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1.0
INTRODUCTION

Audits and inspections will be covered in this session. Basically the same principles apply to both and the reason why we use two terms is to distinguish between the activity performed by the Aerodrome and the activity performed by the CAA.

The terms are not defined in Doc 9774, so we will use these definitions:

Audit: 
A systematic and independent examination carried out by the provider, a third party or by customers to determine whether infrastructure, systems, products or services comply with regulatory or other applicable standards.

Inspection:
A systematic examination carried out by the Authority to determine whether the provider’s infrastructure, systems, products or services comply with regulatory, or other applicable standards including the stated safety management system of the provider.
Keywords are systematic and independent.

Systematic means that it should be carried out according to a written procedure and at regular intervals. The procedure should cover all aspects from the planning via the execution and reporting to the follow-up. 

Independent means that auditor/inspector should not audit/inspect an area of which he has responsibility, i.e. the Head of the RFF section should not audit the RFF section.

We will cover the principles of audits and inspections only in this session.

First, the Aerodrome has obligations, and indeed, audits are a central part of any Safety Management System.

3D.5.1    The aerodrome operator shall arrange for an audit of the safety management system, including an inspection of the aerodrome facilities and equipment. The audit shall cover the aerodrome operator’s own functions. The aerodrome operator shall also arrange for an external audit and inspection programme for evaluating other users, including fixed-base operators, ground handling agencies and other organizations working at the aerodrome as referred to in regulation 3D.4.2.

The Authority also has obligations, and indeed, inspections are a central part of any Safety Oversight Program.

5.2.3.1    These tasks and responsibilities include:

a)
periodic or special on-site audits of the aerodrome safety management system including verification of the aerodrome, and data published in the AIP and inspection of the aerodrome facilities, equipment and operating procedures; and

b)
review of the aerodrome operator’s daily audits and special safety audit reports and actions thereon.

Let us now start with having a look at why we perform audits and inspections and what we want to achieve.

From this point on, we will for convenience only use the term inspection, but as said, the same principles apply to audits.

2.0
INSPECTION OBJECTIVES

Inspections are generally initiated for one of the following purposes:

a)
To determine whether initial compliance with regulatory requirements exists

b)
To determine whether continued compliance with regulatory requirements is ensured by the provider.

c)
To follow up the necessary corrective and preventive actions.

These inspections may be programmed (routine), or ad hoc for example prompted by significant changes in the provider’s infrastructure, system, process, product or service, or by a need to follow up corrective/preventive action.

Inspections are normally designed for one or more of the following purposes:

a)
To determine the conformity or degree of nonconformity of the provider’s infrastructure, system, process, product or service with specified requirements.

b)
To determine the effectiveness of the management system in meeting specified objectives.

c)
To determine that the provider has identified areas and degrees of risk and has managed those effectively.

d)
To evaluate the competence and performance of those accountable for safety.

e)
To meet regulatory obligations.

3.0
MANAGEMENT RESPONSIBILITIES 

The Authority responsible for safety oversight/The Aerodrome Management should establish a capability to provide overall management of the entire inspection/audit process.

This includes, but is not necessarily limited to the following:

a)
Determine the standards to inspect against.

b)
Develop capabilities to enable them to inspect effectively against such standards.

c)
Formulate the policy on types of inspections, including core and themed areas.

d)
Establish procedures for planning and scheduling the programme of inspections.

e)
Selecting inspectors and lead inspectors for particular assignments in order to ensure that the skills brought to each assignment are appropriate.
f)
Formalise inspection report formats.

g)
Establish boundaries of lead inspector authority.
h)
Establish procedures to monitor corrective/preventive action follow-up.

i)
Establish policy and procedures in case of major non-conformities.

j)
Produce a formal and structured training programme for inspectors.
k)
Regularly assess the training needs of inspectors and take appropriate action to maintain and improve inspection skills.

l)
Establish a method of continuously improving the inspection programme.

Comments:

a) 
This might be Annex 14, Doc 9774, National regulations based on these documents, or from the Aerodrome point of view: the same plus own procedures including SMS procedures. 

d)
Inspection Programme:

A schedule of inspections to be carried out in a year. 

Example: CAA Inspection programme:


Jan:
Aerodrome XX, All aspects


Feb:
Aerodrome YY, Safety Management System and RFF


Mar
Aerodrome ZZ, Safety Management System, Winter operations


Apr:
Aerodrome WW, Safety Management System, Infrastructure


Etc

Example: Aerodrome Audit Programme.


Jan:
Safety Management System and Winter Operation.


Feb:
Electrical Services and RFF.


