VOLUME 2.  AIR OPERATOR ADMINISTRATION

Chapter 17.  AIRWORTHINESS AUDITING

PART 1 AUDITING PROCEDURES

A
General information
1.  Authority - The applicable sections of the State Civil Aviation Regulations which, in turn, are based on the Civil Aviation Act, will provide the basis for the procedures in this chapter of the inspector’s manual.

2.  Deviations - Depending upon the nature of the particular problem or job, it may sometimes become necessary to deviate from the policies and procedures outlined in this manual.  When a deviation becomes necessary, the Inspector involved should be guided by sound judgement, making certain that all deviations are substantiated, documented and concurred by the Audit Manager.  Substantial deviations from this manual must be approved by the Director.

B
Definitions


Standard audit terminology common to both the authority and Industry.


1
Audit - An in depth review of the activities of an organisation to verify conformance with current regulatory standards.


2
Audit Manager - The appointed leader of a group of individuals conducting an audit.


3
Inspection - The examination of a specific item such as a component, aircraft or in-flight check.


4
Auditee - The company to be audited. 


5
Audit Finding - the determination or observation and recording of the adequacy or inadequacy of the conformance of a product, process, or procedure characteristic to the specified standard.


6
Certification - A determination of competence, qualification or quality by the authority for which a certificate, endorsement or other official document is issued in accordance with the procedures approved by the Minister. This includes original issuance, denial, renewal, and amendments to the document and related manuals.


7
Characteristic - Any distinct property or attribute of a product, process, or service that can be described and measured to determine conformance or non-conformance to specified requirements.


8
Confirmation - That the representations (verbal or written) are in accordance with the data or findings obtained from different sources.


9
Conformance - The state of meeting specified requirements of a standard, specification or regulation.


10
Non-Conformance - A deficiency in characteristics, documentation, or procedures which renders the quality of a product or service unacceptable or indeterminate, or not according to specified requirements, e.g. physical defects, test failures, inadequate documentation etc..


11
Documented - Recorded in writing, signed, dated and retained.


12
Audit Activities - Those activities by which information is obtained to verify the auditee’s conformance with the applicable regulations standards, e.g. interviews, observations, examination of evidence, recording, etc.. 


13
Observation - A finding which relates to an unacceptable practice or concern which is not tied to a standard.


14
Procedure - A document that specifies as applicable, the purpose and scope of an activity; what shall be done and by whom; when, where, and how it shall be done; what materials, equipment, and documentation shall be used, and how it shall be controlled.


15
Verification - The independent reviewing, inspecting, examining, measuring, testing, checking, witnessing, monitoring, or otherwise establishing and documenting, that products, processes, services, and documents conform to specified requirements.  This includes confirmation that an activity, condition, or control conforms to requirements specified in documents such as contracts, codes, standards, drawings, specification, program element descriptions, and procedures and technical procedures.


16
Working Papers - All documents required by the Auditor or audit team to plan and implement the audit.  Includes audit schedules, Auditor assignments, checklists and report forms used by Auditors.

C
Why we audit


1
Initial Certification - Prior to the issue of an Air Carrier Operating Certificate all areas of a company will be audited to ensure that the required standards will be met.


2
Surveillance - The auditee is audited on a systematic basis to ensure conformance with the standards and conditions of their approved document.  The frequency of such audits will be determined at the time of initial certification or by separate policy.


3
Request for Additional Authority - Prior to granting additional authorities to amend the Air Carrier Certificate, a full or partial audit may be conducted. 


4
Special Purpose Audit - An audit which was not previously identified as a requirement by the authorities Audit Plan, but deemed necessary due to operational circumstances.



These audits are non-scheduled in that they are the result of an identified deficiency within the company. 

D
Team Composition, Responsibilities and attributes 


1
Audit Manager - To maintain the integrity of the audit process the Audit Manager shall:



i
ensure that all relevant sections within the authority  as well as company 


officials have been advised of the audit dates;



ii
ensure that non audit activities with the carrier are reduced to a minimum 


throughout the audit period;



iii
ensure that any activities between the authority and the company are co-ordinated 

through the Audit Manager during the audit period;


iv
maintain contact with the Director as appropriate, and report progress of the field work, potential problems, changes to the objectives or scope of work and other significant matters arising during the audit.




v
maintain ongoing communication with the senior management of the company;

             vi
ensures that all decisions and approvals required from the Director are obtained on a timely basis.



vii
exercise line authority over assigned audit staff and observers and control time and resource budgets;


viii
ensure that all functions of the audit team have been completed prior to releasing the individual members;


ix
ensure that all non conformance items are based on specific regulations/standards and supported by objective evidence and detailed analysis;


x
prepare the draft audit report/post-audit letter and debrief the Director as applicable;


xi
co-ordinate the post audit meeting with senior company management and the authority.


xii
brief the Director of any non-conformance items which may substantiate enforcement action in accordance with the relevant sections of the Airworthiness Regulations.


