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AMPLIFA PROCUREMENT GLOSSARY

Specification Management: Defining
Requirements Precisely and Controlling Them
Across the Life Cycle
Specification management refers to the systematic capture, maintenance, approval and change

control of technical and commercial requirements for materials, components and services. In

industrial procurement it is the foundation ensuring that tenders, sample inspections and series

deliveries rest on a clear, legally binding data basis. Without sound specifications, disputes over

tolerances, materials and test scope arise – with avoidable additional costs and quality risks.

Key facts
• Specification management covers the creation, approval, distribution and change control of technical

requirements across the entire product life cycle.

• Clear specifications are a prerequisite for robust tenders, target cost calculations and comparable

supplier quotations.

• In practice, procurement, engineering, quality and the supplier work closely together, often

supported by processes such as APQP.

• Typical KPIs are the frequency of changes after freeze, specification completeness and deviation

rates in sample inspection.

• Missing or ambiguous specifications are among the most common causes of quality defects and

follow-up costs in the supply chain.

Definition: Specification Management
Specification management is the disciplined control of all documents and data that define requirements

for procured products and services. It covers the entire life cycle of a specification: from the draft phase

through approval and distribution to suppliers, to controlled change and archiving.

Distinction from Requirements Specification and Drawing

The requirements specification (Lastenheft) describes requirements from the customer's perspective,

while the specification refines these into measurable, testable characteristics such as tolerances,

materials or test methods. A drawing is a component but never replaces the full specification, as it

typically contains neither a test plan nor packaging or documentation requirements. In practice, a

hierarchical structure has proven effective: a master specification for material families, derived

component specifications and attachments such as drawings, test plans and limit samples. This

structure keeps the maintenance effort manageable and avoids contradictory requirements.

Procurement's Role in Specification Management

Procurement is less the author than the user and co-shaper of technical requirements. It reviews

specifications for cost-effectiveness – for example, whether tighter tolerances than functionally
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necessary blow the target cost calculation – and contributes market knowledge from the commodity

strategy. It is also responsible for ensuring that suppliers always receive the current, approved revision

and confirm changes in a binding manner. In practice, the team therefore defines early on which

specification content can be negotiated and which is technically indispensable.

Methods and Approach in Specification Management
A sound approach follows a clearly regulated life cycle with defined roles, approval levels and change

processes. It is important that technical, commercial and regulatory requirements are consolidated

before requirements are handed over to suppliers.

Creation, Approval and Distribution

The starting point is the capture of requirements from design, quality, customer specifications and

standards. A review checks completeness, consistency and testability of every characteristic. After

functional approval by engineering and quality, the specification receives a unique number and revision

identifier. Distribution takes place in a controlled manner via a document management system or

supplier portal; unverified Excel files sent by e-mail are the most common source of error. Suppliers

confirm receipt and feasibility in writing – ideally supplemented by a supplier feasibility review before

order placement.

Change Management and Revision Control

Every change goes through a formal change request with assessment of costs, timing, inventory and

quality impacts. After approval, the new revision is numbered, the effective date is set and the transition

for open delivery schedules is regulated. Where delivery schedule changes are combined with a revision

change, clear acceptance rules for existing inventory are needed. In practice, it has proven effective to

name a data steward or designated owner within the supply chain for each specification, who

coordinates changes and keeps track of partners' version status.

Integration into Tenders and Award

Specifications are the heart of a good tender questionnaire: only when requirements are formulated

unambiguously are quotations comparable and binding. Procurement supplements the specification with

requirements on documentation, evidence obligations, packaging and logistics. In cross-border

sourcing, customs and sustainability requirements also come into play, such as data requirements in the

context of CBAM for certain raw material imports. In this way, the specification becomes the binding

basis for the contract, certificates and incoming inspection.

Key KPIs and Quality Assurance in Specification Management
Metrics show whether specifications are up to date, complete and implemented in the value chain. They

reveal process quality in-house as well as suppliers' adherence to implementation.

Process Metrics

Typical metrics are the share of approved parts with the current specification revision, the average lead

time from change request to distribution, and specification completeness at the start of a tender. It is

also common to measure how many changes still occur after the design freeze – an indicator of the

timeliness and stability of the requirements definition. If a pattern of high rework emerges, a structured

data cleansing of master specifications helps to eliminate duplicates and outdated documents.
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Quality and Supplier Implementation

On the supplier side, the sample submission rate in initial sample approval, deviation requests and

complaint causes identified through an 8D containment analysis show whether specifications are

understood and under control. Preventively effective are audit-checklist-supported supplier audits that

reconcile the status of production documentation against the current revision. For series projects, APQP

accompanies the implementation of the specification in production and inspection processes up to

production release. In this way, specification management connects technical requirements with

demonstrable process capability.

Risks and Controls in Specification Management
The main causes of loss events are outdated revisions, unclear characteristics and poor change

discipline. The controls target data quality, access rights and consistent processes along the supply

chain.

Typical Risk Areas

Risk one is the parallel existence of different versions: a supplier manufactures to revision A while

incoming inspection tests to revision B. Risk two are soft formulations such as "commercially standard"

without measurable criteria, which remain unverifiable in a dispute. Risk three is supplier capacity risk in

the event of planned specification changes, where support and lead times have not been clarified.

