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Supplier Ramp-up Management:
Systematically Achieving Series
Production Readiness with New
Suppliers

Supplier ramp-up management refers to the structured planning, support and control of all
activities required to prepare a new or existing supplier for series supply. It combines elements
of ramp-up management, quality assurance and supplier development into a governed
process with clear milestones. The aim is to reliably meet deadlines, quantities and quality
requirements from the first series delivery date and to avoid costly launch problems.
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Key facts at a glance
01 Supplier ramp-up management typically covers the phases of qualification, prototype
build, pre-series and start of series production (SOP).

02 It secures day-one delivery capability and reduces launch costs such as overtime, air
freight or rework rates.

03 Key instruments are launch plans with milestones, capability evidence such as
PPAP-like approvals and regular launch committees.

04 Metrics such as launch schedule adherence, initial delivery quality and maturity status
make progress measurable.

05 Effective ramp-up management requires clear responsibilities, defined data owners and
close integration with incoming goods and quality planning.

| Definition: supplier ramp-up management

Supplier ramp-up management is the methodical control of a supplier's transition from development or
qualification into stable series supply. It defines which evidence, approvals and capacities must be in
place before the start of series production.
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Distinction from ramp-up management

Ramp-up management looks at the entire production ramp-up of a product or plant, whereas supplier
ramp-up management focuses on the supply readiness of the suppliers. However, the two disciplines
are interlinked: delays in the supplier ramp-up jeopardise the manufacturer's start of production (SOP).
In practice, both processes are therefore often managed in a shared milestone grid so that material
availability, the Master Production Schedule (MPS) and supplier approvals remain synchronised.

Position within supplier management

The launch is the critical phase between supplier selection and the ongoing management within the
supplier network. It builds on the results of qualification, such as audit results and the response to a
Request for Information (RFI) or the tender phase. The experience gained during the launch later feeds
into the supplier evaluation system and influences decisions such as dual sourcing or the award of
additional volume.

| Methods and approach in the launch process

Effective supplier ramp-up management follows a standardised phase model with defined entry and
exit criteria. Depending on industry and risk, intermediate steps are adjusted or streamlined.

Phase model and milestones

The typical structure comprises qualification, prototype and pre-series, launch phase and series
production readiness. Each milestone comes with fixed evidence: tool and process approvals, initial
sample submission, capacity confirmation and a logistics concept including delivery schedule tolerance
bands. A maturity grid with traffic-light status per launch criterion makes visible where the supplier
deviates and triggers escalations at an early stage. This keeps the lead time to series production
readiness plannable.

Quality assurance and approvals

Before series approval, process capability studies, measuring equipment acceptances and, where
evidence is required, documents such as the Certificate of Analysis are customary. For regulated
materials or dual use goods, additional compliance-related checks are added. Approval for the start of
series production should only be granted if all defined criteria have been met or documented,
risk-assessed exceptions exist. In practice, the first incoming delivery is often subject to intensified
inspection in order to detect hidden launch defects.

Organisation and responsibilities

Successful launches require a cross-functional team comprising procurement, quality, logistics,
engineering and, where applicable, development. A launch manager moderates the team, chairs the
committee meetings and maintains the central status report. Clear data owners ensure that bills of
materials, drawing statuses and delivery schedules are up to date and that all parties work from the
same status. Escalation paths with defined levels up to management should be agreed before the start.

Amplifa Marketplace - Procurement glossary Page 2 of 6



G Supplier Ramp-up Management: Systematically Achieving Series Production Readines...

| Key KPIs and assessment criteria

Without measurable criteria, launch management remains guesswork. A compact set of metrics that
brings together the dimensions of timing, quantity and quality has proven effective.

Deadlines and quantities

Launch schedule adherence measures how many milestones are achieved on time. Delivery
performance during the launch compares actual with planned deliveries, frequently based on the
delivery schedule tolerance bands. Capacity-side planning is also part of this: the supplier must
demonstrate that it can produce the quantities agreed in the procurement business plan at the start of
series production without jeopardising other customers' business.

Quality and costs

Initial delivery quality, blocked stock in incoming goods and the number of open issues in the maturity
report show how stable the processes are. In terms of cost, launch extra costs such as air freight,
rework or additional stock turns are relevant, which become visible through average inventory levels
and increased safety stocks. In practice, it has proven worthwhile to discuss these metrics weekly in a
launch committee and to document deviations with actions and deadlines.

| Risks and controls in the supplier ramp-up

Launch phases are risk phases: minor disruptions can quickly escalate into supply blocks or production
stoppages due to a lack of buffers. Targeted controls limit this risk.

Typical sources of disruption

Common causes of launch problems are late tooling, unstable processes, insufficient staffing capacity
at the supplier and material shortages recognised too late. Company-internal causes also have an
impact: unclear drawing statuses, changed demand or a lack of tier-n transparency across upstream
suppliers. Anyone who assesses risks early in a launch risk analysis can plan countermeasures such
as additional qualifications or lead times.