2
Team Leader - The duties of the Team Leader are:



i
to maintain ongoing communication with the Audit Manager;


ii
to plan and manage the audit activities of the team, where necessary assigning Deputy Team Leaders;



iii
to de-brief management upon completion of the audit of his/her speciality area;



iv
to be familiar with the auditing procedure and the associated documentation;



v
to become familiar with the company’s policies, instructions and procedures;



vi
to draft sections of the report as required by the Audit Manager.


3
Team Member - the duties of the team member are:



i
to study and expand as necessary the audit checklists applicable to the functions 


assigned;



ii
to become familiar with the company’s policies, instructions and procedures;



iii
to be familiar with the auditing procedures and associated documentation;



iv
to conduct and document audit field work through all phases of the audit;



v
to ensure that all findings have supporting evidence.



vi
to maintain contact with the Team Leader and ensure that the audit progress is 


reported and potential problems addressed.


4
Observer - the duties of the observer are:



i
to be familiar with the auditing procedure and the associated documentation;



ii
to accompany the audit team during the entire audit, witness and take notes on its 


activities;

iii
to avoid participation in the audit unless specifically requested to do so by the team leader/audit manager;



iv
to address comments only to the accompanying auditors;


v
to remain with the assigned group.  Assignment to other groups must be approved by the Audit Manager.




5
Attributes of the Auditing Inspector


i
sound knowledge of the aeronautical regulations and technical expertise;



ii
fundamental knowledge of the industry or activity being regulated;



iii
skills in communication;

iv
be able to anticipate problems and assess the seriousness of observed weaknesses.



v
is able to organise his/her work, to question, to look for objective evidence, to 

construct checklists and use them effectively without being limited by them, etc..

vi
has knowledge of the criteria against which the audited object is to be evaluated.



In addition, inspectors involved in audit assignments require other skills and qualities 



such as:


a)
Salesmanship - opening the job in a hostile environment, securing information, the whole truth and selling new ideas or procedures.

b)  Ability to analyse - to break the whole into parts, and to determine validity.

c)  Creativity - to develop a clear picture of a situation and to produce a solution.

d)  Personal Suitability - courtesy, appearance, integrity and competence.


6
Conflict of Interest and Confidentiality



In selection of the Audit Manager/Team Leaders/Members or Observers there shall be 
no conflict of interest, real or perceived by the auditor, the auditee or others.



Types of conflict of interest include:

· Former employer;

· Organisation ties;

· Direct involvement;

· Acceptance of gifts or favours;

· Family ties.



Confidentiality must be maintained:

· At site or away from the site

· In general, keep the conversation between you and other team members.

E
PHASES OF THE AUDIT



· Initiation 

· Audit

· Post Audit


1
The Initiation Phase - This phase includes:




i
Establishing the ‘Need for the Audit’ 




The CAA Section proposing the audit will prepare a ‘Briefing Paper’ for the Director including details of the type of audit proposed and expected resources and budgetary expenditure.  The Director will appoint the Audit Manager.



ii
Team Selection




The Audit Manager will negotiate the intended Team Leaders with the respective Deputy Directors and when they are appointed they will jointly nominate the Team Members and confirm their availability for release with the Section Heads.  The Audit Manager will then propose the full team to the director for approval.



iii(a)  Team Preparation - Documentation Review




Review the company files to gain an understanding of current and past events/occurrences, making notes and flag items for further reference.




Review the auditee’s manuals against the applicable requirements: Operations Manual, Maintenance and or Quality Control Manual,  Operating Certificate, Operations Specifications etc., making notes and flagging items for further reference.




During the documentary review record anything and everything that may be non-compliant, suspect or curious.




Information gained through this period can be used to add additional questions to the audit checklists.




