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AMPLIFA PROCUREMENT GLOSSARY

8D containment: interim actions to limit
defects in the supply chain
8D containment refers to the interim actions within the 8D report process used to contain a quality

defect that has already occurred and protect against further spread. For buyers and supply chain

managers, containment is the first effective response to a defect notification before the actual root

cause analysis begins. The term originates in the automotive and supply industries and is now also

widespread in mechanical engineering, electronics and medical technology.

Key facts
• Containment is phase D2 of the 8D report and aims to keep affected parts away from the customer

and the process.

• Typical interim actions include blocked stock, recalls at the supplier, 100% inspection and increased

safety stock.

• Effective containment protects ongoing customer orders and secures the delivery service level

during the root cause analysis.

• The distinction between interim action and permanent action (D6) is a frequent point of contention in

supplier complaints.

• Containment costs are in practice frequently claimed partly or fully from the party at fault and must

be contractually regulated.

• Without a documented containment, an 8D report is generally not acceptable under standard

customer requirements.

Definition: 8D containment
8D containment comprises all immediate actions to contain a quality-relevant defect in order to keep

affected products and components away from the customer and out of the production process. It is the

second discipline (D2) of the established 8D report process and a prerequisite for the subsequent root

cause analysis. The aim is not to eliminate the root cause, but to secure the ability to deliver in the short

term.

Distinction from the 8D report

The 8D report structures defect handling into eight disciplines: from team formation (D1) via problem

description (D2), interim actions (D3), root cause analysis (D4) through to corrective actions and their

effectiveness evidence. In practice, containment is sometimes assigned to D2 and sometimes to D3,

depending on the customer's requirements. What matters is less the numbering than the clear

separation: containment limits damage, root cause analysis is systematic.

Importance for procurement

For buyers, containment is the moment when a quality problem becomes a supply chain issue. Blocked

stock, rework effort and replacement procurement have a direct impact on stock coverage and date
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availability. The buyer therefore coordinates the interface between the quality department, supplier and

own production and monitors compliance with the agreed interim actions.

Methods and approach in containment
Effective containment follows a structured process: narrow down the problem, identify affected stock,

define interim actions and verify their effectiveness at short notice. The actions must be documented

and given deadlines, as customers in the supply industry usually expect evidence staged over time.

Identify and block stock

First, all storage locations are searched: raw material, work in progress, finished goods, stock at the

supplier, goods in transit and stock at the customer. Affected batches or lot numbers are blocked via the

ERP system. In practice, this also includes checking components already installed in own production in

order to avoid failure costs.

Define interim actions

Typical interim actions include a 100% inspection or tightened sampling, sorting actions at the supplier

or in an external sorting centre, the use of releasable good stock and temporarily increased safety

stock. For critical components, an adjusted delivery schedule with shortened delivery intervals may

additionally be agreed in order to keep stock coverage low and responsiveness high.

Verify and document effectiveness

Every interim action requires evidence of effectiveness: sorting results, inspection reports and an

updated defect statistics demonstrate that no further defective material reaches the customer. If the

defect notification persists despite containment, this indicates incomplete containment or a second root

cause and requires escalation in the resolution process.

Containment and delivery capability: KPIs and steering
Containment actions can only be assessed as successful if they do not jeopardise the supply of

production and customers. Buyers and quality managers therefore steer with a few, concise key figures

and a fixed review cycle, typically weekly until release.

Key performance indicators

The focus is on the delivery service level to the company's own customers, the scrap and rework rate,

and the number of defect cases detected through sorting. In addition, the duration of defect handling

(time-to-containment) and the delivery reliability of replacement shipments are monitored. High delivery

time variability at the affected supplier during containment is an early warning sign of capacity

bottlenecks.

Stock and schedule management

Since 100% inspections and sorting actions increase throughput time, demand must be re-reconciled

with the delivery schedule. A supplier capacity check shows whether the supplier can actually handle

the additional inspection and sorting capacity. If not, agreed tolerance bands in the delivery schedule

help absorb short-term volume and date shifts without formal breaches of contract.
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Review and escalation

Containment measures should be agreed with a clear end date. If the interim solution runs longer than

planned, it often becomes a permanent cost block in practice that undermines product costing. A

defined dunning cycle for outstanding 8D processing steps and regular monitoring of delivery dates

prevent interim actions from becoming the permanent state.

Risks, costs and contractual aspects
Containment generates considerable costs: sorting personnel, inspection effort, rework, logistics for

replacement procurement and possible penalty payments at the end customer. These costs must be

captured in a structured manner and attributed to the party at fault, which requires contractual

foundations and clean documentation.

Cost capture and allocation

In practice, sorting hours, inspection and rework costs and freight surcharges for express replacement

deliveries are invoiced via separate evidence records. Whether and to what extent the supplier bears

these costs depends on the contract, statutory warranty law and the agreed quality agreements. Legal

questions of liability, for example in connection with a limitation of liability, must always be reviewed on a

case-by-case basis.

Typical sources of error

Common weaknesses are incomplete stock searches, missing batch traceability and containment

actions without evidence of effectiveness. Unilaterally shifting the sorting effort onto the supplier without

clarifying the root cause of the defect also leads to friction in practice. Sound supplier qualification and

complaint processes agreed in advance significantly reduce these conflicts.

