
PROCUREMENT GLOSSARY

Bundling Lever: Volume
Consolidation as a Procurement
Strategy
The bundling lever describes the savings generated when a company consolidates previously

distributed purchasing volumes and negotiates them jointly. It is regarded as one of the most

effective classical levers in strategic sourcing, because larger order volumes typically enable

better prices and terms. The effect is based on economies of scale, reduced transaction costs

and a stronger negotiating position towards suppliers. A prerequisite is a clean spend analysis

showing where identical or comparable items are being purchased at different terms across

the group or site network.
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Key facts at a glance

01 The bundling lever uses volume consolidation to achieve better prices and terms

through economies of scale.

02 In practice, typical savings potential from bundling frequently lies in the single-digit to

low double-digit percentage range, depending on the category and starting point.

03 The basis is a consolidated spend analysis across sites, cost centres and legal entities.

04 Besides the price effect, bundling also reduces transaction costs, as fewer suppliers

and ordering transactions need to be managed.

05 Excessive concentration increases supplier financial risk and dependency on individual

sources.

06 Success is measured using metrics such as spend coverage under framework

agreements, number of active suppliers and realised savings.
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Definition: bundling lever

The bundling lever is a price and terms lever in strategic sourcing that aims to identify fragmented

purchasing volumes and negotiate or tender them on a bundled basis.

Distinction from other procurement levers

The bundling lever works through quantity, not through specification or the market. While a specification

lever changes the requirements placed on the product and a competition lever brings additional

suppliers into play, under the bundling lever demand remains unchanged – it is merely concentrated. In

practice, all three levers are often combined. Bundling is usually the first step, because it can be

implemented without technical modifications and improves the negotiating position for further levers.

Bundling at different levels

Bundling can operate on four levels: across item groups (assortment bundling), across sites and legal

entities (group-wide bundling), across time (combined requirements instead of individual orders) and

across suppliers (consolidating multiple sources of supply into one or a few providers). Each level

opens up its own negotiating scope. For indirect categories such as office supplies or business travel,

bundling is often the dominant lever; for direct materials, limits arise from qualification and

second-source requirements.

Methods and approach for volume bundling

An effective bundling lever is not created by negotiation skills alone, but by systematic data preparation

and a structured approach from analysis through to implementation.

Spend analysis as the starting point

First, purchasing data is consolidated and cleansed across several years and all relevant organisational

units. Typical tasks include harmonising item descriptions, assigning free-text orders to commodity

groups and uncovering price differentials for identical items. Manufacturer part numbers (MPNs) help

identify identical products across different distributors and internal material numbers. The result is a

prioritised list: categories with high volume, a wide price spread and many suppliers offer the greatest

leverage.

Prioritising categories and preparing the tender

Clusters are formed from the spend analysis, e.g. C parts, standard purchased parts or services. For

each cluster, it is examined whether specifications can be harmonised and whether the Approved

Vendor List (AVL) contains enough qualified alternatives. This is followed by the market enquiry,

frequently as a tender with clearly defined volume tiers: the bidder can see which volumes are realistic

if bundled and can calculate correspondingly aggressive tiered prices. A binding offer secures the

commitment of the best bid.
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Framework agreements and implementation in operational procurement

After award, the terms are transferred into framework agreements with volume tiers. In day-to-day

operations, the system generates an order proposal from the contract based on demand, so that the

bundled volumes actually run through the contract. Without this operational safeguarding, the lever

fizzles out: buyers order decentralised again, contract compliance declines and the supplier questions

the volumes actually drawn at the next negotiation. Free-text orders should therefore be consistently

converted to catalogue-based or contract-bound processes.

Key KPIs for managing the bundling lever

Whether the lever takes effect shows in a few measurable variables. These should be recorded as a

baseline before bundling and monitored continuously afterwards.

Savings, coverage and supplier consolidation

The key metric is the realised cost saving against the baseline, preferably measured at price differential

level per item. In addition, contract coverage – the share of spend running through framework

agreements – shows how deeply bundling is anchored in day-to-day operations. The number of active

suppliers per category makes the consolidation visible; a reduction from, for example, twelve to three

suppliers is a typical result in C parts categories. It is also worth examining the small-order process, as

bundled catalogue solutions significantly reduce transaction costs there.

Process and compliance metrics

Contract compliance measures what share of orders is actually placed at the negotiated terms. In

practice, values below around 90 per cent indicate maverick buying or a lack of system support. The

rate of order proposals generated from contracts shows how well the purchase-to-pay system

operationally supports the bundling. Average stock levels can also be influenced by bundling through

larger, less frequent orders – here it is important to reconcile with capital tied up and warehousing

costs, so that price advantages are not eaten up by interest and storage expenses.

Risks and controls in volume bundling

Bundling strengthens the buyer's negotiating position but creates its own risks. These must be

assessed before implementation and monitored continuously.

Dependency and security of supply

Whoever concentrates their volume with a single supplier increases that supplier's market power and

their own risk of supply failure. Before consolidating, a bottleneck analysis per item group is therefore

advisable: are there alternative sources, what is the changeover time, how critical is the item for

production? For critical parts, a deliberate dual strategy with a main supplier and a second supplier is

recommended. Supplier financial risk also increases if a major supplier gets into difficulties – a look at

creditworthiness, supplier credit limits and the ESG risk rating is therefore part of due diligence.
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Internal resistance and governance

Bundling takes away room for manoeuvre from decentralised buyers and functional departments, which

provokes resistance. Clear category governance determines whether bundled contracts are actually

lived: who may order where, which exceptions are permitted, who monitors compliance? Without

binding governance and supporting systems, compliance declines rapidly. In price negotiations, too,

bundling can backfire if the supplier partially recovers the volume discount through subsequent change

orders, ramp-up costs or price escalation clauses – the terms should therefore be contractually agreed

as firmly fixed, i.e. fixed and indexed.