During the ‘Documentation Review’ the following questions will assist in assessing the company’s documentation:

· Scope: Is there a scope statement identifying what each procedure/description covers?  Does it include the purpose?

· Completeness:  Are all the activities described?

· Language:  Is the documentation written in language that can easily be understood by the people who have to read it, follow it or implement it?   Is it simple and practical?  Is it free of all ambiguity or ‘double talk’ and conflicting statements?

· Responsibilities:  Does it clearly specify who is responsible for what?

· References:  Are the required documents and records identified and their use explained?

· Forms:  Are sample forms included and referenced in the descriptions?

· Review:  Are there arrangements to ensure that the documentation is reviewed by the appropriate people?  Is there a mechanism for ensuring the documentation is kept current, up to date and properly supported?

· Access:  Does it clearly identify all the areas and individuals that might need access to the documentation and ensure that access?

· Changes:  Is there provision to ensure that all changes receive the same care and authorisation as the original? 

· Obsolete Documents:  Is there provision for removal of obsolete documents?




Reference Material - The following legislative documents and manuals should be readily available.  Team members must ensure that all reference documents include the latest amendments.




Aviation Act




Civil Aviation  Regulations 




Advisory Circulars issued by the Authority




Advisory Circulars adopted by the authority 




Instructions to staff




Policy Letters




Notices To Operators




Aircraft Flight Manuals & MELs




Aircraft Maintenance Overhaul & Repair Manuals




Type Certificates and Type Certificate Data Sheets





Airworthiness Directives




iii(b)  Team Preparation - Audit Plan




The Audit Plan will be prepared jointly, by the Team Leader Operations and the Team Leader Airworthiness.  The Plan will be approved by the Audit Manager.



Sample Audit Plan   (ITALIC)



INTRODUCTION

1.  General


An audit of _________ Airlines main base is scheduled for the period ____ to ____.    Audits of the Route Stations will follow during the period   ____ to ____.


The audit will be conducted by a team of (THE AUTHORITY) Inspectors.  Refer to Section 8  for details of the team organisation, team members and areas of responsibility.

2.  Objectives



The objective of the audit is to conduct an analysis of _________ policies, standards, procedures, and facilities with respect to aircraft operations and maintenance, in order to ensure that conformance with _________ delegated authorities and  legislative requirements are being met, and that maximum provision for flight safety is practised.

3.  Procedure




Standard audit procedures will be used throughout, and will include interviews with management, supervisory and other __________ personnel, facility inspections and a review of the related policies, procedures, standards and records utilised by the company.




SCOPE OF THE AUDIT
4.  General




To determine the adequacy of facilities, policies, procedures, standards, and personnel qualification, the procedures detailed in this Section will be applied, but not necessarily limited to the following  _________ departments:

A.  AIRWORTHINESS
Code
Topic
Example

A-1





Maintenance Control Manual
a review of the _____ approved Manuals for applicability, approval status, completeness and conformance with the Regulations

A-2
Technical Publications
a review of other related ______ and the authority’s  publications for applicability, approval status and completeness

A-3
Company Quality Audits
the effectiveness of the company’s quality audits (in house, sub contractors, route stations and line stations, leases etc..)

A-4
Engineering
Engineering procedures as related to quality control and maintenance; (Airworthiness Directives,  Modifications, Repair Schemes, TSO Changes, Test Equipment etc.)

A-5
Support/Overhaul Shops
support/overhaul shops for conformance to approved  procedures

A-6
Aircraft Maintenance Records
aircraft records, flight time and technical logs, inspection intervals, certification and release to service

A-7
Sample Aircraft for Conformance
a selected sample of aircraft for conformance with acceptable standards and the maintenance control manual

A-8
Parts/Material Control & Storage
parts and material control including source inspections, parts pooling procedures, certification of foreign purchases, parts, etc.



A-9
Maintenance Program
Maintenance programs as related to airframes, engines and aircraft components

A-10
Reliability Program
reliability programs as related to airframes, engines and aircraft components

A-11
Minimum Equipment List (MEL) & defect control
Procedures relating to MEL, conformance with the MMEL, configuration deviation,  defect related ferry flights and defect control

A-12
Test Flights
Maintenance related test flights

A-13
Maintenance Contracts
Maintenance contract arrangements with respect to lease aircraft, owned aircraft, scheduled and charter flight maintenance, monitoring procedures etc.

