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ABOUT

OCCON GmbH

Founded in 2007 in Germany, OCCON is a 

leading boutique management consulting 

company offering tailor-made solutions to its 

customers around the world. 

Our team of consultants at OCCON consists of 

experienced logistics and procurement 

experts coming from a variety of industries. 

We believe in diversity and teamwork. 

Together with our customers to solve all 

challenges successfully. Only together great 

changes can be achieved and sustainable 

competitive advantages be maintained in 

time. 

Less risk in globalisation, centralisation 

and M&A processes

More control, security and transparency in 

your processes

Cost optimisation of processes and 

increased quality

From logistics to procurement: We make you 

the strongest link in your supply chain.

We advise you as if it was about our own 

procurement and supply chain. 

Always with these goals: 



„We started working with OCCON in the 

procurement of our logistics services back in 

2013.

With OCCON, our procurement organization 

has evolved to the next level. With their help 

we have been able to master volume growth 

and become a respected customer for our 

suppliers. 

OCCON always challenges us and let us 

benefit from their experience - they always 

bring in other perspectives to shape the right 

strategy for all modes of transport. 

With OCCON we can discuss new thoughts & 

approaches but also validate if new ideas fit to 

the market and can become successful."

Head of Global Purchasing Services, 
West Park Management Services 
GmbH - Triton Partners
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INTRODUCTION

We are currently experiencing a global supply chain crisis. 

Delays, shortages, and rising costs are 

causing a ripple effect on the supply chain. 

Even though the market started to normalise 

after the ease of the worldwide Covid-19 

lockdowns, its effects can still be seen in the 

market. Furthermore, the events such as 

Russia-Ukraine war, Shanghai port lockdown, 

great resignation in the western countries, 

increased energy prices continue to fuel the 

disruption in the market. 

Therefore, logistics and procurement 

professionals are experiencing an enormous 

pressure these days. 

In this whitepaper you will find 10 hints about 

how to prepare a freight tender during the 

global supply chain crisis. This paper aims to 

help procurement professionals during the 

crisis times, focusing on minimizing their 

efforts and keeping their cost low while 

building a strong relationship with their 

suppliers. Thus, increasing their efficiency. 
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What do you expect from a supplier? What is a must or nice-to-have criteria?

Before starting your tender process, it is important to define all your 

requirements. In the end, your requirements will shape the structure of your 

tender and only by then, you will know what to look for in the market. 

What is the best way to define your requirements?

The best way to define your requirements is to ask your internal and external 

stakeholders about their needs. Those must be evaluated! Do not forget to

consider the general supply chain strategy of your company and the current 

market situation.

The supplier market is currently strong, expensive and capacities are limited. It 

makes no sense to ask for service levels which you do not really need as you will 

pay a too high price.

This is a good time to start an internal study about which requirements are 

really essential for your stakeholders. 

Hint for the Crisis:

1) Start with Your Requirements

2) Identify the Suppliers and know Your Market!

It is already exhausting to keep up with all the workload these days. You 

wouldn’t want to add more work to your agenda and overcomplicate the 

tender process by inviting suppliers who cannot meet your requirements.

Therefore, the best way to start a freight tender is by identifying the most 

suitable suppliers.

Start with your incumbent suppliers and add more by researching the 

market..
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In Road freight for example it 

makes a difference if a tender 

has LTL (less than truck load) or 

FTL (full truck load) transports. 

There are specialists for each 

mode of transport, as well as 

larger suppliers that are 

covering both.

If you are new in the market 

start with a deep market 

research.
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First you need to check the incumbents’ performance with your internal 

stakeholders. Take their feedback and invite only suppliers who perform well 

enough. If you have a scorecard to take this information, it is even better. If 

not, this is a good moment to start implementing one.

Attention:

Make sure that the decision is made fair to not lose opportunities by 

subjective decisions.

b) New Suppliers

Besides your incumbent suppliers you should keep the connection to the 

market and give new suppliers a chance to obtain business.

Researching the market has to be based on the mode of transport and its 

specifics.

Especially in hard times less is 

more. It makes no sense to 

invite 100 suppliers just to have 

a benchmark. 

You won’t have time to 

communicate well, and suppliers 

won’t take the time to play back 

good offers.

Better concentrate on a smaller 

number of suppliers but take 

your time to treat them 

respectfully. That will be an 

investment into the current but 

also future tenders.

Hint for the Crisis:
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Shipment Data of the past period

Future Volumes from your forecast

Today’s Rates for your internal use as budget baseline

Data is everything. It is your past, present and future.

Data is also key for the suppliers to understand your requirements and to be 

able to offer accordingly.

