
An Introduction to Baselines in 

Procurement
MAXIMIZING YOUR YIELD
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Baselines

Procurement has increasingly relied on baselines 

to define and attain superior performance.  
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Summary

Despite popular thinking, baselines are more 

than spreadsheets of expenditure data. 
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Summary

Baselines help define the current state 

and identify areas which require attention 

to fulfill strategy and key objectives.  
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Summary

With the proliferation of big data, blockchain, artificial 

intelligence, and other automation technologies, the 

role of baselines has become crucial.  
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Summary

In addition, there are new and enhanced skills needed 

to ensure one’s baselines are leading practice.
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How is a baseline used to help drive 

benefits and savings?

Client

• June 2021:  Launched formal SRM program – invested 

$25,000 to launch, e.g., tools and talent

• July 2021:  “You need to capture a Baseline” – ignored

• January 2024:  “Our suppliers/stakeholders love it!”

• March 2024:  “Unless we show savings, we will need to 

pull back on SRM”
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How is a baseline used to help drive 

benefits and savings?

Client

• March 2024:  “Unless we show savings, we will need to 

pull back on SRM” – Risks

• ROI on $25,000 will be deemed negative

• Reputation risk with stakeholders/suppliers

• Actual savings unrecognized, mitigated risks ignored
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How is a baseline used to help drive 

benefits and savings?

Client

• January 2015:  Launched Category Management

• Baselines to be captured – but not captured:

• Percentage of spend under a Category

• FTEs working on the Category

• Value for Money generated on the Category
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How is a baseline used to help drive 

benefits and savings?

Client

• January 2018:  Corporate Merger/Acquisition

• Acquiring firm (A) had baselines, target firm (B) 

“never got around to capturing the baselines”

• CPO of merged firm - came from A or B?
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How is a baseline used to help drive 

benefits and savings?

A focal point

• Commitment and consensus

• Team members, stakeholders, and others

• Visibility

• Transparency

• Automated / Big Data and Blockchain
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How is a baseline used to help drive 

benefits and savings?

On our project:

• Our portfolio of risk registers adds up to $20 million

• We change our template language related to 

indemnification

• Our risk portfolio increases to $25 million

• What value are we capturing for the $5 million?
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How is a baseline used to help drive 

benefits and savings?

On our project:

• Our accounts payable ledger is $100 million

• Payment terms are Net 30, but we are changing to 

Net 60

• What value does this represent?  What is the interest 

on $100 million for 30 days?
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How is a baseline used to help drive 

benefits and savings?

On our project:

• Our market basket of MRO purchases is $30 million 

and includes 15,000 SKUs

• If we consolidate to 10,000 SKUs, how will that impact 

our annual expenditures?

• How does that compare to other customers?
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Summary

What are key value levers which 

procurement practitioners use to create 

and use world-class baselines?
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Key value levers
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Common KPIs

• With Suppliers: Number of suppliers, supplier defect 

rate, supplier stability, on-time delivery, DEI

• Staff: Spend-per employee, training and development 

time, retention rates, DEI, internal client satisfaction

• Organizational: Spend under management, internal 

SLAs, stakeholder enablement, on-time payment



What are five risks and shortcomings 

commonly found in baselines?
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What are five risks and shortcomings 

commonly found in baselines?

1.  Contract and Communication Risks:

Ambiguous contract terms, ineffective 

communication can lead to contractual disputes
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What are five risks and shortcomings 

commonly found in baselines?

2.  Internal Process Risks:

Inadequate inspection/testing, lack of training, and 

insufficient data analysis can result in quality issues.
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What are five risks and shortcomings 

commonly found in baselines?

3.  Operational Risks:

Inefficient processes, information silos, supply chain 

disruptions, compliance missteps, and lack of visibility 

into supplier performance can negatively affect 

business continuity, and profitability.
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What are five risks and shortcomings 

commonly found in baselines?

4. Quality Risks:

Quality risks in procurement can lead to increased 

costs, loss of productivity, damaged reputation, 

and regulatory non-compliance. 

Factors contributing to quality risks include 

supplier-related risks, specification and design risks.
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What are five risks and shortcomings 

commonly found in baselines?

5.  Reputation Risk

Lack of accuracy, integrity, objectivity leads to 

skepticism for this and future baselines

 e.g., Greenwashing is impacting ESG overall
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Mitigation - focus on:

• Diversifying the supply chain

• Implementing quality controls

• Negotiating favorable contract terms

• Strengthening cybersecurity measures

• Ensuring regulatory compliance

• Establishing clear communication channels

• Conducting thorough planning
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What is the process of building a baseline 

and ensuring it is fit for purpose?

