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AMPLIFA PROCUREMENT GLOSSARY

Framework agreement maintenance:
managing framework agreements
systematically and keeping them valuable
Framework agreement maintenance refers to the systematic administration, updating and further

development of framework agreements over their entire term. It covers price updates, quantity

reconciliations, terms adjustments, documentation and the steering of call-offs in day-to-day

operations. Without active maintenance, terms become outdated, protections lose value and

avoidable risks arise, such as urgent orders or complaints outside the agreed terms.

Key facts
• Framework agreement maintenance secures the economic efficiency and legal currency of

framework agreements over their entire term.

• Typical task areas are price and terms updating, volume controlling, renewal planning and

documentation.

• In practice, framework agreements are often used for 60 to 80 per cent of the recurring procurement

volume of contracted commodity groups.

• When framework agreements are not maintained, the share and cost of urgent orders and individual

call-offs outside the terms increase.

• Digital tools such as a supplier portal or ERP-based contract management provide considerable

support for maintenance.

• Core elements are forecast alignment, volume tiers, renewal options and clear escalation and

change processes.

Definition: framework agreement maintenance
Framework agreement maintenance is the buyer's ongoing task of keeping framework agreements

substantively up to date, operationally usable and economically viable. It thus forms a link between

procurement strategy and operational execution. The term equally encompasses legal, commercial and

logistical sub-aspects.

Distinction from pure contract management

Contract management is often oriented more towards formal and legal matters: deadlines, terminations,

archiving. Framework agreement maintenance goes beyond this because it considers the economic

substance of the contract. This includes updated volume tiers, reviewed price adjustment clauses, used

and unused call-off quantities, and the question of whether the contract still fits the supply reality. In

practice, the two disciplines often merge, especially when a supplier portal serves as a common data

foundation.
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Typical contract types in maintenance

Maintained agreements include volume- or value-based supply contracts, call-off contracts with flexible

lot sizes, consignment agreements as well as service and works contracts. Price lists with agreed

volume tiers but no firm obligation to purchase also fall under this. It is important that maintenance

respects the respective contract logic: a call-off contract with a take-or-pay clause requires different

controlling loops than a pure framework agreement with non-binding terms.

Methods and approach in framework agreement maintenance
Successful framework agreement maintenance follows an annual and role model: who maintains which

contract fields, in what rhythm, with which escalation routes. A combination of fixed review dates and

event-based adjustments has proven effective.

Regular contract reviews

Quarterly terms and volume reviews with key suppliers are customary, along with an annual strategic

contract overview. The quarterly review compares actual call-offs against planned quantities, analyses

forecast errors and, where necessary, adjusts call-off corridors. The annual review focuses on market

comparisons, price adjustment clauses and the question of renewal, re-tendering or supplier

reallocation. Results are documented and assigned clear responsibilities.

Steering price and index adjustments

Many framework agreements contain price adjustment clauses, for example linked to raw material

indices, energy prices or collective wage rounds. Maintenance checks whether the agreed formula has

been applied correctly, requests supporting evidence and examines offsetting effects. For large

volumes, a cost mark-up calculation is worthwhile to make price increases traceable. Price negotiation

in tendering and renegotiation are not contradictions of framework agreement maintenance, but rather

its economic sharpness.

Data quality and digital support

Maintenance only succeeds with clean master data: terms, call-off corridors, contact persons and

mandatory fields in the ERP must be complete. A supplier portal can automatically mirror call-offs,

forecasts and complaint data and noticeably reduces manual reconciliation effort. Those who manage

framework agreements digitally recognise earlier when call-offs deviate from the corridor or terms

expire.

Key KPIs of framework agreement maintenance
Without measurement, maintenance remains merely an asserted activity. Meaningful KPIs show

whether framework agreements are actually used, complied with and economically effective.

Utilisation and compliance

The central KPI is the call-off rate: the share of the commodity group volume handled via the framework

agreement. In practice, values above 90 per cent for core items are considered a good target corridor;

below that there is often a structural problem such as incorrect material assignment or insufficient

discipline in daily operations. Also relevant are compliance with call-off corridors, the share of urgent

orders outside the contract and the timely implementation of terms changes.
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Economic KPIs

Volume tier fulfilment, realised savings against comparison prices and forecast accuracy show the

economic quality. High forecast errors lead to missed volume discounts or forced deliveries and are a

classic maintenance signal. The number of outdated price levels or overdue renewal decisions is also a

usable process KPI. It is important to link every KPI to a target value and a responsible owner.

Risks and controls in framework agreement maintenance
Neglected framework agreements create shadow risks: expired terms, unused tier discounts, liability

issues and quality gaps. Controls should be designed on a risk-based basis.

Deadline, volume and legal risks

Classic mistakes are tacit renewals without renegotiation, exceeded call-off corridors or missing

documentation of verbal commitments. Checking relevant contract clauses is also important: limitation of

liability, confidentiality level and applicable Incoterms DDP or other delivery clauses must fit the delivery

model. Legal assessment in individual cases should always be carried out by the legal department;

procurement provides the facts.

Quality, compliance and supplier risk

Maintenance embeds quality topics into daily contract operations: agreed quality gates, inspection

requirements and complaint processes are regularly reviewed for effectiveness. Rising supplier risk, for

example through financial indicators, capacity bottlenecks or site changes, may require adjustments to

the framework agreement. Compliance topics such as conflict minerals origin evidence or requirements

from the packaging regulation PPWR also belong in the regular contract review for relevant commodity

groups.

