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AMPLIFA PROCUREMENT GLOSSARY

Ramp-Up: Mastering Series Production
Start-Up in Procurement and Production
Ramp-Up refers to the phased start of series production of a new product or new production line, in

which unit volumes are gradually increased to the planned serial volume. For procurement and

supply chain professionals, the ramp-up is a critical phase, as material availability, supplier

capacities and quality come under simultaneous and increasing pressure. A structured start-up

determines whether planned deadlines, costs and quality can be maintained.

Key facts
• Ramp-Up is the staggered transition from prototype manufacture or pre-series status to full series

production.

• Typical phases are pre-series, pilot series (null series) and launch series with defined unit volume

trajectories.

• During the ramp-up, procurement secures material availability, capacity reserves and material

compatibility with suppliers.

• Ramp-up costs and additional volumes are frequently captured contractually in price adjustment

clauses or escalation clause provisions.

• Key indicators are ramp-up rate, delivery reliability, scrap rate and material availability.

• Without sound procurement planning and supplier risk management, the ramp-up remains the most

error-prone phase of the product life cycle.

Definition: Ramp-Up
Ramp-Up describes the controlled start-up process from production approval to achieving the planned

serial output. It is characterised by a planned increase in unit volumes, cycle times and staffing across

several phases. In procurement, the term additionally encompasses the establishment of serial supply

with materials, components and logistics services.

Phases of Series Production Start-Up

In practice, a three-part structure has become established: the pre-series serves to validate processes

and tooling under real conditions, the pilot series (null series) tests the complete supply and logistics

chain, and the launch series typically increases the volume in weekly or monthly steps to serial level.

For each phase, defined unit volumes, quality approvals and delivery commitments are agreed.

• Pre-series: small-series production for process validation

• Pilot series (null series): test of the entire supply chain, often with genuine customer orders

• Launch series: staggered volume increase up to the target quantity

Distinction from Production Export and Transfer

The ramp-up should not be equated with a production transfer (e.g. relocation to a supplier), even

though both approaches use similar milestones. In a new start-up, design and process changes are the
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focus, while a transfer additionally involves the qualification of new sites and adjustments to the supplier

landscape analysis. Procurement should manage both scenarios with dedicated ramp-up plans.

Methods and Approach: Structured Planning of the Ramp-Up
A successful ramp-up is based on an integrated start-up plan that interlinks engineering, quality,

logistics and procurement. Central elements are reliable demand forecasts, early capacity alignment

with suppliers and an escalation system that addresses disruptions quickly.

Demand and Capacity Planning

The basis is a consistent procurement plan that derives material requirements per week and material

class from the ramp-up curve model (frequently an S-curve or linear ramp). These requirements are

aligned with suppliers at an early stage regarding capacity, tool utilisation and lead times. For additional

volume requirements for ramp-up samples, first batches and reserve buffers, contractual safeguarding is

recommended, for example via volume commitment agreements that define acceptance and price rules

for the ramp-up phase.

Contractual Safeguarding and Escalation

During the ramp-up, boundary conditions can change: tooling is readjusted, bills of materials are

amended, batch quantities fluctuate. Contracts should therefore contain adjustment mechanisms, in

particular an escalation clause for material and energy prices as well as clear provisions on minimum

order quantities and residual quantities following plan changes. Equally important is a defined escalation

and reporting system with fixed contacts and response times.

Quality Assurance during Start-Up

During the start-up, process parameters change more frequently than in serial production. A structured

incoming goods inspection plan with intensified inspection scopes and increased sample sizes during

the ramp-up phase is therefore standard practice. In addition, first article inspections, run-time

measurements and regular audits at critical suppliers should monitor process stability.

Key KPIs during the Ramp-Up
The start-up is managed via a set of measurable indicators that are typically reviewed daily or weekly by

the ramp-up team. The following KPIs have proven themselves in practice.

Volume and Schedule Indicators

The ramp-up rate (actual versus planned unit volume) shows whether the ramp is following the plan;

target values in practice are frequently above 95 % plan achievement per week. Supplementary early

indicators are supplier delivery reliability (frequently targeted: above 98 %), PO cycle time as a measure

of lead time from order to confirmation, and schedule adherence of internal production.

Quality and Cost Indicators

Scrap and rework rates during the ramp-up are typically well above serial level; as a rule of thumb, a

gradual reduction to serial tolerance within the launch phase applies. Ramp-up costs (special

inspections, rework, express transports, downtime) should be reported separately, as they burden the

contribution margins of the ramp-up period and can distort the procurement business plan.
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Risks and Controls during the Ramp-Up
Series production start-up is structurally prone to disruption: bottlenecks in upstream products, unstable

processes and thin buffers coincide. Risk management and clear control mechanisms are therefore

mandatory components of every ramp-up plan.

