AMPLIFA PROCUREMENT GLOSSARY

Emergency Procurement Team: Securing
Crisis-Resilient Procurement

An emergency procurement team is a firmly defined group of procurement, logistics and specialist
department representatives that at short notice secures the company's supply in the event of
supply failures, raw material shortages or supply chain disruptions. It draws on predefined
escalation levels, substitute suppliers and approval rules instead of having to improvise in a crisis.
In doing so, it measurably reduces downtime, extra costs and reputational damage and makes
procurement overall more resilient.

Key facts

* The emergency procurement team is a pre-organised procurement crisis team with clearly defined
roles, competencies and escalation paths.

It works with scenario playbooks, qualified second suppliers and simplified approval processes for
emergency orders.

* Typical triggers are supplier failures, raw material scarcity, logistical blockages, quality holds or
natural disasters.

« Core metrics are the supply level, response time to the first measure and emergency extra costs
relative to regular procurement.

 In crisis mode, an adjusted ordering policy and guided buying rules apply to prevent maverick buying
without slowing down urgency.

» Regular exercises and updated supplier risk classes are a prerequisite for the team's effectiveness.

Definition: Emergency Procurement Team

An emergency procurement team is an institutionalised crisis organisation within procurement that
reacts quickly and according to predefined rules when supply capability is interrupted. It differs from
day-to-day business through extended powers of authority, shortened approval paths and a fixed
communication rhythm.

Distinction from the normal procurement process

In regular operation, orders follow the applicable ordering policy and guided buying rules: qualified
suppliers, approved terms and conditions, documented approvals. In emergency mode, adjusted rules
apply — such as raised approval thresholds for the team leader, temporary admission of suppliers not
bound by contract, or simplified incoming goods inspection for defined substitute materials. Crucially,
these deviations must be authorised in writing in advance, for example in an MRO vs. capex
procurement policy that also governs emergency procurement by value thresholds.

Task and mandate

The mandate comprises three core tasks: securing the material supply for ongoing manufacturing and
customer orders, limiting extra costs, and the informational steering of internal and external
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stakeholders. The team acts on behalf of senior management and therefore requires a documented
mandate covering decision-making and spending powers up to defined value thresholds. Without this
mandate, crises typically produce exactly the friction losses the team is meant to avoid.

Composition and roles

In practice, a core of four to six people has proven effective: a procurement team leader with
decision-making authority, category managers of the affected product groups, an employee for
operational procurement and expediting, a logistics representative and, where required, representatives
from quality, production and finance. For specialised topics such as tooling procurement or APQP
support, subject matter experts are brought in as needed. Every role needs a named deputy, as crises
do not respect holidays or illness.

Triggers and risk classes: when the team is activated

Activation of the emergency team follows clearly defined trigger criteria, not the gut feeling of individual
participants. These criteria are usually controlled via the classification of suppliers and materials into risk
classes.

Typical trigger scenarios

Frequent activation reasons are a supplier's payment default or insolvency, product hold decisions by
quality assurance, missing raw materials with long replenishment lead times, transport disruptions such
as port blockages, natural disasters at the supplier's location, and sudden demand spikes that exceed
supply capability. Series incoming quality problems that lead to the blocking of entire batches by lot
number can also constitute an emergency scenario if no approved substitute material is available.

Risk classes and escalation levels

Suppliers and parts are classified into risk classes in advance, typically by criteria such as availability of
alternative suppliers, replenishment lead time, revenue relevance and uniqueness of the technology.
Escalation levels are derived from these classes: level 1 is handled by the responsible category
manager in day-to-day business, level 2 activates the extended procurement team, level 3 convenes the
emergency team with senior management representatives. A traffic light model with defined thresholds
— for example, coverage of supply capability in days — makes the trigger objective and traceable.

Incorporating early warning indicators

Effective emergency teams do not wait for crises but use early warning signals: supplier payment
delays, publicly available creditworthiness information, announcements about collective bargaining
rounds, raw material indexation trends for critical pre-products and delivery date deviations as a trend.
Systematic data analysis in procurement using order and delivery histories often shows emerging
reliability losses weeks before the actual failure.

Methods and procedures in a crisis

The emergency team's work follows a structured process from situation assessment through selection
of measures to follow-up. Methods and tools are defined in advance and documented in playbooks.

