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AMPLIFA PROCUREMENT GLOSSARY

Cost Avoidance: Cost Prevention as a
Measurable Procurement Achievement
Cost avoidance refers to the prevention of costs that would have arisen without countermeasures

taken by procurement, without these being directly reflected in a budget reduction. In industrial

procurement, it is, alongside classic cost reduction, the second major category of value contribution

measurement. Because avoided costs are not visible in the financial accounts, clear definitions,

documented baselines and recognised calculation methods are required. The article below explains

the definition, methods, KPIs, risks and current developments relating to cost avoidance.

Key facts
• Cost avoidance covers price increases, additional costs and expenditure that are prevented thanks

to procurement measures.

• In contrast to cost reduction, the actual budget does not fall; however, the deviation from the

hypothetical baseline scenario is documented as a value contribution.

• Typical examples include successfully resisted price, energy and freight surcharges, negotiated

discounts against planned increases and the avoidance of penalty or emergency purchase costs.

• Recognition of cost avoidance requires a documented baseline, a plausible forecast and clear

traceability.

• The most important KPIs are avoided costs in EUR, the ratio as a percentage of procurement

volume and the recognition rate by Controlling/Finance.

• Cross-border comparability requires a uniform methodology, since cost avoidance does not appear

in regular financial reports.

Definition: what is cost avoidance?
Cost avoidance is the sum of all costs that do not arise in the first place thanks to procurement

measures, because they would have occurred without those measures. The term therefore describes a

hypothetical comparison: the actual state after the measure versus the fictitious state without the

measure.

Distinguishing cost avoidance from cost reduction

With cost reduction, the price actually paid or the budget falls relative to a reference value, for example

through a change of supplier or better contract terms. With cost avoidance, by contrast, the expenditure

remains at the previous level, but a planned increase was successfully resisted or an entire cost

category was avoided. Both categories together make up the total value contribution of procurement

and should be reported separately in the procurement business plan. In practice, cost reduction is

easier to communicate because it is arithmetically visible; cost avoidance requires more persuasion

towards Controlling/Finance.

• Cost reduction: realised budget reduction relative to a reference value
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• Cost avoidance: future or looming costs avoided

• Both together: documented value contribution of procurement

Typical categories of cost avoidance

In practice, cost avoidance effects can be divided into several groups. These include price increases

from suppliers that were successfully resisted, additional costs prevented through quality defects,

avoided penalty or emergency purchase costs, and savings achieved through better contract and

process design. Deliberately entering into long-term price or volume commitments as a hedge against

market fluctuations is also frequently reported as cost avoidance.

• Price increases and surcharges successfully resisted (e.g. energy surcharge, freight surcharge)

• Additional costs prevented through quality or supply problems

• Emergency purchases and error costs avoided

• Cost prevention through better processes and contracts

Methods and approach: how is cost avoidance determined?
Cost avoidance does not arise from a single tool, but from a structured approach: define the baseline,

define the measure, document the hypothetical state and calculate the result in a traceable manner.

Without a clean methodology, the KPI quickly becomes vulnerable.

Baseline and hypothetical scenario

The starting point is the question: what would have happened without the procurement measure? The

baseline can be derived from existing contracts, historical prices, supplier announcements or market

prices. For announced price increases, the documented supplier announcement is the strongest basis.

For general market movements, for example in energy or commodity prices, an index or a known

benchmark is often used as the reference. It is important that the assumptions are fixed in writing

beforehand and are not retrospectively chosen so that the result turns out favourably.

• Baseline from contracts, history or market data

• Documented supplier announcement as reference

• Assumptions recorded in writing before the measure

Negotiation and contract-based approach

Many cost avoidance effects arise in negotiations, for example on terms and conditions, discounts,

volume-based prices or the handling of surcharges. A transparent award process with structured

evaluation, for example using a bid matrix, creates a robust basis for comparison and prevents savings

from merely being asserted subjectively. Strategic alignment of supplier relationships, for example

through modular sourcing or demand aggregation, can also prevent high additional costs from arising

through fragmentation, minimum order quantities or packaging size optimisation requirements.

• Structured tenders and bid matrix

• Negotiations on terms and conditions and surcharge clauses

• Consolidation through demand aggregation and modular sourcing

Specification and quality-based approach

An often underestimated lever for cost avoidance is early influence on specifications and quality

requirements. Even during the initial sample submission (EMPB), it is possible to check whether

requirements go beyond what is functionally necessary and thereby cause unnecessary costs. A
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functional cost analysis also helps to identify overspecified requirements before they cause additional

costs in serial production. In this way, not only direct costs are avoided, but also subsequent costs

arising from reject rates, rework or quality problems in manufacturing.

