
Design-to-Cost & Purchasing Optimization

Project Overview Our Solution results

Diagnostic 
tests kits 16%

Plastics 15%

Chemicals 14%

Subcontractors 8%

before after

Challenges:

Over 50 labs worldwide•	
Integration of new acquisitions•	
New CPO hired from unrelated industry 1 •	
year after Regenius engagement began
Significant under-investment in purchasing •	
capabilities and organization
Historically poor purchasing performance •	
led to difficult supply situation, e.g. key 
commodities with single source, poor 
management of price increases, etc.

Objectives:

Drive $12 million in short- and long-term •	
savings opportunities in key categories
Develop long-term sourcing capabilities•	

Assignment Structure:

Program lasted 24 months and focused on key •	
categories totalling approximately $100 million: 
petri dishes, plastics, medias, chemicals, diagnostic 
kits, raw materials, equipment and maintenance, 
subcontractors, real estate, MROs, labcoats, 
insurance, car fleet, and temp labor

Analyses Applied:

Product benchmarking•	
TCO analysis•	
Target costing•	

Approach / Tools:

Applied 7-step sourcing process led by client •	
procurement and R&D resources:

-Built a detailed spend fact-base for all targeted commodities
-Conducted ‘back of the envelope’ diagnostic for 
ingredients and contract manufacturing

-Conducted 200+ vendor workshops and over 80 requests 
for proposals (RFPs)

-Developed target costing analysis for key products to 
understand ‘should costs’ and used as target price and 
basis for negotiation
Developed analytical  tools for analysis of RFP responses•	

15% overall Savings

Savings by category (%)

Additional Benefits:
Trained client management in •	
effective negotiation skills and 
developing clean sheets
Enhanced focus on fact-based •	
decisions

Client: Leading Global Food Testing Company


