
PROCUREMENT GLOSSARY

Emergency Orders: Rapid
Replacement in Everyday
Procurement
An emergency order is an unplanned purchase that becomes necessary when materials,

components or services are suddenly unavailable and regular procurement routes would be

too slow. It serves to secure production and delivery capability but typically carries higher

costs and risks than planned procurement. In this article, you will learn how emergency orders

are defined, how the process should work in practice, and which KPIs and controls make their

handling measurable.
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Key facts at a glance

01 An emergency order is an unplanned purchase to avert acute delivery or production

stoppages.

02 Typically, the additional costs compared to planned procurement, caused by express

freight, surcharges and lot size disadvantages, are in the mid double-digit percentage

range.

03 The process should run through a clearly defined approval route with short approval

paths and documented justification.

04 Common causes are unplanned additional demand, sorting cases, supplier failures and

planning errors.

05 The goal is not to avoid every emergency order but to systematically analyse the

causes in order to reduce repeat cases.

06 Emergency orders are a classic use case for exception management in operational

procurement.
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Definition: emergency order

An emergency order is an order placed outside the regular planning and approval process that covers

acute material requirements which cannot be met by stock coverage or existing orders. It differs from

the expedited order primarily in its degree of urgency and often in the bypassing of customary review

steps.

Distinction from expedited orders

An expedited order is an accelerated but planned order with shortened lead times; an emergency order

comes into play only when normal planning has failed and a stoppage is imminent. In practice, the

terms are not always used with a clear distinction. What matters is an internal definition, for example

via thresholds such as delivery time, cost amount or production criticality of the material, so that

evaluations remain comparable.

Expedited order: planned requirement, accelerated handling

Emergency order: unplanned requirement with risk of stoppage

Immediate requirement: requirement that cannot be covered from stock

Typical triggers

Common triggers are unplanned additional demand from customer orders, scrap and sorting cases,

short-notice delivery problems with the incumbent supplier, shortages in materials planning, and

technical special cases such as repairs to equipment. Bottlenecks in upstream products, for example in

external manufacturing, can also trigger emergency requirements. In many industrial companies, the

share of such orders is in the low single-digit percentage range of all order items, yet they cause a

disproportionate amount of effort.

Distinction from small orders

Emergency orders must not be confused with the small-order process: small order values alone do not

justify bypassing the review steps. Conversely, an emergency order can also have a high value, for

example for express precision parts. Clearly separated categories in the spend taxonomy make it

possible to manage and evaluate both cases separately.

Methods and approach for emergency orders

A functioning emergency process combines speed with control. The aim is to get from requirement

notification to a binding order within a few hours without losing compliance and traceability.

Defined emergency process and approval route

In practice, a graduated procedure has proven effective: requirement notification with justification, a

brief review of alternatives (stock, internal transfers, existing orders), approval by a defined authority,

then ordering directly from the suitable supplier. The approval route should be two-stage depending on

the order value and should work outside office hours, for example via mobile approvals or deputy
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arrangements.

Requirement notification with reason, required date and quantity

Review of stock levels and open orders

Expedited approval with documented justification

Binding order with confirmed delivery time

Supplier selection under time pressure

Even under time pressure, supplier selection should remain structured. Proven approaches include a

pre-maintained list of emergency suppliers, existing framework agreements and the option of a short

price comparison between two or three bidders. For long-lived, critical parts, supplier segmentation with

alternative sources can be carried out in advance; the supplier self-assessment already provides

capacity and contact data here. For larger orders, a rapid Best and Final Offer (BAFO) can also be

useful to lock in price levels at short notice.

Prepared framework conditions

Emergency orders run faster when the groundwork has been done: framework agreements with

defined express terms, agreed response times, approved drawings and bills of materials, and clear

communication of technology and capacity limits. For custom-made parts, it makes sense to agree on

order handling in the OEM/ODM model in advance, so that no contractual details need to be clarified in

an emergency.

Key KPIs for managing emergency orders

Emergency orders can only be managed if they are made visible. Key metrics are frequency, additional

costs and the distribution of causes.

Rate and volume

The emergency order rate (share of emergency order items among all order items) shows how often

regular planning fails. As a rule, a value below one to two per cent is considered unremarkable; above

that, there is regularly a need for corrective action. In addition, the volume of additional costs should be

reported, i.e. express freight, surcharges and lot size disadvantages compared to planned

procurement.

Lead time and on-time delivery

The lead time from requirement notification to order placement measures whether the emergency

process is actually fast; in well-established processes, this is often only a few hours. The on-time

delivery performance of emergency deliveries shows whether the promised acceleration holds — which

it can. The order confirmation date reliability is also useful as an operational early indicator.
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Root cause analysis and repeat rate

What matters is not the absolute number but the repeat rate: how many emergencies arise from the

same causes or for the same materials? A systematic evaluation by planner, supplier, material class

and trigger is part of standard exception management and forms the basis for structural

countermeasures such as demand forecasts or minimum stock levels.

Risks and controls in emergency orders

Without clear rules, the emergency process quickly becomes the regular procurement method with

uncontrolled prices. Controls must therefore enable speed, not prevent it.

Cost and price risks

Prices accepted under time pressure are often significantly above market level. Predefined emergency

surcharges, a short cost-plus calculation or open-book costing for manufacturing orders create

transparency. Retrospective pricing and invoice changes should be prevented; this is where accounts

payable lead time optimisation comes in: only counter-signed, matching documents are released.