A-14
Certification of                      Components
control of and procedures for certification of components both in country  and at foreign repair facilities

A-15
Mandatory Defect reporting
reporting and investigation of Service Difficulties & Major Defects

A-16
Airworthiness Directives/Bulletins Conformance
records of compliance and conformance procedures

A-17
Maintenance Training Standards
facilities, program. Curricula and records for initial and on going training

A-18
Licensing Certification Standards
standards and procedures for maintenance and inspection personnel

A-19
Fuelling/fire Prevention
refuel/defuel procedures, fire fighting and training for ramp and maintenance personnel

A-20
Facilities/General
adequacy of hangar facilities and support shops for intended maintenance and overhaul.   

A-21
Test Measuring Equipment
adequacy of calibration system, traceability to a national standard, records and compliance with system

A-22
Weight & Balance
aircraft weighing - initial and repeat, compilation of weight and centre of gravity schedules.

A-23
Corrosion Control/Ageing Aircraft Program
compliance with mandatory requirements and  manufacturers recommendations.

participation in National/International seminars etc. 

A-24
Non Destructive Testing
qualified personnel, facilities, equipment and control procedures.

A-25
Other Specialised Work


A-26
Ground support equipment
adequacy for each fleet, maintenance and calibration of electrical units etc.

A-27

.

A-28
Route Stations and Line Stations
staffing, facilities, procedures, records and equipment





O.
OPERATIONS
O-1
Company Operations Manual  
review of approved manuals for applicability, approval status, completeness and conformance with Regulations

O-2
Ops Specs
review for completeness and conformance

O-3
Manuals - AOM, AFM, EM etc.
review of other related company and the authority publications for applicability, approval status, completeness etc.

O-4
Flight Crew Training Programs & Company Check Airman & Instructor
review all training programs against regulations. 

review qualification and selection requirements of company check airman and instructors.

O-5
Flight Crew Training Records and Currency
review pilot’s record keeping system against the requirements.

O-6
Simulator Evaluation
review adequacy of simulators against training needs and control procedures etc.

O-7
Dispatch & Flight Watch
flight dispatch centres, procedures and training of dispatchers.

O-8
Flight Documentation
review of sample flight documentation both for pre-flight, during and post flight

O-9
Passenger Safety
Flight Attendant manual, procedures, training and records

O-10
Cabin Crew and FOO Training & Records
review cabin and FOO training and records, including currency against requirements.

O-11
Flight Safety Programs
review the function of the flight safety office and content/effectiveness of safety programs

O-12
Aircraft Documentation
inspect aircraft for required documentation and review the system to determine compliance with the requirements.

O-13
Minimum equipment List  (MEL)
evaluate MEL applicability and system to update and control MELs

O-14
Dangerous Goods
review of procedures for applicability and conformance to approved standards.

O-15
Flight Duty Time Limitation Records
review pilot, cabin attendant and dispatcher FDT recording and scheduling system.

O-16
Flight and Ground Inspection
conduct ramp and en-route inspections to determine compliance with company procedures and the requirements.

O-17
Facilities and Aircraft Equipment
inspection of aircraft installed equipment, ground and airport facilities against  the requirements.

O-18
Aircraft Performance
review of airport analysis and en-route/landing performance against  the requirements.




iii( c)  Team Preparation - Pre Audit Team Meeting






The purpose of this meeting is to ensure that all members understand ;

· The material which has been presented to them i.e. Timetables, Audit Plan, etc..

· Their duties and responsibilities.

· Their specific audit area.

· The audit check lists.

· The position of any observer.

· The team plan in general.





Any questions regarding the audit should be answered at this time.  Any differences should be discussed before leaving for the audit.


2
The Audit Phase - This phase includes:




i
Pre Audit Company Meeting





Preliminary preparation coupled with the following guidelines will provide the basic elements of a successful meeting.






The meeting should:

· take place on the auditee’s premises;

· be attended by all senior management levels;

· provide maximum information regarding Audit and related procedures;

· be concise but precise, brief but clear.






The Audit Manager should:

· introduce all members of the audit team with a brief background of each, including observers;

· explain purpose of the Pre Audit Meeting;

· state the objective and scope of the audit;

· explain the method of performing the audit;

· cover the method of communication between the Audit Team and the Auditee;

· explain the method of handling any non-conformance’s detected;

· establish a time and place for the Post Audit Meeting;

· answer any and all questions put forth by the Auditee.





