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ATTACHMENT ONE


Compliance Management Instruction 00/08 Version 2

Airline Office Audit Protocols

Background

This management instruction formalises the protocols for the airline office until revision of the ASSP Manual.

Preparing the Office Audit Plan 

Each year in June, the office audit plan for Air Operator Certificates (AOC) and Certificates of Approval (COA) is  formulated and approved by the General Manager Airline Operations (GMAO) .

Each office manager, in conjunction with their team leaders, must document the Processes and Infrastructure elements to be audited at each visit.  Select the elements from the Audit Element List*.

The GMAO holds the approved version of the plan and must authorise any date changes of more than three weeks.  Requests for changes to the plan must be made on the standard form. (see Compliance Management Instruction 00/02).

Should changes in audit dates occur, relevant national resource staff (engineers, cabin safety, dangerous goods, etc.) must be notified by the Team Leader.

Note:  Memoranda of Understanding are no longer appropriate for planning surveillance.  Each particular audit’s requirements are determined individually.  Agreement to incorporate staff from other offices into the audit team must be negotiated on a case-by-case basis with that office’s appropriate team leader and office/area manager.

July Each Year

Airline Offices (AO) must notify each operator, under their jurisdiction, of the planned dates for the CASA audits of their organisation for the coming year.  Organisations should be advised that the plan may be subject to minor alteration.

Planning the Audit

Two Months Prior to the Audit

· The Team Leader/Area Manager appoints the Lead Auditor for the audit.

· Depending on the size of the audit, an Administrative Support Officer (ASO) may be appointed as the Team Support Officer.

· The Lead Auditor develops a draft audit plan, confirming the elements to be assessed and the resources required.

Note:  This confirmation of the original office plan is necessary because of office staff availability or issues with the organisation to be audited.

· The Lead Auditor contacts each team member to discuss the audit plan. At this time, travel requirements should be identified and approved by the Office Manager or, in the case of overseas travel, the General Manager.

· The Lead Auditor liaises with the Team Support Officer (if appointed) and advises of the anticipated needs of the audit team.

One Month Prior to the Audit

The Area Manager, Team Leader, or Lead Auditor notifies the organisation in writing of the audit (including the name of the Lead Auditor).
Three Weeks Prior to the Audit

The Lead Auditor meets/contacts the organisation’s management representatives to establish and obtain:

· the relevant contacts within the organisation for the elements to be audited and confirm their availability during the audit

· a company structure organisation chart

· the list of relevant company manuals that relate to the organisation’s operations

· agreement from the organisation for accommodation for the audit team; and,

· security passes, clearances and car parking arrangements that may be required for the audit team.

Two Weeks to One Week Before Entry Meeting 

A briefing meeting must be held for all team members.  Where it is not practical for team members to be present, a telephone conference may be held. The briefing meeting will cover:

· information on the operator as appropriate

· the audit scope, elements, targets, timing, etc.

· roles/responsibilities of each of the audit team members

· locations/ports to be visited

· audit methodology

· recording and reporting formats

· team travel arrangements

· team meeting arrangements during the audit

· entry and exit meeting arrangements

· operator documentation distribution to the team

Note:  National resource specialists (eg. DGI and AWE) who are included in the team should have their audit tasks planned to be carried out early in the audit so that, where possible, they can be present for the audit entry meeting.

Team members then:

· identify people within the organisation they need to speak to in relation to the audit and prepare a draft timetable

· take into account the possibility of overloading staff within the organisation 

Conducting the Audit

Entry Meeting

The entry meeting includes representatives of the operator’s management and CASA audit team members.  The Lead Auditor must conduct the entry meeting and must cover the following points:

· thank the management team for their attendance and outline why CASA is conducting the audit
· introduce the team members and describe their roles
· clearly outline the scope of the audit
· confirm that the audit plan is achievable (operator staff available, etc) and plan alternative arrangements, where necessary
· confirm housekeeping arrangements (office to work from, toilets, escorts, etc)
· discuss the required communication aspects with the operator outlining that any issues will be discussed with them during the course of the audit and that any RCAs, ASRs and Observations will be presented at the exit meeting. There should be “no surprises” for the operator’s management at the end of the audit
· confirm the date and time for the exit meeting 
· circulate the Attendance Sheet* for signing by all present at the meeting 
Note:   Formal minutes may be taken of the entry meeting at the discretion of the Lead Auditor.

