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AMPLIFA PROCUREMENT GLOSSARY

Incoming Inspection Plan: Structured
Inspection of Procured Parts and Materials
The incoming inspection plan bindingly specifies which characteristics of supplied goods are

inspected, with which inspection methods and to what extent. It is the central control instrument for

detecting defective parts early, reducing complaints and optimising inspection costs. For buyers and

quality managers, it combines supplier requirements, drawing tolerances and internal resources

into a robust inspection framework.

Key facts
• The incoming inspection plan defines inspection-relevant characteristics, inspection equipment,

sample sizes and responsibilities for each article and supplier group.

• A tiered inspection system reduces inspection costs: 100% inspection only for new or critical parts,

reduction to sampling once process stability has been proven.

• Typical bases are drawings, requirement specifications, CSQ/PPAP documents and results from

supplier performance evaluation.

• When linked to ERP integration, the inspection scope is automatically proposed per order and

supplier.

• The supplier's complaint rate is a central trigger for tightening or relaxing the inspection plan.

• In the event of quality problems, an 8D report supports systematic root cause clarification before the

inspection plan is reduced again.

Definition: incoming inspection plan
An incoming inspection plan is a documented inspection framework that specifies which characteristics

of incoming goods are inspected, to what extent and with which methods. Depending on the industry, it

is also known as a goods receipt inspection plan or, in English, an "incoming inspection plan". Legally, it

is part of the quality management system and frequently a component of supplier agreements.

Distinction from general goods receipt checks

Simple goods receipt checks are often limited to quantity, identity and transport damage. The inspection

plan goes far beyond this: it references metrological characteristics, tolerances, inspection equipment

and documentation requirements. This creates reproducibility and provides evidence in audits.

• Characteristic: e.g. diameter, surface roughness, material quality

• Inspection equipment: micrometer, roughness measuring device, hardness tester

• Scope: 100% inspection, sampling according to AQL or skip-lot

Legal and normative classification

The inspection plan is typically part of a certified quality management system according to ISO 9001 or

IATF 16949. Although no standard prescribes the document verbatim, it does, in an audit-proof manner,

require the planning and traceability of incoming inspection activities. Anyone wishing to allocate
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contractually agreed inspection expenditure should firmly anchor the inspection scope in the quality

agreement with the supplier. In individual cases, a review by legal or data protection advisors is

recommended, particularly regarding warranty and inspection obligations under commercial law.

Methods and approach for creating an inspection plan
Creation begins with a risk assessment of the article: critical characteristics, component function,

supplier maturity and history are combined. From this, an inspection strategy is derived that

distinguishes between 100% inspection, sampling and skip-lot inspection.

Risk-based characteristic selection

Not every drawing characteristic needs to be inspected. A classification according to safety-,

interchangeability- and function-relevant characteristics is common (e.g. according to VDA criteria

"significant", "safety-relevant"). Critical characteristics receive higher sample sizes and tighter tolerance

specifications.

• Safety-relevant characteristics: 100% or increased sample size

• Function-critical characteristics: statistical sampling

• General characteristics: visual inspection or skip-lot

Sampling procedures and inspection levels

In practice, tiered procedures prove effective: a new supplier starts with 100% inspection or an

increased sample size. After several defect-free deliveries, a reduction to normal or reduced inspection

takes place, often controlled via the supplier scorecard. If the supplier performance evaluation

deteriorates, tightening is automatically reinstated.

Integration of supplier data

Anyone who already receives measurement protocols and process capability values during supplier

visits or within PPAP/FAI can set inspection requirements more precisely. This data flows into the

inspection plan and reduces redundant inspection effort. The supplier segmentation matrix also helps to

differentiate inspection depth according to supplier criticality.

Key KPIs relating to the incoming inspection plan
The inspection plan has a direct impact on quality, supplier and cost KPIs. Without measuring it, neither

effectiveness can be demonstrated nor inspection costs optimised.

Complaint rate and rejects in goods receipt

The complaint rate shows how many incoming deliveries are objected to; in practice, accepted target

values typically lie in the low single-digit percentage range or below, depending on the industry. If the

rate rises, this is a trigger for tightening inspection and, if necessary, a bottleneck analysis at the

supplier.

Inspection costs and lead time in goods receipt

Besides defect detection, the inspection effort itself is a key figure: inspection costs per order line as

well as lead time through inspection influence replenishment time. In Kanban systems or just-in-time

commitments, a long inspection duration can impair delivery schedule adherence.
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Sample distribution and inspection scope per supplier

The distribution of 100% inspection, sampling and skip-lot across the supplier base shows how

risk-oriented the system is. A high proportion of 100% inspections for established suppliers indicates

unused optimisation potential.

Risks, controls and interfaces in supplier management
An inspection plan is only as good as its updating. Static plans lead to unnecessary inspection costs or

to gaps with changed suppliers and processes.

Change and process monitoring

If the supplier changes process, material or manufacturing site, the inspection plan must be adapted.

