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AMPLIFA PROCUREMENT GLOSSARY

Package sizes: correctly dimensioning
packaging units in industrial procurement
Package sizes (Gebindegrößen) denote the quantity and division in which a product is packed,

ordered and delivered – for example units per carton, cartons per pallet or metres per roll. For

technical buyers, they are not merely a logistics detail but directly influence stock levels, capital

tie-up, handling costs and process reliability. Those who systematically align package sizes with

demand and lot sizes reduce total cost of ownership and avoid unnecessary stock.

Key facts
• Package sizes describe the customary trading packaging unit (unit, carton, pallet, container) and

form the basis of order quantities and bills of materials.

• They interact with lot size optimisation, minimum order quantities and stock turnover cycles.

• Incorrectly dimensioned packages typically cause residual quantities, capital tie-up and increased

handling effort in goods receipt.

• Binding agreements on packages belong in framework agreements and are fixed through contract

negotiations.

• Data quality is crucial: package information must be maintained consistently in master data, the

parts catalogue and the supplier portal.

• Indirect costs such as disposal, pallet return and internal transport are often included in the

evaluation and are underestimated.

Definition: package sizes
Package sizes describe the standardised quantity unit in which a supplier packs, invoices and delivers a

product. It covers both the smallest sales unit and higher-level levels such as outer carton and pallet.

Distinction from order quantities

The package size is a supplier-side attribute, whereas the order quantity is driven by demand and

procurement. The two frequently do not match: if a demand of 250 units is requested but the package

contains 100 units, in practice procurement rounds up to full packages. This upsizing acts like an

unintended minimum quantity and must be taken into account in demand planning. If it is clarified

transparently in the requirements process, residual quantities and empty storage locations can be

avoided.

Typical package levels

Multi-level packaging structures have become established in industrial practice: unit, bag or carton,

pallet and, where applicable, container. The levels are usually staggered in whole numbers, for example

10 units per carton and 40 cartons per pallet. For electronic data exchange, each level is often

represented via barcode labels and the packing list, so that the goods receipt document (GRN) can be

automatically reconciled with the purchase order. The more cleanly the hierarchy is defined, the more
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smoothly goods receipt, picking and stocktaking run.

Consumables and catalogue materials

For consumables such as screws, seals or cutting tools, package sizes largely determine stock turnover.

Suppliers often offer alternative packages, for example small packs for prototype procurement and bulk

packs for series production. These variants should be stored in the parts catalogue with reference to the

bill of materials so that internal customers can select the appropriate unit. This keeps the transition from

prototype procurement through the series release process to series supply seamless.

Methods and approach for dimensioning
The right package size results from the interplay of demand structure, storage and handling costs, and

delivery terms. A structured approach prevents supplier specifications from being adopted without

reflection.

Demand analysis and lot size reconciliation

The starting point is the analysis of consumption volumes, demand dates and bundling potential. This

data feeds into lot size optimisation, which derives optimal order cycles and stock coverage. If, for

example, an ideal lot size of 1,200 units results but the package is only available in units of 500, a

trade-off must be made: additional stock versus a surcharge for special quantities. In practice, open

discussions with the supplier often enable package levels other than the standard catalogue ones, at

economically more favourable terms.

Coordination with suppliers and contracts

Package levels, palletisation and packaging specifications should not be silently accepted but agreed on

a binding basis. Within the framework of contract negotiations, alternative packages, mixed pallets or

defined lead times for special quantities can be established. The Incoterms EXW also play a role: with

collection ex works, the supplier has a stronger influence on the packaging logic, whereas with delivered

Incoterms the buyer can formulate packaging requirements. Those who position the supplier portfolio

strategically standardise packages across categories and thus reduce variant diversity in commodity

group management.

Integration into processes and systems

Agreed package sizes must be consistently reflected in master data, ordering processes and goods

receipt. Within Master Data Governance, it is defined who maintains package data, which mandatory

fields apply and how changes are approved. The supplier portal often serves as the channel through

which suppliers keep pack unit data up to date themselves. As part of vendor onboarding, package

standards, labelling and pallet requirements are communicated at an early stage so that subsequent

series deliveries run without rework.

