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Executive Summary

Supplier qualification is a critical control point for organizations that depend on external parties for
materials, services, packaging, logistics, manufacturing support, quality testing, maintenance, or other
business operations. A supplier may be commercially attractive, but the organization still needs to confirm
whether the supplier meets quality, compliance, financial, operational, regulatory, and business
requirements before it can be approved for use. Qualification is therefore not only a procurement activity. It
is a governance process that protects business continuity, product quality, compliance evidence, and
operational accountability.

Many organizations manage supplier qualification through email, spreadsheets, shared folders, PDF forms,
manual risk assessments, and separate approval records. This may work when the supplier base is small,
but it becomes difficult to control when supplier categories, document requirements, risk levels, certification
expiry dates, cross-functional reviews, and periodic requalification cycles increase. Procurement may track
commercial onboarding. Quality Assurance may track certificates and questionnaires. Regulatory Affairs
may need product or material compliance evidence. Finance may maintain vendor master data. Operations
may need visibility before using a supplier. Management may only see problems after an expired certificate,
unapproved supplier use, or audit finding occurs.

The practical risk is inconsistency. Two suppliers in the same category may be assessed differently. A
required document may be missing but not visible. A high-risk supplier may be approved without the
required review. A certificate may expire without follow-up. A supplier may remain active even though
periodic review is overdue. When auditors or management ask why a supplier was approved, teams may
need to reconstruct evidence from folders, email threads, and manual trackers.

The Supplier Governance & Qualification Platform Blueprint describes a practical digital workflow for
managing supplier requests, qualification checklists, document collection, risk assessment, cross-functional
review, approval, active vendor status, expiry monitoring, periodic review, and reporting. It is intended for
organizations that need stronger supplier governance without reducing the process to a simple vendor
master list.

Liberty Jaya approaches supplier qualification as a business process digitalization challenge. The objective
is to convert supplier onboarding rules, document requirements, risk criteria, approval responsibilities,
review cycles, and reporting needs into a controlled digital workflow. Technology supports the process, but
the main value comes from consistent evaluation, stronger evidence, and clearer supplier accountability.

Business Context

Supplier qualification exists because organizations need confidence in the external parties they use. A
supplier may provide raw materials, packaging materials, finished goods, services, testing, warehousing,
logistics, maintenance, consulting, or other operational support. Depending on the supplier type, the
organization may need certificates, licenses, company profiles, quality questionnaires, regulatory
documents, financial information, audit results, contractual evidence, or performance history.

Qualification usually involves several stakeholders:



o Requesters or business users who propose a new supplier or supplier category.

e Procurement teams who manage commercial onboarding, communication, and vendor data.

» Quality Assurance or compliance teams who define qualification requirements and review quality
evidence.

» Regulatory Affairs or technical teams who review product, material, or regulatory documentation where
applicable.

« Finance teams who review tax, payment, and vendor master requirements.

« Operations or Supply Chain teams who assess operational fit, lead time, service capability, and
continuity risk.

» Management or department heads who approve high-risk or strategic supplier use.

« Auditors who need evidence that supplier qualification followed approved procedures.

The supplier qualification process normally begins when a supplier is proposed. The organization
determines supplier category and risk level, assigns required documents, collects evidence, reviews
completeness, scores risk, routes approval, activates the supplier, and then monitors document expiry and
periodic review. If any of these steps are managed separately, supplier governance becomes difficult to
defend.

Supplier qualification should therefore be managed as a lifecycle. The decision to activate a supplier should
be supported by evidence, and the evidence should remain visible throughout the supplier relationship.

Typical Business Challenges

Organizations often experience supplier qualification problems when onboarding is delayed, supplier
evidence expires, or audits expose inconsistent approval records. Common challenges include:



o Supplier requests are initiated through email or chat without a controlled intake record.

« Vendor master data, qualification status, documents, risk assessment, and approval evidence are
maintained in separate places.

» Required documents vary by reviewer because checklist rules are not standardized by supplier category
or risk level.

» Certificates, licenses, questionnaires, and agreements are uploaded to shared folders without expiry
monitoring.

» Risk scoring is subjective or manually calculated, making supplier comparison difficult.

« Quality, regulatory, finance, procurement, and operations reviews are not clearly coordinated.
» High-risk suppliers may be approved without the required escalation or management review.
« Supplier activation may happen before qualification is complete.

» Periodic review and requalification dates are tracked manually and may be missed.

» Expired documents are discovered only during audit, supplier issue investigation, or renewal
preparation.

