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Annual review meeting: strategic
review between procurement and
suppliers

The annual review meeting is a formalised, yearly review meeting between the purchasing
organisation and the supplier in which performance, quality, development and collaboration
are assessed. It serves to translate insights from day-to-day operations into strategic actions
and to establish binding agreements for the coming financial year. In practice, it is the central
instrument of systematic supplier management and complements ongoing key figures such as
the supplier performance evaluation.
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Key facts at a glance
01 The annual review meeting consolidates the evaluation, objectives and actions of
supplier management into an annual ritual.

02 Typical participants are procurement, quality and, where applicable, logistics, plus key
account and technology representatives on the supplier side.

03 The basis is data from the supplier performance evaluation, complaint statistics and
open projects.

04 The outcome is documented target agreements with clear responsibilities and
deadlines.

05 In practice, the approach often follows the pattern of retrospective, current-state
analysis, target setting and action planning.

06 Annual review meetings are standard for A- and B-rated suppliers, while C-rated
suppliers are managed less frequently or in writing.

| Definition: annual review meeting

The annual review meeting in procurement is a structured, generally yearly strategy and performance
meeting with a supplier. It differs from operational coordination through its longer-term horizon, the

Amplifa Marketplace - Procurement glossary Page 1 of 7



G Annual review meeting: strategic review between procurement and suppliers

inclusion of key figures and the binding agreement of objectives.

Distinction from other meeting formats

Quarterly reviews, which address more operational topics such as capacity reconciliation with the
supplier and open purchase orders, must be distinguished from the annual review meeting, as must
daily escalation rounds in the event of line stop or acute supply problems. The annual review meeting
looks back over twelve months and plans twelve months ahead. It is thus the highest-level meeting in a
tiered meeting hierarchy. Companies with proven practice combine all three levels so that no discussion
takes place for the first time in the annual review meeting.

Purpose and benefits

The main purpose is to develop the collaboration further on a binding basis: performance retrospective,
price and cost issues, quality topics and innovation potential are consolidated. For procurement, the
annual review meeting strengthens the negotiating position because it is based on documented facts.
For the supplier, it offers planning certainty and direct access to decision-makers. A further benefit lies
in early warning: risk topics such as supply capability or single-source situations are addressed
systematically and feed into the risk mitigation plan.

| Preparation and process of an annual review meeting

The value of an annual review meeting is decided in the preparation. Without reliable data, a clear
target framework and an agenda agreed in advance, the meeting degenerates into a general
exchange.

Preparing the data basis

The core of the preparation is the supplier performance evaluation with the dimensions of quality,
delivery performance, cost and, where applicable, innovation. In addition, complaint and sample
approval data such as the Initial Sample Inspection Report (ISIR), statistics on the goods receipt note
(GRN), results of demand determination and forecast data are used. Commercial figures such as share
of orders, price trends and the dual-sourcing quota also belong on the table. All data should be aligned
internally in advance so that the buyer speaks with one voice.

Agenda and participants

An agenda with the blocks of retrospective on the previous year, key figures review, open items,
strategic topics such as the innovation roadmap with the supplier, capacity and technology capability,
and objectives for the following year has proven effective. On the buyer side, participants typically
include the responsible buyer, a quality representative and, for strategic suppliers, a logistics or
development representative. The supplier frequently sends sales management and, where applicable, a
technology lead. In practice, appointments are scheduled early in the annual plan, often in the first
quarter.
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Documentation of results

Every annual review meeting ends with a written protocol that records target agreements, actions,
responsible parties and deadlines. This document forms the basis for the follow-up meetings and
should be filed in the supplier master record or the supplier management system. It is important to feed
the agreed actions into ongoing processes, such as supplier development or price negotiations, rather
than filing them away as an isolated paper.

| Key KPIs and topics in the annual review meeting

Key figures give the annual review meeting objectivity and avoid negotiation based on feelings. The
selection of KPIs is guided by the supplier class and the industry.

Performance and quality key figures

Standard topics discussed include on-time delivery, quality such as scrap and complaint rates, and
response times during sample approval. For manufacturing suppliers, key figures on supply capability
and results from cycle counting or stocktake reconciliations are added when picked stock is relevant.
Date and quantity deviations from the bottleneck analysis are also assessed retrospectively. It is
important to assign each key figure a target for the following year.

Cost, risk and innovation topics

On the commercial side, the focus is on price trends, index clauses, cost-saving agreements and,
where applicable, contract extensions. Risk aspects such as supplier risk management, dual sourcing
and capacity reserves are discussed using concrete scenarios. Strategic suppliers ideally present their
innovation roadmap with the supplier, including planned technology and capacity steps. Where
appropriate, standards such as ECLASS for product data exchange or harmonised processes in the
spot purchase process are also addressed.

Prioritisation by supplier class

Not every supplier receives the same annual review meeting. For A-rated suppliers, the focus is on
strategy, innovation and long-term contracts; for B-rated suppliers, on performance development and
cost topics; for C-rated suppliers, a brief performance discussion or written feedback. This tiering keeps
the effort manageable and concentrates resources where leverage exists.

| Risks and controls in the annual review meeting

Without structure and follow-up, the annual review meeting quickly loses its impact. Typical weaknesses
are lack of internal alignment, purely subjective assessments and unclear consequences.

Common mistakes

Frequently observed issues are: unprepared participants, contradictory messages from procurement
and quality, no written target agreements, and an annual review meeting that remains disconnected
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from operational reviews. It is also problematic when critical topics such as quality problems or
inadequate supply capability are avoided out of consideration. Lack of follow-up is the most common
reason why actions are not implemented in the following year.

