AMPLIFA PROCUREMENT GLOSSARY

Pre-Qualification: Screening suppliers in a
structured way and reducing default risks

Pre-qualification refers to the systematic advance screening of potential suppliers and service
providers before they are included in tender processes, framework agreements or operational
procurement. The aim is to eliminate commercially, technically and legally unsuitable suppliers at
an early stage and to secure the quality of the bidder field. For technical buyers, pre-qualification is
therefore the foundation of any structured supplier acquisition and subsequent bid evaluation. It
saves time, reduces the risk of supply difficulties and creates a reliable reference data basis for
later decisions.

Key facts

* Pre-qualification assesses suppliers in advance for financial stability, technical capability, quality
management and legal conformity.

» Typical assessment areas include certificates such as ISO 9001, capacities, references, AEO status
as well as VAT ID verification and payment terms.

« In practice, the process often reduces the bidder field to a capable core and prevents later requests
for documentation.

» KPIs such as qualification rate, turnaround time and rejection rate make the effectiveness
measurable.

« Documented pre-qualification is a prerequisite for supplier approval and audit compliance in many
supply industries.

 Digital supplier portals and self-disclosure plus verification obligations typically shorten the process
considerably.

Definition: Pre-qualification

Pre-qualification is the structured advance screening process with which buyers determine whether a
supplier meets the minimum requirements for capability, quality, capacity and legal compliance before
concrete enquiries or awards take place. It is distinguished from full supplier evaluation, which is carried
out on an ongoing operational basis; pre-qualification is an entry check. Its result is usually an approval,
rejection or conditional admission with conditions.

Distinction from supplier evaluation

Pre-qualification takes place before the first business relationship or before a new admission and relies
on self-disclosures, certificates and documents. Continuous supplier evaluation, by contrast, uses
realised metrics such as on-time delivery (OTD), complaint rates or order header data. The two
interlock: anyone who documents pre-qualification properly creates the comparison basis for later
evaluation criteria and can detect deviations at an early stage.
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Legal and regulatory framework

From a legal perspective, pre-qualification is primarily a matter of duty-of-care and compliance
management: export controls, sanctions lists, VAT ID verification, AEO status and requirements for
procurement policy compliance are mandatory checks in many industries. Details depend on the sector,
customer requirements and contractual situation and should be reviewed legally in individual cases. It is
important that criteria are documented in advance, applied consistently and justified in a traceable
manner to avoid disadvantages for individual bidders.

Methods and approach in pre-qualification

A multi-stage process has proven effective: requirements definition, criteria catalogue, self-disclosure,
assessment, approval and subsequent entry into a bidder register. Depending on the risk of the
commodity group, the effort can be graduated, from a short check for C-parts up to full auditing for
critical parts.

Step 1: Derive the requirement profile and criteria catalogue

The starting point is always the requirements analysis: which parts, materials or services are to be
procured, and which standards and special characteristics apply? From this, concrete evaluation criteria
are derived, such as machinery equipment, manufacturing tolerances, certifications, depth of
manufacture or development competence for a supplier innovation roadmap. A lean, prioritised
catalogue prevents the pre-qualification from becoming an end in itself.

Step 2: Self-disclosure, documents and verification

The supplier typically completes a standardised questionnaire and submits documents: certificates,
insurance certificates, reference data from comparable projects, financial ratios and, where applicable,
audit results. The purchasing department verifies on a sample basis, issues requests for documentation
where there are gaps and documents the outcome. It has proven effective in practice to set deadlines
for responses to keep the bidder register up to date.

Step 3: Approval, rejection or conditional admission

The end result is a documented decision: approval for specific commodity groups and sites, rejection
with reasons, or conditional admission with conditions, for example first sample submission, audit before
start of series production or proof of AEO status. The admission should be limited in time and provided
with requalification intervals, often on an annual or biennial cycle.

Key KPIs for steering pre-qualification

The effectiveness of the advance screening can be assessed with a few key metrics. These KPIs show
whether the process is selective enough without unnecessarily excluding suitable suppliers, and
whether it does not slow down procurement.

Qualification and rejection rate

The qualification rate indicates what percentage of assessed suppliers are approved. In practice,
rejection rates of typically 20 to 40 per cent in the first pass are within the expected range; significantly
lower values indicate overly lenient criteria, significantly higher values unrealistic requirements. It is
important to analyse by reason for rejection in order to identify systematic weaknesses in the criteria
catalogue.
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Turnaround time and completeness rate

The turnaround time from enquiry to approval is often between two and eight weeks in practice, heavily
dependent on the suppliers' cooperation. The completeness rate of the submitted documents shows
how clearly the questionnaire is formulated and how seriously suppliers take the process. Follow-up
requests cost time; a good questionnaire reduces them considerably.

Rate of subsequent quality or delivery incidents

The actual proof of effect: how many of the pre-qualified suppliers later cause escalations, schedule
deviations or complaints? A schedule deviation analysis over the first twelve months after approval
shows whether the assessment criteria are predictive. If the rate of subsequent incidents falls after the
criteria are tightened, this supports the effectiveness of the process.

Risks and controls in the pre-qualification process

Like any selection process, pre-qualification carries risks: incomplete information, apparent autonomy of
group companies, outdated certificates or deliberate misstatements. Controls and documentation
mitigate these risks and protect against queries from customers and auditors.

Typical weaknesses

Common mistakes are: criteria catalogues that miss the actual requirements analysis; self-disclosures
without plausibility checks; missing time limits on approvals; and insufficient separation between the
commercial entity and the manufacturing site. An oversized, unsorted bidder register also leads to
unsuitable suppliers repeatedly receiving enquiries, and quality in the bidder field suffers.

