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AMPLIFA PROCUREMENT GLOSSARY

Supplier acquisition: systematically gaining
and assessing new sources of supply
Supplier acquisition refers to the structured process by which companies identify, evaluate and

contractually bind new suppliers and service providers. It is a core task of strategic procurement

and serves to broaden the supplier base, reduce dependencies and gain access to new

technologies or services. In practice, it covers everything from market analysis through qualification

to the first order and incoming goods inspection.

Key facts
• Supplier acquisition is the systematic development of new sources of supply for goods and services.

• It typically comprises market monitoring, longlist, shortlist, qualification, contract award and

induction.

• Objectives are greater supply chain resilience, better terms and access to new technologies.

• KPIs such as onboarding duration, number of qualified suppliers per category and tender success

rate measure progress.

• Supplier audits, sample inspections and legal reviews are indispensable control steps.

• Digitalisation and sustainability requirements are significantly changing the demands placed on

supplier acquisition.

Definition: supplier acquisition
Supplier acquisition is the systematic search for, evaluation of and recruitment of new suppliers for

materials, components or services. It differs from ongoing supplier management in that it establishes

new business relationships and supplements or replaces existing supply structures.

Distinction from supplier development

While acquisition brings new providers into the supplier base, supplier development is directed at

existing partners whose performance is to be improved. In practice, the two disciplines are closely

interlinked: a newly acquired supplier is frequently developed during the first months, for example

through joint process optimisation. Buyers should understand both as part of a category strategy whose

objectives are defined in the category vision.

Occasions for acquiring new suppliers

Typical triggers are capacity bottlenecks at incumbent suppliers, price pressure, quality problems,

planned dual sourcing strategies or new product requirements. Shifts in manufacturing strategy, such as

the transition to modular sourcing or increased contract manufacturing, also make new sources of

supply necessary. Ideally this happens proactively on the basis of market monitoring, and not only once

a bottleneck has already occurred.



Amplifa Marketplace · Procurement glossary amplifa-marketplace.com/en/glossary/lieferantenakquise

Methods and procedures in supplier acquisition
A structured approach increases the success rate and reduces the risk of later misjudgements. The

process can be divided into recurring phases, which are worked through in varying depth depending on

the criticality of the material.

Market search and longlist

The starting point is systematic market monitoring via trade fairs, industry directories, supplier

databases, specialist articles and recommendations from one's own network. From the surveyed

market, a longlist of potential providers is compiled. It is important to define the search criteria in

advance: technology portfolio, capacity, certifications, location logistics and company size. This allows

unsuitable providers to be excluded early, before resources are invested in detailed evaluations.

Qualification and shortlist

The shortlist is derived from the longlist through structured evaluation. Standardised self-disclosure

forms, reference enquiries and initial technical discussions are frequently used. For critical parts, an

on-site supplier audit follows, which examines process and quality capability. For components with

stringent requirements, a First Article Inspection (FAI) or a sample inspection procedure takes place

before series orders are awarded. A procurement competency matrix helps to systematically compare

requirements and supplier capabilities.

Negotiation, contract award and onboarding

The final selection is frequently made via a structured tendering strategy with a defined award schedule

in which the enquiry phase, submission deadlines and decision dates are bindingly fixed. Following the

award come the framework agreement, quality agreements, arrangements on retention of title for tools

and fixtures, and technical induction. During onboarding, master data, delivery schedule call-off

procedures and communication channels are anchored in the order-to-cash process.

Key KPIs and success measurement
Supplier acquisition can be steered using KPIs that capture both process quality and outcome quality.

Meaningful measures combine speed, quality and supply security.

Process-related KPIs

Typical KPIs are the duration from first contact to qualification, the number of qualified suppliers per

procurement category and the success rate of tenders. In practice, the time for complete onboarding of

an industrial supplier is often in the range of several weeks to months, depending on the extent of

certification and sample inspection. Regular evaluations reveal which phases systematically consume

time.

Impact-related KPIs

On the impact side, supply parameters count, such as the backorder rate of new suppliers, delivery

reliability and the share of punctual initial deliveries. The price and cost situation compared with the

status quo also belongs here, for example savings achieved or increased competitive intensity. A reliable

indicator of successful acquisition is whether critical items are now covered by at least two qualified

sources of supply and whether delivery date tracking works reliably for both partners.
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Risks and controls in supplier acquisition
New supplier relationships carry risks for quality, delivery capability and legal certainty. Controls must

therefore start early and accompany the entire onboarding process.

Quality and performance risks

The most common mistake is to accept capacity figures or certificates unverified. Trial orders with

limited quantities, defined escalation paths and a clear allocation of volumes based on measurable

performance have proven themselves in practice. For complaints, a structured Ishikawa diagram helps

to systematically narrow down causes together with the new supplier, rather than merely treating

symptoms.

Legal and commercial controls

Before contract award, credit checks, general terms and conditions of purchasing and an examination of

liability, ownership and compliance issues belong to the process. Notes on retention of title,

confidentiality and intellectual property are particularly relevant for development services. Legal and tax

details should be reviewed on a case-by-case basis by specialist departments or external advisers,

since the specific requirements vary considerably depending on industry, country and contract design.