Mar:
Handling Agents


Apr: 
Fuel companies


Etc

4.0
ROLES AND RESPONSIBILITIES

4.1
The Authority / Aerodrome Management
a)
Determines the need, purpose and general scope of the inspection and initiates the process.

b)
Defines the requirements of each inspection assignment, including the required inspector qualification.

c)
Receives the inspection report and transmits it to the provider.

d)
Approves (or disapproves) the provider’s plan for corrective/preventive action follow-up, if necessary determines what immediate action is to be taken and informs the provider’s management of it, cfr item 6.

e)
Monitors that decided follow-up action is complied with.

NOTE :
When defining the required inspector qualification for a specific task, the following items should be taken into account:

· The type of standard against which the audit is to be conducted.

· The type of service or product and its associated regulatory requirements. 

· The need for professional qualification or technical expertise in a particular discipline.

· The absence of any real or perceived conflict of interest.

· Other relevant factors.

In addition the following items can be considered when selecting the lead inspector.

· The size and composition of the inspection team. 

· The need for skill in leading and managing the team. 

· The ability to make effective use of the skills of the various inspection team members. 

· The personal skills needed to deal with a particular provider. 

-
The required language skills.

4.2
The inspection team

4.2.1
General

Whether an inspection is carried out by a team or by an individual, a lead inspector should be placed in overall charge.

Depending upon the circumstances, the inspection team may include experts with specialised background, inspector trainees or observers who are acceptable to the Authority, the provider and the lead inspector.

4.2.2
Responsibilities

The lead inspector is ultimately responsible for all phases of the inspection. The lead inspector should be given authority to make final decisions regarding the conduct of the inspection and any inspection observations.

The lead inspector’s responsibilities should, in addition to inspector’s responsibilities cover:

a)
Assisting with the selection of the inspection team.

b)
Preparation of the inspection plan.

c)
Communicating and clarifying inspection requirements to the inspection team.

d)
Communicating the inspection plan to the provider.  

e)
Representing the inspection team with the provider’s management.

f)
The formulation of the conclusions and non-conformities of the inspection. 

g)
The assessment of the level of the found non-conformities.

h)
Submitting the inspection report according to the Authority’s procedure.

i)
Ensuring that the inspection is carried out with due regard to ethical standards

j)
Taking or recommending action to the Authority, in accordance with the authority boundaries of the lead inspector, any licensing action that is considered necessary.
Inspectors are responsible for:

k)
Complying with the applicable inspection requirements.

l)
Communicating and clarifying inspection requirements.

m)
Planning and carrying out assigned responsibilities effectively and efficiently documenting the observations.

n)
Reporting the inspection results to the lead inspector.
o)
Co-operating with and supporting the lead inspector.

4.2.3
Activities 
The lead inspector should:

a)
Plan the inspection.

b)
Ensure that the provider is notified of the inspection

c)
Prepare working documents and brief the inspection team.

d)
Report critical nonconformities. 

e)
Report any major obstacles encountered in performing the inspection.

f)
Report on the inspection results clearly, conclusively and without undue delay.

g)
Be accountable for any action taken by the audit team

Inspectors should:

h)
Remain within the inspection scope.

i)
Exercise objectivity.

j)
Collect and analyse evidence to support claims that is relevant and sufficient to define non-conformities and to develop conclusions regarding the inspected system.

k)
Remain alert to any indications (including body language) of evidence that may influence the inspection results and possibly require more extensive inspection.

4.3
The provider (included here for completeness)

The provider’s management should

a)
Inform relevant employees about the objectives and scope of the inspection.

b)
Make available members of senior management with safety accountabilities during the  inspection.

c)
Appoint members of staff to accompany members of the inspection team when required.

d)
Provide all resources needed for the inspection team in order to ensure an effective and efficient process.

e)
Co-operate with the inspectors to permit the inspection objectives to be achieved.

f)
On the basis of the inspection report, develop a plan for corrective and preventive action for approval by the authority. 

Note :
It is the duty of the Authority to make the provider aware of his responsibilities.
5.0
INSPECTING 

5.1
Initiating the inspection

5.1.1
General

The content of para 5.1.2, inspection scope and 5.1.3 inspection frequency could be handled both on a policy basis or an individual basis. One solution is to develop a policy and to make adjustments on an individual basis and also have the option to handle special cases on a fully individual basis. 

Refer also to chapter three, inspection objectives.

5.1.2
Inspection scope 

The Authority makes the final decision on which system elements, physical objects and organisational elements are to be inspected within a specified time frame. (This should be done with the assistance of the lead inspector).

