THE SUPPLY MANAGEMENT STUDIO
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HOW TO TURN YOUR
PROCUREMENT INTO A
COMPETITIVE ADVANTAGE



THE MARKET HAS
CHANGED

Tariffs, market volatility, and shifting customer expectations mean that the processes which worked
last year may no longer deliver the results you need tomorrow. This period of uncertainty is also a
period of opportunity where customers are actively seeking new suppliers, and the companies best
positioned to react quickly, cost-effectively, and reliably will win.

THIS PLAYBOOK SHOWS YOU HOW TO MOVE
FROM “GOOD ENOUGH"”
TO EXCEPTIONAL PROCUREMENT.

We focus on five core pillars that, when combined, deliver consistent, predictable performance across
every project.

THE FIVE PILLARS

Replace chaos with a clear, enforced process
aligned to real operational timelines.

Empower buyers to make confident, aligned THE

decisions without micromanagement. OPPORTUNITY

Turn suppliers into active partners, not just order-

takers. Implementing one pillar
Ensure procurement data flows instantly across the delivers improvement.
business, ready to act on. Implementing all five creates

a compounding effect,
turning procurement into a
competitive advantage and
enabling you to execute
THE OUTCOME growth with confidence,
project after project.

Track metrics that naturally drive the right
behaviours, not just report results.

Faster, more reliable execution.
Greater resilience to market shocks.
More competitive quotes and lead times.

Trust between procurement, operations, and sales.

This isn’t based on hypotheticals, this Playbook is based on our real-world experience delivering
procurement for manufacturers that improves on-time delivery, reduces costs, and build stronger
supplier networks.
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What worked for you yesterday, last week, and last year, won’t deliver the same results tomorrow.

For years, “Good Enough” procurement might have served you well. But Good Enough:

» Relies on habit, not optimisation — Buyers go to the same suppliers, get the same prices, and
repeat the same process.

» Plays it safe — You hit the boxes on paper, but you don’t expand viable supplier options or
challenge lead times.

» Leaves untapped capacity — Your operations might have room to grow, but your supply chain
isn’'t set up to match it.

» Misses opportunities — Without agility, you lose out on customers whose requirements need
faster reaction and sharper pricing.

The bottom line: Sticking with “Good Enough” means you’ll miss the projects, margins, and customers that
Exceptional procurement could win for you.

STRATEGY + OPERATIONS IN HARMONY

Exceptional procurement isn’t just about adding a strategic layer, it's about getting your operational
fundamentals right and then aligning strategy on top. To do this consider the following:

WHAT ARE YOUR WHAT ARE YOUR
? CURRENT ?
e What are you trying to achieve in the e Where is procurement failing to
next 12 months? help you meet those goals?
e What’s in your 3-year plan? e Which bottlenecks or
e Are you targeting shorter lead times, inefficiencies are holding you
higher on-time delivery, better margins, back?
or all of the above? e Where is the disruption coming
from?

Once you have both in view, you can build a model where operational discipline and strategic thinking
operate in harmony. Operational discipline ensures every request, RFQ, and PO is handled in a way that
delivers consistent, reliable execution. Strategic alignment ensures procurement decisions actively
strengthen your competitive position, not just your immediate cost savings.



PILLAR 1

SOURCING DISCIPLINE

Replace chaos with a clear, enforced process aligned to operational reality.

In too many manufacturing businesses, everything is “urgent” which means nothing is truly urgent. Buyers
skip steps, cut corners, and default to familiar suppliers, even when better options might exist.

THE RESULT

« Over-reliance on a small supplier pool.
» Missed opportunities for better pricing, quality, or lead times.
» A process that looks effective on paper, but is really just box-ticking.

WHAT EXCEPTIONAL LOOKS LIKE

Defined timelines for sourcing that reflect reality, not wishful thinking. If your business always pushes
for 3-day turnarounds, then your process should be built for 3 days, not 10.

Clear step-by-step requirements that are actually followed issuing RFQs to the right suppliers,
providing full instructions, comparing responses fairly, and validating results before awarding.

Elimination of “fake competition” no more involving suppliers who have no real chance of winning.
Every participant is a genuine contender.

