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With inflation hitting record levels, not seen 
higher for the last four decades in both US and 
Europe, several indicators are pointing towards a 
gloomy recession. On this backdrop, it is a good 
time for procurement organizations to consid-
er whether their digital road map is up-to-date 
when it comes to solutions, that can help with 
rapid re-negotiations of spend, if a recession is 
coming. 

One priority for procurement teams in tough 
economic times has always been to churn a lot of 
spend fast, which is traditionally done through 
classic cost out exercises (often with external 
support), including supplier letters, rapid re-ne-
gotiation programs, etc. 

But for the first time we are looking into a re-
cession with multiple digital solutions available. 
The system landscape for procurement, and 
especially sourcing and negotiation solutions, 
has changed dramatically in recent years, which 
provides several digital alternatives to the tra- 
ditional, and often less effective, approach. 

By adopting a digital response, procurement 
teams will not only achieve increased agility and 
speed, but also keep a higher degree of control 
and transparency, which ensures a higher impact 
in the long run. 

A very practical challenge is that many procure-
ment teams simply do not know of the new 
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solutions that facilitate negotiations, so I will in-
troduce a handful of the new technologies and 
their use cases. This post is not a complete map-
ping of the marketplace, but includes some of 
the most exciting solutions, that each represent 
a different approach to negotiations. I am not un-
biased in the assessment either, as I collaborate 
with some and have been working with others in 
the past – that comes with practical experience. 

The ambition is to create awareness and inspira-
tion for practitioners on some of the solutions 
available out there and through that, help pro-
curement teams become better prepared for a 
potential recession.

NEXT from Cirtuo
The value of having strong category strategies in 
place have become obvious during the challen- 
ges faced during the pandemic and with the sup-
ply chain disruptions we have faced over the last 
couple of years. Cirtuo Guided Strategy Creation 
has proven itself to be an efficient response for 
many procurement teams, who needed a strong-
er foundation for improving their category stra- 
tegies and control of key categories.  

The latest addition to the product portfolio 
from Cirtuo is a negotiation module, that enab- 
les a systematic and structured approach to the 
preparation, as well as execution and follow-up 
on negotiations. It has been developed in close 
collaboration with selected customers, who saw 
a need for further building on the intelligent 
solution for Cirtuo Guided Strategy Creation, to 
also include supplier negotiations.

By considering the different objectives for the 
negotiation, in combination with profiling of the 
attendees, the negotiation advisor is providing 
recommendations on approach and helps to 
keep track of both progress and achieved results. 
It provides a framework for executing negotia-
tions, in a similar way as their guided strategy 
creation solution does it for category strategies. 

The solution is not facilitating the actual nego-
tiation, but is a planning and strategizing tool, 
that helps procurement teams to a better and 
more structured process, by providing input on 
levers, and offers a structure that makes it easy 
for procurement teams to keep an overview of 
the spend being negotiated and results achieved.

During a potential recession, the negotiation ad-
visor from Cirtuo can help procurement teams 
better plan for, track, and report on negotiations 
being performed, while the AI driven recommen-
dations also increase the impact by recommend-
ing levers and approaches. But the scope of this 
solution is wider than a recession, and I do expect 
this to become part of the toolbox for advanced 
procurement teams going forward.

DigiProc
A Swedish start-up based out of Stockholm. 
Their focus is on automating negotiations with 
tail spend suppliers, to ensure discounts are cap-
tured and standard terms and conditions are put 
in place across the long tail of suppliers. 

The DigiProc platform replaces the traditional 
approach of sending letters to all suppliers ask-
ing for discounts, which is often one of the 
steps that procurement teams take when faced 
with a tough economic climate. The first step 
is identification of the suppliers in scope for 
the negotiation drive (100, 200, 500), and once 
that is done, the suppliers are contacted via the 
DigiProc platform, where a quick and simple ne-
gotiation is taking place after which all results 
are captured and followed-up on to ensure bene- 
fits are realized. 

One of the challenges with tail suppliers for pro-
curement is that it is not worth spending the 
time to identify alternatives and conducting a 
proper sourcing process/negotiation. Via their 
platform, DigiProc introduces an ambience of 
competition across all tail suppliers, which makes 
it possible to achieve cost savings across a pool 

of suppliers not traditionally exposed to compe-
tition.