Audit Methods

Each element of the audit should be conducted with the following guidelines in mind:

· Identify the current practices (use ‘show me the process’)

· Establish that the practices are appropriate 

· Establish that the documentation matches the practices

· Review the system for regulatory compliance

· Identify any immediate safety-significant problems

Other things to consider:

· Are the people appropriately trained/qualified?

· Are there sufficient controls in the system (quality assurance processes)?

· Will the process continue if key personnel are not available, or if key equipment fails?

· When issues are uncovered, ask “why?” several times to get to the root cause of the problem and report on that root cause.

Note:  1.  Sufficient activities must be witnessed and adequate numbers of records sighted to satisfy the auditor that the system is satisfactory.  There is no better substitute for witnessing a process, or sampling product, to test the system.


2.  More specific methods for audit are in preparation as guidelines.

Audit Team Meetings during the Audit

When visiting on site, team members should get together at natural breaks to discuss the audit progress and to fine-tune the audit planning for the rest of the day.  Any follow-ups required by the team members can be discussed at these informal meetings.  At the very least, a meeting should be held at the end of each day to debrief team members and to discuss audit progress.

Recording the Audit

Each team member must record their findings and notes of the audit on the Audit Worksheet*.  This should include sufficient detail to identify what was observed during the audit - for example - Details of records sampled, Names of staff interviewed, Deficiencies found.  The worksheet is designed to record the audit team member’s notes while conducting the audit and therefore may not be very neat in appearance.
Final Team Meeting
At the end of the audit, the team must meet to discuss the audit findings.

Team specialists who need to leave the audit before this meeting should meet with the Lead Auditor to be debriefed prior to their departure.  If required, they and the Lead Auditor will also brief the operator on their findings prior to the official exit meeting.

Where necessary, Observations*, RCAs* and ASRs are raised for presentation at the exit meeting. At this stage these may be in draft (eg. handwritten) form.

RCAs are described in Compliance Management Instruction 00/09.

Observations should be raised for:

· System deficiencies that cannot be attributed directly to a current regulation.

· Identified minor Regulatory deficiencies that have no immediate affect on safety.

· Lack of documented procedures.

· Other situations where an RCA is not appropriate.

In all cases of regulatory breaches where it is considered that an RCA should be issued, the matter should be discussed in with the Lead Auditor/Audit team before issue. 

Note:  Current regulations call for an appropriately documented Operations Manual (AOC) and Quality Manual (COA).  Procedures which fully describe the systems employed by the certificate holder to carry out the required functions must be documented in the manual. 


Any RCAs raised as a by-product of the audit (eg. on contracted or third party operators who may hold a Certificate of Approval) will be forwarded to the controlling CASA Office for follow-up and appropriate action.

Draft audit report Element Summaries* should be prepared by the relevant team member for the Lead Auditor. 

A Safety Trend Indicator should be completed at this stage for the organisation and sent to Compliance Practices and Procedures for processing.

Exit Meeting

The Lead Auditor must conduct the meeting and cover the following points:

· thank the management team for their assistance during the audit

· circulate an Attendance Sheet* for signing by all present at the meeting

· restate the scope of the audit

· provide a brief overview of the audit

· introduce each member of the audit team to present a summary of their individual findings 

· present copies of audit RCAs, ASRs and Observations raised during the audit (if insufficient time is available these may be in handwritten, draft form; conversely a typed report, complete with summaries may be presented if time permits)

· inform the management of the acquittal details appropriate for each RCA issued

· confirm a date for presentation of the final audit report 

· provide the planned date for the next audit

Note:   Formal minutes may be taken of the exit meeting at the discretion of the Lead Auditor.