The procurement policy should clearly govern the framework and authorisations for contract awards.

Dependencies and supply risks

Anyone who switches to a single new provider purely for cost reasons merely exchanges one

dependency for another. It is better to plan dual sourcing from the outset and to strengthen supply chain

resilience through regional diversification, defined safety stocks and transparent supply chain data. For

international sources of supply, customs and export clearance requirements are added, which should

ideally be assessed during the acquisition stage.

Current developments in supplier acquisition
The framework conditions for supplier acquisition are changing noticeably: digitalisation, sustainability

requirements and geopolitical uncertainties are increasing the effort per process, but also offering new

tools and scope for action.

Digitalisation of acquisition

Digital platforms, marketplaces and data interfaces significantly shorten the market search. Supplier

data is frequently transferred from a variety of sources into internal systems via an ETL process in

procurement, and linked with master data, ratings and audit histories. This creates an up-to-date overall

view of the supplier base, which also supports technology assessment in procurement, for example

when searching for providers of new manufacturing processes.

Sustainability and compliance requirements

Sustainability and supply chain due diligence requirements push checks further upstream:

environmental, social and governance criteria become part of qualification, not only of the annual

assessment. Buyers should anchor the corresponding requirement catalogues in the tendering strategy

already and verify self-disclosures on a sample basis. The specific obligations depend on industry, legal

form and supply relationship and should be legally reviewed on a case-by-case basis.
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Resilience as an acquisition driver

Disruptions in global supply chains have sharpened awareness of diversification. Many companies are

deliberately building up second and third sources of supply, shifting parts of procurement regionally or

examining nearshoring options. Supplier acquisition is thus evolving from a purely procurement topic

into a building block of company-wide risk mitigation, closely interlinked with material requirements

planning (MRP) and continuous stock depletion analysis, which shows at an early stage where supply

risks exist.

Typical metrics
Onboarding duration: typically 6–24 weeks
From first contact to initial production readiness, depending on material criticality

Qualified suppliers per category: commonly 2–3 for critical parts
At least two sources of supply are regarded in practice as the basis for resilience

On-time-in-full (OTIF) after onboarding: > 95 %
Benchmark for delivery capability of newly acquired partners after the induction phase

Backorder rate: < 2 %
Measure of unfulfilled orders; low values indicate stable supply

Practical example
A medium-sized mechanical engineering company was dependent on a single supplier for certain sheet

steel parts. Following delivery delays, the company launched a structured supplier acquisition initiative

for this category. Within around six months, two additional suppliers were qualified and a partial volume

awarded.

• Market search via trade fairs, supplier databases and industry contacts, with a defined longlist

• Supplier audit and sample inspection with First Article Inspection (FAI) for both finalists

• Framework agreement with clear quality and delivery performance profiles plus agreed delivery

schedule call-off procedures

• Award of volumes in a 70/30 split and ongoing measurement of delivery reliability and backorder rate

Conclusion
Supplier acquisition is more than the search for the cheapest provider: it shapes the future supplier base

and thereby sustainably determines supply security, cost position and innovative strength. Successful

buyers combine systematic market search, structured qualification and clear contractual arrangements

with measurable objectives. Interlocking with category strategy, quality assurance and risk management

is important so that new relationships are built on stable footing. Those who pursue acquisition not only

reactively during bottlenecks but continuously significantly reduce dependencies. In the end, this pays

off not only in better terms, but above all in more resilient supply chains.

Frequently asked questions

What does supplier acquisition mean?

Supplier acquisition is the structured process of identifying, evaluating and contractually binding new

suppliers and service providers. It typically comprises market research, qualification, auditing, contract
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negotiation and onboarding. The aim is a capable and diversified supplier base.

How does supplier acquisition work?

Commonly in five steps: market monitoring and longlist, evaluation and shortlist, qualification including

audit and sample inspection, negotiation and contract award, and operational onboarding. The effort

should be proportionate to the criticality of the material. For critical parts, trial orders and defined

handover criteria are standard.

When should companies acquire new suppliers?

Ideally proactively, for example when the supplier base is concentrated, capacity bottlenecks are

imminent, price pressure exists or new technology requirements arise. Reactive acquisition under time

pressure frequently leads to worse terms and incomplete assessments. Ongoing market monitoring

helps to know alternatives in good time.

Which criteria are important in supplier selection?

Key factors are technical capability, capacity, quality system and certifications, logistics suitability,

financial stability and commercial terms. In addition, compliance and sustainability criteria are coming

more into focus. A structured evaluation, for example using a competency matrix, prevents individual

criteria from being decisive when the overall picture does not add up.

How long does the onboarding of a new supplier take?

Depending on material criticality, typically several weeks to several months. Critical components with

sample inspection, audit and certification requirements often take considerably longer than simple

catalogue parts. A defined award schedule and early technical clarifications noticeably shorten the

duration.

What risks are involved in supplier acquisition?

Common risks are unverified quality and capacity figures, new one-sided dependencies, legal pitfalls in

contracts, and poor integration into processes such as purchasing operations and delivery date tracking.

Controls such as audits, trial orders, credit checks and clear contracts significantly reduce these risks.


