
PROCUREMENT GLOSSARY

Changing call-off orders: change
management for release orders in
procurement
Changing call-off orders means the targeted adjustment of call-offs already released under

framework or contract orders, for example quantity, delivery date or line items. In day-to-day

industrial practice, this is one of the most frequent operational interventions because demand

fluctuates at short notice. Structured change management prevents shortages, unnecessary

transport costs and complaints to the supplier. This glossary article explains methods, KPIs,

controls and current developments relating to changing call-off orders.
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Key facts at a glance

01 A call-off order is a call against an existing framework agreement; changing it follows its

own rules.

02 Changes typically affect quantity, date, unloading point, line items or instruction texts.

03 Short-notice date changes are common in practice but should be documented in a

traceable manner.

04 Delivery date and quantity changes directly affect the material availability check (ATP)

and planning.

05 Without clearly regulated change deadlines, additional costs such as inventory holding,

reallocations or premium freight often arise.

06 Electronic processes such as EDI and portal releases significantly reduce error rates

and lead times.

Definition: changing call-off orders

Changing call-off orders covers the subsequent modification of call-offs already transmitted or released

to a supplier. Typical change fields are call-off quantity, delivery date, shipping method, consignee

address and line item texts.
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Distinction from the framework order

The framework agreement fixes quantity, price and terms over a longer period; the call-off order draws

concrete partial quantities from it at concrete dates. A change to the call-off does not automatically

change the framework agreement. If the total quantity of the contract is exceeded or permanently

undershot, a framework adjustment or a price change clause should be examined instead. Buyers

should keep the two levels clearly separate in order to avoid renegotiations and disputes.

Typical triggers for changes

In practice, the most common triggers are short-term demand shifts in production, changed customer

dates, assortment changes or disruptions in the supply chain. Quality issues with subsequent

complaint assessment can also lead to call-offs being suspended or redirected. Often a small date shift

suffices; in critical cases a complete re-planning with a renewed material availability check (ATP) is

necessary.

Methods and procedures for changing call-off orders

A clean change process follows fixed steps: check demand, clarify the impact, document the change,

inform the supplier and ensure follow-up in the systems.

Checks before the change

Before any adjustment, the buyer should clarify the impact on inventory, production and transport. This

includes a material availability check (ATP) in the company's own system and ideally a capacity

confirmation from the supplier. For quantity reductions, it must be checked whether material has

already been manufactured or raw material procured. For increases, the questions are readiness to

deliver and transport costs.

Defining change rules and deadlines

Best practice is tiered deadlines: the closer the delivery date, the smaller the permitted change.

Typically, framework agreements allow relatively free quantity adjustments for call-offs with several

weeks' lead time, while short-notice changes are restricted or possible only at a premium. These rules

belong in framework agreements and supplier agreements, as does the question of who may initiate

changes and in which system.

Electronic transmission and response

Changes should run through the same log-based procedure as the original call-off, usually EDI (e.g.

messages for changed call-offs) or supplier portals. What matters is the binding response from the

supplier: only with confirmation is the changed call-off deemed agreed. Without a functioning response

process, a discrepancy arises between planned and actual delivery, which can negatively affect the

three-way match rate and payment processing.
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Key KPIs when changing call-off orders

Change processes can be measured well. KPIs show whether changes run in a controlled manner or

whether planning problems are being shifted to call-off level.

Change rate and cycles up to the call-off date

The change rate indicates what percentage of call-offs are adjusted after release; in practice, values of

several percent or more indicate planning instability. Also of interest is the number of changes per

call-off and the time interval between the last change and the delivery date. Frequent last-minute

changes burden suppliers and increase transport costs through more expensive shipping methods.

Delivery reliability and inventory KPIs

Changes affect delivery reliability on both sides: if the customer postpones at short notice, the

supplier's plannable delivery reliability falls; conversely, unconfirmed changes lead to shortages. In

addition, inventory coverage and scrap/shortage rates should be monitored. In supplier rating models,

call-off stability and date behaviour are often included as separate criteria.

Risks and controls when changing call-off orders

Uncontrolled changes generate costs, potential for dispute and supply failures. Clear rules and the

four-eyes principle limit these risks.

Financial risks

Short-notice reductions can trigger scrapping or retooling costs at the supplier; short-notice increases

lead to premium freight and increased total landed cost (TLC). Recurring changes without safeguards

cause disputes over additional costs. Framework agreements should therefore specify by when

changes are free of charge and how additional costs are charged, supplemented by clear price change

clauses for adjustments close to the contract.

Organisational controls

Proven measures include approval levels for short-notice changes, completeness checks of responses

and a change log with mandatory justification. Inventory management and ERP systems should

categorically prevent call-offs that have already been issued or are in picking from being changed

silently. Regular coordination with planning and, where available, with vendor managed inventory (VMI)

avoids contradictory signals to the supplier.