Key KPIs relating to package sizes
Package sizes can be controlled via several KPIs. They link procurement decisions with measurable

effects on stock, process costs and availability.

Stock and coverage KPIs

Core figures are average stock, capital turnover and coverage per item. Oversized packages drive up
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stock levels, especially for C items: a 5,000-unit package for consumption of 200 units per year ties up

unnecessary capital and space. It makes sense to analyse by item category in order to make typical

mis-dimensioning visible. The service level target provides the upper limit: safety stocks should be

dimensioned so that availability is achieved without driving stock above target through package

upsizing.

Process and handling KPIs

On the process side, it is worth looking at handling effort per package, the share of automated goods

receipt postings and the complaint rate related to packaging. A low complaint assessment rate for

transport-damaged packages signals a need for improvement in pack design. The hit rate for barcode

scans in goods receipt is also a practical indicator: the better the package data matches the packing list

and the goods receipt document (GRN), the higher the rate.

Cost KPIs

Besides the purchase price, indirect costs deserve attention: transport costs per package, disposal

costs for packaging material and handling time per pallet. The analysis often shows that a smaller

package with a higher unit price is cheaper overall because fewer residual quantities and shorter

internal transport routes are incurred. This overall view should become a firm component of supplier

evaluation and supplier segmentation.

Risks and controls relating to package sizes
Incorrectly dimensioned packages create various risks: unnecessary stock, quality problems during long

storage periods and frictional losses in goods receipt. Controls are most effective at the interfaces of

master data, contract and goods receipt.

Stock and expiry risks

Bulk packages with low consumption lead to long storage times. For materials sensitive to ageing or

moisture, such as adhesives, sealants or electronic components, this can trigger quality risks that are

difficult to attribute in the complaints process. Control instruments include ageing analyses, regular

stock valuations and defined expiry checks for risk-prone items. In critical supplier relationships, the

package discussion is also part of supplier de-risking: a single supplier with rigid bulk packages creates

dependency that can be mitigated through a strategic alliance or a second source.

Master data and process risks

Inconsistent package specifications in purchase orders, order confirmations and delivery notes lead to

incorrect postings and rework. Typical sources of error are conversion factors between order unit and

consumption unit, and missing information on the quantity per pack unit. Controls rely on mandatory

fields in the purchasing system, automated reconciliations between order confirmation, packing list and

goods receipt document (GRN), and spot checks in goods receipt. In the event of recurring deviations, a

structured complaint assessment is indicated in order to identify systematic causes.

Risks in awarding and procurement projects

In tenders, package sizes determine the comparability of offers. Anyone offering items with inconsistent

package levels in an open procedure makes price comparison considerably more difficult. In prototype

procurement and proof-of-concept purchasing, small packs are often a decisive selection criterion

because required quantities remain small. In emergencies – for example when the emergency
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procurement team has to source spare parts at short notice – availability counts: in such cases,

sourcing even the smallest pack sizes via distributors can be justified despite a higher unit price.

Current developments: digitalisation, standardisation, sustainability
Package sizes are subject to several influences: digitalisation of procurement data, standardisation

efforts in packaging logistics and sustainability requirements are changing the rules of the game.

Digital data models and e-procurement

Modern procurement systems expect structured, machine-readable package data. Classification

standards and item catalogues make it possible to translate pack units automatically into ordering

processes. Suppliers who provide their catalogue data via a supplier portal or electronic catalogue

interfaces gain a competitive advantage in vendor onboarding. For buyers, the benefit increases when

package data and bills of materials are consistent: order proposals, automatic scheduling and contract

binding then work without manual corrections.

Packaging logistics and circular systems

Reusable systems, pallet pools and return logistics are gaining in importance. Tool circulation and load

carrier cycles are increasingly governed contractually in practice, including deposit and take-back

agreements. Transport insurance also takes packaging quality into account: inadequate packages can

cause problems in claims settlement in the event of damage. Buyers should therefore define packaging

specifications on a binding basis not only for logistical reasons but also for liability reasons.

