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AMPLIFA PROCUREMENT GLOSSARY

Scoring Model: Systematic Evaluation in
Strategic Procurement
A scoring model is a structured method for evaluating suppliers, bids or sourcing alternatives based

on defined criteria with point values and weightings. It replaces gut feeling with traceable,

comparable decision logic and makes trade-offs between price, quality and delivery capability

transparent. For technical buyers, it is a central tool of supplier base analysis and bid review.

Key facts
• A scoring model evaluates options via criteria, rating scales and weightings into an overall score.

• Typical use cases are supplier selection, bid comparison, supplier evaluation and make-or-buy

decisions.

• Typically 5 to 10 criteria with weightings are used that reflect the procurement strategy.

• In practice, rating scales of 1–5 or 1–10 have become established; consistent application is decisive.

• Scoring model results are decision support, not decision substitutes – final responsibility remains

with the buyer.

• Regular updating, e.g. via supplier performance evaluation, keeps the model meaningful.

Definition: Scoring Model
A scoring model is a quantitative evaluation instrument that assesses decision objects – such as

suppliers, bids or sourcing strategies – against defined criteria and condenses them into a comparable

overall value. Each criterion receives a weighting percentage, each characteristic a point value; the

weighted result enables an objectified ranking.

Distinction from Other Evaluation Tools

The scoring model is broader in scope than supplier performance evaluation, which continuously

measures the performance of existing suppliers. It is also used proactively in new supplier selection,

tenders and bid review. While the ABC analysis classifies items by revenue relevance, the scoring model

evaluates options against multiple qualitative and quantitative criteria.

Legal and Organisational Framework

In contexts relevant to public procurement law or in documented selection processes, the scoring model

serves as evidence of traceable decisions. Criteria and weightings should be defined and documented

before bids are opened to avoid subjectivity and later disputes. A case-by-case review is recommended

for public contracts or internal group compliance requirements.

Structure of a Scoring Model: Criteria, Scales and Weightings
The quality of a scoring model stands or falls with the selection and weighting of the criteria. A

two-stage structure has proven effective: first the criteria catalogues per decision type, then their
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consolidation into an overall score.

Typical Criteria in Procurement

Several criteria groups have become established for supplier selection. Price-related criteria include unit

price, price negotiation potential and Purchase Price Variance (PPV). Quality and logistics are

represented by delivery reliability, complaint rate and cost of poor quality (COPQ). Strategic criteria such

as innovation capability, sustainability or supply chain resilience round off the catalogue.

Rating Scales and Anchor Statements

Scales of 1–5 or 1–10 with written anchor statements, i.e. descriptions of which characteristic receives

which point value, are customary. Without anchor statements, several buyers rate the same criterion

differently – a common practical deficiency. Example: an anchor 5 may be defined as “delivery reliability

above 98% over the last twelve months”, the anchor 3 as “93 to 96%”.

Weighting and Standard Weightings

The weightings reflect the procurement strategy: for standardised purchased parts, price typically

dominates (usually 40–60%), while for critical key components quality, delivery capability and risk

prevail. The sum of the weightings must equal 100%; in practice, gradings that are not too fine, in

increments of five or ten, have proven effective.

Use Cases: What Buyers Use Scoring Models For
The scoring model is versatile in day-to-day procurement. Four typical scenarios shape practice in

DACH industry.

Bid Evaluation and Award Decision

In bid review following a request for quotation or tender, several bids are evaluated against a uniform

criteria catalogue. In addition to the net price, bid quality, completeness of the price sheet, delivery time,

alternative offers and supplementary offers are included. This also reveals when an alternative offer

genuinely adds value or merely appears cheaper arithmetically.

Supplier Selection and Supplier Portfolio

When developing a new supplier base, scoring supports positioning in the supplier portfolio. Candidates

from a supplier base analysis or market analysis are evaluated before a procurement proof of concept

or trial order phase is initiated. Only after successful release does inclusion in the Approved Vendor List

(AVL) follow.

Supplier Development and Risk Management

Continuously evaluated scores from supplier performance evaluation – for example from goods receipt

with quality inspection and the invoice reconciliation (AP) as a payment discipline indicator – guide

supplier development. Weakly rated suppliers are invited to improvement meetings or covered via

alternative sourcing and order splitting to secure supply chain resilience.

Strategic Decisions

Scoring also provides a structured basis for make-or-buy questions, the choice between 3PL service

providers and the evaluation of capital equipment and service purchases. For delivery framework

schedules, it helps decide which suppliers receive volume shares.
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Key KPIs and Data Sources for Scoring
A scoring model is only as good as the data that feeds it. Key figures come from the operational

procurement and quality process.

Operational Performance KPIs

Key figures are delivery reliability (delivery precision), on-time delivery, complaint rate and lead times

from order to goods receipt. First-pass yield and scrap rates as well as COPQ flow in from quality

inspection. These KPIs are typically aggregated monthly or quarterly from the ERP system.

Cost and Price KPIs

In addition to the landed cost price, the Purchase Price Variance (PPV), price stability over the product

lifecycle management period and achieved terms such as cash discount utilisation (e.g. 2/10 Net) or

contract price compliance count. Results from price negotiation techniques can also feed into the model

as expected negotiation value.

Qualitative Assessments

Soft factors such as responsiveness in the event of a disruption, project support or sustainability

evidence are usually captured through structured buyer or user department assessments. Clear anchor

statements are particularly important here to limit subjectivity.