Supplier base improvement as part of the process with every sourcing cycle an opportunity to add
viable, competitive suppliers into the mix.

FASTER IMPROVED GREATER
TURNAROUND SUPPLIERS COMMERCIALS

“A STRUCTURED PROCESS WILL SLOW US DOWN?”

The most common concern is: “A structured process will slow us down.”
The reality is the opposite a disciplined sourcing process can and should be structured for speed:
» Build the process around the fastest realistic cycle your business needs e.g., if operations require 3-
day sourcing, design it for 3 days, not 10.
» Reduce the back-and-forth caused by incomplete or unclear requirements.
» Make urgent projects easier to handle because the team already knows the exact process to follow
under pressure.



PILLAR 2

ACCOUNTABILITY

Empower buyers to own their decisions without fear of them getting it wrong

Accountability isn’t about blame. It’s about trust, clarity, and alignment with business goals.

In many procurement teams, buyers either have too much unchecked autonomy or too little authority to
make decisions. Both extremes create problems bad decisions go unchallenged, or capable people
become paper-pushers with no ownership of outcomes.

DECISION
EVIDENCE

REVIEW
APPROVALS

are they aligned to your top is it clear the rationale behind do you have bottlenecks in
operational goals? each supplier selection? approvals?

are they being consistently what is the impact of an how often is something
met or exceeded? incorrect selection? rejected, and why?

You want buyers who can make faster, more informed and confident decisions. The best way to do
this is ensure that their processes and performance is directly aligned to the right operational and
commercial objects.

WHAT EXCEPTIONAL LOOKS LIKE

Clear KPIs tied to priorities Full transparency on decisions
if the company is targeting faster buyers can explain exactly why they
lead times, buyers know speed selected a supplier, with evidence
outweighs small cost savings to back it up.
Managerial support, not override Consequences with balance
approvals are fast, respect the buyers get credit when their
buyer’s reasoning, and only block decisions pay off and learn from
decisions when necessary. mistakes without being sidelined.

It is about ensuring your purchasing team understand the goals and objectives of the

business so they are empowered to consistently make the right decisions,




PILLAR 3

SUPPLIER PARTNERS

Turn suppliers from transactions into active contributors to your success.

The most common trap? Set and forget.

A PO goes out, and the next time anyone checks in is when the delivery date arrives and the parts don’t.

This reactive approach kills trust, delays projects, and wastes opportunities to get more from your supply
base

A consistently used approach to supplier management improves on time delivery rates because
issues are resolved early. Internal capacity is better utilized as allocation can be proactively
managed. Suppliers are more committed to your priorities because they see you as a dependable
partner and firefighting and last-minute escalations are reduced.

ENGAGE

ENGAGE Pre-production meetings for new purchase orders

& . INVEST
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FOLLOW-UP

Agree reporting cadence and requirements

MAINTAIN

Be in touch, every week, without fail.

DETECT

Proactively manage delays, defects, and deviations.

EVALUATE
OTD, RFQ %, Win Rate, Quality, Responsiveness

WHAT EXCEPTIONAL LOOKS LIKE

Fixed weekly check-in call for key suppliers even if there’s “nothing” to discuss.
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Standardised agenda to current orders, risks, updates, market update, actions.
Track actions in one shared, visible format so nothing slips.
Provide commercial feedback for all quoting exercises.

Update systems/ open order reports with actuals and forecasts and distribute.

L«

Hold quarterly business reviews.



PILLAR 4

COMMUNICATION

Make information flow instantly to where it’s needed and usable the moment it arrives.

Procurement can run flawlessly on paper, but if the
information doesn’t reach the right people in the right
format, the business still suffers delays, cost overruns, and
unhappy customers.

WHAT EXCEPTIONAL LOOKS LIKE THE IMPACT

e Faster, better decisions

. . o in every department.
Lead times, delivery dates, and pricing changes are e Sales can price and
recorded in ERP or project systems immediately, not . ) .
days later. promise with confidence
in the delivery.

e Operations can plan
Procurement feeds price shifts, availability changes, around actual, not
and supply risks directly to sales, production, and
customer service.

