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Audit Checklist: Systematic
Preparation and Execution of
Supplier and Process Audits

An audit checklist is a structured inspection document with which purchasers and quality
managers systematically evaluate suppliers, processes or sites. It defines which items are to
be inspected, what evidence must be available and who is responsible for the assessment. In
practice, its scope ranges from supplier qualification via certification preparation to internal
process reviews in procurement. A well-structured audit checklist makes inspections
reproducible, comparable and legally defensible.
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Key facts at a glance
01 An audit checklist standardises audit items, assessment criteria and evidence
requirements before, during and after an audit.

02 Typical areas of application are supplier audits, system audits (e.g. in accordance with
ISO 9001), process audits and product audits.

03 The structure often follows a Kepner-Tregoe-like pattern: audit item, requirement,
evidence, assessment, responsible person.

04  Checklists form the basis for supplier performance evaluation and for decisions on
multiple sourcing or the second source threshold.

05 In practice, 50 to 300 audit items are regarded as a typical scope depending on the
audit type.

06 Digitalised checklists enable trend analyses across several audit cycles.

| Definition: audit checklist

An audit checklist is a pre-structured working document that records all relevant audit items of an audit
in logical order. It serves as a guide for auditors, as an instrument of evidence for management
systems and as a benchmark for repeat audits.
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Distinction from other inspection documents

The audit checklist is not identical to an audit report or an assessment catalogue: the checklist guides
the inspection, the report documents the results, and the assessment subsequently flows into key
metrics such as supplier performance evaluation. It is also distinct from sample inspections at goods
receipt, since here the focus is not on parts but on systems, processes and responsibilities.

Legal and normative classification

Checklists themselves are not standardised, but the audits they accompany are — for example in
accordance with ISO 9001, IATF 16949 or VDA standards. Companies should examine in each
individual case which evidence and documentation obligations apply to their industry. Legal statements
on liability or warranty cannot be derived from the checklist alone.

| Structure and methods of an audit checklist

A practical structure follows a clear pattern: audit item, requirement, expected evidence, rating scale
and responsibility. This turns a list of questions into a manageable inspection instrument.

Typical structure of audit items

Proven blocks are quality management system, production processes, delivery and logistics processes,
purchasing and procurement at the supplier, personnel qualifications, and environmental and
occupational safety. For suppliers with an international supplier network, country risks in procurement
are added, such as export controls or customs clearance. Each block should contain verifiable,
yes/no-capable or scaled individual criteria.

e Quality management system and certificates

e Process and machine capability (e.g. Cp/Cpk evidence)
e Delivery reliability and logistics concepts

e Risk management and country risk in procurement

e Environmental and occupational safety requirements

Rating scales and scoring systems

In practice, scales from zero to ten points per audit item have become established, often supplemented
by weighting factors according to criticality. Alternatively, binary assessments (met/not met) or
traffic-light systems are common. What matters is that the scale is defined in advance and remains
traceable in the audit report — otherwise results will be interpreted differently depending on the auditor.

Roles and responsibilities

Who inspects, who decides, who must be informed? A RACI scheme analogous to the roles in
procurement (RACI) creates clarity: the lead auditor is responsible for execution, the buyer for business
communication, and the quality results owner for follow-up of deviations. For first audits as part of
supplier discovery, technical specialist departments should also be involved.
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| Areas of application in procurement and supplier development

The audit checklist accompanies the entire supplier life cycle — from qualification via ongoing
monitoring to requalification. Its use is closely interlinked with planning and evaluation processes in
procurement.

Supplier audits and qualification

Before a new supplier is admitted to the supplier network, the checklist serves as a systematic potential
and capability analysis. It supplements the supplier meeting with reliable on-site evidence and supports
the price review, for example when questions about the supplier's price build-up or cost-plus calculation
are examined. It is also indispensable for global sourcing, as cultural and country-specific particularities
merit explicit audit items.

Audits in ongoing operations

Repeat audits — often on a one-to-three-year cycle or event-triggered after quality problems — ensure
sustained process control. The results feed into the supplier performance evaluation and influence
order allocations. If a supplier repeatedly falls below the second source threshold or misses quality
metrics such as first pass yield (FPY), a re-audit is typically mandatory.

Internal audits in procurement

Audit checklists inspect not only suppliers but also one's own processes: are parameter maintenance
(MRP) and master data up to date, how high is the duplicate rate in the supplier and material database,
is procurement planning aligned with inventory management? Such internal audits uncover
weaknesses in data quality before they trigger costly mis-procurements.

| Key KPIs and assessment relating to the audit checklist

The checklist itself provides the raw data; audit work only becomes measurable through metrics that
capture completion rate, deviation density and improvement speed.

Metrics for audit execution

Typical metrics are the proportion of audit items inspected, the number of critical deviations per audit
and the proportion of actions closed on schedule. A common rule-of-thumb benchmark for the on-time
completion of audit actions is above 90 per cent; below that, the improvement process is considered at
risk in practice.

Link to supplier metrics

Audit assessments should not be considered in isolation. In practice, they are combined with metrics
such as delivery reliability, complaint rate and first pass yield (FPY) into a supplier score. This creates a
robust basis for sourcing decisions — for example, whether a supplier receives additional volumes
within the framework of multiple sourcing or needs to be covered by a second source.

