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Supplier capacity matching:
verifying availability before the
award

Supplier capacity matching describes the systematic check of whether a supplier can actually
provide the production capacities, release dates and personnel resources required for a
planned order. It is a central element of supplier management and prevents awards being
made for supposedly available services that cannot in fact be delivered. In practice, the
reconciliation typically runs between demand determination, RFX in procurement and the
award decision, and is often linked to supplier rating.
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Key facts at a glance

01 Capacity matching checks whether a supplier's stated machinery, personnel and
material capacities match the planned demand.

02 Itis typically carried out before the award and is incorporated into supplier evaluation.

03 ltis closely interlinked with Sales and Operations Planning in order to align demand
and supply capacity over time.

04  Non-binding capacity statements are a common risk; contractual mechanisms such as
liquidated damages create incentives for reliable planning.

05 Digital tools such as a structured ETL process in procurement facilitate the ongoing
reconciliation of capacity data.

06 Capacity matching is an integral part of effective risk management in procurement.

| Definition: supplier capacity matching

Supplier capacity matching is the comparative reconciliation between the callable or planned
procurement demand and the capacities actually available from the supplier. It covers machine
utilisation, personnel availability, lead and set-up times, and material disposition at the supplier. The aim
is to reliably evidence the ability to deliver for the planned volume and planned period before the order
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is awarded.

Distinction from bid evaluation

Classical bid evaluation checks price, quality and delivery date for a one-off lot. Capacity matching
goes further: it assesses the repeatability of performance across multiple lots or the entire series
production period. A supplier may reliably produce a single sample part on time, yet fail on a series
order with bottleneck material or occupied machine paths.

Position in the award process

In a typical award timetable, capacity matching lies between the invitation to bid and the award
decision. For framework agreements it is also repeated periodically, as utilisation situations can change
quickly. The results often flow directly into supplier rating and thus influence future lot allocations.

| Methods and approach in capacity matching

In practice, the reconciliation usually follows a multi-stage approach: build the demand profile, request
supplier capacities, analyse variances and define measures. Quality depends less on the choice of
method than on the binding nature of the data provided and the regularity of updating.

Structure the demand profile

The starting point is a cleanly defined demand profile from Sales and Operations Planning: quantities
per period, lot sizes, susceptibility to change and critical characteristics. Lot size optimisation on the
buyer side provides realistic target quantities with which the supplier can plan its utilisation. Without a
robust demand profile, any capacity matching remains a snapshot.

Gather capacity data

Capacity data is gathered via requests as part of RFX in procurement, supplier self-disclosures, audits
or joint capacity reconciliations. Standardised information is important: available hours per period, free
capacity per operation, planned set-up times and the supplier's own procurement lead times. For
critical parts, audit rights on site significantly strengthen the meaningfulness of the figures.

Assess variances and derive measures

Comparing demand and capacity typically produces three scenarios: coverage, bottleneck or persistent
variance. Bottlenecks lead to measures such as lot size adjustments, alternative production routes or
second sources; persistent variances to capacity expansion or supplier change. Results should be
documented so that they feed into subsequent award timetables and evaluation rounds.

| Key KPIs for capacity matching

Without measurable metrics, the reconciliation remains a gut decision. In practice, a few practical KPIs
have proven effective and should be gathered regularly and comparably across suppliers.
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Capacity and delivery KPIs

Core metrics are confirmed versus requested capacity, on-time delivery as a percentage, and lead time
per product family. In addition, the utilisation of critical assets at the supplier is often gathered in order
to identify bottlenecks early. All values should be available by period and product family, not as an
average across all customers.

Integrating capacity KPIs into supplier rating

Anyone looking at capacity metrics in isolation loses sight of overall performance. Integration into
supplier rating ensures that capacity reliability genuinely influences award decisions. In practice,
capacity and delivery KPIs typically carry a weighting of around 10 to 25 per cent there, depending on
the criticality of the item according to the Kraljic matrix.

| Risks and controls in capacity matching

The biggest risk factor is optimistic self-disclosures without any binding nature. Added to this are data
silos on the buyer side, outdated capacity profiles and unverified bottleneck assumptions regarding
suppliers of suppliers. Without controls, an apparently secure but in reality fragile supply situation
emerges.

Data quality and binding nature

Capacity commitments should be binding and traceable, ideally with call-off guarantees or minimum
quantity commitments in the contract. In the event of non-performance, agreed contractual penalties
apply in practice, often formulated as liquidated damages or penalties. Their enforceability should be
reviewed legally on a case-by-case basis, particularly regarding admissibility and quantification.

Controls along the supply chain

Shop floor visits with audit rights, order-level review meetings and spot checks of the supplier's load
data form the control framework. For safety-critical parts, AQL-sample incoming inspection
complements process controls with an objectification of output quality. Batch-level traceability also
helps assign capacity problems to specific production batches.