Sustainability and regulatory framework

Packaging waste is subject to regulatory requirements in Germany and the EU, for example regarding

licensing and recyclability. For buyers, this means: package levels and packaging materials are also

compliance issues. Sustainability goals and cost efficiency can often be combined by reducing

oversized primary packaging and optimising palletisation. These aspects belong increasingly in tender

criteria and supplier evaluations, especially for material groups with a high share of packaging material.

Typical metrics
Stock coverage of C items: typically < 90 days
Significantly higher values indicate oversized packages.

Goods receipt scan hit rate: > 98%
Measures the consistency of package data, packing list and GRN.

Residual quantity share: in practice < 5% of the item range
High shares signal a demand–package mismatch.

Delivery reliability (service level): > 95–98%
Guideline value; package upsizing must not undermine the target.

Practical example
A medium-sized mechanical engineering company with around 4,000 actively procured items found

during a stock analysis that oversized packages for C items typically led to above-average stock levels

and frequent residual quantities. Instead of simply accepting the packages, procurement launched a
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structured package size optimisation programme.

• Systematic analysis of the top 200 C items by ratio of package size to annual consumption and

identification of items with coverage well above target.

• Discussions with key suppliers about alternative small pack sizes, mixed pallets and half pallet units,

fixed within the framework of the ongoing contract negotiations.

• Cleansing of master data within Master Data Governance, including uniform conversion factors and

reconciliation with the parts catalogue.

• Connection of supplier pack data via the supplier portal and automated reconciliation of packing list

and goods receipt document (GRN).

Conclusion
Package sizes are a seemingly minor detail with measurable effects on capital tie-up, process costs and

quality. The key is not to accept them as an unchangeable supplier reality but to negotiate them actively

and map them systematically in master data, contracts and processes. Those who align package sizes

with lot size optimisation and service level targets reduce stock without risking availability. At the same

time, data quality and traceability in goods receipt improve. For technical buyers, this makes the topic a

classic lever for fast, reliable savings with manageable effort.

Frequently asked questions

What is a package size?

The package size (Gebindegröße) is the standardised quantity in which a product is packed and traded,

for example units per carton or cartons per pallet. It determines the increments in which orders can be

placed and how goods receipt and warehousing are organised. It is a supplier-side attribute and is not

identical to the demand-appropriate order quantity.

What can be done if the package size exceeds demand?

The first option is to talk to the supplier: in practice, alternative pack formats, half units or special

quantities are often negotiable, particularly for framework volumes. Alternatively, several internal

consumers can be bundled, or the material can be sourced via a distributor in small pack sizes. For

stable item capacities, it is also worth reviewing whether lot size optimisation and safety stock can be

adjusted.

What role do package sizes play in tenders?

They ensure the comparability of offers, because package increments influence the effective unit price.

Tender documents should therefore explicitly specify the desired packaging unit. Deviating package

increments from bidders must be declared and converted for evaluation purposes.

How are package sizes represented in the ERP system?

It is common practice to use an order unit with defined conversion factors to the base and consumption

unit, plus a packaging hierarchy across several levels. It is essential to maintain the quantity per pack

unit consistently so that purchase order, order confirmation, delivery note and goods receipt document

match. Clear data maintenance rules within Master Data Governance prevent deviations.

Do package sizes affect transport costs?

Yes, significantly. Palletisation, weight and stackability determine how efficiently the load space is used
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and what freight rate per unit is incurred. Non-stackable or partially filled pallets typically increase the

transport cost surcharge and, in the event of damage, can also affect transport insurance.

When is package size optimisation worthwhile?

A typical trigger is high stock levels for C items, frequent residual quantities or avoidable handling effort.

Even a limited analysis of the weakest-selling but highest-stock items usually shows quick results. For

strategic materials, on the other hand, package dimensioning should be firmly integrated into commodity

group management.