Reporting

The Lead Auditor is responsible for coordinating the audit report.  The audit report must be appropriately bound and comprise:

· a Cover Sheet*

· an Executive Summary*, where the overall performance of the certificate holder for the audit as a whole is described

· Element Summaries* for each element where the performance of the certificate holder for areas/elements audited is described

· an Index of Findings* 

· RCAs*, ASRs and Observations* raised during the audit 
The audit report must be signed by the Lead Auditor and must be checked by the Office Manager, Team Leader, or a member of the office not on the audit team before presentation to the operator.  The checker signs the front sheet of the file copy of the report.  This check is an essential part of the process to ensure that reports are issued without ambiguity and with the minimum of errors.

The Lead Auditor and/or Team Leader and/or Airline Operations Office Manager presents the report to the organisation’s Accountable Manager, or alternatively, the report may be posted to the operator.

The Airline Office Manager sends a copy of the final report to the GMAO.

Records

Each audit will be allocated a separate “In Confidence” file which will have separate sections (separated by card tabs) for:

· audit preparation/correspondence

· audit  worksheets 

· audit report

· follow-up records

File naming will follow the following protocol examples for consistent audit tracking:

Compliance Audit
SY QANTAS Aug99




ML Ansett Jul99




BN Sunstate Mar00

National resource staff (DGI and AWE) may raise additional files to store copies of their audit records depending on the requirements of their respective managers.

All staff involved in the audit must record the time spent on the audit.

The Lead Auditor must collect all the audit teams’ time recordings and place on the file.

The Lead Auditor must pass all audit records to the data entry operator for electronic entry.

Follow-up

The Lead Auditor is responsible for coordinating the follow-up and acquittal of the RCAs raised during the audit in conjunction with the team members.

The Audit Observations must be re-assessed at the next operator audit to track progress of the actions taken by the organisation to address the shortcomings.

Organisation responses to RCAs and ASRs must also be evaluated and, if considered relevant, will become an audit target in the next system audit to validate the corrective action.

Entry into ASSP Support System

Entry of audit planning and SCD/RCA data will be carried out under the name of the “artificial” inspector for each airline office.  This procedure will be an interim arrangement until the database systems are modified to suit the new approach.

Interim data entry instructions for Airline audits are described in Compliance Management Instruction 00/16.

Forms

The documents marked * in the above document are available on the CASA Common G: drive at G:\Compliance Division.

Definitions

Lead Auditor:
The person leading the audit team.

Team Leader:
The new name for the District Flying Operations Manager (DFOM) or District Airworthiness Manager (DAM).

Audit Team:
The members of a team who conduct the audit or provide on-site support for the audit.

Audit:
An audit of an organisation to determine if there are safety systems in place; if the systems are documented; if the systems comply with regulatory requirements; and if the organisation complies with those systems.  Audits are normally conducted by multi-disciplinary teams.

Team Support Officer:
Where considered appropriate by the Office Manager, an Administrative Support Officer (ASO) may be appointed to an Audit team to work under the direct control of the Lead Auditor.  This person will provide clerical services to the team including booking travel arrangements, note taking, acquiring documentation and when required, accompanying audit team members to assist with the audit.

Audit Element:
Specific single systems, processes, practices or functions which form the component parts of the audit.

Request for Corrective Action (RCA):
Requests for Corrective Action (RCA) are raised to communicate audit findings to an organisation which must be addressed by the organisation within a set timeframe.  These are normally breaches of the regulations or a system failure.  See Compliance Management Instruction 00/09 for details.

Safety Alert:
A Safety Alert is a particular type of Request for Corrective Action that requires an organisation to take immediate action and to provide an immediate response to CASA addressing the deficiency identified by the Audit. See Compliance Management Instruction 00/09 for details.

Observation:
Observations are raised where there is a perceived shortcoming within an organisation or a minor regulatory breach that does not affect safety.  Organisations should be invited to respond to an Observation and encouraged to indicate in writing how they intend to address the identified shortcoming.  Should an organisation fail to respond to an Observation, this may be followed up at the next planned systems audit.
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