Control mechanisms and the four-eyes principle

Standardised checklists, a four-eyes review for critical commaodity groups and regular requalification
have proven effective. For financial matters, credit agency enquiries or balance sheet analyses are
suitable; for legal matters, sanctions list screening and VAT ID verification. With high risks, a supplier
audit or a bidder meeting often follows, in which technical capacities can be directly challenged.

Documentation and audit compliance

Every approval decision should be justified in a traceable manner and archived, including the submitted
documents and assessment results. This is important not only in customer audits, but also for complaint
procedures in tenders and for internal process audits. Anyone who documents follow-up requests in a
structured way can later demonstrate why a supplier was admitted or rejected.

Current developments: digitalisation and graduated advance
screening

Pre-qualification is transforming from a paper-based questionnaire process into a digitally driven,
risk-based procedure. Supplier portals, self-disclosure databases and automated screening routines
shorten turnaround times and reduce the effort on both sides.

Digital supplier portals and self-disclosure

Modern platforms allow suppliers to maintain certificates, capacity data and compliance declarations
themselves and automatically remind them of expiry dates. The buyer only checks differences and new
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information. This relieves the burden particularly on small purchasing departments and keeps the bidder
register continuously up to date. It remains important that self-disclosures are verified at least on a
sample basis.

Risk-based graduation and sustainability

Instead of a uniform assessment, a graduation by risk class is gaining ground: standard parts go
through a short check, critical components with special characteristics a full procedure with an audit.
Increasingly, sustainability and supply chain topics are also flowing into the pre-qualification, such as
CO2 data, working conditions deep in the supply chain and procurement policy compliance. The effort
should match the risk in order not to place an excessive burden on medium-sized suppliers.

Integration into procurement strategy and platforms

As part of agile procurement, rapid, graduated advance screening is gaining importance: in order to be
able to test procurement market alternatives at short notice, buyers need a pre-qualified pool from which
they can quickly generate enquiries. B2B marketplaces with supplier vetting support this approach by
providing a basic qualification in advance, with the buyer only adding project-specific criteria.

Typical metrics

Qualification rate: 60—-80%
Proportion of approved suppliers; lower values indicate overly strict criteria, higher values overly lenient criteria

Pre-qualification turnaround time: 2—-8 weeks
From enquiry to approval; digitally supported processes typically sit at the lower end

Documentation completeness rate: > 90%
Proportion of complete self-disclosures without follow-up requests

Subsequent delivery incident rate: < 5%
Proportion of pre-qualified suppliers with an escalation in the first twelve months; a low value demonstrates the
predictive power of the criteria

Practical example

A medium-sized mechanical engineering company repeatedly lost orders due to late delivery failures of
purchased parts. The analysis showed that enquiries regularly went to an overcrowded, unvetted bidder
field and that quality problems only surfaced during sample inspection. Procurement therefore
introduced a two-stage pre-qualification and revised the criteria catalogue based on the requirements
analysis.

 Introduction of a standardised self-disclosure questionnaire with mandatory documents, including
certificates and proof of AEO status

» Graduation by risk class: short check for standard parts, audit for components with special
characteristics

» Building a cleansed bidder register with annual requalification and automated tracking of certificate
expiry dates

 Linking pre-qualification results to the ongoing supplier evaluation via on-time delivery (OTD) and
complaint rate to calibrate the criteria
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Conclusion

Pre-qualification is not a bureaucratic end in itself, but the steering instrument for the quality of the
bidder field and the stability of the supply base. Those who work with a demand-oriented criteria
catalogue, clear deadlines and documented decisions save time in tenders and significantly reduce later
failures. The combination of digital self-disclosure and risk-based deepening makes the process
manageable even for small procurement teams. The feedback loop with the ongoing supplier evaluation
is decisive in keeping the assessment criteria measurably effective. Companies that systematise their
advance screening negotiate from a better position and reduce default risk along the entire supply
chain.

Frequently asked questions

What does pre-qualification mean in procurement?

Pre-qualification refers to the structured advance screening of potential suppliers for technical,
commercial, quality-related and legal suitability before specific enquiries or orders are awarded. It
serves as an early-warning mechanism and helps build a capable bidder field. The outcome is an
approval, rejection or conditional admission with conditions.

Which documents are part of supplier pre-qualification?

Typical documents include quality certificates such as ISO 9001 or industry-specific standards, financial
ratios, insurance certificates, reference data from comparable projects, capacity overviews and
compliance declarations. Depending on the commodity group, audit reports, sample inspection results
or evidence of AEO status may also be required. Missing documents are obtained through a structured
request for documentation.

How long does a pre-qualification take?

In practice, the turnaround time is often between two and eight weeks and depends heavily on the
supplier's cooperation and the depth of the assessment. Standardised digital questionnaires significantly
shorten the process. For critical components involving an audit, the pre-qualification may take several
months.

What is the difference between pre-qualification and supplier evaluation?

Pre-qualification is an entry check prior to the first collaboration or re-admission and relies on
self-disclosures and documents. Supplier evaluation is carried out on an ongoing basis using realised
performance metrics such as on-time delivery (OTD), quality and price development. The two processes
complement each other and should reference the same evaluation criteria.

Which criteria are assessed when pre-qualifying suppliers?

Common assessment areas are technical capability and machinery equipment, quality management,
financial stability, delivery reliability potential, capacities, compliance and legal conformity. In addition,
sustainability, innovation capability and logistics concepts such as agreed delivery concepts may be
assessed. The catalogue should be derived from the requirements analysis and graduated by risk class.

Is pre-qualification mandatory in public procurement?

In public procurement there is formally a suitability check carried out by the contracting authority before
bids are evaluated; a pre-maintained pre-qualification can accelerate this. The specific requirements
differ depending on procurement law and procedure type. In individual cases, the permissibility and
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design should be reviewed legally.
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