Control mechanisms

Four-eyes principles for terms changes, system reports on overdue renewals and internal audit

questions within procurement quality management have proven effective. Changes should be

documented in a version-controlled manner so that amendments remain traceable at all times. For

critical contracts, an escalation plan with defined stages supplements this, specifying who is informed

and when in the event of deviations.

Current developments and digitalisation of framework agreement
maintenance
Framework agreement maintenance is increasingly shifting from spreadsheet maintenance to

data-driven management. Drivers are transparent supply chains, more volatile procurement markets and

rising regulatory requirements.

Data-driven contract steering

Modern set-ups combine ERP contract data with call-off history, supplier ratings and market price

information. This allows renewal decisions to be prepared early and unfavourable terms to be identified.

Transaction-based analyses show which volume tiers are actually used and provide hard arguments for

renegotiations. AI-supported request preparation can also accelerate the tendering of successor

contracts.
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Sustainability, reporting and supply chain

Reporting obligations along the supply chain expand the scope of maintenance: supplier declarations,

origin evidence and packaging information must be up to date and provable. Statistical reporting offset

per unit, such as Intrastat reporting, also benefits from cleanly maintained contract and master data.

Procurement and accounting additionally synchronise cost centre reporting in procurement with contract

assignments so that consumption is correctly allocated.

More flexible contract architectures

In volatile markets, hybrid models are increasingly emerging: fixed base quantities plus options, dynamic

price sliding clauses and optional consignment stock components. The ramp-up phase for new products

is also frequently secured through staged call-off corridors in the framework agreement. Maintenance

must actively manage such flexibility instruments so that they do not fade away in practice.

Typical metrics
Call-off rate under framework agreement: > 90 %
Share of the commodity group volume handled via framework agreements; typical benchmark for core items

Call-off corridor compliance: > 95 %
Share of call-offs within agreed quantity corridors

Urgent orders outside contract: < 3 %
Share of orders without contract coverage; a high value indicates a maintenance need

Volume tier fulfilment: > 85 %
Share of call-offs that reach the agreed tier

Timeliness of terms changes: 100 %
Implementation of price and terms adjustments within the agreed timeframe

Practical example
A medium-sized mechanical engineering company with around 45 framework agreements for standard

parts and components found that, despite the protections in place, urgent orders were regularly being

placed outside the contracts. The analysis showed: some prices were more than a year out of date,

call-off corridors were no longer synchronised with actual demand, and renewal decisions were often

only made after the contract had expired. The company introduced quarterly framework agreement

reviews, agreed forecast exchanges with key suppliers via a supplier portal and fixed renewal decisions

firmly at six months before contract expiry.

• Introduction of a contract register with automatic deadline warnings in the ERP

• Quarterly review with key suppliers including forecast reconciliation and volume tier check

• Embedding quality gates and complaint processes in the usage guidelines

• Reduction of urgent orders through clear call-off corridors and defined exceptions

Conclusion
Framework agreement maintenance is not an administrative topic but a core economic function of

strategic procurement. Well-maintained framework agreements secure prices, availability and quality

and noticeably relieve operational procurement. The decisive success factors are clean master data,
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fixed review rhythms, clear responsibilities and measurable KPIs. Those who prepare renewal decisions

early and actively involve suppliers negotiate from a position of data strength. This turns the framework

agreement from an evergreen paper into a steered instrument of value creation.

Frequently asked questions

What does framework agreement maintenance mean in procurement?

Framework agreement maintenance is the ongoing administration and updating of framework

agreements during their term. This includes price and terms adjustments, quantity reconciliations,

monitoring of call-offs and the preparation of renewals. The aim is to preserve the economic value and

legal currency of the contract.

How often should a framework agreement be reviewed?

In practice, quarterly operational reviews with key suppliers have proven effective, complemented by an

annual strategic contract overview. Event-based adjustments are added, for example in response to

significant market price movements or supplier changes. Automated deadline monitoring is important so

that renewal decisions do not get lost at the end of the contract.

Which KPIs are suitable for framework agreement maintenance?

Key KPIs are the call-off rate under the framework agreement, compliance with call-off corridors, volume

tier fulfilment and forecast accuracy. In addition, many companies measure the share of urgent orders

placed outside contracts and the timeliness of terms changes. Each KPI should have a target value and

a responsible owner.

What distinguishes a framework agreement from a call-off contract?

A framework agreement primarily governs terms such as prices and volume tiers, without a firm

obligation to purchase. A call-off contract usually obliges the buyer to accept specified minimum

quantities or contains take-or-pay arrangements. In maintenance, the two differ mainly in volume

controlling and in the consequences of under-consumption.

What risks arise from neglected framework agreements?

Typical risks are expired terms, unused discount tiers, tacit renewals without renegotiation and unclear

liability issues. Supply bottlenecks can also arise when call-offs no longer match actual demand.

Regular reviews and version-controlled documentation significantly reduce these risks.

Can framework agreement maintenance be digitalised?

Yes, to a large extent. ERP contract management modules, supplier portals and automated reports on

call-offs and prices handle much of the routine maintenance. However, content evaluation, negotiation

and strategic decision-making remain the responsibility of the buyer.


