
PROCUREMENT GLOSSARY

No-Touch Order: Automated order
processing without manual
intervention
No-Touch Order refers to an order process in which a purchase order is processed fully

automatically from receipt to confirmation, without a buyer intervening manually. The term

originates in the English-speaking world and is frequently used in the context of

Purchase-to-Pay systems and catalogue ordering. The aim is to process routine orders faster,

with fewer errors and at lower cost, while the procurement team concentrates on strategic

tasks. In DACH-region industry, the approach is relevant above all for C-parts, catalogue items

and framework call-offs.
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Key facts at a glance

01 No-Touch Order means: a purchase order goes through the entire process without

manual processing by buyers.

02 Typical prerequisites are approved catalogues, framework agreements and clearly

defined approval rules.

03 In practice, the approach often reduces PO Cycle Time from days to hours or minutes.

04 The No-Touch rate is regarded as a key figure for the degree of automation of order

processing.

05 Special cases such as partial delivery/residual quantity or price deviations frequently

break the automation.

06 Cheapest-route approaches such as onshoring can be implemented more effectively

with automated ordering processes.
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Definition: No-Touch Order

A No-Touch Order is a purchase order that is generated, checked and transmitted to the supplier

entirely automatically by the system without manual processing by the procurement team. In the

English-speaking world, the term is also referred to as Touchless Order or Touchless PO.

Distinction from traditional order processing

In traditional processing, a buyer checks every purchase order for price accuracy, supplier assignment

and quantity plausibility. With the No-Touch Order, stored master data, contract logic and validation

rules take over this task. Humans only intervene when the system reports an exception. This

fundamentally distinguishes the approach from pure digitalisation projects in which merely forms are

exchanged electronically.

Typical use cases

No-Touch Orders are particularly suitable for standardised, recurring purchases with low strategic

leverage. These include catalogue items such as wear parts, operating and auxiliary supplies, office

materials and quantities called off from a framework agreement. Even in contract manufacturing with

firmly agreed prices and drawing statuses, the call-off order can frequently be automated, provided

there is no drawing change.

Prerequisites for the No-Touch purchase order

Automating a purchase order only works if the underlying data and rules are reliable. In practice,

No-Touch approaches fail less often because of the software than because of incomplete master data

and a lack of process discipline.

Data quality and master data

The foundation is well-maintained material master records, valid contract prices and uniform

classifications. International classifications such as UNSPSC help to structure item groups

systematically and define rules per commodity group. Content enrichment, i.e. the enrichment and

harmonisation of item data from supplier catalogues, is often the most laborious part of the set-up.

Parameter maintenance (MRP), such as planning parameters and buffer sizes, must be consistent so

that triggering requirement messages are correctly converted into purchase orders.

Framework agreements and approval rules

Framework agreement and framework call-off form the backbone of automated processing: prices,

terms and delivery conditions are bindingly regulated in advance, so no ongoing checking is necessary.

In addition, approval rules define which order values and commodity groups may run without manual

intervention and from which threshold values an approval is required. Framework agreement

maintenance must be adequately staffed, as otherwise outdated prices will automatically generate

incorrect purchase orders.
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System landscape

Technically, No-Touch Orders are typically implemented via an e-procurement platform, an ERP with a

workflow module or a supplier catalogue. The decisive factor is the automatic validation chain:

catalogue price against contract price, supplier against approved list, budget availability and

compliance rules. The interface to the supplier is usually via EDI, portal or e-mail automation.

Process flow of a No-Touch Order

The process follows a standardised pattern found in many manufacturing companies. The automation

is divided into triggering, validation, transmission and reconciliation.

Triggering and automatic validation

The order is triggered by a requirements planning run, a catalogue order placed by the requesting

department or an automatic planning proposal. The system then checks rule by rule: price identity with

the contract, supplier capability, budget coverage and delivery date feasibility. Only if all checks are

passed without errors does the order qualify as No-Touch.

Transmission and order confirmation

After approval by the rule set, the order is transmitted automatically to the supplier. The order

confirmation is captured electronically and automatically reconciled with the order. If the supplier

deviates – for example in price, quantity or delivery date – the process is flagged as an exception and

escalated to a buyer.

Goods receipt and invoice reconciliation

At goods receipt, the system automatically reconciles the delivery with the order and confirmation. If

there is full agreement, the invoice is approved without manual checking, which automates the classic

three-way match. In the case of a partial delivery/residual quantity, the system manages the open

residual amount and, if necessary, triggers a payment reminder or the residual call-off. The complaint

rate per supplier is also frequently fed automatically into supplier evaluation.

Key KPIs for No-Touch Orders

The success of the approach can be monitored with a few clearly measurable key figures. They show

how much order volume is genuinely running without manual intervention and which processes are still

causing friction.

No-Touch rate and cycle times

The No-Touch rate denotes the share of purchase orders that are processed fully automatically. In

practice, mature catalogue and contract processes typically achieve values between 50 and 80 per

cent of order volume, measured by the number of documents. PO Cycle Time from purchase

requisition to order transmission frequently drops from several days to under one working day through
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automation.

Exception rates and on-time delivery

Two complementary key figures prevent automation from coming at the expense of quality. The

exception rate shows how many orders had to be corrected manually afterwards – a direct indicator of

master data or contract problems. Supplier on-time delivery in the No-Touch segment should be

regularly compared with that of manually managed suppliers. If on-time delivery declines, the personal

steering is missing that runs implicitly in the manual process.

Risks, controls and compliance

Automated orders remove the classic visual inspection from the buyer. Without suitable controls, risks

arise in prices, quantities and compliance – but these can be addressed systematically.