Control mechanisms and safeguards

Effective controls are early warning indicators, regular launch audits and capacity evidence before the
start. For critical parts, a Business Continuity Plan (BCP) defining alternative processes and alternative
sources is recommended, supplemented by dual sourcing for particularly risky items. Contractually,
launch milestones, rights to interim acceptances and provisions on launch extra costs should be fixed;
the specific design should always be legally reviewed.
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| Current developments and digitalisation

The supplier ramp-up is increasingly managed digitally: instead of Excel lists, buyers use portal-based
maturity reports, shared project plans and automated delivery schedule processes. This speeds up
coordination and makes status comparisons across multiple sites possible.

Digital platforms and transparency

Digital launch platforms connect qualification data, status reports and document approvals in one
system. This reduces the coordination effort and also enables tier-n transparency to be built up more
systematically, because upstream suppliers are integrated into the launch planning. The prerequisite,
however, is data quality: named data owners and clear responsibilities prevent systems from working
with outdated statuses.

Resilience and hybrid sourcing strategies

The experience of recent years has raised the importance of delivery capability and resilience. Today,
launch processes more frequently take account of alternative sourcing routes, regionally diversified
sources and more flexible contracts with delivery schedule tolerance bands. Demand aggregation
across sites is also used to offer new suppliers attractive launch volumes while reducing the number of
critical single sources.

| Typical metrics

Metric Typical value

Launch schedule adherence > 95 %
Proportion of launch milestones achieved on time

Initial delivery quality > 98 % OK
Proportion of defect-free parts during the launch phase

Delivery performance vs. delivery > 95 %
schedule Quantities delivered within the tolerance bands

Open launch issues 0 critical at SOP
Maturity report with no red critical issues at start of series production

| Practical example

A medium-sized mechanical engineering company commissions a new foundry supplier with an
aluminium housing for a product series whose start of production (SOP) is due in nine months. Without
structured ramp-up management, tool delays and unstable casting processes threatened to jeopardise
the production planning.

e Setting up a launch plan with six milestones from tool approval to series approval, including a
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traffic-light status report
Weekly launch committee with procurement, quality and design, with defined escalation levels
Pre-series delivery with intensified incoming goods inspection and documented corrective actions

Capacity evidence and BCP in case of tool problems, to secure supply until series production
readiness

| Conclusion

Supplier ramp-up management is the interface between strategic sourcing and stable series supply. It
converts the results of supplier selection into reliable delivery capability by governing milestones,
evidence and responsibilities in a binding manner. The effort usually pays off quickly, because launch

problems such as air freight, rework or production stoppages are considerably more expensive than
structured support. The prerequisites are a simple, consistently maintained phase model and a

functioning launch committee. Anyone who systematically evaluates launch experience also improves

qualification and evaluation across the entire supplier network in the long term.

| Frequently asked questions

?

What is supplier ramp-up management?

Supplier ramp-up management describes the structured support of a supplier from qualification
through to stable series production deliveries. It covers milestones, quality assurance, capacity
evidence and logistics alignment. The goal is to ensure on-time, quality-assured supply from the first
series delivery date.

Which phases does the supplier ramp-up include?

There are typically four phases: qualification and audit, prototype and pre-series, launch phase and
series production readiness. Each phase has defined entry and exit criteria such as approvals,
capability evidence and capacity confirmations. Series approval is only granted once all criteria
have been met or risk-assessed exceptions have been documented.

Which KPIs are important in the supplier ramp-up?

Key metrics are launch schedule adherence, initial delivery quality, delivery performance against the
delivery schedule and the maturity level of the launch criteria. In addition, launch extra costs such
as air freight or rework are recorded. In practice, these figures are discussed weekly in a launch
committee.

How does supplier ramp-up management differ from ramp-up management?

Ramp-up management steers the ramp-up of the company's own production, while supplier
ramp-up management focuses on the supply readiness of the suppliers. Both run in parallel and
must be synchronised via a shared milestone grid. Delays on the supplier side have a direct impact
on the manufacturer's start of production (SOP).

Amplifa Marketplace - Procurement glossary Page 5 of 6



G Supplier Ramp-up Management: Systematically Achieving Series Production Readines...

? How long does a supplier ramp-up typically take?

This depends heavily on product complexity and industry: simple bought-in parts can be ready for
launch within a few months, whereas complex components with tooling and sub-supplier tiers
frequently require six to twelve months in practice. Key factors are tool lead times, additional sample
submission rounds and capacity build-up at the supplier.

? What role does procurement play in the supplier ramp-up?
Procurement typically takes on the moderation role: it sets up the launch plan, organises the
cross-functional team and tracks milestones and escalations. It also contractually secures launch
milestones and capacity commitments. It works closely with quality, logistics and engineering.

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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