Risks, Typical Errors and Controls
Despite apparent objectivity, scoring models carry pitfalls. Those who know them can defuse them with

suitable controls.

Spurious Precision and Pseudo-Objectivity

An overall score appears precise but is based on subjective weightings and sometimes estimated point

values. It is particularly critical when closely spaced scores such as 8.4 versus 8.6 are read as

compelling decisions. Sensitivity analyses – for example by varying the weighting by ±10 per cent –

show how robust the result is.

Criteria Overload and Rating Biases

Too many criteria blur the picture; in practice, 5 to 10 criteria have proven effective. Common distortions

are the primacy effect (first impressions dominate), conflicts of interest in evaluations by the user

department and calculation errors in weighting. The four-eyes principle and documented anchor

statements counteract this.

Data Quality and Currency

Outdated or incorrect master data and manually maintained evaluations lead to wrong rankings. Scores

should be given a clearly defined as-of date and data provenance. An annual review of the criteria

catalogue – for example after strategy changes or new regulations – keeps the model up to date.

Current Developments: Digitalisation and AI in Scoring
Scoring models are increasingly moving from spreadsheets into procurement systems and are enriched

with external data sources.
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Automated Data Collection

Modern systems feed scores automatically from ERP and quality data: goods receipt and inspection

results, complaints, payment runs and delivery dates flow into the evaluation without manual effort. This

reduces processing time and increases data currency, but requires clean master data maintenance.

AI-Supported Evaluation and External Data

Machine learning methods can detect patterns in supplier risks, for example from financial figures,

delivery delays or supplier news. Such approaches provide indicators but do not replace professional

evaluation. Data basis, model transparency and data protection must be clarified in advance.

ESG and Supply Chain Due Diligence

Sustainability and compliance criteria are gaining weight: carbon accounting, human rights and supply

chain due diligence obligations are increasingly integrated into scoring models as separate criteria with

relevant weighting. The legal requirements are dependent on the individual case in detail and should be

legally reviewed.

Typical metrics
Delivery reliability: > 98 %
usual target value for A-suppliers; anchor 5 in scoring

Complaint rate: < 1 %
typical guideline value for quality-strong suppliers

Number of scoring criteria: 5–10
practically proven scope; more dilutes the result

Score difference for a clear decision: > 0.5 points
with narrow margins, a sensitivity analysis is recommended

Practical Example
A mid-sized mechanical engineering company with around 60 direct suppliers previously evaluated bids

primarily on unit price. After several series delays caused by delivery problems, the company introduced

a scoring model for the re-selection of critical purchased parts. The criteria catalogue covered price,

delivery reliability, quality capability, technological competence and supply chain resilience. Three

candidates from a previous supplier base analysis were evaluated; the initially price-leading bidder

dropped to third place due to weak inspection process capability.

• Definition of seven criteria with documented anchor statements and weightings before bid opening

• Automatic feeding of operational KPIs (delivery reliability, complaint rate, COPQ) from the ERP

system

• Pilot phase as a procurement proof of concept followed by inclusion in the Approved Vendor List

(AVL)

• Quarterly supplier performance evaluation with a sensitivity check of the weighting

Conclusion
The scoring model is one of the most powerful tools for objectifying procurement decisions and justifying

them traceably to management and user departments. Decisive are a lean criteria catalogue, clearly
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defined anchor statements and weightings that genuinely reflect the procurement strategy. Those who

feed the model with sound operational data from goods receipt, quality and payment flows obtain a

robust decision basis. At the same time, the score remains a decision-support tool – sensitivity analyses

and professional judgement are part of it. Regularly maintained and interlinked with supplier

performance evaluation, the scoring model becomes a durable procurement steering instrument.

Frequently asked questions

What is a scoring model in procurement?

A scoring model is a quantitative method for evaluating suppliers or bids based on defined criteria with

point values and weightings. The weighted individual assessments produce an overall score, which

creates a traceable ranking. This makes selection decisions objectively verifiable and documentable.

Which criteria belong in a supplier scoring?

Typical criteria are price and terms, quality (complaint rate, COPQ), delivery reliability and on-time

delivery, technological competence, risk factors and, increasingly, sustainability criteria. The selection

depends on the criticality of the purchased item. For strategic parts, quality and delivery capability

dominate; for standard parts, price.

How should criteria be weighted correctly in a scoring model?

The weighting should reflect the procurement strategy and should be agreed and documented with the

user department and quality function before the assessment. Best practice is a small number of criteria

with clearly graduated weightings that sum to 100%. A sensitivity analysis shows how stable the result

remains when weights change.

What is the difference between a scoring model and supplier evaluation?

Supplier performance evaluation continuously measures the performance of existing suppliers using

operational KPIs. A scoring model is the general evaluation instrument and is also used proactively in

supplier selection, bid review and make-or-buy decisions. Both often draw on the same data sources.

Which rating scale is suitable for scoring models?

In practice, scales of 1–5 or 1–10 have proven effective, each with written anchor statements for every

level. More important than the scale width is consistent application by all assessors. Without anchor

statements, differing interpretations and distorted results threaten.

Can AI replace a scoring model in procurement?

AI can support data collection and risk pattern recognition, for example by analysing delivery and

financial data. However, the professional evaluation and weighting of criteria remain the buyer's task. A

combination makes sense: automated data basis, human interpretation and documented

decision-making.