1 Real-time data updates

2 Market intelligence sharing

assumed, supply

timelines.
3 Central, self-serve access
Stakeholders know exactly where to find up-to-date
order and supplier status without waiting for the next
meeting.
4 Integration into workflows
QUICK STEPS

Updates go into the same tools the business already

uses, avoiding extra admin or duplication.
1 Map where procurement

data needs to go in your
When these elements work together, you don’t just fix today’s business and who needs it.
problems you open the door to bigger wins as the company
enjoys reduced friction in operations. 2 Agree a “maximum update
lag” e.g., all changes
The results are a confidence to take on on new customer entered into systems within
requirements, selling more to existing clients and ultimately 24 hours.
delivering to spec, on time, every time.
3 Create a single reference
location (dashboard, shared
drive, ERP view) for live order
status.



PILLARS

KPIS & IMPROVEMENT

Measure what matters and in ways that naturally drive the right behaviors.

Why This Pillar Matters

KPIs are steering tools, not rear-view mirrors. The right metrics clarify priorities, highlight bottlenecks
before they disrupt operations, and build credibility with leadership. Without them, procurement drifts
into firefighting and anecdotal decision-making.

WHAT TO MEASURE

Exceptional procurement balances KPIs across five areas — each tied to business outcomes:

Execution Speed — RFQ/PO cycle times, approval turnaround.

Faster commitments reduce project delays and boost customer confidence.

Supplier Reliability — On-time delivery, lead time variance, expedited orders.
Predictable supply reduces firefighting and frees capacity for growth.

Commercial Value — Negotiated savings, cost avoidance, cost-to-procure ratio.

Clear evidence of procurement’s contribution to margin growth.

Quality Impact — Defect rate, first-pass yield, repeat defects.

Fewer reworks and stronger customer trust.

Improvement Momentum — Supplier development actions, KPI uplift.

Year-on-year gains that prove procurement is building capability, not just managing it.

WHAT EXCEPTIONAL LOOKS LIKE

o KPIs are aligned to business strategy, not convenience.

o Buyers see how their daily decisions influence performance.

» Underperformance triggers immediate corrective action.

o Reviews run at the right rhythm: weekly ops, monthly supplier, quarterly strategy.
» Reporting is transparent, accurate, and trusted across the business.

THE RESULT

KPIs drive continuous improvement instead of passive reporting. Over time, this compounds into
shorter cycle times, higher on-time delivery, proactive suppliers, and measurable cost savings,
creating procurement as a growth engine, not just a control function.



FROM PLAYBOOK TO
PERFORMANCE

The Five Pillars in this Playbook show you how to
move from good enough to exceptional
procurement.

THE OURCOMES

1.Shorten cycle times and increase agility.

2.Lift on-time delivery to levels your customers can trust.

3.Turn suppliers into proactive partners, not reactive order-takers.

4. Create transparency across your business so sales, operations, and procurement move in
step.

5.Deliver measurable cost savings and performance improvements every quarter.

This isn’t based on hypotheticals, this Playbook is based on our real-world experience delivering
procurement for manufacturers that improves on-time delivery, reduces costs, and build stronger
supplier networks.

It highlights where most businesses get stuck, what “exceptional” looks like in practice, and
the steps you can take to get there. It is the system we base our operations on.

NEED IMPROVIEMENT SOONER?

At PROYX, we bring these pillars to life immediately.

Instead of a drawn-out transformation, we act as your embedded procurement team putting
proven structures, tools, and supplier management practices into action from day one.

We’ve helped manufacturers in oil & gas, aerospace, marine, and precision engineering
secure:

e $14M+ in direct savings through smarter sourcing and negotiation.
* 97%+ on-time delivery, sustained even in volatile supply markets.

* Supplier networks in Mexico, the US, and Europe that unlock both cost & capacity
advantages.

You now know what exceptional looks like. PROYX is how you get there faster.
Contact us today



THE SUPPLY MANAGEMENT STUDIO

Contact us today:
WWW.proyx.me
services@proyx.me

Or connect with us on Linkedin

“Every supply chain crisis follows a pattern.
Today, I help forward-thinking companies
turn these patterns into profit and see
what's coming before it's too late.



https://mx.linkedin.com/company/proyx