The scope and depth should be designed to meet the Authority’s specific information needs, and special consideration should be given if the inspection is performed prior to the grant, renewal or extension (in scope) of the licence.

The standards or documents with which the provider’s infrastructure, management system or other aspect is required to comply with are specified by the Authority .

NOTES: 


a)
During the inspection, based on observations made, there might be a need to inspect against other documents.

b)
The resources committed to the inspection should be sufficient to meet its intended scope and depth.

5.1.3
Inspection frequency and timing

The need to perform an inspection is determined by the Authority, taking account of specified or regulatory requirements and any other pertinent factors. Significant changes in infrastructure, management, organisation, policy, processes (techniques or technologies) that could affect safety, or changes to the management system itself and the results of previous inspections, are typical of the circumstances to be considered when deciding inspection frequency. 

Inspections to determine initial compliance with regulatory requirements should be performed prior to the grant or extension (in scope) of a licence.

Inspections to determine continued compliance with regulatory requirements should, unless indications of non-compliance are received, be performed routinely at intervals determined by the Authority.

When determining the interval and timing, consideration should be given to the complexity of the provider, its management system and its traffic situation, particularly changes.
Another consideration is the level of confidence the Authority has in the provider’s competence, possibly as a result of safety concerns or accidents/incidents.

5.2
Preparing the inspection

5.2.1
Review of the provider’s documentation.

As a basis for planning the inspection, the lead inspector should request and review for adequacy the provider’s safety assurance documentation, and any other documentation and records found necessary, such as internal audit reports, manuals, risk analysis, safety data etc.

Former inspection reports with follow-up action should also be reviewed.

5.2.2
Inspection plan

Based on the defined depth and scope of the inspection and taking into account the results of the review of the provider’s documentation and records, the lead inspector should prepare an inspection plan.

The inspection plan should be approved by the Authority and communicated to the inspection team carefully and in detail, and to the provider to the extent deemed necessary for an effective and efficient execution of the inspection.

The plan should be designed to be flexible in order to permit changes in emphasis based on 

information gathered during the inspection, and to permit flexible use of resources.

The plan should include at least the following:

a)
The inspection objectives and scope.

b)
Identification of the organisational elements to be inspected.

c)
Identification of all reference documents that the inspection will be carried out against (such as the applicable regulations, provider’s documentation etc).

d)
Identification of inspection team members.

e)
The date and place where the inspection is to be conducted.

f)
The expected time and duration for each major inspection activity, including meetings with key personnel.

g)
The schedule of meetings to be held with aerodrome management.

h)
Inspection report distribution and expected date of issue.

If the provider objects to any provisions in the inspection plan, such objections should immediately be made known to the lead inspector. They should be resolved between the lead inspector and the provider and, if necessary, the Authority before executing the inspection.

5.2.3
Inspection team assignment

Each inspector should be assigned specific tasks or organisational elements to inspect. Such assignments should be made by the lead inspector in consultation with the inspectors concerned.

5.2.4
Working documents

The internal documents and forms required to facilitate the inspector’s investigations, and to document and report results, may include:

a)
Check lists, with attention points or questions to be asked (normally prepared by the inspector assigned to inspect that specific element).

b)
Forms for reporting inspection observations.

c)
Forms for documenting supporting evidence for conclusions reached by the inspectors.

d)
Former audit and inspection reports.

e)
Results of the performed document evaluation (if applicable!).

Working documents should be designed so that they do not restrict additional inspection activities or investigations which may become necessary as a result of information gathered during the inspection. 

5.3
Executing the inspection

5.3.1
Opening meeting with the provider’s management.

The purpose of the opening meeting is to:

a)
Introduce the members of the inspection team.

b)
Become acquainted with the people who have the major safety accountabilities.
c)
Review the scope and objective of the inspection.

d)
Provide a short summary of the methods and procedures to be used to conduct the inspection.

e)
Establish the official communication links between the inspection team and the provider organisation.

f)
Confirm that the resources and facilities needed by the inspection team are available.

g)
Confirm the time and place for the closing meeting and any interim meetings of the inspection team and the senior management of the aerodrome.

h)
Clarify any unclear details of the inspection plan.

5.3.2 Examination

5.3.2.1 Fact finding

Factual information should be collected through interviews, examination of documents and records and observations of activities and conditions of infrastructure in the areas of concern. Clues suggesting non-conformities should be noted if they seem significant, even though not covered by the scope of the inspection, and should be investigated. Information gathered through interviews should be tested by acquiring the same information from other independent sources, such as additional interviews, physical observations, measurements and records.