A recent funding round will be used to fur-
ther sophisticate the solution and increase the 
self-service capabilities, but for now the Digi- 
Proc platform is a practical solution to a very real 
challenge, which many procurement teams will 
face during a recession, and which they often 
hire external help to address. With a commercial 
model that includes a gainshare component, the 
upfront cost of addressing the tail is also lower 
than a more traditional approach. 

nnamu
The German start-up nnamu, based out of Mun- 
ich, is a digital spin-off from the leading con-
sultancy TWS Partners, who are well-known for 
their capabilities in game theory and negotiation 
design. They have conducted more than 2,500 
procurement projects in the last 20 years.

Drawing on the extensive experience from TWS 
Partners, nnamu will offer a Negotiation Bot 
solution, that combines negotiation strategy 
recommendations with an actual auction solu-
tion, which then executes the recommended 
design. Considering the extensive experience 
that the solution is based on, I can only imagine 
how powerful the nnamu algorithm becomes, 
when it is fed with results and outcomes from 
thousands of live negotiations running through 
the platform.

Based on an initial survey, and other data points, 
the algorithm of the negotiation bot will recom-
mend one of eleven different negotiation stra- 
tegies added to the solution as arch types. Once 
the user confirms the strategy, suppliers are in-
vited, and the negotiation is executed automa- 
tically in the shape of different auction formats. 

I have spent a significant part of my career stud-
ying, applying, and discussing the subject of 
auction strategy, so experiencing a solution as 

nnamu, that will guide procurement teams to 
better auction designs is simply amazing, and I 
am sure it will become a game changer for the 
application of, and overall understanding of, how 
auctions and market design can optimize nego- 
tiation processes for procurement teams. 

A solution like nnamu Negotiation Bot, that 
combines both strategizing and execution of 
negotiations, will without a doubt be useful for 
many procurement teams during a recession, as 
it simply increases the bandwidth and ability to 
negotiate more spend faster, which is key during 
tough economic times.

Pactum
Finally, we have Estonian start-up Pactum, who 
has been around for a few years now as the first 
solution that introduces a chat-bot for execu- 
ting supplier negotiations. 

Based on a pre-defined value model that may in-
clude several parameters (e.g., terms), the chat-
bot can negotiate with suppliers sequentially, 
produce an anchor and make concessions based 
on rules that are defined upfront.

The global retailer Walmart was among the first 
customers to test out the solution, and with 
my previous employer, the shipping company 
Maersk, we ran a POC with Pactum, where we 
used the platform for negotiations of ad-hoc 
trucking rates in North America. A successful 
POC was quickly ramped up and expanded across 
all regions. One of the reasons were the posi- 
tive response from suppliers to the intuitive and 
well-known chat interface. 

Based on existing data, such as historic rates or 
comparable rates (distance and/or geography), 
a target price was developed by the algorithm 
and shared with the first supplier as anchor for 
the negotiation. Dynamic rules will then deter-
mine whether counter proposals are acceptable 
or if the negotiation bot moves on to the next 
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supplier to try and reach an agreement. All data 
are being captured, which over time will create a 
fantastic foundation for predictive procurement 
capabilities.

It is important to mention, that the chatbot is 
configured per use case, and that one of the key 
strengths of the Pactum team is their ability to 
configure the bot optimally whether it operates 
within retail, shipping, or something else.

Reflections
As demonstrated with above examples of solu-
tions, procurement teams today are uniquely 
positioned with several digital negotiation solu-
tions available, which has not been the case be-
fore, when entering challenging economic times 
and potentially with a gloomy recession in front 
of us.

In this situation, there are two questions that 
procurement teams should themselves, when it 
comes to whether their digital road map includes 
the right negotiation solutions to support them 
in the coming period.

The first question is, which new technologies 
that can support the efforts to negotiate cost 
savings or mitigate inflationary increases. As 
mentioned initially not all solutions are a fit for 
all companies, so procurement teams should look 
into their main pain points or blind spots (e.g., is 
it the tail, a large degree of manual spot nego-
tiations or the strategic planning/execution of 
negotiations that is the main challenge for the 
procurement team), also considering the fit to 
the overall strategy of the company and need 
for optimizing the cost base during the coming 
period.  

Once one or more solutions have been identi-
fied as a strategic fit, the implementation work 
should start to ensure that the solution is oper-
ational once a potential crisis hits – beginning 
implementation (incl. investment) of solutions, 

while the “kitchen is on fire” is rarely successful 
and will often result in a repeat of the manual 
known approach.  

