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Technology radars: systematically leveraging
technology monitoring for procurement

Technology radars are structured visualisation instruments with which companies make relevant
technologies visible along defined maturity levels and strategic relevance. For technical
procurement, they serve as an early warning system to identify material substitutions, new
manufacturing processes and supplier innovations in good time. They link market and technology
data with procurement decisions and thereby support a forward-looking procurement strategy.

Key facts

* A technology radar typically classifies technologies by maturity level (e.g. Assess, Trial, Adopt, Hold)
and strategic significance.

* In procurement, the radar helps identify material, process and supplier-related risks early and
achieve cost avoidance.

« In practice, updates are frequently carried out quarterly or semi-annually by a cross-functional team.

« Technology radars support decisions on make-or-buy, qualification of alternative suppliers and depth
of in-house production.

» The benefit only materialises through integration with concrete procurement processes such as risk
analysis and the Supplier Innovation Challenge.

Definition: technology radars

A technology radar is a systematically maintained overview instrument that classifies technologies,
materials and processes by relevance and maturity. In technical procurement, it is used to identify at an
early stage which developments will affect unit costs, availability or quality requirements.

Distinction from other monitoring instruments

The technology radar differs from general trend scouts or market dashboards through its targeted,
evaluated structure: each technology receives a clear positioning and a recommendation for further
action. While market observations are often ad hoc, the radar is a continuously maintained instrument. It
complements classic instruments such as risk analysis with a technology-driven perspective.

Typical blocks of a radar

In practice, technology radars are frequently structured into four quadrants: Adopt (standard use
recommended), Trial (piloting), Assess (observation and evaluation) and Hold (withdrawal or
replacement). In addition, categories such as materials, manufacturing processes, automation and
software are maintained. What is particularly relevant for buyers is linking every entry to procurement
relevance, for example critical materials or single-source situations.

Relevance for suppliers and the mid-market

Suppliers to the DACH industry in particular are under pressure to pick up process- and material-related
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innovations early. A technology radar makes visible where investment in processes or qualifications
makes sense before customers actively raise innovation requirements. It also supports the supplier's
own positioning towards buyers as an innovative, resilient partner.

Methods and approach for building a technology radar

An effective radar is not created as a one-off project but as a repeated, structured process. A
multi-stage approach from signal detection through evaluation to the derivation of procurement
measures has proven effective.

Systematically capturing signals

Incoming signals typically come from supplier meetings, trade fairs, specialist publications,
standardisation activities and the company's own R&D results. A central collection point is important, for
example in technical procurement or technology management, which qualifies the submissions.
Structured formats such as a Supplier Innovation Challenge are a good way for suppliers to deliberately
query new solutions from the supplier base.

Evaluation against clear criteria

Each candidate technology is evaluated against uniform criteria: technical maturity, cost impact, supplier
availability, qualification effort and fit with product roadmaps. Simple scales with three to five levels have
often proven more effective than overloaded scoring systems. Ideally, the evaluation is carried out
cross-functionally by procurement, development, quality and production.

Deriving concrete procurement measures

The radar only has an effect when positions become measures: initiate an enquiry, qualify alternative
materials, plan investments or address risks in the risk mitigation plan. For promising technologies, pilot
projects with defined evaluation criteria can be agreed. Unsuccessful entries are deliberately kept under
observation or discarded to keep the radar clear and manageable.

Key KPIs and success measurement

The impact of a technology radar can be steered using a few practical key figures. What matters is less
the number of technologies recorded than the share of entries that lead to genuine procurement and
development decisions.

Process and outcome indicators

Typical key figures are the radar's currency (share of entries reviewed within the last twelve months), the
implementation rate of evaluated technologies and the lead time from signal detection to decision. The
number of alternative suppliers qualified or materials substituted as a result of radar initiatives is also
meaningful. In addition, realised savings can be recorded as cost avoidance.

Integration with existing key figures

Radar effects are often reflected in established metrics: lower single-source share, shorter time to
second-source qualification, more enquiries with innovative suppliers. It is important to mark
radar-based measures visibly in the system, for example as a source in enquiries or investment
applications, so that the impact can be demonstrated.
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Risks and controls when dealing with technology radars

The most common source of error is the radar as an end in itself: it is maintained but not integrated into
decision-making processes. Other risks include subjective evaluations, outdated entries and a lack of
binding force in implementation.