« Supplier approval history is difficult to reconstruct when management asks why a supplier was accepted.
» Reporting on approved, pending, rejected, expired, or high-risk suppliers requires manual consolidation.
These issues create business risk because supplier decisions affect product quality, compliance, service

continuity, cost, and customer commitments. A governed workflow helps ensure that supplier approval is
based on clear requirements and retained evidence.

Regulatory & Governance Drivers

Supplier qualification expectations differ by industry, product type, customer requirements, quality
standards, and internal policy. This white paper does not provide legal advice, regulatory advice, or
certification interpretation. The purpose is to explain why organizations need structured control over
supplier qualification evidence and decisions.

Common governance expectations include:



o Suppliers should be assessed before approval based on defined criteria.

» Required documents should be collected according to supplier type, product or service category, and
risk level.

« Quality, compliance, regulatory, commercial, and operational responsibilities should be clear.
o Supplier risk should be reviewed consistently.
« Approval decisions should be made by authorized roles.

» Supplier status should indicate whether the supplier is proposed, pending, qualified, conditionally
approved, rejected, suspended, inactive, or due for review.

« Document expiry and requalification due dates should be monitored.
« Supplier approval and review history should be retained for audit and management review.

» Changes in supplier scope, category, or risk should trigger reassessment where required.

Supplier governance is particularly important in regulated, quality-sensitive, or supply-chain-dependent
environments. The organization must be able to show that suppliers are not only commercially registered
but also qualified for the intended use.

Proposed Process Workflow

The Supplier Governance & Qualification Platform Blueprint follows the supplier qualification lifecycle from
request to periodic review. The workflow should be adapted to each organization, but the following baseline

provides practical control points.

Step 1: Submit Supplier Request

A requester creates a supplier request with supplier name, category, product or service scope, business
justification, expected use, site or department, requester, and required timeline. The request may be for a
new supplier, new supplier category, scope extension, reactivation, or requalification.

The output is a registered supplier request with a unique reference and owner.

Step 2: Classify Supplier Category and Risk

Procurement, Quality Assurance, or the supplier governance owner classifies the supplier by category,
criticality, product or service impact, regulatory relevance, quality impact, country, spend, continuity risk, or
other criteria. The classification determines the qualification path and required evidence.

The output is a supplier profile with initial risk and qualification route.

Step 3: Assign Qualification Checklist

The system assigns a document and review checklist based on supplier category and risk level. Required
evidence may include company profile, business license, tax documents, quality certificates, safety data,

product specifications, regulatory documents, questionnaire, audit report, contract, insurance, or financial
documents.



The output is a checklist with document owners, due dates, upload status, review status, and missing item
visibility.
Step 4: Collect Supplier Documents

Procurement or the supplier owner collects required documents from the supplier. Documents are uploaded
to the supplier record and assigned expiry dates where applicable. If the supplier provides incomplete or
outdated documents, the request remains pending until corrected.

The output is a controlled evidence package connected to the supplier.

Step 5: Review Evidence and Score Risk

Required reviewers assess submitted evidence and complete risk scoring. Quality Assurance may review
certification and quality questionnaires. Regulatory Affairs may review product or material compliance
evidence. Finance may review tax or payment readiness. Operations may review service capability or
continuity risk.

The output is a cross-functional review record and risk assessment result.

Step 6: Route Approval

The supplier request is routed to required approvers based on risk, category, spend, department, or policy.
Approval outcomes may include approved, conditionally approved, rejected, returned for correction,
suspended, or pending supplier audit.

The output is a controlled supplier qualification decision.

Step 7: Activate Supplier

After approval, the supplier status changes to qualified or active for the approved scope. The approved
scope should be clear so teams know what products, services, sites, departments, or categories the
supplier may support.

The output is an active supplier record with approved scope and evidence.

Step 8: Monitor Expiry and Conditions

The workflow monitors document expiry, conditional approval requirements, pending audit needs, renewal
dates, performance issues, and missing updates. Owners receive alerts before certificates, licenses, or
required documents expire.

The output is continuous supplier evidence control.

Step 9: Perform Periodic Review or Requalification

At defined intervals, the supplier is reviewed again. The review may assess document renewal,
performance, audit results, complaints, deviations, delivery performance, quality issues, risk changes, or
scope updates. The outcome may confirm qualification, require corrective action, change risk rating,
suspend supplier use, or reject continued approval.

The output is an updated supplier qualification decision.



Step 10: Report and Govern

Management and process owners monitor supplier status, pending qualification, expired documents,
overdue reviews, high-risk suppliers, rejected suppliers, conditional approvals, and supplier category
coverage.

The output is stronger supplier governance and better audit readiness.

Proposed System Modules

The following modules describe business capabilities that support supplier qualification. They should be
adapted to each organization’s supplier governance model.