The second question procurement should ask 
themselves is whether they get enough value 
from the existing portfolio of solutions. Most 
procurement teams, in larger organizations to-
day, will have invested in e-sourcing solutions 
(Rfx, E-auction or sourcing optimization), but 
very few procurement teams can claim that they 
get full value for the annual subscription fee. In-
creasing utilization of existing solutions can be a 
significant untapped potential for procurement 
teams, that adds both substantial cost savings as 
well as agility and speed to the sourcing process, 
which is essential during a crisis.

One reason for having another look at existing 
solutions is also because there are learnings to 
be had from past economic crisis. One example 
of this is a study done by Gugler and others (Re-
search title: Competition in the economic crisis: 
Analysis of procurement auctions) on the impact 
of competition during economic crisis, where 
they analyze bidder behavior in auctions before 
and during the last big recession - the financial 
crisis. The conclusion from the research is clear: 

“We show that the crisis indeed had the expec- 
ted effects on competition: the negative de- 
mand shock led to more bidders in the remain-
ing auctions and these bid more aggressively. 
We find a significant decrease of the average 
markup in the crisis period”.

In other words, during recession suppliers are 
extra motivated and will bid more aggressively 
than under normal circumstances, which pro-
vides another strong argument for procurement 
teams to carefully consider whether they are rea- 
dy for utilizing e-auctions in a coming recession.

The following part will focus on how to maximize 
the impact from existing solutions supporting 

sourcing and negotiations, which many companies have 
already invested in. Furthermore, I will share a few consid-
erations that procurement teams should consider when 
assessing whether they are ready to apply e-auctions as 
one of their responses to a possible recession. 

I will structure the input on existing solutions around 
three core solution types: RFx, Sourcing optimization, and 
e-auctions, and cover each part separately with input on 
what steps can be taken to increase adoption before and 
during an economic crisis.

RFX processes
Surprisingly, many are still struggling with getting any- 
where near 100% compliance to their digital sourcing pro-
cess (E-RFX). This is caused by several things, such as lack 
of a proper change management plan, focus on the tech-
nical implementation, poor usability of the selected plat-
form, etc. 

In order to be able to respond quickly and agile to a com-
ing recession, a digital sourcing process is a pre-requisite, 
so here is a few questions any procurement team should 
ask themselves on their existing RFX solution, to be pre-
pared for an agile response when the recession comes:

• Do we have a rolling change management plan in 
place to drive compliance to digitally facilitate ten-
ders? (Do we measure adoption, do we have training/
onboarding programs in place, do we have a proper 
pipeline, support, etc.) 

• Is the existing technology solution the right match 
considering strategy/set-up? (E.g., if we have a de- 
centralized set-up with many end-users’ usability 
of the solution is critical – check out a solution like 
DeepStream, which is the gold standard when it 
comes to usability of RFX solutions) 

• Do we have templates/best-practice processes in 
place, that makes it easy and fast to launch and run 
tenders in a compliant way? (Not only with regards 
to collecting prices, but also various T&C’s, 
Supplier onboarding, etc.)
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There are no valid excuses for not making use of 
digital solutions for RFX processes today. The 
immediate value it brings to the organization is 
unquestionable in terms of transparency, agili-
ty, and cost savings. Even more importantly, it 
is essential for developing a digital first mindset 
when it comes to go-to market events and in- 
troducing some of the new solutions, which I 
have mentioned earlier. 

Sourcing optimization
It is now +20 years since the first solutions for 
sourcing optimization was introduced in the 
year 2000, and this is still a technology that only 
the most mature procurement teams utilize to-
day. Most are still only scratching the surface 
when it comes to realizing the value from sour- 
cing optimization, which offers an opportunity 
to collaborate with suppliers at a different level 
on more complex tenders and negotiations. 

Any category, which requires awarding across 
multiple suppliers (e.g., packaging or logistics), 
and where analysis must be done on allocation of 
the business, should be considered for sourcing 
optimization. (Do you have a fixed process/set 
of criteria for evaluating a sourcing opportunity 
for sourcing optimization as part of your pipe-
line process?)

Coupa CSO is considered the market leader 
when it comes to sourcing optimization and the 
solution offers endless flexibility and opportu- 
nities, which also requires an extensive under-
standing of procurement as well as the CSO plat-
form – it is the formula ONE racer of sourcing 
tools, but it requires extensive training and ex-
perience to realize the full value of the platform.

Several solutions offer optimization capabilities, 
including Archlet, which is a Swiss start-up with 
a focus on making optimization easy via good us-
ability on the platform. Considering set-up and 
spend profile, Archlet is an interesting alterna-
tive. Other solutions that are worth consider-

ing in this space is Keelvar, from Cork in Ireland, 
which is developing the solution at rapid pace 
these years. Finally, several category specific 
solutions within e.g., logistics offers optimiza-
tion capabilities. 

