated into concrete procurement decisions, negotiation guidelines and
escalation rules. In contrast to the Category Strategy, which addresses the "what" and "why

Definition: Category Playbook

A Category Playbook is an internal reference work that bundles, for a defined procurement category, the
strategy, the approved suppliers, negotiation guidelines, KPIs and process rules. It connects the
category strategy with operational implementation in day-to-day business. It thereby serves as a binding
working instruction for all stakeholders in the procurement organisation.

Distinction from the category strategy
The category strategy answers the "what"
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Objectives in industrial purchasing

The goal is the reproducible procurement of high quality with an optimal total cost profile. A Playbook
ensures continuity when key account managers or buyers change and supports compliance with
compliance rules. It also significantly accelerates the induction of new staff.

Structure and typical components

Playbooks proven in practice follow a uniform pattern. They cover the market situation, the supplier
portfolio, negotiation guidelines and operational specifications. The structure is deliberately lean so that
the document is actually used in day-to-day business and does not end up as dead paper.

Market and category data

The first section documents the procurement volume, the ABC/XYZ classification position, market
structures and cost structures. In addition, price developments and dependencies on upstream products
are described. This data basis provides the foundation for all further decisions.

Supplier portfolio and security strategy

This is followed by the active supplier portfolio with role descriptions, the supplier rating results and the
dual-sourcing share. A chapter on supplier capacity risk and disaster recovery (DR) arrangements
shows what applies if a key supplier fails. This safeguarding is indispensable for critical categories.

Negotiation and tendering guidelines

This block defines negotiation techniques, target cost corridors, when-to-negotiate rules and the use of
tender formats such as the two-envelope bid. Confidentiality levels for sensitive documents are also
defined here. This makes negotiations predictable and uniform across the company.

Methods and approach for creating a Playbook

Creation typically follows four steps: portfolio analysis, strategy derivation, documentation and rollout
management. In practice, good Playbooks are characterised by being developed iteratively with the
operational buyers rather than being imposed top-down.

Portfolio and market analysis

The starting point is a thorough analysis: ABC/XYZ classification to structure the article range,
slow-mover analysis to identify marginal items and a cost-benefit analysis of alternative procurement
concepts. In addition, market and supplier structures are assessed. For industrial categories, the
involvement of technical departments is often the decisive success factor.

Strategy derivation and documentation

From this follows a consistent strategy core: supplier objectives, risk scenario planning, procurement
channels and pricing strategy. The documentation is kept so concise that all relevant rules fit on a few
pages. Graphical overviews, traffic-light logics and decision trees significantly increase day-to-day
usability.

Rollout management and updating

A structured rollout management process ensures that all staff know the Playbook, apply it and actively
develop it further. In practice, it has proven effective to store valid versions centrally and to document

Amplifa Marketplace - Procurement glossary amplifa-marketplace.com/en/glossary/category-playbook



changes with version control. Typically, an annual update takes place, supplemented by event-driven
updates in the event of material market changes.

Key KPIs for steering via the Playbook

The effectiveness of a Category Playbook can be measured. Category metrics are not viewed in
isolation but interpreted as control variables of the Playbook. In addition, usage and compliance metrics
are used, which relate directly to the Playbook.

Results-oriented metrics

Central metrics are Savings Realized per category, the development of average inventory for trade
goods, the dual-sourcing share in critical segments and the supplier rating results. These metrics show
whether the strategy anchored in the Playbook is effective. They are typically reported quarterly in the
category review.

Process and compliance metrics

Process-oriented measurement covers the share of strategic categories with a current Playbook, the
share of negotiation-active volumes and the share of off-Playbook purchasing as an indicator of
maverick buying. The tender share also provides insights into the use of established negotiation formats.

Risks and controls when using a Playbook

Playbooks only work if they are up to date, used and consistently operationalised. The greatest risks are
outdated content, a lack of acceptance within the operational purchasing team and a level of detail too
high to remain usable in day-to-day work.

Typical implementation risks

Common mistakes: Playbooks are treated as a one-off project and are not maintained thereafter; they
are too detailed and thus unreadable; or they do not genuinely cover operational processes. Added to
this is the legal risk that binding provisions such as warranty agreements, Incoterms risk transfer or VAT
ID checks are described incorrectly or incompletely. These sections should be legally reviewed and kept
general.