By the end of this meeting, both sides should have a clear understanding as to what will take place.





Agreement should be reached between both parties regarding the Auditee’s provision to the Audit Team for adequate working facilities including:

· Office or Conference Room

· Photocopier

· Secretarial assistance

· Measuring or Test Equipment





Conformation should be obtained in writing of the agreement to provide the required facilities etc.

 


ii
The Audit




The audit will be conducted against an ‘Audit Check List’ compiled from the topics described in the ‘Scope’ and constructed into the ‘Audit Plan’.




To detect a non-conformance, a guideline that reflects the standard must be followed.  In this way the Check List tells you what should be happening and observation confirms what is happening.




The gap between should and is will generally be a non-conformance.




The Audit Check List must:

· be used when monitoring a process, procedure or program;

· be updated to reflect the latest revision;

· be complete in its entirety;

· be signed by the auditor (Team Member) responsible for that audit area;

· get you started, keep you on track, confirm completion; and 

· be as flexible as necessary to add questions to support specific situations.




If used correctly, the audit check list can be an extremely valuable auditing tool.  However, if not handled correctly, it can ruin a good audit.




The following guidelines will assist in getting the most effective use from the check list:

a)  When you (as auditor) enter a department or area, ask the host to explain how the system works.

b)  Question how the personnel work in accordance with the system.                                                                                             

c)  Evaluate the above information against the Standard/Manual, and decide if it meets or fails to meet the requirements.

d)  Record examples of numbers, procedures, documents, drawings, measuring and testing equipment in each area.

e)  Finally use the check list to ensure that all aspects of the requirements have been met.




Note:
Never gain access to files or other company documents without appropriate authorisation.





Company representative should be present during document review whenever possible.





The three main steps in conducting a physical audit are:

· Observing

· Interviewing

· Documenting




It should be noted that all steps, Interviewing, Observing and Documenting are on-going and inter-related.  There is no specific sequence to be followed.




Observing -  
This is normally the first step and is common to all types of physical audits.  Your observations will lead you into those areas that may or may not require more investigation.






Observing is a learned skill that will improve with each audit carried out.




Interviewing -  The interview is probably the single most important element of any audit.  The success of your audit will be largely dependent upon your skills as an interviewer.

Each interview scenario will be different.  You will have to assess the climate and decide on the approach to take - whether friendly or formal - or somewhere in between.






Generally speaking it is good practice to establish a friendly atmosphere, if possible, at the beginning of the interview   ( small talk in known areas of common interest) and then outline the roles to be played by both parties.






The following points will be helpful in developing or improving your personalised interview technique:

· Make personal contact with your subject immediately.

· Keep the contact ‘human’.

· Five minutes of warm-up before you start will pay off in good co-operation.

· Describe the assignment briefly so that the person being questioned will see their part in the total picture.

· Make him/her feel he/she is on the ‘inside’.

· Invite him/her to feel the importance of his/her role in the program.

· Have an outline of the material you intend to cover.

· Use this as a guide to be sure you are getting all the data.

· At the start of the interview, put company representatives at ease and ask them to describe things in their own words.

· Start the interview with the least complex, simple questions to alert the company representative to the type of questions that will be asked.

· Be flexible with the questions asked.

· Rephrase or reword the sentences if they prove too complex, confrontary or open to misunderstanding in any way.

· Listen to the answer provided (do not interrupt if at all possible) and restate the respondent’s answer to avoid any misunderstanding. (Paraphrasing)

· Do not hesitate to request additional information or explanation if there is any chance of a misunderstanding.

· Be sure to note data such as the names of persons interviewed and their titles.

· Identify each interview separately for easy identification.

· Indicate page number and date.

· Take care in writing so you can easily read your own notes.

· Record the relevant details immediately - do not rely on your memory.






Here are some valuable Don’ts that apply to all interviewing:

· Do not harass or talk down to the respondent.

· Avoid challenging respondents even if their statements are contradictory.

· Don’t begin an interview with preconceived ideas about the auditee or the particular area.

· Don’t interrupt the story to insert your own ideas.

· Don’t let the interview get diverted into areas that are obviously not pertinent.

· Don’t let blanket statements or broad generalisations obscure the facts.

· Don’t let half-understood problems go.

· Don’t follow an established sequence of questions just because you have them written down or memorised.

