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Procurement Best Practices
Every Rupiah Paid to a Vendor Starts With a Decision Before Signing
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PART 1

High-Volume Worksheets

Universal worksheets — what most operators reach for daily or weekly. Run these on

a reqular cadence regardless of business size or stage.
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PART 1 - WORKSHEET 1

PR-to-PO Checkpoint Log

Daily tracking of every purchase request raised, confirming it moved to a confirmed PO before any delivery begins.

Daily tracking of every purchase request raised, confirming it moved to a confirmed PO before any delivery begins.

DATE PR ITEM / VENDOR PO VENDOR CONFIRMATION NOTES
REFERENCE CATEGORY NUMBER (Y/N)

1. Any row where 'Vendor Confirmation'is N and a delivery has already been arranged: this is an
unprotected transaction. Stop the delivery or send the PO now and get written confirmation before
goods move.

2. Count the ratio of PRs without a matching PO number this week. That ratio is your PO compliance

rate. A rate below 100% means payments are being made without a controlling document.
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PART 1 - WORKSHEET 2

Supplier Scorecard Quick-Update

Weekly 10-minute update per active vendor using GRN and invoice data from the past seven days.

Weekly 10-minute update per active vendor using GRN and invoice data from the past seven days.

INVOICES
DELIVERIES ON-TIME DISCREPANCIES RUNNING Q
VENDOR THIS WEEK (COUNT) NOTED (COUNT) (CC%RIEE_E;TED SCORE (1-5)

1. Update the Running Q Score only when you have at least three data points for the quarter. Before
that, flag as 'insufficient data' rather than assigning a score that overstates or understates actual

performance.

2. Any vendor with two consecutive weeks of discrepancy-noted deliveries: send a written heads-up
now, before the quarterly formal notification cycle. Informal early notice costs nothing; absorbing the

loss from the third delivery does.

Page 4 of 14



PART 1 - WORKSHEET 3

Weekly Receipt-vs-PO Reconciliation

Three-way match spot-check for every delivery received this week. Takes 20 minutes if POs and GRNSs are filed
consistently.

Three-way match spot-check for every delivery received this week. Takes 20 minutes if POs and GRNs are filed
consistently.

GRN PO INVOICE PO GRN INVOICE MATCH ACTION
NUMBER NUMBER NUMBER QTY QTY QTY (Y/N) REQUIRED

1. For any row where Match is N: identify which document is the outlier (PO, GRN, or invoice). Do not
process payment until the mismatch is resolved. Record the resolution method so repeat patterns can
be identified.

2. Total the value of invoices in the 'Action Required' column. That figure is your current unresolved
payment exposure, meaning money that has been invoiced but cannot yet be approved. Track this

number weekly.
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PART 2

Niche-Search Worksheets

Rare-situation worksheets — high value when the situation hits. Run these only

when the trigger appears, but keep them findable.
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PART 2 - WORKSHEET 1

TCO Comparison for Capital Purchase

For equipment or machinery purchases above Rp 25 million where unit price comparisons alone are insufficient. Run

once per purchase event.

For equipment or machinery purchases above Rp 25 million where unit price comparisons alone are insufficient. Run

once per purchase event.

COST ELEMENT VENDOR A (RP) VENDOR B (RP) VENDOR C (RP) NOTES

1. Cost elements to include at minimum: unit purchase price, delivery and installation, operator
training if required, estimated annual maintenance, consumables cost per year, expected product
lifespan (years), estimated downtime cost per failure event, and estimated disposal cost. Sum all
elements over the expected lifespan. Then divide by lifespan to get annual equivalent cost per

vendor.

2. If one vendor's lifespan estimate is significantly shorter than others: ask for the basis. A vendor who
cannot explain their lifespan estimate in measurable terms (hours of operation, cycles, material

grade) is providing an unverifiable claim, not a specification.
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PART 2 - WORKSHEET 2

Single-Source Dependency Audit

Maps every procurement category where only one qualified vendor exists on the AVL. Run quarterly or whenever a
vendor is removed from the AVL.

Maps every procurement category where only one qualified vendor exists on the AVL. Run quarterly or whenever a
vendor is removed from the AVL.

CURRENT ESTIMATED LEAD TIME IF IDENTIFIED QUALIFICATION
CATEGORY ACTIVE MONTHLY VENDOR STATUS OF
VENDOR VOLUME (RP) UNAVAILABLE ALTERNATIVE ALTERNATIVE

1. For any category with no identified alternative: this is a single-source dependency. Assign a target
date to qualify at least one alternative. Priority order: highest monthly volume first, then longest lead

time if unavailable.