Example – Risk Baseline in a Procurement
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What is the process of building a baseline 

and ensuring it is fit for purpose?

Procurement baselines play a crucial role in risk management:

• Risk management baselines provide a reference point for 

identifying, assessing, and managing risks throughout the 

procurement lifecycle.
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What is the process of building a baseline 

and ensuring it is fit for purpose?

Risk Identification 

• Focus on scope, schedule, cost, quality, resources, risks, and 

assumptions

• Provide a comprehensive risk snapshot

• Identify risks early in the procurement cycle

• Provide a clear understanding of the procurement objectives 

and constraints
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What is the process of building a baseline 

and ensuring it is fit for purpose?

Risk Assessment 

• Identify and assess procurement risk against established criteria

• Allow a structured evaluation of potential procurement risk 

• Consider impact on scope, schedule, cost, other procurement 

parameters

© COG, Inc. 2023 All Rights Reserved.



What is the process of building a baseline 

and ensuring it is fit for purpose?

Risk Monitoring and Control 

• Serve as a benchmark against actual progress

• Facilitate ongoing risk monitors throughout the procurement cycle 

• Enable timely interventions to mitigate/manage risks, stay on track
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What is the process of building a baseline 

and ensuring it is fit for purpose?

Adapt/Respond to Change – Ensure Continued Fit for Purpose 

• Give procurement a reference point as it adapts to change

• Help one understand deviations from the original plan 

• Craft responses to unforeseen risks/changes - project success
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What is the process of building a baseline 

and ensuring it is fit for purpose?

A procurement baseline for supply chain risk:

• A foundational risk management tool

• A structured framework for procurement to identify, assess, 

monitor, control, and respond to risks which must be managed
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Summary

What is the ROI of baseline management?
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ROI

How are you measuring your investment?
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ROI

How are you measuring your return/benefits?
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What are the investments and benefits?
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What are the investments and benefits?

• Investments

• Benefits
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How Does This Apply to Your Situation?

What opportunity can you identify in your role?
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Questions…
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Summary

• How is a baseline used to help drive benefits/savings?

• What are key value levers which procurement 

practitioners use to create and use world-class baselines?

• What are five risks and shortcomings commonly found in 

baselines?

• What is the process of building a baseline and ensuring it 

is fit for purpose?

• What is the ROI of baseline management – what are the 

investments and benefits?
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www.commercialofficers.com
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jbergman@commercialofficers.com


	Slide 1: An Introduction to Baselines in Procurement
	Slide 2: Baselines
	Slide 3: Summary
	Slide 4: Summary
	Slide 5: Summary
	Slide 6: Summary
	Slide 7: How is a baseline used to help drive benefits and savings?
	Slide 8: How is a baseline used to help drive benefits and savings?
	Slide 9: How is a baseline used to help drive benefits and savings?
	Slide 10: How is a baseline used to help drive benefits and savings?
	Slide 11: How is a baseline used to help drive benefits and savings?
	Slide 12: How is a baseline used to help drive benefits and savings?
	Slide 13: How is a baseline used to help drive benefits and savings?
	Slide 14: How is a baseline used to help drive benefits and savings?
	Slide 15: Summary
	Slide 16: Key value levers
	Slide 17: What are five risks and shortcomings commonly found in baselines?
	Slide 18: What are five risks and shortcomings commonly found in baselines?
	Slide 19: What are five risks and shortcomings commonly found in baselines?
	Slide 20: What are five risks and shortcomings commonly found in baselines?
	Slide 21: What are five risks and shortcomings commonly found in baselines?
	Slide 22: What are five risks and shortcomings commonly found in baselines?
	Slide 23: Mitigation - focus on:
	Slide 24: What is the process of building a baseline and ensuring it is fit for purpose?
	Slide 25: What is the process of building a baseline and ensuring it is fit for purpose?
	Slide 26: What is the process of building a baseline and ensuring it is fit for purpose?
	Slide 27: What is the process of building a baseline and ensuring it is fit for purpose?
	Slide 28: What is the process of building a baseline and ensuring it is fit for purpose?
	Slide 29: What is the process of building a baseline and ensuring it is fit for purpose?
	Slide 30: What is the process of building a baseline and ensuring it is fit for purpose?
	Slide 31: Summary
	Slide 32: ROI
	Slide 33: ROI
	Slide 34: What are the investments and benefits?
	Slide 35: What are the investments and benefits?
	Slide 36: How Does This Apply to Your Situation?
	Slide 37: Questions…
	Slide 38: Summary
	Slide 39: www.commercialofficers.com 