· Don’t be overpowered by the person being interviewed, be sure you leave feeling you were the interviewer and not the interviewed.

· Don’t become involved in operational problems or offer solutions that will distract from the primary purpose of information gathering.

· Don’t waste the auditee’s time.

· Don’t think and plan on his time, do your preplanning in advance of the interview.

· Don’t ask CLOSED questions that can be answered with YES or NO.

Sampling
The sample size of a population and selection criteria have a direct impact on the validity and confidence level of the results. The following guidelines should be used:

(a) each sample group must stand-alone. If there are 1 400 pilots, 2 800 flight attendants, 180 maintenance personnel, and 15 dispatchers, each of the four groups must be considered separately;

(b) the P goal is to achieve a 95 per cent confidence level with the results of the sample tested. Often, this goal may not be appropriate; therefore, the audit team must carefully consider both the sample size and the time devoted to the task. Random sampling may be considered an acceptable alternative;

(c) the chart found in the Appendix will help determine the sample size needed to achieve a 95 per cent confidence level for populations of 400 or more. For smaller populations, a larger sample must be examined and the following guide should be used:

Population
Sample

100:
50 per cent

199:
40 per cent

399:
35 per cent

Recording and Documenting




In taking notes during the audit to record findings and observations remember to:

a)  Identify the area; function; process; program etc.

b)  Identify the time; date and location.

c)  List examples in detail - 3 or 4 are sufficient.

d)  Record serial numbers and revision numbers.

e)  Note all supporting documentation.

f)  Note all references to conversations.

g)  Record any other information which will allow you to gain additional insight.

h)  Note: Anything and everything will help you and the team as a future reference.

i)  Reference the checklist number.

j)  Take time to write clearly - to be a good record it has to be legible.

k)  Use whatever abbreviations you can live with.

l)   Make sketches if necessary.




The necessity of a successful record is to ensure recall for later use as a possible documented recording and for discussion with other team members.




The importance of accurate note taking and record keeping cannot be over emphasised.  Notes must be complete in every detail for use in confirming and substantiating what you have seen and heard, when required to document the findings in the report.

iii
Analysis of Findings




Analysis is the keystone in conducting audits.  It is an organised method of identifying problem areas with a logical approach to determine necessary corrective action and is used:

· to ensure that the audit is based on a valid objective and accurate assessment of the organisation or facility;

· to identify a problem at its source and pinpoint the cause at its highest level;

· to ensure standardisation of problem determination; and to have a documented record of the process used when establishing non-conformances. 




Analysis should be used after recorded observations, at the end of each day or at the daily team meeting - always the sooner the better.

AUDIT  FINDING




Audit Findings are recorded on  form ….  And form the most important record for both the authority and the company being audited.  It is therefore extremely important that the form is completed accurately and in sufficient detail to be ‘stand-alone’.




All Audit Findings must;

· Specify the Area of Audit  (Topic from the Scope)

· Identify the reference standard -  the requirements/Manual/Procedure;

· Quote specific details - ‘Objective Evidence’.




It must be noted that the company representative who signs (if required) against the finding is purely signing to confirm that the recorded situation was correct at the time the auditor made the finding.  He is not necessarily the person responsible for the area or function detailed and should not be held accountable for the finding or corrective action.




At the time of the audit finding being recorded the corrective action will not be detailed and may not be until after the audit has been completed and exit meeting held with the company.




Completed forms that in any way do not meet the above criteria can not be passed to the company as ‘Audit Findings’.




It is not the auditors function or responsibility to establish blame for the ‘finding’ or at this stage of reporting to attempt to establish a ‘Root Cause’.




The Audit Finding forms should be completed by hand and passed to the Deputy/Team Leader each day.  The administrative assistant will then key the details of the form into the system to produce the printed version.

Confirmation Request 




Proper use of the Confirmation Request Form …… can greatly reduce Inspector workload during the Initiation and Audit Phases.  For example, when an auditee appears to have missed a required maintenance operation an Inspector could have to review a considerable amount of paperwork to secure confirmation.  To avoid that time consuming operation, the company would be issued with a Confirmation Request Form (CRF) requesting proof that the apparently missed item had in fact been correctly completed at the scheduled time.



In following this process the auditee is afforded the opportunity to prevent aircraft ‘grounding’, and it also ensures that the auditor is possession of all the facts before proceeding with further action.  This means that the auditor has saved valuable time by not having to search through the records systems to produce necessary supportive information.  In addition the auditor receives a signed document from the auditee to use as part of the supportive evidence package.  