Controls and follow-up

Effective controls are: a fixed protocol template with numbered action lists, quarterly review of the
agreed actions in the operational meetings, and linking target achievement to the next supplier
evaluation. For critical findings such as threatened supply capability or quality shortfalls, a risk
mitigation plan with concrete interim measures is defined. Escalation paths and procurement approval
limits for contractual commitments should be clarified internally in advance.

Legal and contractual notes

Target agreements from the annual review meeting are fundamentally non-binding unless they are
contractually fixed. Those wishing to achieve binding effects should include target achievement and
consequences in the framework agreement, the terms and conditions of purchase or addenda.
Particularly for price, liability and confidentiality matters as well as planned IP transfer from joint
developments, legal review is advisable on a case-by-case basis. International suppliers also require
clarification of which Incoterms rules, such as Incoterms EXW or Incoterms FOB, apply and how this
point is addressed in the meeting.

| Current developments and digitalisation

Annual review meetings are changing: data is automatically available, meetings are held in hybrid form,
and supplier management is increasingly merging with sustainability and risk reporting.

Digitalised preparation

Many purchasing organisations automate the provision of key figures, so that evaluation data from ERP
and quality management are available in a uniform data model structure without manual effort. This
reduces preparation effort and increases objectivity. Dashboards with trend curves are increasingly
replacing static annual reports. The prerequisite is a clean data model that consistently links supplier
master data, vendor master data and evaluation data.

Sustainability and resilience as new topics

Sustainability requirements, CO data and supply chain due diligence issues have become standard
agenda items in recent years. Resilience is also coming more into focus: safeguarding through
dual-sourcing quota, early risk detection in supplier risk management and scenarios for supply
capability are discussed more systematically than a few years ago. For tendering and negotiation
matters, the annual review meeting can also serve as the starting point for a subsequent tender-based
repositioning.
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Hybrid formats and globally distributed suppliers

For international suppliers, hybrid or remote annual review meetings have become established,
supplemented by occasional in-person visits. This reduces travel effort but requires a particularly
structured agenda and advance documentation. In practice, it has proven effective to discuss sensitive
topics such as price negotiations or serious quality problems preferably in person or at least in a closed
video conference.

| Typical metrics

Metric Typical value

On-time delivery > 95%
Common target value for A-rated suppliers; the industry and product
type influence the benchmark.

Complaint rate <1%
Benchmark for series production; higher for new parts during sample
approval.

Action completion rate > 90%

Proportion of actions agreed in the annual review meeting that are
completed in the following year.

A-/B-rated suppliers with annual > 95%
review meeting Coverage level of the meeting format across the strategic supplier
portfolio.

| Practical example

A medium-sized mechanical engineering company holds structured annual review meetings with its
approximately 40 A- and B-rated suppliers. The meetings are prepared using a standardised evaluation
that maps quality, on-time delivery and cost on a scale of 1 to 10. In one case, the evaluation of a
mechanical components supplier showed declining on-time delivery over two years alongside rising
complaint figures. This was addressed openly in the annual review meeting, a joint action list with
quarterly reviews was agreed, and in parallel a risk path was defined with a second source.

e Standardised agenda with key figures review, risk topics and target agreement
e Linking evaluation results to price and share-of-order decisions
e Quarterly follow-up of the action list in the operational reviews

e Establishing a second source to reduce dependency
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| Conclusion

The annual review meeting is the hinge between day-to-day operations and strategic supplier
management. Its value arises not in the meeting itself, but through thorough preparation with reliable
key figures and through consistent follow-up of the agreed actions. Those who document results in
writing, link them to subsequent reviews and address critical topics openly turn the annual review
meeting into an effective steering instrument. At the same time, it remains a trust-building format that
strengthens partnerships on equal footing. For purchasing organisations with many strategic suppliers,
a tiered meeting system with the annual review meeting at the top is proven practice.

| Frequently asked questions

? What is an annual review meeting in procurement?

An annual review meeting is a yearly, structured strategy and performance meeting between the
purchasing organisation and the supplier. It consolidates a retrospective on key figures such as
on-time delivery and quality, discusses risks and innovation potential, and concludes with
documented target agreements. It complements more operational formats such as quarterly
reviews.

? Which topics belong in a supplier annual review meeting?

Typical topics include the supplier performance evaluation, quality and complaint data, cost and
price trends, capacities, risks such as supply capability and single-source situations, as well as
strategic cooperation matters. For strategic suppliers, the innovation roadmap is added. The
meeting concludes with concrete actions, responsibilities and deadlines.

? How do you prepare an annual review meeting with a supplier?

First, evaluation data from the supplier performance evaluation, complaint statistics and commercial
figures are aligned internally. This is followed by a structured agenda covering the retrospective, key
figures review, strategic topics and target setting. It is important that all internal stakeholders, such
as procurement, quality and logistics, speak with one voice and that approval limits for
commitments are clarified.

? Which suppliers should you hold annual review meetings with?

Usually with A- and B-rated suppliers, as the leverage is greatest there. C-rated suppliers often only
receive a brief written evaluation or an abbreviated format. Classification is based on the supplier
portfolio according to order volume, criticality and risk potential.

7 Aretarget agreements from the annual review meeting legally binding?
As arule, they are initially non-binding declarations of intent. Binding effect only arises if the content
is contractually fixed, for example in the framework agreement, in the terms and conditions of
purchase or in an addendum. For binding commitments, prices or planned IP transfer, the specific
wording should be reviewed by legal counsel.
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? How often should you hold supplier meetings?
As arule, a tiered structure has proven effective: annual strategic review meetings, quarterly
operational reviews and, where required, monthly or weekly escalation rounds for acute problems.
The frequency depends on the supplier class and critical topics such as quality issues or supply

bottlenecks.

Find the right suppliers on Amplifa

Verified industrial suppliers in Germany, Austria and Switzerland. Describe your requirement and
receive comparable offers.
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