Compliance and documentation

Containment documentation, inspection records and recall documentation are subject to retention and

evidence requirements, particularly in regulated industries such as automotive or medical technology.

Compliance in procurement ensures that new interim measures such as modified inspection methods or

approved deviation limits receive the necessary customer approvals.

Current developments and digitalisation
Containment is increasingly supported digitally: traceability systems, supplier portals and integrated

quality management systems accelerate stock identification and defect management. At the same time,

growing supply chain complexity raises the expectation of preventing defects from ever reaching the

customer.

Traceability and system integration

Modern ERP and MES systems make it possible to identify and block affected batches across all

storage locations within minutes. Integration with the source-to-pay (S2P) process ensures that

complaint data, blocks and cost centres are linked systematically. This significantly shortens

time-to-containment and reduces manual search effort.

Prevention instead of reaction

Companies are increasingly shifting the focus from reaction to prevention: tighter incoming inspections
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on new parts, clearly defined pilot run phases before series start-up and continuous supplier

evaluations. Supply chain resilience also plays a role: those who maintain alternative sources of supply

and buffer capacity can implement containment measures more quickly and cost-effectively in the event

of a defect.

Embedding containment in the complaint process
For containment to work in an emergency, it must be prepared organisationally: as an integral part of

complaint handling, with defined roles, templates and escalation paths. Companies with mature

procurement management do not treat 8D reports as isolated cases but as a standard process with

measurable standards.

Roles and responsibilities

A clear allocation of tasks is crucial: the quality department leads the 8D process in technical terms, the

buyer manages the supplier and secures supply, logistics implements blocks and replacement planning.

A resolution process defined in advance with deadlines per discipline prevents 8D reports from sitting

idle for weeks in practice.

Lessons learned and supplier development

When an 8D case is closed, the containment approach should be evaluated and lessons learned

incorporated into standards. Repeated defects from the same suppliers are a signal for targeted supplier

development or a reassessment in supplier qualification. In this way, every individual case becomes a

sustainable improvement in supply security.

Typical metrics
Time-to-Containment: typically < 48 hours
Time from the defect notification to the effective start of interim actions

Delivery service level during containment: > 95%
Target value to ensure that interim measures do not jeopardise supply

Sorting detection rate: 0 ppm after effectiveness evidence
No further defect cases at the customer after the start of containment

Containment duration: typically 4–12 weeks
Longer durations indicate missing permanent measures

Practical example
A mid-sized mechanical engineering company receives a defect notification from its end customer:

dimensional deviations have been detected in several batches of a delivered gearbox component. The

affected supplier has already delivered around 4,000 parts, some of which have already been installed.

Within 48 hours, an 8D team is formed and containment is launched.

• All stock at the supplier, in the company's own warehouse, in production and at the end customer is

identified and blocked by batch number.

• The supplier commissions an external sorting centre to carry out a 100% inspection; parts found to

be good receive a documented release note.

• Demand is secured through adjusted planning with increased safety stock; the delivery schedule is
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supplemented with tolerance bands for short-term volume fluctuations.

• Sorting and rework costs are documented and invoiced to the supplier within the framework of the

quality agreement; in parallel, the systematic root cause analysis (D4) is underway.

Conclusion
8D containment is the decisive first step in preventing a quality defect from turning into a supply crisis. It

protects customers and production, creates time for the systematic root cause analysis and makes

costs transparently attributable. Requirements include clean traceability, a clear allocation of

responsibilities and contractually regulated cost allocation. Buyers who actively steer containment

actions and insist on evidence of effectiveness secure the delivery service level and supply security.

Those who make the shift from reaction to prevention will in future reduce not only complaint cases but

also dependence on interim solutions.

Frequently asked questions

What does 8D containment mean?

8D containment refers to the interim actions in the 8D report process used to contain a quality defect

that has occurred. This includes blocking affected stock, 100% inspections and interim solutions so that

no further defective material reaches the customer. The actual root cause analysis only begins

afterwards.

Which measures form part of containment?

Typical measures include blocking and traceability of all affected batches, sorting actions at the supplier

or in external centres, tightened incoming inspection and temporarily increased safety stock. In addition,

replacement deliveries and, if necessary, the recall of parts already delivered are organised. Every

action requires a documented effectiveness evidence.

Who bears the cost of 8D containment actions?

This depends on the contractual agreements and the party found to be at fault. In practice, sorting,

inspection and rework costs as well as express freight charges are invoiced to the supplier against

evidence, provided the supplier caused the defect. Liability issues, such as limitation of liability, should

be reviewed legally on a case-by-case basis.

How long may containment last?

Containment is an interim solution and should generally only run for a few weeks; in practice often four

to twelve weeks. If it runs longer, there is a risk of permanent additional costs and a distortion of product

costing. Every containment action should therefore have an end date and a defined handover point to

the permanent corrective action.

What is the difference between containment and corrective action?

Containment limits the damage immediately but does not eliminate the root cause. The corrective action

comes later and permanently removes the cause in the process or production environment. Only the

effectiveness evidence of the corrective action leads to closure of the 8D report and the end of

containment.

When is an 8D report without containment not acceptable?

Most customer requirements in the supply industry demand a documented interim action step as
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evidence of supply security. If this evidence is missing or actions are described without proof of

effectiveness, the 8D report is typically rejected. A complete containment is therefore a formal

prerequisite for acceptance.