2. A category where the identified alternative has 'Not Qualified' status is still a dependency in
practice. Qualification of alternatives does not happen during a supply disruption. It must happen
before one.
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PART 2 - WORKSHEET 3

RFQ Design for Highly-Engineered Components

For procurement where the buyer defines functional requirements and vendors propose their own technical solution.
Use when a standard technical specification would restrict competition without valid reason.

For procurement where the buyer defines functional requirements and vendors propose their own technical solution.
Use when a standard technical specification would restrict competition without valid reason.

RFQ ELEMENT YOUR INPUT COMPLETENESS CHECK (Y/N)

1. Functional requirement rows to complete: output performance required (measurable), operating
conditions (temperature, load, cycle frequency), minimum service life, required certifications or
standards, testing protocol accepted to verify conformance, and who bears the cost of conformance
testing. Any row left incomplete gives vendors room to propose solutions you cannot fairly
compare.

2. After quotes arrive: check whether each vendor's proposed solution addresses every functional
requirement row. A vendor who skips a row is not answering a different question. They are

answering a shorter one. Disqualify or return for completion before price comparison begins.
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PART 3

Specific-Case Worksheets

Pre-framed scenarios — each worksheet walks you through a single, concrete

situation. Read the scenario, then fill in your version of it.
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PART 3 - WORKSHEET 1

Supplier Delivers 12% Short, Vendor Refuses to Credit

Scenario: a reqular supplier delivers 88 units against a PO for 100. The GRN was signed with a shortage
note. The vendor claims their delivery order shows 100 units shipped and is demanding full payment. The
shortfall affects a production run scheduled for this week.

Scenario: a regular supplier delivers 88 units against a PO for 100. The GRN was signed with a shortage note. The
vendor claims their delivery order shows 100 units shipped and is demanding full payment. The shortfall affects a
production run scheduled for this week.

STEP ACTION REQUIRED DOCUMENT TO REFERENCE RESPONSIBLE STATUS

1. Minimum documentation to have ready before any discussion with the vendor: the signed GRN
with the shortage note, the PO with the ordered quantity, the vendor's delivery order (their
document), and any photographic evidence taken at receiving. If the GRN shortage note is absent,

review what leverage remains before beginning the conversation.

2. Calculate: what is the cost of the 12% shortfall to your production schedule? Production delay cost,
emergency sourcing premium, or rework: that is the real cost of this event, beyond the credit
amount. Record it. If this vendor has a pattern, that figure becomes part of the formal scorecard

notification.
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PART 3 - WORKSHEET 2

Lowest Bidder Fails Technical Review
Scenario: three vendors responded to an RFQ for a production component. The lowest quote is 22% below

the next bidder. During technical review against the specification, the lowest bidder’s proposed product fails
two of the six acceptance criteria. The other two bidders meet all criteria but their prices differ by 9%.

Scenario: three vendors responded to an RFQ for a production component. The lowest quote is 22% below the next
bidder. During technical review against the specification, the lowest bidder’s proposed product fails two of the six
acceptance criteria. The other two bidders meet all criteria but their prices differ by 9%.

EVALUATION STEP VENDOR A (LOWEST) VENDOR B VENDOR C DECISION BASIS

1. Document the technical disqualification before any price comparison is finalized. The reason for
disqualification must reference specific acceptance criteria from the specification document, not
general language like 'quality concerns.' A disqualification that cannot be explained in specification

terms is not defensible in a dispute or an audit.

2. Between the two qualified bidders: complete the evaluation on all remaining criteria (payment
terms, delivery schedule, warranty). Price is one criterion, not the only one. Record why you selected
the vendor you selected, including the weight given to non-price factors.
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PART 3 - WORKSHEET 3
Sole-Source Supplier Announces 6-Month Lead Time
Scenario: the only qualified vendor for a critical production input informs you that due to a raw material

shortage, their lead time has extended from 3 weeks to 6 months. This input is used in every production run.

Current stock covers approximately 5 weeks of operations.

Scenario: the only qualified vendor for a critical production input informs you that due to a raw material shortage, their
lead time has extended from 3 weeks to 6 months. This input is used in every production run. Current stock covers
approximately 5 weeks of operations.

RESPONSE AREA CURRENT SITUATION IMMEDIATE ACTION OWNER TARGET DATE

1. Response areas to address at minimum: current stock level and weeks of coverage, whether the
existing PO can be partially fulfilled earlier, whether any other vendor can be fast-tracked through
qualification for emergency supply, whether any product reformulation or substitution reduces
dependency on this input, and the cost of temporary production suspension versus emergency

procurement premium.

2. After the immediate crisis is resolved: this event is the business case for qualifying an alternative
vendor. Calculate the total cost of this disruption: emergency sourcing premium, production delays,
customer impact. That number is the maximum cost of maintaining a dual-source arrangement

going forward.
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