During the inspection the lead inspector has to organise periodical meetings with the team members to evaluate the interim results. Based in this information the lead inspector may make changes to the inspectors’ work assignments, and to the inspection plan if this is necessary to ensure the optimal achievement of the inspection objectives.

If the inspection objectives appear to become unattainable, the lead inspector should report the reason to his superior and the provider’s management. 

5.3.2.2 Observations

All observations should be documented. When the fact finding phase is complete, the inspection team should review all of their observations to determine which are to be reported as non-conformities. The inspection team should ensure that these are documented in a clear, concise manner and are supported by evidence. Non-conformities should be identified in terms of the specific requirements of the standard or other related document against which the inspection has been conducted. Observations should be reviewed, analyzed and carefully formulated by the lead inspector. All relevant observations should be presented during the closing meeting with the provider’s management and should be acknowledged by the provider’s management.

5.3.3
Closing meeting with provider’s management 

At the end of the inspection, prior to preparing the inspection report, the inspection team should hold a meeting with the provider’s senior management and those responsible for the organisational elements concerned.

The main purpose of the meeting is to present observations, especially non-conformities, to the senior management in such a manner that they clearly understand the result of the inspection.

The lead inspector should present the inspection team’s conclusions regarding the safety management system’s effectiveness in ensuring that objectives are being met (if applicable).

The lead inspector should present observations, taking into account their perceived significance.

The lead inspector shall also use this meeting to inform the provider about any need for corrective and preventive action, without being inappropriately specific or prescriptive about the detail of the action - that is for the provider to determine and seek agreement as necessary with the Authority on any action plan and timescale; referring to the found non-conformities and discrepancies 

Also, information shall be given about the final reporting and monitoring by the Authority.

5.4
Inspection report

5.4.1
Report preparation

The inspection report is prepared under the direction of the lead inspector, who is responsible for its accuracy and completeness.

5.4.2
Report content

The inspection report should faithfully reflect both the tone and conduct of the inspection. It should be dated and signed by the lead inspector. It should at least contain the following items as applicable:

a)
Identification of the inspection report.

b)
Identification of the organisation inspected.

c)
Inspection dates.

d)
Identification of the provider’s representatives 

e)
Identification of the inspection team members.

f)
The scope and objectives of the inspection.

g)
Identification of the reference documents against which the inspection was conducted.

h)
Identification of the organisational elements concerned.

i)
All subjects verified, reference and facts pertaining thereto.  

j)
Observations.

k)
Nonconformities.

l)
The inspection team’s judgement of the extent of the provider’s compliance with the applicable standards.

m)
The inspection team’s judgement of the safety management system’s ability to achieve defined safety objectives;

n)
The inspection report distribution list.

Any communication made between the closing meeting and the issue of the report should be made by the lead inspector.

5.4.3
Report distribution

The inspection report should be sent by the Authority to the provider’s senior management.

The report may be accompanied by requirements for initial follow-up action, cfr para 6.

If it cannot be issued within an agreed time period, the reasons for delay should be given to the provider’s management and a revised issue date established.

6.0
CORRECTIVE/PREVENTIVE ACTION FOLLOW UP

The provider’s management should be responsible for determining and initiating corrective/preventive actions, primarily needed to eliminate possible causes and to prevent recurrence of similar non-conformities in the future and secondarily to correct the found  nonconformity or discrepancy, or make a safety case for a variation to the requirements.

The provider’s management should be required to submit a plan, including a schedule for corrective/preventive actions within a time-frame specified by the Authority. 

This plan should, if satisfactory, be approved by, and follow-up should be monitored by the Authority.

If the plan is not satisfactory, the Authority may be required to specify changes to it.

If, during the inspection, there is found a non-conformity which has a direct and negative influence on safety, the lead inspector should, according to laid down policy or in consultation with his superior, order immediate corrective or temporary actions.

7.0
COMPETENCE OF PERSONNEL

7.1
General :

Doc 9774 says:

3D.5.3    The aerodrome operator shall ensure that the audit reports, including the report on the aerodrome facilities, services and equipment, are prepared by suitably qualified safety experts. 

It is assumed that personnel employed by the Authority have general basic and professional education. The following paragraphs only focus on additional competence in relation to inspecting and the Authority’s responsibility to maintain and if possible improve the competence of its personnel.