Vendor Master

The Vendor Master is the central supplier record. It captures supplier identity, category, scope, owner, risk
level, status, approved use, documents, review dates, and related qualification history.

Expected controls include unique vendor ID, mandatory profile fields, status visibility, active or inactive
indicator, approved scope, and search by category, owner, country, or risk.

Supplier Request

Supplier Request manages new supplier, scope extension, reactivation, and requalification requests. It
gives the organization a controlled intake process before supplier approval.

Expected controls include request type, business justification, requester, department, target date, supplier
category, and status history.

Qualification Checklist

Qualification Checklist defines required documents and review tasks by supplier type, product or service
category, risk level, or internal policy. It helps prevent incomplete or inconsistent supplier onboarding.

Expected controls include checklist version, mandatory evidence, document owner, due date, review status,
and completion percentage.

Document Repository

Document Repository stores supplier evidence such as certificates, licenses, questionnaires, specifications,
agreements, audit reports, regulatory documents, tax documents, and supporting files.

Expected controls include document type, expiry date, upload owner, review status, replacement history,
and retrieval for audit review.

Risk Assessment

Risk Assessment supports consistent supplier scoring. Criteria may include quality impact, regulatory
impact, product criticality, service criticality, country risk, financial risk, continuity risk, audit result, or
historical performance.



Expected controls include scoring criteria, weighted rating, reviewer comments, risk tier, review date, and
approval requirement based on risk.

Review Workspace

Review Workspace allows procurement, QA, regulatory, finance, operations, and management reviewers to
assess supplier evidence, add comments, request correction, or approve their part of the review.

Expected controls include reviewer assignment, due dates, comment history, return for correction, and
completed review evidence.

Approval Workflow

Approval Workflow manages supplier qualification decisions. Routing may depend on supplier category, risk
level, spend, criticality, or business unit.

Expected controls include approval matrix, decision options, required comments for rejection or conditional
approval, timestamped approvals, and final qualification status.

Review Schedule

Review Schedule monitors periodic review and requalification dates. It helps ensure approved suppliers
remain qualified over time.

Expected controls include review frequency, next review date, owner reminders, overdue indicators, review
outcome, and requalification history.

Expiry Monitor

Expiry Monitor tracks certificates, licenses, agreements, questionnaires, and other time-bound evidence. It
helps prevent active supplier use with expired critical documents.

Expected controls include expiry date, alert threshold, owner notification, expired status, and blocked or
conditional use rules where applicable.

Supplier Dashboard and Reporting

Supplier Dashboard and Reporting gives management visibility of supplier qualification status. Reports may
show pending requests, approved suppliers, high-risk suppliers, expired documents, overdue reviews,
rejected suppliers, and conditional approvals.

Expected controls include filterable views, export-ready summaries, consistent definitions, and role-based

access.

Example User Journey

Qualifying a New Packaging Supplier

A manufacturing company wants to onboard a new packaging supplier. In the previous process,
Procurement collected company documents by email, Quality Assurance kept certificate copies in a folder,



and approval was captured through a signed form. Months later, an audit asked why the supplier had been
approved and whether its certification was still valid. The team had to search through email and folders to
reconstruct the decision.

Using the Supplier Governance & Qualification Platform Blueprint, Procurement creates a supplier request.
The request captures supplier name, packaging category, intended use, business justification, expected
start date, and requesting department. The supplier is classified as a packaging material supplier with
quality impact, so the workflow assigns a qualification checklist and risk review path.

The checklist requires company profile, business license, tax document, quality certificate, packaging
specification evidence, questionnaire, signed agreement, and previous audit or self-assessment evidence.
Procurement uploads commercial documents. Quality Assurance reviews the certificate and questionnaire.
Operations reviews supply capability and lead time. Regulatory or technical reviewers confirm whether
packaging-related requirements are relevant.

One certificate is close to expiry, so the reviewer requests an updated version before approval. The supplier
provides the renewed certificate, and the document repository records the expiry date. Risk scoring
classifies the supplier as medium risk because the material affects product presentation and supply
continuity but does not require immediate on-site audit.

The approval workflow routes the request to Procurement, Quality Assurance, and the department head.
The supplier is approved for the defined packaging category and site. The vendor master shows active
status, approved scope, risk tier, next review date, and document expiry reminders.

Six months later, the expiry monitor alerts the supplier owner that a certificate will expire soon. At the annual
review, the organization checks supplier performance, document renewal, complaints, and any audit
findings. The supplier remains qualified with updated evidence. If an auditor asks for the decision trail, the
organization can show the request, checklist, documents, reviews, risk score, approval decision, expiry
tracking, and periodic review history in one record.

Expected Benefits

Operational Benefits

» More consistent supplier onboarding and qualification.