The CRF is effective because:

· where initial evidence indicates a non conformance, the burden is on the company to show otherwise;

· the auditor makes the final determination based on auditee produced facts as to which direction to proceed;

· the auditor is compelled to view the state of the company records management system from the auditor’s perspective;

· arbitrary findings based on subjective examples are eliminated;

· the auditee is not faced with major surprises at the end of the audit because all contentious issues have been dealt with in an open manner; and 

· the auditor has more time to devote to the business of auditing rather than chasing a paper trail.

Audit Record Log

Each Team Leader will maintain a record log, to be updated daily, of all ‘Audit Findings’ and  ‘Confirmation Requests’.  The format and control of the log will be decided by the Team Leader.  This may vary from a simple title, time and date book to a direct file of photocopied duplicates.  Each form will have been assigned a sequential number for accountability.  This process will ensure that at the end of the audit, all forms have been satisfactorily answered and appropriate action taken.

This log will ultimately form part of the formal audit record.




iv
Communications during the audit:

a)  Within the Team





It is essential that each Team Member continuously inform his Deputy Team Leader of both the progress of his auditing and the findings/confirmation requests that are raised.





It is essential that Team Members do not engage in debates with the auditee any dispute in interpretation of the standards or aspect of a finding must be referred to the Team Leader.





At the end of each day of the audit the Team Leader will conduct a meeting to review the days progress and confirm that the audit plan is on schedule. 





The results of this meeting together with the ‘Audit Findings’ and ‘Confirmation Requests’ will then be passed by the Team Leader to the Audit Manager. 

b)  Between the Team and Auditee





The Audit Manager is responsible for communications with the auditee and will hold regular meetings during the course of the audit to ensure that the senior management of the company is fully aware of both progress and findings.

c)  Safety Issues





During the course of the audit, should at any time a ‘Safety Issue’ be noted this must immediately be reported to the Team Leader.  The Team Leader will contact the Audit Manager and determine what the approach will be to the company.





Once notification has been made to the company it is expected that they will take the initiative to correct the ‘threat to safety’.  In the event that the company does not take immediate action the Audit Manager will determine the action to be taken by the Team to resolve the issue.





v
Post Audit (Exit) Meeting




Once the entire audit is complete, the audit Manager shall conduct the final briefing with the auditee.  The Audit Manager and Team Leader(s) will make the determination of how many Team Members attend the meeting and who will speak at the meeting other than him/herself and the Team Leaders.




This meeting must not come up with any surprises to the auditee, it will be a summary of the briefing sessions held throughout the course of the audit.  If this meeting is a shock to the management it is evidence of procedures not being followed during the course of the audit.




The speakers must present their findings in a clear and concise manner.




The meeting should:

· be chaired by the audit Manager;

· be cordial, diplomatic, clear, and polite;

· take into account the personalities and background of the company representatives;

· thank the auditee for their co-operation;

· summarise audit findings;

· state the areas of strength as well as the areas that are deficient;
· outline the progression of the report following the meeting;
· explain the company’s obligations regarding the corrective action plan;

· state how the response system works; and 

· discuss follow-up action.



3
The Post Audit Phase - this phase includes:




i
The Audit Report




The ‘Audit Report’ is a complete report describing both the organisation and the findings of the audit, it does not include the Team recommendations as a result of the audit.  Recommendations will be made following agreement of the corrective actions and be in a supplementary document to the report. 





The audit report should cover:

a)  An overview of the auditee.

· history and development of the company with detail of current operations, bases and sub bases;

· details of fleet;

· staffing

· contracts for operations and maintenance.

b)  Auditee’s organisational structure.

· positions and names of key personnel, including charts where this is the easiest format.

c)  Date of Audit and locations covered.

d)  The Audit Team

e)  Purpose of the audit.

f)  Types of Findings.

· audit Findings of ‘Non Conformance’;

· observations.

g)  The coverage of the audit.

· list the areas audited and the references used in the Audit Findings.

h)  Overall Conformance.

· detail the areas where conformance was found;

· summarise areas of non-conformance, giving examples.

· state that copies of all non conformance Audit Findings are attached.

