
PROCUREMENT GLOSSARY

Measures pipeline: Systematic idea
management for strategic
procurement
The measures pipeline is a structured, portfolio-style system in which all procurement and

cost reduction projects are managed from idea through to implementation. It keeps potentials,

responsibilities, progress and expected savings transparent at all times and prevents identified

levers from being lost. For buyers and supply chain managers, it is the central steering

instrument for mapping strategic goals in measurable results.
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Key facts at a glance

01 The measures pipeline consolidates all savings and optimisation projects of

procurement in a central, continuously maintained overview.

02 Typical pipeline phases are idea, evaluation, approval, implementation and realisation

with defined transition criteria.

03 Core KPIs are pipeline volume, throughput rate, implementation rate and realised

savings result.

04 Only impacts demonstrable against the budget or planned value are considered

realised in practice – implementation-ready measures should typically account for well

over 80 % of the pipeline.

05 Key risks are double counting, illusionary potentials and insufficient anchoring with

controlling in procurement.

06 The set-up usually succeeds within a few months if four to six measures with a clear

business case are pursued per quarter.

Definition: measures pipeline

The measures pipeline (also measures portfolio or savings pipeline) is a systematic management

instrument with which procurement steers all identified optimisation and cost reduction projects across
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the entire life cycle. Each measure is managed as an object with business case value, status, owner

and target date.

Distinction from other procurement instruments

The measures pipeline is not a simple to-do list but a planning instrument with a financial dimension: it

links opportunities with budget impact and deadline responsibility. While procurement planning covers

individual dispositions, for example via delivery call-offs or a delivery plan, the pipeline bundles

higher-level projects such as tenders, negotiations, design-to-cost programmes or process

standardisations. It thereby also provides the basis for controlling in procurement, which continuously

compares planned values with actual results.

Typical components of a pipeline object

In practice, each entry contains a unique measure short code, a concise description of the lever

approach, the affected commodity group or supplier area and the expected annual savings effect in

euros. Supplemented by status, phase, owner, sponsor from management, target dates and evidence

type of impact. For material measures, the relevant quantity and planned price are often additionally

recorded so that a clean variance analysis between planned and actual costs is possible later.

Life cycle phases

A phase model with five to six stages is common: idea, evaluation (screening), business case or

approval, implementation, impact verification and realisation. The transition to the next phase takes

place on the basis of defined criteria, such as a calculated business case or a submitted offer. Each

phase change automatically updates the aggregated pipeline volume and thus the informative value of

the instrument.

Set-up and methods: how a robust pipeline is created

A functioning measures pipeline requires that potentials be systematically collected, evaluated and

prioritised. The set-up typically follows a standardised process that is fed by regular inputs from

analyses, marketplaces and supplier development.

Potential identification

Potentials arise from several sources: spend analyses via ABC and portfolio analyses, benchmark

comparisons, clean-sheet calculations of individual components, market price analyses for raw

materials – for example in the context of a raw material surcharge – as well as proposals from the

specialist departments. Suppliers also contribute ideas through improvement programmes, which are

included in the pipeline. What matters is a low-threshold recording process: every idea immediately

receives a pipeline entry, even if the business case is still missing.

Evaluation and prioritisation

Each measure is evaluated according to expected savings volume, implementation risk, effort and
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strategic significance. A simple scoring scale with criteria such as value lever, implementability and

time requirement has proven effective. Highly rated measures receive an owner and a target date; less

attractive ones are deliberately parked or discarded. This sorting out is essential: a pipeline that only

grows loses informative value and credibility vis-à-vis management.

Business case and approval

Before implementation, each measure is assigned a business case with one-year and multi-year

effects, any implementation costs and a defined evidence method. For price measures, the evidence is

provided by the contrast with the planned value; for design-to-cost projects, via changed bill-of-material

costs after approval of the change in change management. Only with approval by procurement and the

specialist department is the measure considered implementation-ready and fully counted towards the

commitment.

Steering and KPIs of the measures pipeline

The value of the pipeline arises from regular steering. Monthly pipeline reviews in the procurement

team and quarterly reviews with management, in which status, deadlines and impacts are discussed in

a consistently binding manner, have proven effective.