7.2
Training

Inspector candidates should have undergone training to the extent necessary to ensure their competence in the skills required for carrying out inspections, and lead inspectors also for managing inspections. Training in the following areas should be regarded as particularly relevant: 

a)
Knowledge and understanding of the standards against which inspections may be performed.

b)
Assessment techniques of examining, questioning, evaluating and reporting.

c)
Additional leadership skills required for managing an inspection, such as planning organising, communicating and directing.

d)
Knowledge of hazard identification and risk analysis.
e)
Knowledge of safety and quality management systems.

Such competency should be demonstrated through written or oral examinations, or other acceptable means.

7.3
Experience

Inspector candidates should have some full-time appropriate practical workplace experience (not including training), preferably some of which should have been in auditing activities.

Prior to assuming responsibility for performing inspections as an inspector, the candidates should have gained experience in the entire inspection process as described above. This experience should have been gained by participating in a minimum of three inspections, for a total of at least 15 days, including proper preparation, documentation review, actual inspection activities and inspection reporting.

Lead inspector candidates should have acted as qualified inspectors in at least three complete inspections performed in accordance with the recommendations in this manual before being evaluated for lead inspector duties.

All relevant experience should be reasonably current.

7.4
Personal attributes

Inspector candidates should be open-minded, objective and mature; possess sound judgement, analytical skills and tenacity; have the ability to perceive situations in a realistic way, to understand complex operations from a broad perspective, and to understand the role of individual units within the overall organisation.

The inspector should be able to apply these attributes in order to:

a)
Obtain and assess objective evidence fairly.

b)
Remain true to the purpose of the inspection without fear or favour.

c)
Evaluate constantly the effects of inspection observations and personal interactions during an inspection.

d)
Treat concerned personnel in a way that will best achieve the inspection purpose.

e)
Perform the inspection process without deviating due to distractions.

f)
Commit full attention and support to the inspection process.

g)
React effectively in stressful situations.

h)
Arrive at generally acceptable conclusions based on objective inspection observations.

i)
Have the resolve to resist pressure to change a conclusion if the challenge is not reasonable and valid. 

7.5
Leadership skills

Lead inspector candidates should demonstrate through suitable means their knowledge of, and capability of using, the necessary leadership and communicative skills required for planning and execution of a complete inspection, managing a team and for an accurate reflection of the inspection results by means of the written and spoken word.
7.6
Maintenance and improvement of competence 

Inspectors should maintain their competence by:

a)
Ensuring that their knowledge of the standards they are supposed to inspect against is current.

b)
Ensuring that their knowledge of inspection procedures and methods is current.

c)
Participating in refresher training where necessary.

The Authority should:

d)
Continually evaluate the performance of their inspectors, either through observation of inspections or by other means. Such information should be used to improve inspector selection and performance, and to identify unsuitable performance.

e)
Establish methods to measure and compare inspector performance to achieve consistency among inspectors. Such methods may include:

· Inspector training workshops.







· Inspector performance comparison.

· Reviews of inspection reports.

· Performance appraisals.

· Rotation of inspectors between inspection teams.

These measures should ensure that the inspector continues to meet all the requirements. Inspector reviews should take into account any additional information, positive or negative, developed subsequent to the previous review.

8.0
JOINT INSPECTIONS

There may be instances when several organisations co-operate to inspect jointly a provider. Where this is the case, agreement should be reached on the specific responsibilities of each organisation, particularly in regard to lead inspector authority, interfaces with the provider, methods of operation and distribution of inspection results before the inspection commences
Note: Joint inspections may be at a national or international level.

Joint inspections should be specially considered at aerodromes. For example, a joint team could do the Annex 14 part and the ANS simultaneously.

Some benefits are that the CAA is seen as a coordinated body, the aerodrome saves time and the opportunities to look at the interfaces between the various parts of the aerodrome are greatly enhanced.

A practical way to handle it is to issue a joint inspection plan, hold a joint opening meeting and a joint closing meeting.

During the inspection the joint team should have meetings to coordinate findings, particularly with regard to interface issues.

Whether a joint report or separate reports are written will depend on both the organisation of the CAA and the aerodrome.

We have found it practical to issue separate reports as the follow-up is handled by separate units both within the CAA and the aerodromes.

9.0 SUMMARY

In this session we have looked at audits and inspections from a generic point of view.

We have looked at the following issues:

Why inspections or audits?

Roles and responsibilities.

The full cycle of planning, executing and follow up of inspections and audits.

Qualification requirements for inspectors and lead inspectors.

The issue of joint inspections.

Whereas inspection is a task performed by the Authority and Audit is a task performed by the aerodrome operator (or service provider, airline opertor etc), the same basic principles apply.

To serve its purpose, a systematic approach is needed.

Lecture Notes – Audits and Inspections