Responding to price increases and special terms

Bundled suppliers react more sensitively to volume losses. If a site terminates its sourcing or shifts

volumes, price surcharges for the remaining volumes loom. Buyers should therefore regulate price tiers

and volume corridors contractually and negotiate early in the event of material changes in demand.

Cross-selling in procurement – i.e. deliberately extending the assortment with a bundled supplier – can

serve as a counterweight, but in turn reinforces dependency. Balancing leverage and risk diversification

is an ongoing management task, not a one-off decision.

Current developments around the bundling lever

Digitalisation, sustainability requirements and supply chain thinking are changing how bundling is

practised today – and where its limits lie.

Digitally supported spend transparency

Modern spend analyses use AI-supported classification to automatically assign even free-text orders to

commodity groups. This significantly improves data quality and uncovers bundling potential that

remains hidden in manual analyses. Procurement platforms and marketplaces also make it possible to

compare prices for standard parts on an ongoing basis and to deploy volume tiers dynamically.

Bundling thus becomes a continuous process rather than a one-off project, regularly addressing new

categories via the measures pipeline.

Sustainability and the supply chain as a new bundling dimension

Bundling also improves the sustainability balance: fewer suppliers mean less effort in supplier

evaluation, auditing and reporting along the supply chain. ESG criteria can be enforced more effectively

with a few strategic partners than with a long tail spend. In addition, transport effort and thus the CO2

cost fall through consolidated shipping volumes. Conversely, anyone steering bundling purely on price

risks reputational and compliance risks if sustainability requirements and warranty claims are not given

equal consideration. Sustainability should be incorporated as an independent evaluation dimension in

every bundling-driven tender.
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Typical metrics

Metric Typical value

Realised savings typically 3–15 % per category

measured against the price differential baseline before bundling

Contract coverage > 80 % of category spend

share of spend under framework agreements

Contract compliance > 90 %

share of orders placed at negotiated terms

Number of active suppliers per
category

frequently a reduction of 50–80 %

key consolidation metric, to be weighed against risk of supplier failure

Practical example

A medium-sized mechanical engineering company with four sites sourced standard purchased parts

such as fasteners, bearings and hydraulic components from 18 different distributors at widely varying

prices for identical items, identifiable by uniform manufacturer part numbers (MPNs). A spend analysis

covering two years showed price differentials of up to 35 per cent for the same product. Procurement

consolidated the categories down to three suppliers, tendered the bundled volume with volume tiers

and secured the terms through two-year framework agreements. The small-order process was switched

to catalogue orders under the framework agreements, largely replacing decentralised free-text orders.

Consolidation from 18 to 3 suppliers for standard purchased parts

Price agreement with graduated volume discounts in the framework agreement

Conversion of the small-order process to catalogue and contract orders

Quarterly compliance reporting on contract coverage

Conclusion

The bundling lever is one of the most efficient levers in procurement, because it unlocks genuine price

and terms advantages without changing the product. What matters is the sequence: first spend

transparency, then specification and supplier rationalisation, then negotiation with clear volume tiers,

then operational safeguarding through framework agreements and governance. Those who only bundle

but do not implement give away the lever through maverick buying and declining contract coverage. At

the same time, volume consolidation demands active risk management regarding security of supply,

dependency and supplier financial risk. Anyone who systematically combines both sides – leverage

and risk control – makes bundling a repeatable component of procurement strategy.
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Frequently asked questions

? What is the bundling lever in procurement?

The bundling lever is a procurement strategy in which distributed purchasing volumes are

consolidated across items, locations or suppliers and negotiated jointly. The larger order quantity

creates economies of scale and a stronger negotiating position. In practice, bundling projects are

among the most common levers in strategic sourcing.

? How much can you save through bundling in procurement?

Savings depend heavily on the category and the starting point; there are no universally valid

figures. In practice, strongly fragmented categories with many suppliers and price differences

frequently yield savings in the single-digit to low double-digit percentage range. Key factors are the

price differential, competitive intensity and the quality of the spend analysis.

? What are the risks of bundling purchasing volumes?

The main risks are increased supplier dependency, reduced security of supply if a main supplier

fails, and price renegotiations when volumes decline. In addition, internal resistance and a lack of

governance can reduce contract compliance. A bottleneck analysis and second sources for critical

items substantially mitigate these risks.

? How do you identify bundling potential in procurement?

The basis is a consolidated spend analysis across all locations and legal entities. Typical signals are

identical items with different prices, many suppliers within one commodity group, and numerous

free-text orders without a framework agreement. Manufacturer part numbers (MPNs) help identify

identical products despite different internal material numbers.

? What is the difference between bundling and supplier consolidation?

Bundling is the overarching lever: volumes are consolidated in order to achieve better terms.

Supplier consolidation is one possible implementation approach in which the number of sources of

supply is reduced. However, bundling can also take place via framework agreements with multiple

suppliers or through temporal volume bundling, without reducing the number of suppliers.

? How do you ensure that negotiated bundling terms are complied with?

What matters is operational anchoring and governance: contracts must be stored in the ordering

system, order proposals should be generated from the contract, and free-text orders should be

reduced. Regular contract compliance reporting reveals maverick buying. Clear category

governance rules define who may purchase which categories and how.
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Find the right suppliers on Amplifa

Verified industrial suppliers in Germany, Austria and Switzerland. Describe your requirement and

receive comparable offers.

amplifa-marketplace.ai
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