Contracts should regulate change notification obligations and participation rights; in the event of

breaches, a termination right for cause may in some circumstances apply – however, the concrete

enforceability must always be examined contractually and on a case-by-case basis.

Escalation in case of anomalies

In the event of repeated defects, structured processes help: an 8D report for root cause analysis,

contingency management for supply security and, if necessary, a supplier visit for on-site analysis. If

improvements fail to materialise, supplier risk management, supplier capacity risk or supplier financial

health can be used as further assessment criteria.

Digital integration

Without ERP integration, the inspection plan remains a paper-based document. Modern systems

automatically suggest the inspection scope per order line, document results in a measurement-capable

way and feed the results back into the supplier performance evaluation. This reduces media

discontinuities and accelerates release.

Current developments: data, sustainability and resilient supply
chains
The incoming inspection plan is becoming increasingly digital and is expanding beyond the pure quality

concept.

Inspection plans in digital QM and procurement systems

Digital inspection orders, tablet-based measurement protocols and automatic feedback to scorecards

are increasingly replacing Excel lists. Especially for mid-sized suppliers, ERP integration becomes a

differentiator for fast releases and lower lead time.

Sustainability and supply chain resilience

Sustainability requirements are also moving into goods receipt: inspection characteristics relating to

material origin, supply chain decarbonisation or documentation of suppliers' SBTi targets are becoming

relevant in some industries. At the same time, pressure on supply chain resilience is growing: alternative

suppliers require their own, initially tightened inspection plans, touching on topics such as supplier

relocation and transfer of work.
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Cooperative quality development

Within the framework of co-creation with suppliers and joint FMEA workshops, the inspection scope can

already be optimised during the development phase. Those who manage stakeholder management

cleanly anchor the inspection plan early with engineering, quality and procurement – and avoid later

friction losses.

Typical metrics
Complaint rate: < 1–2 %
typical benchmark in goods receipt; industry-dependent

Proportion of 100% inspections: < 10 %
in practice often significantly lower for established suppliers

Inspection lead time: < 24–48 hours
typical for standardised parts; critical parts longer

Skip-lot proportion: > 50 %
target value for stable suppliers after the introduction phase

Practical example
A mid-sized mechanical engineering company with around 400 active articles had previously inspected

all incoming parts fully, which led to long lead times and high inspection costs. The company introduced

a tiered inspection plan system that differentiates according to supplier maturity and characteristic

criticality.

• Classification of all articles into risk classes with inspection levels of 100% inspection, sampling and

skip-lot

• Automatic suggestion logic via ERP integration, linked to the supplier scorecard

• Escalation levels: tightening, 8D report and supplier visit in case of a rising complaint rate

• After twelve months, a significant reduction in inspection times and more stable replenishment times

Conclusion
The incoming inspection plan is more than a form: it translates quality requirements into an economical,

risk-oriented inspection effort. Those who dynamically link inspection levels to supplier performance

reduce costs without losing risk control. Key success factors are a sound characteristic assessment,

ERP integration and clear escalation paths. Supplemented by KPIs such as complaint rate and

inspection costs, the inspection plan becomes a control instrument for the entire supplier management.

Regular reviews and change monitoring ensure lasting effectiveness.

Frequently asked questions

What belongs in an incoming inspection plan?

An inspection plan contains at least article and supplier references, inspection-relevant characteristics

with tolerances, inspection equipment, inspection scope (100% inspection, sampling, skip-lot),

inspection methods, documentation requirements and responsibilities. In addition, reaction rules for

deviations and validity specifications are defined.
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Who creates the incoming inspection plan?

Responsibility usually lies with the quality department in coordination with engineering and

procurement. The buyer provides supplier information and agreements, while engineering supplies

drawing and tolerance data. Approval is typically granted by the quality manager or a designated

inspection specialist.

When may incoming inspection be reduced?

A reduction is common when the supplier delivers stable results across multiple deliveries, process

capability evidence is available and the supplier performance evaluation is uncritical. Many companies

define fixed criteria, such as a certain number of defect-free deliveries, before switching to skip-lot or

purely identity checks.

What is the difference between goods receipt inspection and incoming inspection?

In practice, both terms are often used synonymously. Strictly speaking, goods receipt inspection refers

to the entire organisational process at the goods receipt stage, while incoming inspection covers the

technical inspection of characteristics. The inspection plan governs the latter and is often understood as

part of the goods receipt process.

How is the inspection plan connected to supplier evaluation?

Inspection results from the goods receipt feed directly into the supplier performance evaluation. Good

results allow a reduction in inspection depth, while poor results lead to tightened controls. The

inspection plan thus forms a feedback loop that links inspection costs and quality improvement.

What role does ISO 9001 play in the incoming inspection plan?

ISO 9001 requires the monitoring of externally provided processes, products and services – without

prescribing a specific document. A documented incoming inspection plan is a recognised form of

evidence for this. In automotive contexts (IATF 16949), considerably more detailed requirements are

common.