Scenario playbooks and the category playbook
For critical product groups, emergency playbooks exist that can be well integrated with a strategic
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category playbook. A playbook describes per scenario: affected materials and alternatives, qualified
second and third sources, technical approval processes for substitute materials, the inspection depth of
incoming goods inspection to be adjusted, and communication templates for suppliers and customers.
Playbooks for single-stage standard parts differ significantly from those for pre-assembled modules with
long lead times.

Escalation meeting and situation picture

After activation, the team establishes a situation picture within a few hours: affected orders and
materials, remaining stocks, estimated downtime, financial impact and measures already initiated. A
fixed cadence rhythm — frequently daily, sometimes several times a day, in acute phases — keeps all
participants on the same page. Decisions are logged with accountability and deadline; a central action
tracking system replaces scattered email threads.

Procurement strategies in an emergency

Depending on the scenario, different levers come into play: activation of qualified second suppliers,
demand aggregation across sister plants or purchasing consortia, short-notice market enquiries via a
tightly run tendering process, purchasing through brokers with defined quality controls, or drawing on
safety stocks and a consignment warehouse. For kanban-controlled C-parts, a temporary increase in
kanban loops can create buffers. A capacity planning alignment with production shows early which
orders must be prioritised or postponed.

Preparation: setting up and organising the emergency team

The value of an emergency team is created overwhelmingly in the preparation. Companies that only
look for structures in a crisis typically lose several days to weeks of response time.

Foundational documents and approvals

Necessary building blocks are a written mandate from senior management, an updated MRO vs. capex
procurement policy with emergency exceptions, defined approval limits for emergency orders and
contract clauses checked in advance. These include force majeure provisions, a jurisdiction clause for
disputes with international suppliers, and documented payment routes including valid BIC/SWIFT
details, in order to be able to transfer quickly to alternative suppliers in the event of a failure without
losing time due to fraud attempts or incorrect master data.

Securing the supplier portfolio

For all parts in high risk classes, at least one qualified alternative should exist, including sample part
approval and agreed emergency capacities. For sole suppliers with protected technologies, contractual
commitments to minimum stock levels at the supplier, supplier declaration obligations for long-lived
pre-products or agreed rationing and emergency delivery procedures help. A due diligence of alternative
sources — financial strength, capacities, certifications — is part of the ongoing maintenance of the
portfolio.

Exercises and role clarity

Regular simulation games or tabletop exercises — around one to two per year — test playbooks,
communication paths and decision-making powers under realistic conditions. In practice, it frequently
emerges that approval thresholds are set too low or deputy arrangements are missing. Every exercise
ends with a documented lessons-learned round and updated documents so that the process remains
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alive.

Key KPIs and success measurement

The emergency procurement team is steered via metrics that capture both responsiveness and the
economic impact of crises. These KPIs belong in an overarching procurement report.

Response and supply metrics

Key metrics are the time from triggering to the first effective measure, the on-time delivery and supply
level during the crisis, the number of affected production stoppages and the time until full restoration of
regular supply. These values are documented per crisis incident and aggregated across all incidents to
identify trends.

Economic metrics

Alongside response times, emergency extra costs count — such as surcharges for emergency
purchases, air freight instead of sea freight or overtime in manufacturing — relative to the regular
procurement volume. Avoided costs also count: penalties not triggered, revenues secured and terms
advantages achieved through demand aggregation. These figures can only be estimated, so a
conservative, traceable methodology is recommended.

Preparedness level as a leading metric

A preparedness indicator has proven itself as a leading indicator: proportion of high-risk-class parts with
a qualified second supplier, proportion of updated playbooks, number of exercises conducted per year
and number of open actions from previous crises. In addition, the rate of emergency-driven orders
outside regular guided buying rules is counted, which can also serve as an indicator of maverick buying
risks.

Risks, controls and current developments

Emergency mode carries its own risks: excessive prices, quality compromises, susceptibility to fraud
and loss of control. Controls and current technology developments determine how well a team copes
with them.

Controls in crisis mode

Even in an emergency, basic controls remain in place: four-eyes principle at value thresholds,
documented justification for every emergency order, subsequent review by internal audit or controlling,
and strict payment data verification for new suppliers. Quality compromises must never happen silently;
substitute materials undergo at least a tiered incoming goods inspection with documented approval.
After the conclusion of each incident, the team checks whether emergency terms need correcting or
regularisations such as framework agreements are necessary.