Legal and tax aspects

The admissibility of changes arises from the framework agreement and the terms and conditions;

acceptances, acceptance deadlines and cancellation rights should be clearly regulated. For

cross-border call-offs, correct invoicing remains unaffected by call-off changes; a VAT ID check of the

partner is part of standard controls. The statements made here are general and should be legally
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reviewed on a case-by-case basis.

Current developments in call-off orders and change processes

Digitalisation and more resilient supply chains are noticeably changing how call-off changes are

handled.

More flexibility as a strategy

After several years of shortages, many procurement organisations are aligning supplier management

more strongly with supply chain resilience management: buffer strategies, multi-sourcing strategies and

more flexible call-off models. Suppliers are more willing to accept short-notice changes when

customers provide longer call-off horizons and more stable forecasts in return. Good supply market

intelligence on suppliers' capacities helps to submit realistic change requests.

Automation and AI support

Modern ERP and forecasting systems recognise patterns in demand changes and suggest

adjustments before shortages arise. Electronic coordination with suppliers increasingly runs via portals

rather than email; this reduces lead times and makes changes auditable. In addition, transparency

along the supply chain is gaining importance, for example through supply chain mapping, in order to

recognise the impact of call-off changes on upstream suppliers.

Sustainability and cost awareness

Frequent short-notice changes lead to more part-load shipments and thus to higher transport costs and

emissions. More and more companies therefore also assess the supply chain carbon footprint (SCF) as

a consequence of call-off behaviour. Those who plan call-offs more stably reduce emissions and costs

at the same time; this is an argument for treating change discipline as a sustainability issue as well.

Typical metrics

Metric Typical value

Call-off change rate typically < 10 %

Proportion of changed call-offs among all call-offs; higher values

indicate planning instability

Last change before delivery date often > 5 working days

Time interval between the last change and the delivery date as a

stability indicator

Supplier confirmation rate > 98 %

Proportion of documented confirmed changes; lower values mean

discrepancy risk
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Shortage rate due to changes typically < 1 %

Proportion of call-offs not covered as a result of changes

Practical example

A medium-sized mechanical engineering company procures sheet metal components via annual

call-off agreements with weekly calls. Because customer dates fluctuated frequently, call-offs were

sometimes changed at short notice; the steel processor responded with blocked quantities and

premium freight. The buyer introduced a tiered change regime and agreed fixed response deadlines

with the supplier.

Introduction of tiered deadlines: quantity changes up to three weeks before the delivery date free of

charge, thereafter only to a limited extent

Binding supplier confirmation via EDI change message including logging

Weekly coordination between planning and procurement before changes are released

Inclusion of call-off stability in the internal supplier rating model

Conclusion

Changing call-off orders is routine, but not a trivial detail. Without clear deadlines, response processes

and controls, costs shift unnoticed onto suppliers, logistics or the warehouse. Anyone who structures,

documents and measures changes improves delivery reliability, the inventory situation and

collaboration with suppliers. Increasingly, call-off stability is also a resilience and sustainability issue.

Investment in a clean change process therefore pays off quickly.

Frequently asked questions

? What exactly does “call-off order” mean?

A call-off order is an order that draws a partial quantity from an existing framework agreement or

contract. It specifies a concrete quantity, delivery date and delivery location. Prices and terms are

carried over from the framework agreement. Several call-offs together draw down the total call-off

quantity of the contract.

? Can a call-off order still be changed after release?

Yes, in principle quantities, dates and other parameters can be adjusted retrospectively. The

deadlines and rules agreed in the framework agreement are decisive. The closer to the delivery

date, the more restricted changes are in practice, sometimes only against cost participation.

Confirmation by the supplier is always required.

? By when can I cancel or reduce a call-off order?

This depends on the agreement with the supplier; there are no universally applicable deadlines.
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Tiered models are customary, in which latest coordination deadlines are defined in weeks before

the delivery date. If material has already been manufactured, partial costs or acceptance obligations

are possible. The specific deadlines should be fixed in the framework agreement.

? How do I correctly report a change to the supplier?

Via the same channel as the original call-off, typically by EDI change message or in the supplier

portal. What matters is a documented confirmation from the supplier; only then is the change

deemed agreed. Telephone arrangements should serve only as prior coordination and be promptly

recorded in the system.

? What costs can arise from call-off changes?

Possible consequences include retooling or work-in-progress costs at the supplier, more expensive

shipping methods, inventory holding on the customer side or acceptance obligations for quantities

already produced. With frequent changes, suppliers build risk premiums into their prices. Clear

deadline rules in the contract limit these costs. In addition, more stable demand planning helps.

? How do call-off orders and standard purchase orders differ?

A standard purchase order is a standalone order without an underlying framework agreement. A

call-off order draws an agreed total quantity from a contract and is therefore more closely bound to

its terms. Changes to a call-off therefore usually affect only quantity and date, not price and terms. If

the quantity exceeds the contract, the framework agreement should be adjusted instead.

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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