Controls and effectiveness assurance

Practical controls: annual review dates with defined owners, versioned documentation, quarterly
business reviews with suppliers and KPI tracking in the category dashboard. Approval of changes
follows a defined confidentiality level so that sensitive negotiation information remains protected within
the company.

Distinction: Playbook, manual and Category Strategy

In practice, the terms are often mixed up. The clear distinction is as follows: the Category Strategy
describes objectives and the market approach, the Playbook translates them into rules and action
specifications, and a procurement manual governs company-wide processes across all categories.

Relationship to the procurement organisation
The Category Playbook implements the strategic orientation of a procurement organisation at category
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level. It creates uniform decision rules, which also become relevant in purchasing cooperations with
other companies when joint procurement volumes are bundled.

Innovation and further development

Modern Playbooks increasingly contain components on supplier innovation, for example formats such
as the Supplier Innovation Challenge. One-shop recommendations and digital procurement channels
are also anchored where they offer genuine added value for the category.

Typical metrics

Savings Realized per category: 3—7 % p.a.
Typical benchmark for categories managed professionally for the first time.

Share of strategic categories with a Playbook: > 90 %
Target figure in mature procurement organisations.

Dual-sourcing share for critical products: 60-80 %
Risk minimisation for A-parts.

Reduction of maverick buying: <5 %
Share of purchases outside established suppliers and processes.

Playbook update interval: <= 12 months
Annual review cycles are common industry-wide.

Practical example

A medium-sized mechanical engineering company with a procurement volume of around 40 million
euros introduced a Category Playbook for the steel processing and bought-in parts category. Previously,
there were no uniform negotiation guidelines, several uncoordinated suppliers and little transparency
about actual savings. After nine months, measurable improvements had been documented.

« Creation of the Playbook in workshops with purchasing and technical engineering, binding
negotiation techniques and target cost corridors.

« Introduction of supplier rating and a dual-sourcing share of at least 60 per cent for critical parts.
« Anchoring of the two-envelope bid for strategic tenders; standardisation of Incoterms risk transfer.
» Quarterly business review based on Savings Realized and a KPI dashboard.

Conclusion

The Category Playbook is more than a document: it is the operational translation of category strategy
into the day-to-day business of procurement. It standardises negotiations, reduces risks, makes KPIs
visible and ensures continuity regardless of personnel changes. Prerequisites for effectiveness are a
lean structure, an annual update and clear anchoring in the procurement organisation. Those who use
Playbooks consistently achieve more favourable results in practice in the long term and reduce
deviations caused by maverick buying. For technical purchasing in the SME sector, it is therefore one of
the most effective instruments of modern category management.

Frequently asked questions
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What belongs in a Category Playbook?

A Category Playbook typically contains market data and procurement volumes, the supplier portfolio
including the supplier rating, negotiation guidelines, key KPIs and operational process specifications. It
is supplemented by escalation paths, supplier failure scenarios and rules on confidentiality levels. The
compromise between completeness and day-to-day usability is important.

How does a Category Playbook differ from a Category Strategy?

The Category Strategy describes the overarching objectives and the market approach for a category.
The Playbook translates this strategy into concrete rules for purchasing, negotiation and supplier
management. The two documents are interlinked and are typically updated together on an annual cycle.

How do you create a Category Playbook step by step?

The process usually follows four steps: analysis of the portfolio and market situation, derivation of a
consistent strategy, concise documentation and structured rollout management. In practice, iterative
involvement of the operational purchasing team has proven effective. This is followed by regular reviews
and KPI tracking to ensure effectiveness.

How often should a Category Playbook be updated?

In practice, an annual full update has become established, supplemented by event-driven updates in the
event of material changes such as market shifts, supplier failures or acquisitions. It is important to
maintain a versioned, central repository so that all buyers always use the valid version.

Which KPIs are suitable for a Category Playbook?

Key metrics are Savings Realized, dual-sourcing share, supplier rating results, tender share and
average inventory for trade goods. In addition, compliance indicators such as the share of off-Playbook
purchasing provide insights into implementation quality. These metrics are typically reported quarterly.

What is maverick buying and how does a Playbook help against it?

Maverick buying refers to purchases made outside the established processes and approved suppliers. A
Category Playbook reduces this by defining clear rules, approved suppliers and escalation paths. It also
makes it easier to communicate to internal requisitioners why certain routes must be followed.
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