Amplifa Marketplace - Procurement glossary Page 3 of 7



G Audit Checklist: Systematic Preparation and Execution of Supplier and Process Au...

| Risks, controls and typical mistakes

A poorly designed checklist creates a false sense of security. Typical risks are superficiality, lack of
traceability and missing corrective action tracking.

Typical sources of error

Frequently observed are overly general audit items ('Is the quality good?"), unclear evidence
requirements, and checklists that are used unchanged for years although processes and requirements
have evolved. Merely ticking boxes without an on-site process walkthrough also distorts results.

e Overly generic audit questions without measurable evidence
e Missing weighting of critical topics
e No follow-up of open actions

e Qutdated question programme after process changes

Controls and corrective action tracking

Every deviation should be recorded with a responsible person, deadline and effectiveness check. A
short follow-up after four to twelve weeks has proven its worth, supplemented by a formal effectiveness
assessment at the next regular audit. This closes the loop for continuous supplier development.

Compliance and documentation

Audit records can serve as evidence in cases of production downtime, recalls or liability issues.
Companies should clearly regulate retention periods and access rights and, in individual cases, have
them reviewed legally or under data protection law, particularly for audits involving photographs,
process data or personal records.

| Current developments: digitalisation and risk-based audits

Audit checklists are increasingly moving into digital tools that integrate photographs, signatures and
evaluations. At the same time, the focus is shifting from pure system audits to risk-based, data-driven
inspections.

Digital checklists and data integration

Digital forms enable trend analyses across several audit cycles, automated action workflows and
linkage to spend analysis or supplier master data. This allows audit frequencies to be managed on a
risk basis: critical suppliers more frequently, stable ones less frequently. In addition, supplier
self-assessments are gaining in importance, serving as pre-screening before the on-site audit.

Sustainability, cyber security and resilience

Modern checklists increasingly include sustainability and compliance aspects such as carbon footprint
accounting, supply chain due diligence obligations and IT and cyber security requirements. Resilience
topics are also coming into focus: how does a supplier behave during disruptions, how diversified is its
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own supplier network? Whether and which statutory obligations apply in each individual case should be
examined separately.

| Typical metrics

Metric Typical value

Audit item fulfilment rate > 90 %
Proportion of fulfilled audit items; common rule-of-thumb benchmark
for satisfactory suppliers in practice

On-time completion of audit > 90 %
actions Proportion of deviation corrective actions closed on schedule
Critical deviations per audit 0-2

Common target figure; higher values trigger re-audits

Audit interval 1-3 years
Risk-based, depending on supplier criticality and performance

| Practical example

A medium-sized mechanical engineering company with around 400 active suppliers introduced a
structured audit programme for the first time. Previously, supplier visits had been spontaneous and
undocumented; quality problems only became visible at goods receipt. Procurement developed an
audit checklist with around 180 audit items in seven blocks, weighted critical topics double and linked
the results to supplier performance evaluation.

e Definition of a three-stage audit programme: self-assessment, remote audit, on-site audit
e Weighting of critical audit items such as process capability and delivery reliability
e Digital corrective action tracking with deadlines and effectiveness checks

e Annual evaluation of audit items by supplier group

| Conclusion

The audit checklist is an inconspicuous but effective steering instrument in technical procurement. It
turns supplier visits from a matter of gut feeling into traceable assessments and creates the data basis
for sourcing decisions, supplier development and risk management. What matters is a clear structure,
measurable audit items and consistent corrective action tracking. Those who digitalise their checklists
and apply them on a risk basis save audit costs while increasing their informative value. Buyers are
advised to regularly adapt the question programme to new requirements — for example sustainability or
cyber security.
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| Frequently asked questions

? What should a supplier audit checklist contain?

Typical blocks include quality management system, production and inspection processes, logistics
and delivery reliability, purchasing at the supplier, personnel qualifications, and environmental and
occupational safety. Each audit item should contain a clear requirement, an expected piece of
evidence and a rating scale. For international suppliers, topics such as export control and country
risks are added.

? How many audit items should an audit checklist contain?

In practice, 50 to 300 audit items have become established depending on the audit type. A first audit
of a strategic supplier tends to be at the upper end, a repeat audit at the lower end. Quality matters
more than quantity: every item must be verifiable and linkable to evidence.

? What is the difference between a supplier audit and a supplier evaluation?

An audit is a one-off, often on-site-based inspection with a documented result; supplier performance
evaluation is an ongoing analysis of key metrics derived from operational data such as delivery
reliability and complaint rates. The two complement each other: audit results feed into the
evaluation, and evaluations determine audit frequencies.

? How often should supplier audits be carried out?
A typical cycle is one to three years, depending on supplier criticality, delivery performance and risk
profile. After serious quality problems or major process changes, an event-triggered re-audit is
common. Risk-based approaches deliberately shorten or lengthen the intervals.

? What is the difference between an audit checklist and an audit report?
The checklist is the planning and execution tool containing all audit items before and during the
audit. The audit report subsequently documents results, deviations and corrective actions. The
checklist structures the inspection; the report is the binding results document.

? Which standards require an audit checklist?
Standards such as ISO 9001 or IATF 16949 require documented audit procedures, but not
necessarily a checklist in the strict sense. In practice, however, it is the most proven means of
demonstrating the required systematisation and traceability. Which specific evidence is required in
each case depends on the standard, the industry and customer requirements.
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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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