• Specification review during initial sample submission (EMPB)

• Functional cost analysis to avoid over-specification

• Early alignment between development, procurement and supplier

Risk prevention as cost avoidance

Not all avoided costs relate to unit prices. Securing supply capability also contributes to cost avoidance:

a well-maintained Business Continuity Plan (BCP) in procurement prevents costly production

stoppages, emergency purchases at market prices and high expedited freight and logistics costs. In

day-to-day operations, a well-designed freeze fence in production planning also counters the costly

last-minute change chaos that would otherwise manifest itself in overtime, special shifts or higher

material prices.

• Business Continuity Plan (BCP) to avoid downtime costs

• Expediting and clear freeze-fence rules

• Avoiding emergency purchases through reliable planning

Key KPIs and measurement of cost avoidance
Since cost avoidance does not automatically emerge from the financial systems, choosing the right KPIs

is crucial for the credibility and acceptance of the figure. Only if procurement controlling and the

business functions use the same calculation methodology will the value contribution be recognised.

Key performance indicators

At its core, cost avoidance is reported as a monetary amount in EUR, often supplemented by ratio

indicators such as its share of total procurement volume or of realised savings. In practice, the

differentiation by cost type (materials, logistics, quality, process) and by cause (negotiation,

specification, risk) has also proven its worth. This differentiation enables a meaningful presentation in

reporting and can be readily integrated into a data quality report or a procurement optimisation

dashboard.

• Avoided costs in EUR, absolute

• Cost avoidance as a percentage of procurement volume

• Breakdown by cost type and cause of effect

Recognition rate and data quality

A KPI is only valuable if it is accepted by Controlling/Finance and management. The recognition rate, i.e.

the proportion of reported cost avoidance amounts that have been officially confirmed, is in practice a

good indicator of methodological quality. This requires a high level of data quality in procurement, which

can be ensured, for example, through clean ERP integration and a consistent procurement data model.

Missing or contradictory master data otherwise lead to understandably critical queries and undermine

the credibility of the entire KPI.

• Recognition rate by Controlling/Finance

• Data quality as the basis for reliable statements

• ERP integration for system-based calculation
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Relationship with other procurement KPIs

Cost avoidance should not be viewed in isolation. In combination with KPIs such as budget compliance,

contract compliance or the cash-to-cash cycle, it produces an overall picture of procurement

performance. If, for example, strict contract compliance ensures that negotiated terms are actually

implemented in day-to-day business, the avoided cost effect remains real and is not eroded by deviating

invoices or contrary settlements. Clean handling of invoice verification processes, for example through a

low invoice error rate, also safeguards the cost effect actually posted.

• Contract compliance to secure negotiation results

• Cash-to-cash cycle as a financial perspective

• Invoice error rate as a quality indicator of settlement

Risks and controls: limitations and potential for misuse
Cost avoidance is prone to exaggeration and manipulation because the reference point is hypothetical.

Without clear rules of the game, the KPI loses credibility or is claimed as a success by several functions

at once.

Typical weaknesses in measurement

In practice, the most common errors arise from unclear baselines, double counting and implausible

assumptions. Anyone who, for example, treats a short-term announced price increase as a permanent

baseline over several years significantly exaggerates the effect. Double recording, when procurement

and a business function report the same effect, is also a frequent problem. Countermeasures include

clear rules on the duration of effect, unambiguous attribution and the periodisation of effects.

• Unclear or overly favourable baselines

• Double counting by multiple departments

• Impact duration assumed for too long

Controls and governance

A defined approval process has proven effective, in which every major cost avoidance report is

supported by evidence and reviewed by Controlling. The evidence may include: documented supplier

announcements, comparative quotations, historical market prices or internally agreed assumptions. In

addition, regular alignment of the methodology with Controlling helps to keep the KPI comparable over

the years. Anyone who also embeds cost avoidance in the procurement business plan with targets set

there creates a binding framework rather than a voluntary success announcement.

• Evidence requirement for larger cost avoidance amounts

• Approval process with Controlling

• Anchoring in the procurement business plan

Legal and contractual classification

Cost avoidance has no independent legal significance, but it can become effective in contracts: anyone

who clearly regulates price adjustment clauses, index clauses or surcharge mechanisms (for example

for an energy surcharge or a freight surcharge) in framework agreements prevents later disputes over

the amount of additional costs. In international sourcing, too, clear Incoterms DPU provisions and held

customs documents such as an EUR.1 movement certificate can avoid customs and logistics costs. Tax

and customs law questions must be examined on a case-by-case basis; this article does not constitute

legal or tax advice.
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• Price and index clauses in terms and conditions

• Clear Incoterms DPU provisions in international sourcing

• EUR.1 movement certificate to avoid customs costs

Current developments: cost avoidance in the modern procurement
environment
The importance of cost avoidance has increased in recent years because market volatility, sustainability

requirements and digitalisation are creating new cost risks. At the same time, digitalisation is improving

the traceability of the KPI.