Note:  This section of the report forms the ‘Executive Summary’, the Audit Manager will determine whether it should lead the report or be contained within the body of the report.

ii    Parallel Report
(1)
An audit may identify observations and/or deficiencies in, or the misapplication of, Civil Aviation legislation, policies and procedures. Where an observation or deficiency indicates a need for revised policies, standards, procedures or guidelines, a finding shall be made against Civil Aviation and not the auditee.  Where a non-conformance to a regulatory requirement is found, and that requirement required Civil Aviation approval (i.e., document or manual approval), a finding shall be made against the auditee (so that the non-conformance is resolved through the Corrective action plan) as well as Civil Aviation.

(2)
Findings against Civil Aviation will be described in a document called the parallel report. The audit manager will forward the parallel report to the Director within 30 days of the completion of the audit and shall identify the problem, cause, responsibility and recommended solution for each finding. All supporting documentation shall be included in the parallel report.

(3)
Civil Aviation deficiencies shall neither be included nor referenced in the audit report.

Parallel Report Follow-Up

Parallel report items shall be forwarded to Director who will assign an appropriate office for co-ordination and follow-up of those deficiencies. 




Approval and Distribution 



      The report will be agreed by the full team and approved by the Audit Manager.





Distribution will be to:






The Auditee 






Team Members






Director 




iii
Auditee Corrective Action Proposals.




Before the Team can make a final recommendation as a conclusion of the audit the auditee’s proposals for corrective actions must be received, reviewed and accepted.




In the Post Audit Meeting the company will have been requested to forward all corrective action proposals through the Team Leaders who will then be responsible for prompt review by the team members.


Depending on the nature of the audit findings, the company’s corrective action should involve:

(a) Immediate Corrective Action. This is action taken immediately upon identification of the audit finding to remove the immediate threat to aviation safety;

(b) Short‑Term Corrective Action. This is short‑term action to correct a non‑conformance that does not pose an immediate threat to aviation safety, which ensures that conformance is established quickly until long‑term action is completed to prevent recurrence of the problem. Short‑term corrective action will normally take place within 30 days; and

(c) Long‑Term Corrective Action. This is longer‑term action and has two components. The first will involve identifying the cause of the problem and indicating the measures the company will take to prevent a recurrence. These measures should focus on a system change. The second component will include a timetable for company implementation of the long‑term corrective action. Long‑term corrective action will normally take place within twelve months.

Long‑term corrective action should be accompanied by the forwarding of supporting documents for review. Short‑term corrective action should also be accompanied by the forwarding of supporting documents, which may take the form of logbook entries, purchase orders, memoranda or revised inspection procedure cards. It is important to verify as much supporting documentation as possible during subsequent surveillance. 




When the Team Leaders are satisfied that all corrective action proposals have been received a full team meeting will be convened to formulate and agree the final recommendations.  These recommendations will form a supplement to the Audit Report and should include:

· an overall recommendation based on the particular objectives of the audit;

· acceptance or otherwise of the scheduled compliance time for corrective actions;

· frequency of follow-up to the findings; and 

· period and extent of future surveillance.




The Audit Manager will present the final recommendations to the Director  (for Approval). 




Subject to approval by the Director the final result of the audit can then be forwarded to the company.



iii
Follow-up




The Team Leaders will control and monitor the follow-up to all corrective actions, using the applicable team member for the corrective action to the Audit Finding that he/she raised.




When the necessary follow-up has been completed and is satisfactory the result will be notified to the Director and the audit file retained for future audit reference.

*****************


Audit Finding Form
     





Company Name

Base Location

File

Area of Audit:

No.      

Non-Conformance With:


Examples







Name and Signature of Auditor

Date

Company Corrective Action:  Immediate, Short and/or Long Term







Signature/Title

Date

Civil Aviation Division Response



Audit Follow up









Target Completion Date

Date Item Completed

Inspector

Confirmation Request Form

CRF No.
Company Name

   


Name of Auditor
Area of Audit

     
     

Company Representative
Title

     
     

Subject Matter








Auditor’s Signature

Date and Time


Company Response Required By:
Date and Time



Company Response









Company Representative’s Signature

Date and Time


For Inspector Use Only

 FORMCHECKBOX 
 Company Response Accepted
 FORMCHECKBOX 
 Company Response Reject
Audit Finding:   FORMCHECKBOX 
 Yes   FORMCHECKBOX 
 No






Auditor’s Signature

Date and Time
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