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Schedule Adherence: Making
schedule adherence measurable in
supply chains

Schedule Adherence refers to suppliers' and internal processes' adherence to agreed or
planned dates for delivery, manufacturing and handover. The KPI shows what proportion of
line items or orders is processed on schedule and is therefore one of the most meaningful
indicators of delivery reliability and process stability. For technical buyers, Schedule
Adherence is an early-warning indicator that helps avoid production stoppages, additional
costs and penalties under contractual penalties. It links operational scheduling with strategic
supplier evaluation and is among the core metrics on the scorecards of many industrial
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companies.

Key facts at a glance

01 Schedule Adherence typically measures the proportion of orders or line items fulfilled
on schedule out of all transactions under review.

02 In practice, values above 95 to 98 per cent are considered a good level in series
production; the target values depend heavily on the industry and the criticality of the
parts.

03 Measurement requires unambiguous reference dates: promised delivery date, declared
date or planned requirement date.

04 Depending on the definition, early deliveries also count as a deviation, as they tie up
capital and warehouse space.

05 Schedule Adherence is fed from ERP or APS data and frequently flows into the
Supplier Scorecard.

06 Lessons from loss events can be used to derive measures such as safety stocks, dual
sourcing or an adjusted load profile in the Supplier Segmentation Matrix.
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| Definition: Schedule Adherence

Schedule Adherence (schedule or plan adherence) is the KPI that describes how closely actual dates
of completed transactions match the planned or promised dates. It is used mainly in procurement and
supply chain management, but also finds application in production and project management.
Deviations can work in both directions: too late as well as significantly too early.

Distinction from delivery reliability

Delivery reliability (OTD, On-Time Delivery) usually considers only adherence to the delivery date at
goods receipt. Schedule Adherence is the broader term: it can also cover completion dates in toll
manufacturing, intermediate handovers in multi-stage processes or project milestones. It also
frequently assesses the schedulability of internal processes, for example whether scheduling keeps its
own deadlines.

Reference dates as a decisive factor

The Schedule Adherence achieved depends largely on the chosen reference date. Possible anchors
are the promised delivery date (confirmed date), the requirement date referenced by the customer in
the load profile or the supplier's declared ship date. In practice, the requirement date is the most
meaningful anchor because it reflects the impact on one's own production.

Coarse versus fine tolerance bands

Schedule adherence is usually defined with tolerance bands, for example plus/minus one to three days,
depending on the criticality of the material. Tighter bands are common for A-parts in series production,
wider ones for standard materials. Without a uniform tolerance definition, the KPIs of different suppliers
or sites are not comparable.

| Methods and approach to measurement

Measuring Schedule Adherence follows a simple basic pattern: for each order or line item, it is checked
whether the actual event falls within the defined tolerance band relative to the reference date. The KPI
is calculated as the ratio of on-schedule transactions to the total number of transactions under review.
The effort lies less in the formula than in data quality and the standardised definition.

Data basis and system landscape

The basis is usually data from the ERP, inventory management system or supplier portal: order line
item, promised date, reported date and actual goods receipt. Modern supplier portals and EDI
connections (e.g. via DESADV/ASN) significantly reduce manual entry effort. Without such
connections, schedule adherence often remains a sample-based, manually maintained figure.

Calculation at line-item level

Assessment is typically carried out at line-item level rather than order level so that part deliveries are
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correctly represented. Alternatively, or in addition, a quantity-weighted calculation can be used to give
greater weight to larger line items. In practice, hybrid forms have established themselves: schedule
adherence for the number of transactions and quantity and value share for assessing the impact.

Aggregation and reporting interval

Schedule Adherence is usually evaluated monthly or weekly by supplier, material group and site.
Shorter cycles are useful for managing critical parts, as trends would otherwise only become visible
with a delay. The results should be linked to the load profile to make clear which future requirement
dates are at risk.

| Important KPIs around Schedule Adherence

Schedule Adherence exists within a network of KPIs and is rarely viewed in isolation. Sensible
complements are KPIs on delivery reliability, delivery quality and inventory and reactivity capability.
Only the combination reveals whether a supplier delivers stably or whether schedule adherence is
bought at the price of high inventories.

Core KPIs in combination

Besides schedule adherence itself, typical accompanying metrics are the Backorder Rate,
inventory-carrying KPIs and the OTIF metric, which combines schedule adherence and quantity
adherence. The utilisation of framework agreements and the response time to change requests also
belong in extended scorecards. This makes it possible to see whether a high stock level after release
masks poor schedule adherence.