Typical pitfalls

An overloaded radar with dozens of entries loses its informative value; in practice, 20 to 50 actively
maintained positions are often sensible. Subjective assessments by individuals without alignment lead
to inconsistent positions. Conflicts with ongoing projects must also be escalated, for example when a
radar recommendation silently overrides original specifications.

Controls and governance

Fixed review cycles, clear responsibilities per category and a defined escalation format in regular
committees such as material or technology boards have proven effective. Every change of position
should be documented with a justification. Decisions on process changes or supplier changes are, in
any case, subject to the usual case-by-case reviews, for example contractual and quality requirements
including control of nonconforming product for deviating materials.

Current developments: Al, sustainability and supplier integration

Technology radars are evolving from static graphics into dynamic, data-driven instruments. At the same
time, the observation horizon is expanding to include sustainability and regulatory aspects.

Digitalisation of the radar

Modern radars live as internal web or wiki applications with filter functions and automated update
notifications. Al-supported evaluations of patent data, tenders and supplier communication can make
signals visible earlier; however, the expert assessment remains a task for experienced practitioners.
Integration with procurement systems is important so that radar positions flow into enquiries and
qualification processes.

Sustainability and supplier proximity

Material substitutions, recycling processes and energy-efficient manufacturing are coming into sharper
focus, also driven by regulatory requirements along the value chain — here the radar complements
instruments such as the supplier declaration. Close supplier partnerships are also gaining importance:
radars and joint technology roadmaps with strategic suppliers accelerate the implementation of findings
in the supply chain.

Typical metrics

Radar currency: > 80% of entries reviewed within 12 months
Share of entries reviewed within the last twelve months

Implementation rate: 20-40% of evaluated technologies
Share of entries that lead to pilots or procurement measures

Time to decision: < 6 months
Time from signal detection to a documented decision
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Second-source qualifications: 2-5 per year
Alternative suppliers qualified as a result of radar initiatives for critical components

Practical example

A mid-sized mechanical engineering company with around 400 employees repeatedly learned at short
notice about material availability problems and introduced a technology radar in its technical
procurement. Within one year, 32 technologies and materials were evaluated, eight of which were
piloted at the Trial stage.

* Quarterly radar review with procurement, development and quality, each entry with clear ownership
» Linking radar entries to risk analysis for critical components and single-source situations
+ Structured collection of innovation ideas via a Supplier Innovation Challenge with strategic suppliers

« Qualification of a substitution material followed by its replacement in two assemblies with
measurable cost reduction

Conclusion

Technology radars translate diffuse technology signals into decision-ready recommendations for
technical procurement. Their value depends less on the presentation format than on discipline: clear
criteria, fixed review cycles and consistent integration with enquiries, qualifications and risk
management. For suppliers in the DACH region, the radar is also an instrument for demonstrating
innovative capability towards customers. Those who keep it lean and maintain it as a live steering
instrument gain planning certainty in material, process and supplier decisions.

Frequently asked questions

What is a technology radar?

A technology radar is a structured instrument for monitoring and evaluating technologies along maturity
level and strategic relevance. Typical classification levels are Assess, Trial, Adopt and Hold. In
procurement, it serves as an early warning system for material, process and supplier decisions.

Why does procurement need a technology radar?

Procurement uses it to identify early which technologies will affect unit costs, availability or compliance.
From this, measures such as second-source qualification, material substitution or investment planning
can be derived. The radar reduces surprise risks and supports cost avoidance.

How do you create a technology radar step by step?

First, categories are defined, such as materials, manufacturing processes and software. Then, signals
from suppliers, trade fairs, publications and R&D are collected and evaluated against uniform criteria.
Finally, concrete measures are derived and the radar is maintained at fixed intervals.

Which categories should a technology radar include?

Four maturity levels have proven effective: Assess (observe), Trial (pilot), Adopt (deploy) and Hold
(phase out). In terms of content, radars in practice are structured into materials, manufacturing
processes, automation and software. It is important to assign procurement relevance to every entry.
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How often should a technology radar be updated?

In practice, a review cycle of one quarter to six months has become established. The frequency matters
less than the binding nature: every change with a justification and clear ownership. Outdated entries
should be actively removed.

What is the difference between a technology radar and a technology roadmap?

The radar shows the current assessment of a technology portfolio, while the roadmap plans the timeline
for deploying technologies in products and processes. The two complement each other: radar findings
provide the basis for roadmap decisions. In procurement, the radar also feeds enquiry and qualification
activities.
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