Key KPIs

The most important aggregate KPI is the total pipeline volume, broken down by phase and owner. In

addition, the implementation rate (share of realised measures), the throughput speed (dwell time per

phase) and the ratio of commitment to realised result are tracked. A falling fill level in the early phases

signals a lack of new analysis; a backlog in the implementation phase indicates capacity or escalation

problems.

Target systems and impact evidence

In practice, savings are often subdivided into one-off effects (for example through one-off volumes or

inventory reduction) and sustainable annual effects on the material cost basis. Only the latter are

usually counted as realised if they are anchored in the budget or the planned price of the following

period. This clean demarcation is decisive for the credibility of procurement and for cooperation with

accounting.

Meeting rhythm and reporting

A monthly pipeline meeting of one to two hours per procurement team has established itself as an

effective rhythm in practice. Its subject matter is status changes, overdue measures, topics requiring

escalation and new ideas. The quarterly management review compares the realised result with the

annual targets and decides on additional measures, resources or priority shifts.
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Risks, controls and organisational anchoring

The most common sources of error lie less in the method than in the discipline of maintenance and in

unclear responsibilities. Without clear rules, the pipeline quickly degenerates into a collection of

untested ideas.

Typical risks

Common problems include double counting when several measures claim the same lever, overly

optimistic business cases, outdated entries without owners, and illusionary potentials in measures that

ignore supplier or sales interests. An excessively large pipeline volume can also be harmful because it

ties up resources and reduces implementation speed. Finally, there is a risk of loss of trust if reported

savings are not confirmed by controlling.

Control mechanisms

Effective controls are: a binding evidence obligation for every realised measure, reconciliation of budget

and actual results by controlling, maximum dwell time per phase with automatic escalation, and regular

clean-up of old entries. For material-intensive measures, a structured variance analysis supports the

assessment of whether the planned effect has actually arrived in the unit costs. Supplier agreements

should also be formulated so that impacts are measurable and contractually secured, for example via

an escalation clause if agreed conditions are not met.

Anchoring in the organisation

The measures pipeline should be anchored in the procurement policy, including responsibilities,

evaluation criteria and reporting lines. A clear separation by procurement segments and by the type of

demand is important – for example in the sense of a procurement policy for MRO vs. capex – because

capital goods require different levers and evidence forms than consumables. Top management should

recognise the pipeline as a binding steering instrument and treat savings targets as part of corporate

planning.

Digital implementation and current developments

While the method is classical, the implementation technology has developed considerably. Many

companies today manage the pipeline in specialised procurement platforms or as a configured solution

in existing systems rather than in simple spreadsheets.

Digital pipeline and automation

Digital solutions offer workflow support, automatic status reports, role-based rights and links to

commodity group and supplier data. A prerequisite is well-maintained supplier master data, otherwise

duplicate effort arises through manual reconciliations. Automatable processes in procurement – such

as no-touch order for catalogue material – give buyers time for value-adding pipeline work. Advances in

AI in procurement also help with potential identification, for example through automated spread

analysis in category data.
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Extended impact concept: sustainability and risk

In practice, the pipeline concept is increasingly being extended: in addition to cost savings, risk

reduction, CO savings and compliance effects are also managed as measures with their own impact

value. Examples include risk reduction through dual sourcing, meeting the requirements of the German

Supply Chain Due Diligence Act, establishing AEO status with logistics service providers, and

systematic supplier declarations on origin and standards. Such measures are then evaluated with their

own metrics instead of euro amounts.

Cooperative and international measures

Larger levers increasingly arise cooperatively: in buying groups, several companies pool demand to

achieve better conditions. Internationally active buyers must observe logistics and Incoterms rules

when implementing foreign measures, for example Incoterms FOB for sea freight or Incoterms CIP for

insurable deliveries, otherwise impacts are weakened by transport costs. Contractual safeguards such

as retention of title for pre-financing or the obligation to provide order confirmations for critical parts are

also part of proper measure implementation.

Implementation in practice: introduction and ongoing operation

Getting started usually succeeds with a pragmatic approach: a first pipeline spreadsheet, a clear

definition of phases and a regular review rhythm already create measurable discipline within a few

weeks. Successful introductions typically follow these steps.