What kind of data do you need?

For the data gathering process you should have a clear data structure in 

order to receive the same information from all stakeholders.

In the best case you can just get your data from your own ERP system.

In the worst case you would need to ask your suppliers for the shipment 

data as a starting point.

For the tender execution it is also helpful for suppliers to offer a shipment 

profile which gives transparency about peaks, holiday seasons, shipments 

per day, etc.

Raw Materials & Supply chain Manager

„The use of the u-tender e-sourcing platform 
enables us to handle a wider range of 

suppliers – and still we need less time than 
before.“
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3) Collect internal Data to understand Your Needs

Data is already crucial, but it becomes more crucial during crisis times. You will 

encounter more volatile and higher rates than you are used to, capacity 

restrictions and shorter contract validities. Therefore, you need proper and 

reliable requirements to become respected by the market.

Hint for the Crisis:
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IS 4) Standardise Your Tender to be in Line with the 

Market! 

You created your tender structure, 

content, requirements, and rules. 

Before you can launch the tender make 

sure your structure fits the market and 

that your wording is clear to the market. 

Avoid internal language which cannot be 

understood without asking questions.

For example, IMO numbers, HS codes, 

UNLOCODEs, and simplified terms should 

be used in your tender to define the rate 

basis.

Internal jargon, non-standard language or 

generic terms shouldn’t be used. This will 

not only help the suppliers understand 

your needs better, but it will also help you 

while analysing the results. 

Overly complicated 

structures and tenders 

where the suppliers are 

having a hard time to 

understand its language will 

delay the tender process and 

reduce the response rate. 

In a crisis, it becomes even 

more important to sell 

yourself!

Hint for the crisis:

5) Pre-Qualify Your Suppliers

The launch of an RFI (request for information) will save your and your 

suppliers’ precious time.

An RFI contains important questions or requirements that have to be fulfilled 

by the suppliers as a pre-qualification. Be careful when deciding if your 

questions are a must or a nice-to-have requirement.

Capacities are limited, people are stressed, and no one has time for senseless 

work. So, focus on important and valuable questions that will help you to pre- 

select. Do not use the RFI as a kind of a contact list or ask things you will never 

need again.

This behaviour will be honoured by the suppliers!

Hint for the crisis:
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Suppliers receive tender invitations on a regular basis. They will only select 

tenders that are of interest to them.

In case you have special security requirements or certifications that are 

needed, ask for them. The same goes for things like e. g. dangerous goods or 

special IT requirements, just ask for those things. It is also possible to use the 

RFI for making sure suppliers can fulfill the laws on the Supply Chain Due 

Diligence Act to protect human rights.

The more experienced you are the more information you can measure and 

the results can be linked to the cost analysis later to have a sophisticated 

score card analysis which is not just price based.

An RFI will never replace face-to-face conversations, but it can save some 

time and reduce the number of suppliers upfront.

6) Create Your RFQ/RFP 
So far, you have identified your needs and targets, have collected the internal 

data aligned with your requirements, have cleaned the data, have 

standardised its structure and its language as much as possible, and have 

launched an RFI. 

Now, you are ready to launch the tender. In the best case, suppliers who 

cannot match your requirements have been eliminated in the RFI process.

But should you launch an RFQ or an RFP? 

In fact, RFQ and RFP are very similar. Both are processes that intend to assist 

the alignment of price, services, and the shipping requirements. RFP is a 

document in which you request a business proposal from the suppliers, while 

RFQ is a document used when you have an established process but require 

additional cost information.
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before sending out the documents, you need to make sure that there is no 

room for interpretation. Tender structure and mandatory inputs from the

suppliers need to be established aligned with your requirements. Suppliers 

must understand, for what they are providing rates and what to expect if 

awarded for the business. 

Standardised templates with no room for interpretation will make the analysis 

easier to objectively analyse afterwards.

7) Define Your Allocation Strategy & combine 

with the Analysis

Provide options or alternatives to your suppliers where it is possible without 

making things overly complicated. 

For example, in sea freight tenders, in case of door-moves you could offer port 

lists that depend on the selected country. Suppliers can select the preferred 

port. Since delays and port congestions became the new normal, this would help

the suppliers to quote in a more flexible way, which will help them keep up with 

your requirements.

Hint for the Crisis:

Before you start analysing your tender results you should have a clear 

allocation vision. 

Think about the number of suppliers you really need and think how many you 

could handle, think about the maximum budget you could invest. Define 

requirements that can be negotiable and which ones are fixed.

Only if you know what you want you can negotiate into this direction and 

analyse how much extra budget you would want to pay for additional 

services.