Supplier and Procurement Risks

Typical risks are capacity conflicts when several customers of a supplier ramp up at the same time, and

quality deviations with new tooling or new material batches. A systematic supplier risk management

approach identifies critical sources before the start of the ramp-up, plans second sources and defines

contingency strategies. In the event of short-term additional demand, an urgent order may be

necessary; because of the additional costs, it should only be placed via defined approval levels.

Logistical and Procedural Controls

Buffer strategies (safety stock for critical material classes), intensified incoming goods checks and close

communication with suppliers reduce failure risks. An incoming goods cockpit with structured mandatory

fields for batches, inspection status and ramp-up labelling improves traceability. For complex

international chains, a 4PL provider supports the control, while customs clearance and customs

formalities for new parts should be examined early to avoid delays at the border.

Financial Control

Increased pre-financing of ramp-up volumes, tool investments and stock buffers burdens cash flow.

Procurement should clarify payment terms, down payment conditions and hedging of currency and

commodity risks (e.g. via forwards & swaps or price index linking) before the start of the ramp-up and

include the cash flow impact of payment terms in the start-up calculation.

Current Developments in Ramp-Up
Digitalisation, increased volatility and shorter product life cycles are noticeably changing the

requirements for series production start-up. Procurement organisations are investing in better data

foundations and closer supplier integration.

Digitalisation and Transparency

Digital ramp-up dashboards, automated ordering processes and standardised parts catalogues shorten

coordination and reduce errors in master data. AI-supported forecasts help to identify demand peaks

during the ramp-up earlier; in practice, this primarily improves material availability for long lead times.

Digital enquiries and e-auction procedures are also used for ramp-up volumes, provided the

specification is sufficiently stable.

Resilience and Procurement Strategy

The disrupted supply chains of recent years have raised the importance of resilience in the ramp-up.

Demand aggregation across sites or business units and pooling of ramp-up volumes with other projects

improve the negotiating position and secure capacities. In parallel, early involvement of strategic

suppliers and dual sourcing structures are gaining in importance.
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Typical metrics
Ramp-up rate (plan achievement): > 95 %
typical target value per ramp-up week

Supplier delivery reliability: > 98 %
benchmark for the ramp-up phase

Scrap/rework rate: declining to serial level
typically accepted within the launch series

PO Cycle Time: < 48 h confirmation
frequent target during ramp-up to accelerate responsiveness

Practical Example
A medium-sized mechanical engineering company is launching a new model series and must scale

from 20 to 120 machines per month within twelve weeks. Before the start of the ramp-up, the

procurement department prepares a detailed demand forecast by material class, aligns capacities with

the eight most critical suppliers and secures additional volumes through volume commitments.

• Weekly ramp-up meeting involving procurement, production, quality and logistics with a fixed KPI

review

• Intensified incoming goods inspection plan for first batches and new tooling

• Escalation clause for steel and electronics prices anchored in the framework agreement

• Contingency plan with a second source for the most critical purchased part, including a qualified

pre-series

Conclusion
The ramp-up is the phase in which the planning quality of procurement becomes directly visible:

capacities, quality and logistics must function simultaneously under rising volume. Those who manage

start-up phases with sound demand planning, contractual safeguarding mechanisms and clear KPI

reporting reduce ramp-up costs and avoid costly downtime. Key building blocks are reliable procurement

planning, systematic supplier risk management and intensified incoming goods inspections during the

launch phase. In view of shorter product life cycles and volatile supply chains, professional ramp-up

management is gaining further importance.

Frequently asked questions

What does Ramp-Up mean in production?

Ramp-Up refers to the staggered start of series production, in which unit volumes, cycle times and

processes are gradually brought to serial level. Typical phases are pre-series, pilot series (null series)

and launch series. The objective is to achieve planned volume, quality and cost targets without

unplanned downtime.

What tasks does procurement have during the Ramp-Up?

Procurement secures material availability through capacity alignment with suppliers, plans requirements

along the ramp-up curve and establishes contractual safeguards such as volume commitments. In

addition, it organises intensified incoming goods inspections and manages risks for critical sources.
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Financial aspects, such as payment terms and ramp-up costs, also fall within its area of responsibility.

How long does a Ramp-Up typically take?

The duration depends heavily on product complexity, industry and degree of innovation. In practice,

ramp-ups range from a few weeks for simple products to six months or more for complex vehicle or

machinery projects. Lead times for critical components and the stability of manufacturing processes are

decisive factors.

What is the difference between pilot series (null series) and pre-series?

The pre-series primarily serves to validate tooling, processes and component design, often without full

serial logistics yet. The pilot series (null series), by contrast, tests the complete supply chain with

near-series processes and genuine orders. Both phases deliver approvals that are a prerequisite for the

actual volume ramp-up.

Which KPIs are important during the Ramp-Up?

Key indicators are the ramp-up rate, supplier delivery reliability, scrap and rework rates, material

availability and separately reported ramp-up costs. In addition, PO cycle time and schedule adherence

provide indications of process and communication quality. The KPIs should be reviewed daily or weekly

by the ramp-up team.