Approach in the introduction phase

It is advisable to start with a limited scope, such as the top commodity groups by spend volume, and a

simple template with around ten mandatory fields. In parallel, the evidence logic is aligned with

controlling so that savings are later not discussed but confirmed. Within the first twelve weeks, a first

complete pipeline cycle should have been completed, including evaluation, approval and first

implementations.

Roles and responsibilities

Proven practice is the separation of the measure owner, who is responsible for the lever in technical

terms, and the pipeline controller, who is responsible for quality, deadline overview and reporting. A

sponsor from management accelerates topics requiring escalation. With preferred supplier

relationships, category managers often coordinate several interconnected measures in order to deploy

negotiating power in a bundled manner.

Typical metrics

Metric Typical value
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Pipeline volume (total) 2–4 % of procurement volume

typical benchmark for a well-filled, realistic portfolio

Implementation rate > 80 %

share of implementation-ready measures in the total typology

Realisation rate > 70 %

share of approved measures whose impact becomes demonstrable

Dwell time per phase < 60 days

longer dwell times indicate capacity or escalation problems

Evidence rate > 95 %

share of reported savings confirmed by controlling

Practical example

A medium-sized mechanical engineering company with a procurement volume of around EUR 80

million introduced a measures pipeline after savings targets had previously been barely demonstrable.

Within two quarters, more than 60 measures were recorded; after evaluation, around 30 remained with

a combined business case of several million euros annually. The most impactful levers arose from a

re-tendering of steel powder and assemblies, a clean-sheet calculation of four core components and

the consolidation of suppliers in the MRO area.

Introduction of a uniform pipeline template with mandatory fields for business case, evidence type

and target date

Monthly pipeline meeting per category team and quarterly management review

Anchoring of realised savings in the planned price of the following period, reconciliation by

controlling

Escalation process for overdue measures with a defined maximum dwell time per phase

Conclusion

The measures pipeline is the central steering instrument with which strategic procurement

systematically converts potentials into measurable results. It creates transparency over levers,

responsibilities and progress and closely links procurement with budget and controlling. Decisive for

success are less the technical design than discipline in maintenance, clean evidence rules and a

regular review loop. Companies that operate the pipeline seriously typically increase both

implementation speed and the credibility of procurement with management. Those who supplement the

extended impact concept in a sustainability- and risk-based manner also make the instrument fit for

growing compliance and sustainability requirements.
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Frequently asked questions

? What is a measures pipeline in procurement?

The measures pipeline is a structured, portfolio-style system in which all procurement and cost

reduction projects are managed from idea through evaluation to implementation and realisation.

Each measure is recorded with its expected value, status, owner and due date. It serves as the

central steering and reporting instrument vis-à-vis management.

? Which KPIs belong to a measures pipeline?

The key elements are the total pipeline volume, the breakdown by phase, the implementation rate,

the dwell time per phase and the realised savings result. In practice, this picture is supplemented by

metrics on evidence quality and on the ratio of commitment to actually achieved impact. The values

are typically updated monthly and reported to management quarterly.

? How do you set up a measures pipeline?

It is best to start with a limited scope, such as the top commodity groups, and a simple table with

around ten mandatory fields for description, expected value, status, owner and due date. It is

important to align the evidence logic with controlling at an early stage. Within a few weeks, this

creates a functioning first cycle that can later be digitalised.

? When is a saving considered realised?

In practice, a saving is considered realised when it is demonstrably anchored in the budget or

planned value of the following period and is confirmed in the actual result. One-off effects are

usually reported separately. This clear demarcation prevents double counting and increases the

credibility of procurement vis-à-vis accounting.

? Why does a measures pipeline often fail?

The most common causes are poor maintenance, missing owners, overly optimistic business

cases, double counting and an evidence logic not aligned with controlling. An excessively large,

unsorted pipeline volume also has a negative effect because it reduces implementation speed.

Regular clean-up and clear escalation rules are therefore indispensable.

? Which software is suitable for the measures pipeline?

Many companies start with a structured spreadsheet solution and later migrate to specialised

procurement or spend management platforms that offer workflows, status reporting and links to

master data. What matters is less the tool than disciplined use and integration with controlling and

procurement data. Clean supplier master data maintenance is a prerequisite for any digital solution.
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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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