Regulatory and ethical aspects

Capacity bottlenecks occasionally lead in practice to concealed transfers to subcontractors. Contracts
should therefore make changes of production site subject to approval. At the same time, the Supply
Chain Due Diligence Act imposes due diligence obligations for one's own supply chain, which can also
become relevant where capacity is expanded via new production sites.
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| Current developments: digitalising capacity matching

Capacity matching is increasingly shifting from one-off queries to continuous data consolidation.
Supplier portals, interfaces and standardised data exchange formats enable an ongoing view of
utilisation and delivery data, replacing semi-annual questionnaires.

Data integration as the foundation

A clean ETL process in procurement links demand data from the ERP, bid and capacity data from
supplier portals and historical performance into a consistent decision-making basis. Data analytics in
procurement identifies patterns, such as recurring bottleneck months or suppliers with systematically
optimistic commitments. A prerequisite is a clean catalogue structure and material master maintenance
so that capacity statements can be assigned to the right part.

Dynamic awarding and resilience

In dynamic procurement scenarios, such as e-auction preparation for short-notice lots, capacity
matching becomes a quality filter: only suppliers with proven free capacity should be admitted to bid. At
the same time, resilience moves more into focus; second sources and buffer capacities are actively
planned as part of risk management rather than sought ad hoc.

Capacity matching in the start-of-production phase

In the start of production (SOP) phase, capacity matching is particularly critical: ramp-up curves,
learning curves and sample production consume capacities that are frequently underestimated in
series planning. A structured reconciliation at this stage typically reduces ramp-up delays considerably
and is one of the most effective levers for on-time project launches.

| Typical metrics

Metric Typical value

Confirmed capacity / requested > 95%

capacity Share of requested capacity that the supplier confirms on a binding
basis

On-time delivery > 95%

Line items delivered on time, by period per supplier

Lead time deviation < 10%
Deviation of actual from promised lead time

Reconciliation currency <= 90 days
Maximum age of the last verified capacity data
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| Practical example

A mid-sized mechanical engineering company planned the series production of a new engine unit and
had received a commitment for the main components lot without having verified the capacity situation
at the core supplier. In the first week of series production, the supplier reported utilisation gaps for a
critical purchased part, and the ramp-up dates slipped by several weeks. The buyer then established a
structured capacity matching process with quarterly verification.

e Demand profile derived from the S&OP process and reconciled with the supplier
e Audit rights anchored in the contract and a shop floor visit carried out before start of production
e Capacity and delivery KPIs integrated into supplier rating

e Binding minimum quantity commitment agreed with a penalty for non-compliance (legally reviewed
on a case-by-case basis)

| Conclusion

Supplier capacity matching turns capacity statements from non-binding self-disclosures into a robust
planning basis. It belongs consistently at the beginning of the award process, not at its end, and should
be interlinked with supplier rating, risk management and start-of-production planning. Digitalised data
flows significantly reduce the effort involved and make bottlenecks visible early. What remains decisive
is the binding nature: without contractual anchors, even good figures remain snapshots. Buyers who
systematise the reconciliation typically avoid schedule cascades during ramp-up and durably improve
their negotiating position.

| Frequently asked questions

? What does capacity matching with a supplier mean?
Capacity matching checks whether a supplier can actually provide the machinery, personnel and
material capacities required for the planned demand. It typically takes place before the award and is
repeated periodically for framework agreements. Results are often incorporated into supplier rating.

? How does capacity matching work in practice in procurement?
First, the demand profile is derived from Sales and Operations Planning. Capacity data is then
gathered via RFX, supplier portals or audits and compared with the demand. Based on the
variances, measures such as lot size adjustments, second sources or capacity expansion are
derived.

? Which KPIs are important in capacity matching?

Key metrics are confirmed versus requested capacity, on-time delivery and lead time per product
family. Additionally relevant are the utilisation of critical assets and the supplier's commitment
history. All values should be available by period, not as averages.
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? How often should capacity matching be carried out?
For ongoing series production, quarterly or monthly reconciliations were common in practice, and
even more frequent for critical parts. Before every major award or start of production (SOP), a
current reconciliation is mandatory. Framework agreements require verification at least annually.

? What should be done if the supplier reports capacity bottlenecks?

First analyse the cause of the bottleneck: own utilisation, material availability or personnel. Then
evaluate measures such as lot size adjustments, prioritisation, alternative production routes or
second sources. Where contractual commitments exist, penalties or liquidated damages may be
considered; their enforceability should be reviewed legally on a case-by-case basis.

? What role does the Supply Chain Due Diligence Act play in capacity matching?
When suppliers implement capacity expansion via new production sites or subcontractors, the
supply chain to be monitored widens. The Supply Chain Due Diligence Act then requires adjusted
due diligence obligations regarding human rights and the environment. Contracts should therefore
make changes of production site subject to approval.

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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