Data and price risks

The biggest risk is the creeping deterioration of master data: outdated contract prices, incorrect units of

measure or duplicated item numbers are reproduced automatically a hundredfold. Regular stock

analysis of master data, cycle counting of catalogue data and automatic plausibility checks (for

example price deviation versus the previous period) are therefore mandatory. With variable material

prices, such as alloy surcharges on metals, the degree of automation must be deliberately limited, as

such surcharges are usually calculated individually.

Process and supplier risks

No-Touch processes must not extend to critical procurement: first-time orders, single-part procurement

or new parts with open quality issues belong in manual responsibility. For fault situations, a defined

procurement emergency team is needed that can intervene manually at short notice in the event of

supply or system outages. Quality agreements and the supplier network define the framework within

which suppliers may participate in the automated process at all.

Legal and organisational controls

From a legal perspective, internal controls, approval authorisations and, where applicable,

compliance-related requirements must be observed; a case-by-case review by the legal or compliance

department is recommended. Those subject to public procurement rules should check whether a

non-open procedure or special provisions are compatible with automated call-offs. Even with

international suppliers in the No-Touch segment, the jurisdiction clause and contractual framework

should be agreed in advance, as in a dispute no personal relationship supports the resolution.

Current developments and outlook

No-Touch Orders are regarded as a component of the broader vision of Touchless Procurement, in

which invoices, production confirmations and returns are also processed without manual intervention.
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Technical and strategic developments are continuously expanding the scope of application.

AI and automated exception handling

Modern systems use rule engines and increasingly AI to classify exceptions themselves and propose

solutions – for example in the case of incomplete supplier confirmations or deviating item descriptions.

Content enrichment is partly automated by semantically matching supplier data with internal material

master records. This increases the automatable coverage beyond classic catalogue goods as well.

Link to procurement strategies

Automated call-offs make procurement strategies such as vertical integration or onshoring

operationally manageable: shifts in value creation generate new or changed sources of supply that only

scale economically with lean processing processes. Stock depletion analysis can also serve as a

trigger: consumed inventory automatically triggers replenishment orders, eliminating the need for

manual planning. The trend is towards end-to-end automated procurement chains from demand to

payment.

Typical metrics

Metric Typical value

No-Touch Rate 50–80%

Share of purchase order documents processed automatically in

mature processes, analysed by commodity group

PO Cycle Time < 1 working day

Time from purchase requisition to order transmission in the

automated segment

Exception Rate < 10%

Share of No-Touch orders requiring subsequent manual correction

Supplier On-Time Delivery > 95%

Should be comparable to manually managed suppliers in the

No-Touch segment

Practical example

A medium-sized mechanical engineering company with around 40,000 monthly purchase order line

items assigned C-parts and contract items up to a value of 500 euros per order to the No-Touch

process. Prerequisites were harmonised catalogues, valid framework agreements and a two-stage

approval rule for the requesting department and cost centre owners. Within one year, the automated

share rose from under 20 to over 60 per cent of all purchase order documents, while PO Cycle Time in

the automated segment fell to under one working day.
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Consolidation of supplier catalogues including content enrichment and elimination of duplicates

Extensive framework agreement with fixed prices for wear and standard parts as the basis for

automation

Rule set with value thresholds, commodity group filters and automatic escalation in the event of

price or delivery date deviations

Monthly reporting on No-Touch rate, exception rate and on-time delivery by supplier

Conclusion

No-Touch Orders shift procurement effort from transaction to shaping: routine orders run automatically,

while the team works on contract content, suppliers and strategy. What is decisive for success is not

tools but clean master data, active framework agreement maintenance and clearly defined exception

rules. Companies should deliberately choose which purchases may run automatically and which

require manual control. Those who systematically measure No-Touch rates and exception rates

recognise early where the automation is faltering. Overall, the approach is one of the most economical

levers in operational procurement.

Frequently asked questions

? What does No-Touch Order mean in procurement?

A No-Touch Order is a purchase order that is generated, checked and transmitted to the supplier

entirely automatically by the system, without a buyer intervening manually. The prerequisites are

valid catalogue or contract prices and defined approval rules. Only in the event of exceptions, such

as price or delivery date deviations, does a human take over the processing.

? Which orders are suitable for No-Touch Orders?

Suitable items are standardised, recurring purchases with low strategic leverage: catalogue items,

operating supplies, wear parts and call-offs from framework agreements. Not suitable are new

parts, first-time orders, critical purchased parts and line items with variable prices such as

surcharge components. The more critical the part, the more manual verification makes sense.

? What is a good No-Touch rate?

As a rule of thumb, mature processes typically achieve 50 to 80 per cent of order volume in

automated processing, measured in documents. More important than the absolute rate is its

combination with the exception rate: if manual corrections increase, master data or contract logic is

no longer correct. The rate should be analysed separately by commodity group.

? What risks do automated purchase orders carry?

The main risks are faulty master data, outdated contract prices and a lack of control for critical

parts. Compliance and approval rules must also be mapped systematically in the system.

Countermeasures include regular data maintenance, plausibility checks, clear value thresholds and
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a defined emergency team for fault situations.

? What is the difference between a No-Touch Order and Touchless Procurement?

No-Touch Order refers to the individual purchase order that goes through without manual

processing. Touchless Procurement describes the overarching goal of handling the entire

Purchase-to-Pay process, including order confirmation, goods receipt, invoice and payment, in an

automated manner. The No-Touch Order is therefore one building block of the broader automation

strategy.

? How do you start a No-Touch Order project?

It is advisable to start with a clearly delimited commodity group such as standard parts or catalogue

goods and a small circle of suppliers. First, master data is harmonised, contract prices are

embedded and approval rules are defined. A pilot phase with close monitoring of the exception rate

and cycle time then follows before further commodity groups and suppliers are added.

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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