Link with the Supplier Scorecard

In supplier evaluation, Schedule Adherence typically carries a weighting of around 20 to 40 per cent in
the supplier or supplier evaluation. The weighting should reflect the criticality level of the parts supplied.
The scorecard results, in turn, feed the Supplier Segmentation Matrix and hence the strategy for tender
management, dual sourcing and partnerships.

Impact metrics complement the picture

In addition to pure schedule adherence, it is worth looking at consequence metrics: the number of
stopped production orders, additional costs from express shipping or overtime shifts, the value of
contractual penalties. These figures translate the percentage into an economic loss value and make it
easier to prioritise measures in supplier management.

| Risks, pitfalls and controls

High or reported schedule adherence figures are not automatically proof of good performance.
Measurement errors, aggressive plan smoothing or lax date maintenance in the ERP can distort the
KPI. Equally dangerous is the opposite error: schedule adherence as a target variable leads suppliers
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to offset early deliveries in order to hit the date for certain.

Typical measurement distortions

Common sources of error are: late back-capture of receipts, lack of differentiation between promised
and desired dates, and adjusting dates in the system without informing the supplier. Failure to separate
cancelled lines from fulfilled line items also distorts the rate. Control comes from regular reconciliation
between scheduling, goods receipt and supplier quality monitoring.

False adherence through early delivery

Suppliers who deliver days before the requirement date improve the statistics, but cause capital tie-up,
warehouse strain and possibly additional processing costs. The definition should therefore explicitly
include early deliveries, for example with a tight tolerance band on the early side. In Kanban or VMI
environments, the problem shifts towards demand adjustment in the upstream process.

Don't forget quantity adherence

Delivered on schedule in the split quantity, but 800 pieces instead of 1,000: a schedule adherence KPI
alone would count this as a success. Combining it with quantity adherence or OTIF is therefore
essential. It is also useful to review complaint and default processes in claim management so that
knock-on problems from quantity or quality deviations are systematically tracked.

Contractual anchoring

Schedule adherence should be defined contractually, including the tolerance band, notification
obligations in the event of delay and, where applicable, graduated contractual penalties or bonus
models. Practical design is important: penalties that kick in on the first day of delay tempt suppliers into
deadline-driven early deliveries rather than genuine process improvement. Legal details such as the
admissibility of individual penalty clauses must always be examined on a case-by-case basis.

| Levers for improving schedule adherence

Lasting high Schedule Adherence arises not from stricter demands, but from better planning and
communication processes on both sides. Successful companies work on three levers: realistic dates,
early transparency about changes and close collaboration with the suppliers who are genuinely critical

to supply.

Realistic dates instead of wish dates

Many schedule adherence problems arise at the ordering stage: lead times that are too tight or
frequent date changes without consultation annoy suppliers or tempt them to build in "safety” buffers. A
functioning procurement process organisation, clear change processes and agreed fixing periods for
call-offs remedy this here. With long lead times, a tiered stockpiling strategy for critical long-lead items
is often more economical than subsequent express logistics.
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Early warning and collaborative planning

Supplier portals, shared forecasts and the digital load profile give suppliers visibility of future demand
and enable early feedback in the event of shortages. Regular supplier meetings, for example as part of
performance reviews based on the Supplier Scorecard, establish a shared culture of improvement.
Important: warning signals must be capable of escalation before the delay materialises.

Steering the supplier portfolio deliberately

Schedule adherence is also a question of the portfolio: Supply Base Optimization and the Supplier
Segmentation Matrix determine which suppliers are developed, which are safeguarded through dual
sourcing and which are replaced. In vendor onboarding, expectations regarding date and notification
processes can be contractually agreed from the outset. In tender procedures, in turn, schedule
adherence history should be included as an award criterion — experience shows that the lowest price
without schedule adherence safeguards is expensive.

| Current developments and digitalisation

The determination of Schedule Adherence is increasingly automated: supplier portals, EDI connections
and supply chain tracking platforms record date events in real time. At the same time, the KPI is moving
further into the focus of management and customers due to supply chain stress, resilience
requirements and stricter customer demands.

Automation and real-time data

Modern systems combine supplier notifications, freight data and goods receipt scans into an
end-to-end date picture. Al-supported prediction models attempt to identify probable delays earlier than
the classic supplier confirmation. The advantage lies less in the accuracy of individual forecasts than in
systematic prioritisation: schedulers immediately see which requirement dates are at risk for critical
production orders.

Resilience and multiple sources

In many companies, schedule adherence has been upgraded to a resilience indicator: instead of
looking at averages, distributions and outliers are analysed, because a few catastrophic failures cause
more damage than many small delays. This also strengthens the case for dual sourcing, higher safety
stocks for A-parts or strategic stockpiling, each weighed against the Total Landed Cost (TLC).