Make sure you combine hard facts (rates) and soft facts (RFI result, service, 

security, etc.) so that you can come to a sophisticated analyses and 

measurement.
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very complex, then you should 

use an algorithm to calculate 

scenarios. This can be 

interesting in case you have 

the option to offer packages 

with different pricing or if you 

like to link rate offers with 

capacity restrictions. 

The analysis step is important 

and should be aligned with 

your allocation strategy. 

Furthermore, your negotiation 

strategy will also depend on 

the allocation strategy.

Profit is the main objective of 

doing business. However, when 

there is a crisis such as the one 

that we face these days, there 

are more important things than 

the short-term profit. Profit is 

essential but it is not smart to 

award a “cheaper” supplier if this 

supplier is not able to keep the 

rates. 

Savings on paper do not help, you 

have to set up a proficient supply 

chain strategy that ensures the 

security of supply but also 

reduces the cost where possible. 

Hint for the Crisis:

„I appreciate working with OCCON because they are more than a tendering 

platform and bring logistics expertise in procurement and data management, 

to support the centralization of our logistics procurement. The OCCON team 

and their e-sourcing solution u-tender are very flexible. Their solution can be 

fully adapted to our needs and not the other way around. U-tender is very 

easy to use, for us and for suppliers, and it allows to gain efficiency in the 

tender process and accuracy in the decision making.“

 

Senior Global Buyer Manager – Transportation & 
Warehousing
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Take your learnings and optimise 

your internal workflows and 

processes in order to avoid future 

stumbling blocks.

Hint for the Crisis:

Now, you will award the business and inform the awarded suppliers. Make 

sure you don't forget to inform the suppliers who are not awarded about the 

completed allocation. They may not be awarded in this tender but you will 

have more tenders in the future and the way you treat the suppliers in this 

tender will affect their participation in your future tenders.

Next step is to publish the tender results internally to make sure that the 

stakeholders will be using the right rates and suppliers when the contracts 

start.

You should also prepare a report of the results, procedures and learnings, 

which will ensure an improved process for the next tender. 

9) Set Up a Fuel Adjustment Clause

Fuel is the part of the rate that cannot be influenced by your carriers. It is 

recommendable to implement a fuel adaption mechanism to avoid carriers 

calculating a high risk premium into the rate. 

Having an own clause shows market knowledge, increases the negotiation 

strength and it is very likely that suppliers will accept your suggestion. With 

your own fuel adjustment clause you are in control and not dependent on 

different rules set by different suppliers.

A fuel adaption clause can never be 100% accurate. But if it is reasonable, it is 

most likely that all your suppliers will accept it.

Also, you can assess and 

update your KPIs at this stage, 

while documenting 

improvement points, savings, 

and general ideas. Thus, this is 

everything you will need for 

your next tender.
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Especially in times of crisis, a fuel adjustment clause is an important topic by 

itself. We do recommend reading our whitepaper “Bunker Adjustment Clause” in 

order to be familiar with its methodology and about how to implement it 

successfully. 

Hint for further Information:

10) Digitise Your Tender Process

A freight tender will cost time and money for both your organisation and the 

suppliers who will participate. Especially when there is a big crisis in the 

market it is less attractive to spend time and resources. It is important to 

make this process as smooth and efficient as possible. Thus, digital 

transformation of this process is a must. 
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100% flexible: Data structure and rules can be defined manually

Up to 60% time savings

Tailored to the needs of your business

Digitisation of the entire purchasing process

Qualified technical support

Intuitive tool, but mapping of complex requests

Can be used globally

Revision-safe

Advantages:

Our tendering platform, u-tender, enables the comparability of your offers 

with crystal clear results without an Excel chaos.

https://occon.de/en/initial-call/
https://u-tender.de/demo-ansehen/


CONCLUSION

Currently, purchasing managers have many other high priority 

tasks than just managing tenders.

It is important to prepare a tender in the most 

efficient way to reduce the risk of failure and 

increase the added value of your efforts. 

The above mentioned 10 steps will be your 

guide throughout the preparation of a tender, 

especially during the crisis times. 

Applying the suggested steps will increase 

your chances of a successful tender, minimize 

your efforts while maximizing their outcomes. 

Furthermore, implementing technological 

solutions to manage your tender instead of 

old school documentation is highly 

recommended. 

The digitisation of the supply chain and 

logistics sector is accelerating. Every day, 

more and more organisations are starting to 

adopt digital solutions for their supply chain 

and logistics needs. Therefore, the digital 

transformation is inevitable to stay 

competitive in the market. 
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