Complexity also arises with customer-specific requirements that deviate from the master document on a

project-specific basis but are not clearly flagged.

Controls and Governance

Effective controls focus on data control: defined permissions, revision integrity and a traceable approval

history. Periodic reviews check whether specifications still reflect the state of the art. Before every

award, procurement validates supplier identity and creditworthiness, typically via the DUNS number and

a VAT ID check, so that requirements go to the right contracting party. For critical imports, compliance

checks – such as the supplier's AEO status – complete the risk picture. An annual demand certification,

i.e. an annual reconciliation of call-offs, ensures that volume and scope requirements remain valid.

Current Developments and Digital Support
Specification management is increasingly migrating into integrated system landscapes and is becoming

more efficient through AI-assisted extraction and standards monitoring. At the same time, regulatory

requirements for origin and sustainability data in specifications are rising.

Digitalisation and Data Quality

Modern systems link specifications with drawings, bills of materials and test plans and ensure that

tender, order and incoming inspection work on identical data. AI-assisted extraction helps to capture

requirements from drawings and customer documents in a structured way; human oversight remains

essential, as results must always be reviewed by experts. A high degree of invoice automation and

automatic account assignment in the finance process does not directly relieve the specification, but

shows how important consistent master data are for seamless processes.

Regulation and Sustainability

Specifications increasingly have to reflect substance bans, proof of origin and CO data requirements.
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Reporting linked to supply chain finance is commercial in nature, yet here too financial institutions

increasingly require sound master data and specification consistency. In international projects, customs

and evidence obligations influence the wording, for example on material origin and country of origin

statements. Those who build specifications to be regulatorily robust from the outset avoid later

conversions with cost and quality risks.

Collaboration Along the Supply Chain

Specification management is becoming increasingly collaborative: suppliers gain early insight into

requirements and provide feasibility feedback before the design is frozen. Portals and standardised data

formats shorten the lead time from requisition to PO to a binding order, because specification issues no

longer have to be clarified by e-mail. Long-term partnerships benefit: those who keep specifications

stable create planning certainty for supplier investments and reduce coordination effort on both sides.

Typical metrics
Currency of specification revisions: > 98 %
Share of active parts manufactured and tested to the current revision

Changes after design freeze: < 5 %
Indicator for the timeliness of requirements definition; strongly project-dependent

Lead time from change request to distribution: 5–15 working days
Common guideline value, depending on approval levels and complexity

Supplier receipt confirmation: > 95 %
Share of suppliers confirming the revision after distribution of a new specification

Practical Example
A mid-sized mechanical engineering company with around 80 active suppliers experienced repeated

complaints because milled parts were manufactured to outdated drawing revisions. The root cause lay in

uncoordinated e-mail distribution and a missing change history. The company introduced central

specification management with the following measures:

• Introduction of a document portal with revision-safe distribution and digital receipt confirmation by

suppliers

• Mandatory supplier feasibility review before every new sample order, linked to the APQP process

• Formal change request with assessment of inventory and open delivery schedules before every

revision approval

• Annual data cleansing of specification master data and audit-supported review of production

documentation at critical suppliers

Conclusion
Specification management is far more than document administration: it is the technical and commercial

data foundation on which tender, award, sample approval and series production are built. Those who

manage requirements clearly, keep them up to date and revision-safe measurably reduce disputes,

procurement lead times and quality costs. What matters are clear roles, a disciplined change process

and a partnership-based alignment with suppliers. Companies that work cleanly here also gain planning

certainty for cost, timing and compliance. In practice, the effort often pays for itself within a short time
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through avoided rework and escalated complaints.

Frequently asked questions

What is specification management?

Specification management is the systematic control of all documents and data that define requirements

for products and services. It covers creation, approval, distribution, change control and archiving across

the entire life cycle. The aim is for all parties involved – from procurement to the supplier – to always

work on the same, binding requirements basis.

What are procurement's tasks in specification management?

Procurement reviews specifications for cost-effectiveness and market feasibility and contributes insights

from the commodity strategy. It ensures that suppliers receive the current revision and confirm changes

in a binding manner. It also uses the specification as the basis for comparable tenders and contractual

obligations.

How does a specification change process work?

Every change begins with a formal change request, which is assessed for cost, timing, inventory and

quality impacts. Once approved by the responsible departments, the specification receives a new

revision number and is distributed in a controlled manner. Suppliers confirm feasibility and the transition

date before the new revision becomes binding.

What belongs in a specification?

A specification contains measurable and testable requirements: functions, dimensions and tolerances,

materials, surfaces, test scope, documentation and packaging requirements, and regulatory

requirements. Drawings, test plans and standards are referenced as attachments. It is essential that

every requirement is objectively testable and that there are no contradictions with referenced

documents.

What risks arise from poor specification management?

Typical consequences include manufacturing to an outdated revision, non-comparable quotations,

disputes over tolerances and increased complaint costs. Unclear responsibilities for changes also lead

to delivery delays and unnecessary inventory. In addition, compliance requirements such as substance

bans or proof of origin cannot be evidenced.

Which systems support specification management?

In practice, document management systems, PLM and ERP systems and supplier portals are used,

ensuring revision integrity and permission-controlled access. What matters is less the specific tool than

the seamless linkage with drawings, bills of materials and ordering processes. Uncontrolled distribution

via e-mail should be ruled out.