Customer requirements and evidence obligations

Suppliers are increasingly under pressure to demonstrably prove their own schedule adherence to
customers, for example within qualification and audit processes. Any supplier that can systematically
measure and improve its Schedule Adherence thereby also improves its own position in tenders. The
prerequisite is a clean internal data foundation and a uniform measurement standard across sites.
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| Typical metrics

Metric Typical value

Schedule Adherence / schedule > 95-98 %
adherence Common target range in series production; higher requirements for
critical A-parts, depending on the tolerance band.

OTIF (On Time In Full) >95 %
Combines schedule adherence with quantity adherence;
complements the pure date-based view.

Backorder Rate <1-2%
Proportion of line items not immediately deliverable; complements
schedule adherence with a view of shortfalls.

Schedule adherence weighting in 20-40 %
the supplier scorecard Common weighting of the "schedule adherence" criterion in the
overall evaluation in practice.

| Practical example

A medium-sized machinery manufacturer with around 60 active suppliers struggled with fluctuating
material availability: according to reported figures, official delivery reliability stood at over 97 per cent,
yet production interruptions occurred regularly. On closer analysis, it emerged that part deliveries were
rated generously, early deliveries were ignored and date changes were entered in the ERP without
consulting suppliers. The company introduced a uniform measurement at line-item level with a tight
tolerance band and, for the first time, calculated a true Schedule Adherence — with an initial value well
below the 97 per cent. Within one year, the KPI was raised to a stable level without increasing
inventory.

e Uniform definition and automated calculation of schedule adherence at line-item level in the ERP,
including quantity adherence and tolerance bands.

e Connection of the key suppliers via supplier portal or EDI, so that advance shipping notifications
and receipt data are available without manual entry.

e Linking the KPI with the Supplier Scorecard and Segmentation Matrix, including quarterly
performance reviews with the top suppliers.

e Contractual anchoring of tolerance bands, notification obligations in the event of lead-time
problems and escalated penalty rules in claim management.

| Conclusion

Schedule Adherence is more than a supplier KPI: it reveals whether one's own value creation is
plannable. Decisive for its informative value are a uniform reference date, a defined tolerance band and
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a clean data foundation from the ERP and supplier communication. In combination with quantity
adherence and impact costs, the KPI provides a solid basis for supplier evaluation, dual-sourcing

decisions and targeted development discussions. Companies that consistently measure schedule

adherence and improve it together with their suppliers reduce production disruptions, express freight
costs and inventories at the same time. Schedule Adherence therefore ranks among the KPIs with a
direct impact on delivery capability and financial results for technical buyers.

| Frequently asked questions

?

What does Schedule Adherence mean?

Schedule Adherence refers to schedule adherence — that is, how closely actual dates (such as
deliveries or manufacturing steps) match the planned or promised dates. The KPI is usually
expressed as the percentage of orders or line items completed on schedule. It is regarded as an
early-warning indicator of supply risks and production disruptions.

How is Schedule Adherence calculated?

The usual formula is: on-schedule line items divided by all line items under review, multiplied by 100
per cent. The reference date is frequently the promised date or the requirement date, assessed
within a defined tolerance band. It is important to clearly define how part deliveries and early
deliveries are handled — otherwise the KPI loses its informative value.

What is a good value for Schedule Adherence?

In practice, values above 95 to 98 per cent are considered a good level in series production, while
higher targets are pursued for critical A-parts. The benchmark depends on the industry, material
criticality and the tolerance band. More important than the absolute value are the trend and the
linkage to impact costs.

What is the difference between Schedule Adherence and OTIF?

Schedule Adherence primarily measures adherence to dates; OTIF (On Time In Full) combines
schedule adherence with quantity adherence and is only deemed fulfilled if the complete quantity
arrives on time. The two KPIs complement each other: schedule adherence alone can be
misleading if short deliveries are accepted. In modern scorecards, both are usually measured in
parallel.

Do early deliveries count as poor schedule adherence?

That depends on the company's definition. Many advanced procurement organisations record early
deliveries as a deviation because they tie up capital, warehouse space and handling costs. A
symmetrical tolerance band around the requirement date is common and disciplines suppliers into
delivering "safely" too early.

How can procurement improve Schedule Adherence?

Key factors are realistic order dates and stable call-off processes, early visibility of demand (e.g. via
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a supplier portal or load profile) and regular performance reviews with critical suppliers.
Supplemented by dual sourcing for critical parts, supplier evaluation geared towards schedule
adherence and clear contractual notification and escalation rules.

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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