Digitalisation and data analysis

Modern data analysis in procurement makes it possible to build early warning systems in an automated
way: anomaly detection in delivery data, monitoring of raw material indexation and delivery date
forecasts, and integrated supplier scorecards. Al-supported tools help with the rapid scanning of
alternative sources and the drafting of enquiries, but do not replace the expert assessment by the team.
Digital tools for dock appointment scheduling and transport coordination additionally reduce bottlenecks
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in the ramp-up phase after a crisis.

Resilience as a strategic topic

The emergency team and resilience management are increasingly merging into a strategic topic: agile
procurement here means that planning takes place cyclically and scenario-based rather than once a
year. Concepts such as a category vision with integrated risk consideration, idea evaluation for
improvement suggestions from crises and a feedback loop into suppliers' capacity planning ensure that
every emergency leads to lasting improvements.

Typical metrics

Response time to first measure: < 24 hours
Time from activation to the first effective measure; should be shorter depending on the risk class

Supply level in a crisis: > 95 %
Proportion of critical materials without production interruption during the crisis

Second supplier coverage: > 80 %
Proportion of high-risk-class parts with a qualified alternative

Emergency extra cost ratio: < 2 % of procurement volume
Aggregated extra costs of all emergency incidents relative to total volume, benchmark-based

Exercise interval: 1-2 per year
Conducted simulation games or tabletop exercises of the emergency team

Practical example

A medium-sized mechanical engineering company with around 350 employees received short-notice
notification that its main supplier for a cast part had to cease production — initially for several weeks, in
the medium term permanently. The pre-organised emergency procurement team convened on the same
day and followed the playbook stored for this risk class.

« Within 48 hours, five alternative foundries were approached via a tightly run tendering process, two
of them with already pre-qualified samples from the second supplier strategy.

* The remaining stocks were allocated batch-precisely by lot number to ongoing customer orders, with
capacity planning setting priorities together with manufacturing.

« For the transition period, a temporary framework agreement with price indexation and extended
incoming quality inspections secured the supply.

» The follow-up phase resulted in the critical cast part being assigned to the highest risk class with a
binding dual-sourcing strategy and an adjustment to the category playbook.

Conclusion

An emergency procurement team transforms supply chain crises from improvised states of emergency
into manageable processes with defined roles, playbooks and approval rules. The majority of success is
created in the preparation: risk classes, second suppliers, documented powers of authority and regular
exercises. In the crisis itself, response speed, clean communication and the balance between speed
and control decide the outcome. Companies that take follow-up seriously measurably improve their
resilience with every incident experienced. For industrial procurement organisations in the DACH region,
the emergency team is therefore part of the standard repertoire of professional procurement risk
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management.

Frequently asked questions

What is an emergency procurement team?

An emergency procurement team is a pre-organised crisis group within procurement that secures
material supply in the event of supply failures or supply chain disruptions. It operates with defined
escalation levels, playbooks and extended approval authority. Its goal is fast, controlled action rather
than improvisation.

When is an emergency team in procurement activated?

Typical triggers are supplier failures or insolvencies, raw material shortages, transport disruptions,
quality holds and natural disasters. Activation takes place via thresholds defined in advance, combined
with risk classes for suppliers and materials. This makes the decision objective rather than left to
prevailing opinion of the day.

Who belongs to the emergency procurement team?

Typically a procurement team leader with decision-making authority, category managers of the affected
product groups, operational procurement, logistics and, where required, representatives from quality,
production and finance. Every role requires a named deputy. Subject matter experts are brought in as
needed.

Which KPIs does an emergency procurement team measure?

Key metrics are the response time to the first measure taken, the supply level during the crisis, the time
to normalisation and the emergency extra costs relative to regular procurement volume. In addition, a
preparedness indicator shows the quality of prevention. All values should be documented per incident
and analysed in aggregate.

How do you establish an emergency team in procurement?

First, a written mandate from senior management is created with defined decision-making powers and
approval limits. This is followed by role and deputy definitions, playbooks for critical product groups,
qualified second suppliers and communication templates. Regular exercises ensure operational
readiness.

What risks does emergency procurement involve?

Typical risks are excessive emergency prices, quality compromises with unverified alternative sources,
fraud attempts with new suppliers and loss of control through bypassed approval processes.
Countermeasures include the four-eyes principle, documented approvals, tiered incoming goods
inspection and a subsequent review by internal audit or controlling.
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