» Reduced manual follow-up for missing documents and expiring evidence.

» Clear ownership of supplier requests, reviews, approvals, and periodic review.

» Better visibility of which suppliers are pending, approved, conditional, rejected, inactive, or overdue.

« Faster retrieval of supplier evidence for procurement, quality, compliance, and audit review.



Governance Benefits

» Stronger supplier approval evidence.

» More consistent risk assessment and qualification criteria.

« Better control over approved supplier scope.

» Reduced risk of using suppliers with expired or incomplete evidence.

« Clear requalification history and audit trail.

Management Benefits

« Dashboard visibility of high-risk suppliers, overdue reviews, expired documents, and pending approvals.
» Better supplier governance across departments and categories.

« Improved accountability for supplier evidence and renewal.

« Stronger confidence that supplier decisions are based on documented review.

Customization Considerations

Every organization manages supplier qualification differently. A practical implementation should match
supplier categories, risk model, approval rules, and compliance obligations. Areas commonly requiring
customization include:

« Supplier categories and approved scope definitions.

« Required documents by supplier type, material or service category, country, risk, or business unit.

» Risk scoring criteria and weighting.

« Review responsibilities for Procurement, QA, Regulatory Affairs, Finance, Operations, and management.
« Approval matrix by risk tier, spend, criticality, or supplier category.

« Document expiry alert thresholds and blocked-use rules.

» Periodic review frequency by supplier risk.

» Integration with ERP vendor master, purchasing, quality, supplier audit, CAPA, or document control
workflows.

« Dashboards by category, department, owner, country, risk, expiry, and review status.

The blueprint should be treated as a process design starting point. Implementation should begin by
mapping the current supplier lifecycle, identifying evidence gaps, defining qualification criteria, and agreeing
how supplier status should be governed.

Integration Opportunities

Supplier qualification often connects to adjacent business processes. Potential integration points include:



o ERP vendor master for approved supplier status, vendor code, and procurement use.
« Supplier audit systems for audit schedules, findings, and audit-based qualification decisions.
» CAPA systems for supplier corrective action requests and follow-up evidence.

« Specification management systems for supplier-related product, material, packaging, or service
specifications.

« Document control systems for supplier agreements, controlled templates, questionnaires, and quality
documents.

« Procurement workflows for purchase request controls based on approved supplier status.

« Management dashboards for supplier risk, compliance evidence, and renewal workload.

Integration should focus on governance. The key question is which downstream decisions depend on
supplier qualification status and which evidence must remain connected to that decision.

Implementation Approach

A successful supplier qualification implementation should begin with process design before system
configuration. Recommended activities include:

1. Review current supplier onboarding, qualification, document collection, approval, and periodic review
practices.

2. ldentify gaps such as inconsistent checklists, expired documents, unclear approval evidence, and

manual reporting.
3. Define supplier categories, risk tiers, required documents, review responsibilities, and approval rules.

4. Configure supplier request, vendor master, checklist, document repository, risk assessment, approval,
expiry monitor, and reporting modules.

5. Pilot with selected supplier categories before expanding to all vendors.
6. Review dashboard results and refine checklist, scoring, expiry, and review rules.

7. Align supplier qualification with supplier audit, CAPA, procurement, and ERP master data governance.

This approach keeps implementation focused on supplier governance and business risk, rather than simply
creating another repository of vendor documents.

Conclusion

Supplier qualification protects organizations from using suppliers without sufficient review, evidence,
approval, or ongoing monitoring. Manual supplier tracking can create inconsistent evaluation, weak
document control, expired evidence, unclear status, and audit difficulty. A governed digital workflow helps
turn supplier onboarding into a controlled qualification lifecycle.

The Supplier Governance & Qualification Platform Blueprint provides a practical framework for supplier
requests, qualification checklists, document evidence, risk assessment, approval, active supplier status,



expiry monitoring, periodic review, and reporting. It helps organizations build stronger supplier governance
and more reliable audit readiness.

Liberty Jaya can help organizations adapt this blueprint to their supplier categories, quality system,
compliance obligations, approval governance, reporting needs, and implementation roadmap.

Contact

Liberty Jaya helps organizations transform business processes, regulatory requirements, compliance
workflows, approvals, documents, and reporting into digital systems.

For discussion, contact:

PT Liberty Jaya Jalan Danau Indah Barat A1 No 1, Jakarta 14350, Indonesia Email:
customer.care@libertyjaya.com Phone: +62 21 6503064, +62 21 65304918 WhatsApp: +62 811 860 867

This white paper is intended as a business process discussion framework. Compliance interpretation and operating
procedures should be confirmed by the organization’s responsible procurement, quality, and compliance personnel.