Compliance and quality

Emergency orders must not circumvent approval and audit rules. The justification requirement, a

four-eyes principle with shortened routes and a subsequent sample audit preserve traceability. For

critical parts, qualification and inspection obligations must not be waived even in an emergency; KYC

checks in procurement (verification of the identity and creditworthiness of new suppliers) remain

relevant in an emergency but can be reduced to a minimal set.

Documented justification for every emergency order

Minimal review set for new suppliers in emergencies

Subsequent audit of recent emergency orders

Risk of normalisation

The biggest risk is habituation: if the emergency route becomes the convenient standard, planning

loses its effect and working capital management suffers from increased inventories and forward buying.

Clear definitions, periodic reviews in procurement and consequences for recurring emergencies without

cause elimination counteract this. For systemic supplier problems, contingency plans and a prepared

crisis team help rather than ad-hoc orders.

Current developments and digital support

Digitalisation is changing the handling of emergency orders in two directions: faster processing in the

acute case and better prevention through early warning.
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AI in procurement and early warning systems

The use of AI in procurement today enables the automatic detection of impending shortages: order

confirmations, delivery notes and stock levels are continuously reconciled, and deviations trigger

automatic alerts before an emergency arises. This turns exception management from reactive to

preventive. Catalogue searches across multiple suppliers also significantly accelerate emergency

sourcing; catalog buying with pre-approved suppliers reduces review times to minutes.

Supply chain transparency

Tier-n transparency — knowledge of upstream suppliers beyond the direct tier — helps identify failure

risks early, before they become emergencies. Combined with structured supplier failure risk

management, a pool of alternative sources can be established proactively for critical materials. Modern

B2B marketplaces complement this precaution by making short-notice available manufacturing

capacity visible.

Automated follow-up

Digital workflows automatically capture cause, approval and additional costs and feed the evaluation

directly into the spend taxonomy and reporting. In this way, every emergency becomes a data point for

improving procurement planning. Duplicate detection in the supplier master also prevents new

suppliers from being created twice in an emergency, which would distort later evaluations.

Typical metrics

Metric Typical value

Emergency order rate < 1–2 %

Share of emergency items among all order items; higher values

indicate planning weaknesses

Lead time from requirement to
order

< 24 hours

in well-established emergency processes often only a few hours

Volume of additional costs typically double-digit % of order value

express freight, surcharges and lot size disadvantages per emergency

On-time delivery of emergency
deliveries

> 95 %

measures whether the promised acceleration actually holds

Repeat rate declining trend

Share of emergencies caused by recurring causes; core metric of root

cause analysis
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Practical example

A mid-sized mechanical engineering company discovers on a Friday at midday that a custom-made

housing part for the assembly of a series order is missing: the regular order has been overtaken by a

short-notice customer deadline and the incumbent supplier cannot deliver any faster. Following the

internal emergency process, the planner checks stock levels and open orders, notifies the head of

procurement of the requirement with a justification and receives approval within one hour. The part is

ordered from a pre-established emergency supplier and delivered by express freight within three

working days; the express costs of around 15 per cent of the order value are documented and charged

to the affected project.

Defined emergency process with approval in under one hour

Pre-qualified emergency suppliers for critical parts

Complete documentation of cause and additional costs

Monthly review: The trigger (unplanned prioritisation of an order) was corrected in the planning

logic

Conclusion

The emergency order is not a symptom of poor procurement but a necessary safety valve in the

operational procurement process. What matters is that it is defined, fast and documented, and does not

become a secret standard route. With clear approval routes, prepared emergency suppliers and

systematic root cause analysis, the effort remains manageable. Digital early warning systems and

greater supply chain transparency are increasingly shifting the focus from reaction to prevention. Those

who combine both secure delivery capability and reduce the costs of unplanned procurement in the

long term.

Frequently asked questions

? What is an emergency order?

An emergency order is an unplanned purchase that covers acute material requirements when a

production or delivery stoppage is imminent and regular procurement routes would be too slow. It

typically bypasses the normal approval process in an accelerated, but not uncontrolled, manner. It is

distinguished from the planned expedited order and from the small-order process.

? What does an emergency order cost compared to normal procurement?

In practice, typical additional costs are in the mid double-digit percentage range, caused by express

freight, supplier surcharges and small lot sizes. In addition, internal costs arise from the accelerated

coordination effort. The actual amount should be determined per company by analysing the

additional costs per emergency order.
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? How does an emergency ordering process work?

A proven process consists of four steps: requirement notification with justification, review of stock

levels and open orders, expedited approval by a defined authority, and a binding order with

confirmed delivery time. The process should also work outside office hours, for example via mobile

approvals. Subsequently, the cause and additional costs are analysed.

? How can emergency orders be avoided?

Proven measures include robust materials planning with sufficient safety stock for critical parts,

early warning of delivery delays and systematic root cause analysis of recurring emergencies.

AI-powered early warning systems, tier-n transparency in the supply chain and pre-qualified backup

suppliers provide support. Emergencies can never be entirely avoided, but their frequency can be

significantly reduced.

? Is it permissible to bypass the regular approval process in an emergency?

A complete bypass is not recommended for compliance and audit reasons. Instead, there should be

a defined emergency approval route that is faster but still documented, for example with one

approver instead of two and a mandatory justification. Legal and contractual obligations such as

qualification and inspection requirements also remain in force in an emergency and must be

examined on a case-by-case basis.

? Which KPIs are relevant for emergency orders?

Key KPIs are the emergency order rate (share of all order items), the volume of additional costs, the

lead time from requirement notification to order placement and the on-time delivery performance of

emergency deliveries. Also important is the repeat rate by cause, material and supplier. Together,

they show whether the process is fast and whether cause elimination is effective.

Find the right suppliers on Amplifa

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

receive comparable offers.
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