Sourcing optimization enables procurement 
teams to cover complex categories faster and 
better through the extended scenario function-
ality and collaborative approach towards suppli-
ers, and most companies will have an untapped 
potential, when it comes to sourcing optimiza-
tion – especially in times of economic crisis and 
recession. (This will be a low-hanging fruit for 
most!)

E-auctions
This is a subject that I have covered extensively 
in my book “A Practical Guide to E-auctions for 
Procurement”, so I will refer to that for addition-
al details and guidance, but e-auctions are still 
one of the most powerful tools in the procure-
ment arsenal in times of economic crisis, due to 
its efficiency and effectiveness in running nego-
tiations with multiple suppliers very rapidly. It 
has proved its value repeatedly over the course 
of the last +25 years, where it has delivered bil-
lions of USD in cost savings for mature procure-
ment teams. 

E-auctions is still the only solution in the mar-
ket that combines a true market driven negoti-
ation with a total value approach, so from that 
perspective it is unparalleled. However, it is also 
not fit for all market situations, and it is still 
surrounded by myths and misperceptions which 
hinders adoption in many companies. This is also 
why some of the #negotech solutions are so 
interesting, as they, in combination with an 
e-auction program, offer a compelling digi-
tal alternative, that covers a significant part of 
the spend in any company, and which can be a 
solid digital alternative to the traditional pro-
curement response to economic crisis.

A few things should be considered for either 
launching or re-launching your e-auction pro-
gram:

• Do you have a clear owner assigned to 
the e-auction program? (I have never seen 
a successful e-auction program that did not 
have someone responsible for constantly 
pushing adoption across the organization 
– It is a lifestyle, not a diet for procurement 
teams to apply e-auctions!) 

• Have you invested in developing e-auction 
design capabilities? (If you want to move 
beyond covering tactical low spend catego-
ries, this is a must and includes both auction 
strategy as well as concepts and techniques 
for ensuring a total value approach to e-auc-
tions. On MoneyballCPH.com we offer both 
workshops and Master classes in these con-
cepts to help procurement teams realize the 
maximum value from the use of e-auctions) 

• Do you know the potential? (If you have 
not done an analysis of the theoretical 
potential for e-auctions in the organization 
and compared to average savings achieved, 
this exercise will most likely help you iden-
tify new opportunities and most likely also 
attract senior leadership attention (espe-
cially during a recession where every dollar 
counts, as the missed opportunities are 
most likely very high) 

• Have you implemented a pipeline process 
for tracking and following-up on e-auction 
opportunities? (There is a direct correlation 
between your e-auction hit rate and the 
quality of your pipeline process) 

• Do you have buy-in across the organization 
to use of e-auctions? (Building an overall 
understanding of what e-auctions are, as 
well as what they are not, is essential. Many 
discussions are still based on misperceptions, 

which hinder adoption and results in value 
leakage)

E-auctions requires the right market conditions 
to be effective (competition and attractive 
business) and is not the solution to all re-ne-
gotiations. However, during a recession, where 
companies are fighting for every contract, there 
is a significant opportunity to impact the over-
all cost base of your company via an ambitious 
e-auction program - supplemented by other #ne-
gotech solutions for example those that I intro-
duced earlier. 

Final reflections
As mentioned before, a digital sourcing process 
including solutions supporting RFX processes, 
Sourcing optimization, and e-auctions are essen-
tial for delivering value as well as for develop-
ing the right mindset, that makes it possible to 
adopt some of the newer solutions within this 
space as described earlier. Hence, the existing 
portfolio of solutions and the newer solutions 
should not be considered as competition, but 
rather as being complementary and will co-exist 
in most organizations.

For many organizations, existing technologies 
are not part of the digital procurement road 
map which often only focuses on new solutions, 
which are not yet implemented. It is a mistake 
to look at these things in isolation, and if you 
want to be ready to tackle the challenges, as well 
as the opportunities, that a possible recession 
brings, you need ONE road map with ONE stra- 
tegy. This should consist of several activities, 
that describe how digital solutions will be a dif-
ferentiator in your plans for negotiation drives 
during a recession, and especially how you en-
sure adoption of those solutions.  

If you need help to prioritize or select new solu-
tions or if you are interested in increasing the 
value from an existing portfolio of sourcing/ne-
gotiation solutions, you are welcome to contact 
me.