Volatility, surcharges and sustainability

Energy prices, freight rates and commodity markets have fluctuated sharply in recent years. For buyers,

this means: handling energy surcharges, freight surcharges and index clauses has become a field of

action in its own right, in which cost avoidance arises directly. Sustainability requirements are added on

top: the reporting obligations of the EU taxonomy or the due diligence obligations, for example under the

EUDR in procurement, initially generate effort, but those who tackle them early and in a structured way

avoid costly adjustments, fines or reputational risks.

• Handling energy surcharges and freight surcharges

• Early protection against price and freight volatility

• Sustainability requirements as a cost risk and opportunity

Digitalisation and data foundation

Digital tools increase transparency over prices, volumes and contracts and make cost avoidance more

measurable. Clean ERP integration and a consistent procurement data model make it possible to

systematically uncover price differences, accumulated surcharges or deviating terms. Sound data also

helps in supplier relationship management: anyone who knows the performance and risk position of

their suppliers can take countermeasures early, before costly failures or additional costs arise.

• ERP integration and procurement data model as a data foundation

• Systematic uncovering of price differences

• Supplier relationship management for early risk detection

Typical metrics
Avoided costs (EUR): project-specific, often 1–5 % of the relevant procurement vo
Only meaningful with a documented baseline and duration of effect.

Cost avoidance rate: typically 1–3 % of procurement volume per year
Common rule of thumb in practice; heavily dependent on the market situation and industry.

Recognition rate by Controlling/Finance: > 90 %
A good indicator of the methodological and data quality of procurement reporting.

Proportion of reported figures submitted with evidence: > 95 %
Measures evidence documentation and prevents later queries.
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Practical example: resisting an energy price increase
A medium-sized mechanical engineering company with around 500 employees receives notice from its

steel processor of an announced energy price increase of twelve per cent on all current orders,

retroactively for the coming twelve months. Procurement reviews the announcement, documents the

baseline and negotiates with data: historical energy cost shares, market prices and alternative suppliers.

The result: the increase is capped at four per cent, and the energy surcharge clause is in future linked to

a published market value. The eight-percentage-point difference on the relevant annual volume is

documented as cost avoidance, recognised by Controlling and reported in the procurement report.

• Baseline established from the documented supplier announcement

• Negotiation supported by market data and alternative quotations

• Terms and the linkage to a market value contractually fixed

• Result recognised as cost avoidance in the reporting

Conclusion
Cost avoidance, alongside cost reduction, is the key second category of procurement value contribution

and describes costs avoided that would have arisen without procurement measures. The great

advantage: it makes achievements visible that would remain invisible in pure budget comparisons – for

example, price and freight surcharges successfully resisted, or quality and downtime costs prevented.

The great disadvantage: the KPI is hypothetical and therefore requires particularly clear methodology,

documented baselines and recognition by Controlling/Finance. Anyone who sets up cost avoidance in a

structured way, underpinned by good data quality and anchored in the procurement business plan,

creates a credible presentation of performance and strengthens procurement's position within the

company.

Frequently asked questions

What is cost avoidance in procurement?

Cost avoidance refers to costs that are prevented through procurement measures and which would

have arisen without those measures – for example, price increases that were successfully resisted,

avoided quality costs or emergency purchase costs. In contrast to cost reduction, the budget does not

visibly fall; instead, the deviation from the hypothetical scenario is documented as a value contribution.

Recognition requires a documented baseline and clear calculation rules.

What is the difference between cost avoidance and cost reduction?

With cost reduction, the costs actually paid or the budget fall relative to a reference value. With cost

avoidance, the expenditure remains at the previous level, but a planned or looming cost increase is

prevented. Together, both categories make up the total value contribution of procurement and should be

reported separately.

How is cost avoidance calculated?

The basis is a comparison of two scenarios: the actual state after the procurement measure and the

hypothetical state without the measure. The baseline is derived from contracts, historical prices,

documented supplier announcements or market data. The difference, multiplied by the relevant volume,

gives the avoided cost amount, which is reported over a defined duration of effect.
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Is cost avoidance recognised by Controlling/Finance?

Not automatically, since avoided costs are not visible in the financial accounts. Recognition requires a

traceable methodology, documented evidence such as supplier announcements or comparative

quotations, and agreement on the rules with Controlling/Finance. The recognition rate is itself a good

indicator of the quality of procurement reporting.

What are some examples of cost avoidance?

Typical examples include resisting announced price or energy surcharges, avoiding freight surcharges

through contractual provisions, preventing emergency purchase costs through good planning, and

reducing quality costs through early specification reviews. Avoiding customs costs through correct

preference documentation also counts.


