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A quality system cannot really work unless it includes an effec-
tive means of internal quality auditing. It cannot be stressed
enough that until you routinely check and improve your quality
system, youhaven’treally started. Having decided toimplement
aninternal quality audit system you need to do the job well; after
all, the word ‘quality’ is included!

Operating a quality audit system is
the means by which a company
routinely checks its own operations to
ensure that they comply with the
requirements of the company’s own
standards. In addition, it should be
driving the whole organisation on to
make continuing improvements. The
standard definition of a ‘quality audit’
is: ‘A systematic and independent
examination to determine whether
quality activities and related activities
comply with planned arrangements
and whether these arrangements are
implemented effectively and are
suitable to achieve objectives’ [1].

Translated into simple language this
means routinely checking what should
happen, what does happen and that it
gives the result required.

Before carrying out your audit you
need the following:

* authorisation from the chief execu-
tive {preferably published) for the
administrator of the scheme to set up
and create the system

¢ commitment (an overused but
necessary word) to the principal by
the chief executive, preferably
including demands to know the
results of the audit programme and
to be involved in regular reviews

* a documented quality system, agreed
by the management responsible, and
which ideally, but by no means
necessarily, complies with the
international standard for quality
systems, (SO 9001 or 9002.

It is essential that the documented
procedures have been formally agreed,
as the audit should be checking
compliance and not entering into any
undefined areas.

Hetpful information on the whole
subject is given in the British Standards
guide to quality systems auditing (BS
7229: 1989), although this is principally
concerned with the way to audit the
whole of a company’s quality system
rather than with systematic internal
auditing of sections within the system.

quality auditing

You need auditors

Your auditors must be carefully
selected as they need maturity and also
need to have:

Ability to communicate clearly both
verbally and in writing but always
remember, we were given two ears and
one mouth — for auditing it is essential
to listen.

Tact which is essential to overcome

the barriers often present due to
resistance or the politics within an
organisation.

Tenaciousness and the ability to follow a
line of inquiry through without being
diverted.

Flexibility and the ability to obtain the
necessary information from all levels
within the organisation by adopting
the appropriate approach. The auditor
also needs to be able to face the
unforeseen situations that can arise
during an audit and be able to cope in
all circumstances.

Good judgement because the findings
will range from trivial to major. The
auditor needs to be capable of assess-
ing their relative importance so that
the major discrepancies are given
sufficient attention.

An inquiring mind and the desire to find
out more than they are told or can see.
They should not necessarily accept the
“facts” as given but tactfully ask for
more information when they consider
it necessary.
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You may think you do not employ
such people. Do not be concerned as,
without lowering standards, almost
every successful company contains
potential auditors; it is just that you
haven’t yet found them. Having
identified the team, you may well find
some members with potential manage-
ment skills that you were not aware of
and can develop.

The audit team should include
sufficient auditors to comfortably cover
the whole of your audit programme.
You could use full-time auditors but,
especially if used exclusively, you will
lose the many benefits brought by
someone with similar difficulties in
their own section. The task of carrying
out audits should not interfere unduly
with the auditors’ normal responsibili-
ties. Auditors should ideally be selected
from various areas of your organisation
so that you can benefit from their
different areas of expertise. It is
essential that auditors are not exclu-
sively from one section as they must
always be independent of the area
being audited.

Where possible, the same auditor
should not audit the same section each
time. This allows the section to be seen
through different eyes; for instance, an
engineer will see dyeing in a different
light from the way a production
manager will, and both parties can
benefit.

Auditors need training

Having found your auditors and
persuaded them to participate volun-
tarily, they need training. This training
needs to be formal and cannot be done
by listening to an ‘expert’ or even by
reading articles such as this. Probably
the most effective training system is to
be told how to prepare for and carry
out audits, and then to participate in
role playing. Auditors need to make all
the mistakes, without risk, to really
learn and then after practice they will
become fully competent. There are
many techniques that can be taught,
but only with experience can you ask,
listen, look and record seemingly all at
once. Having the role playing video
recorded and then watching the key
mistakes, as well as the good points, is
a very effective way of introducing an
initially daunting technique.

You now have a team of trained
auditors and are ready to start, but
there is still a key element missing: the
checklist. This is the list of questions
that the auditor needs to answer. To
prepare checklists it is a good idea to
use a small group of people, including
the quality manager and a representa-

tive of the section being considered.
This group needs to consider all the
variables that may affect quality. The
five and a half Ms should be used, i.e.
Men, Machines, Materials, Methods,
Measurement and Milieu (French word
to represent envirenMent). In addition,
other inputs such as customer com-
plaints, reject rates, labour turnover
statistics, accident figures and financial
performance can be used.

Each question should then be
drafted to give the auditor adequate
scope while remaining specific. Exam-
ples are shown in Table 1. Note that in
each case reference is made to a
specific paragraph within the compa-
ny's procedures. This is essential so
that the auditor can identify the
requirement precisely; should there be
a discrepancy, there can be no argu-
ment about what action has been
agreed.

Table 1

No. Check list Yes/No

7. Does test equipment show
valid calibration stickers?
(Ref: Proc. C123 p. 2.1}

8. Have colour matchers passed
colour discrimination test (TM8)?
{Ref: Proc. T110 p. 4.2}

9. Are matching cabinets correctly
maintained?
(Ref: Proc. D230 p. 3.6)

Every checklist should also include

the standard questions:

* ‘Have previous discrepancies been
corrected?’

+ ‘Are procedures/manuals available
and correct?’

Each checklist should be referenced in
a way that allows the results from
previous audits for each area to be
used to identify recurring defects.

Before doing an audit

Having produced the checklist you are

almost ready to start but you also need

the following.

* A documented procedure stating the
basic rules to be followed during an
audit; necessary contents are:

{a) how it will be documented

(b) what requirements the audit is to
be carried out against (ISO 9001/2
or the company’s own standards)

(c) procedure to be used if corrective
actions cannot be agreed.
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« An authorised programme of audits
that includes all the areas to be
covered and gives the dates for the
audits. This will ensure that the
audits are carried out in an orderly
way and not activated as a panic
response.

* Notification to the section manage-
ment of the date on which the audit
will be carried out, defining the area
to be audited and who the auditor
will be. This notification can be used
as a reminder of the standard against
which the audit will be carried out
and also of the appeals procedure.

The audit itself

The auditer and, preferably, the person
responsible for the section to be
audited will already have a copy of the
checklist. The checklist gives the
questions to be answered by the
auditor. They are not the questions to
be asked by the auditor, as they are
closed questions that can only be
answered with a ‘yes’ or a ‘no’.

The auditor should start by checking
who in the section is responsible for
which function. It is important to
consider the whole section and not
immediately set off down the first
burrow that appears. Remember, rabbit
warrens can be large and complex and
their size is often best judged from
above ground.

When the auditor answers checklist
questions it should not simply be “yes’
or ‘'no’ but should give verifiable facts.
Table 2 uses the earlier checklist
questions as examples. Typical ques-
tions would be open ones such as ‘how
do you?’, ‘where is?” and ‘where are the...
records kept?’.

The auditor’s allies are Kipling's
serving men (see below).

The so-called ‘audit triangle’ should
be used throughout (Figure 1). It is
simple to use: start anywhere and just
keep going clockwise.

An audit has been successfully
carried out if:

* the auditor achieves the objectives
set

* those audited feel they have been
fairly treated and will benefit from
the time they and their staff have
spent being audited

* the auditor does not overstep his/her
authority and does not make worse

| kept six honest saerving-men

(they taught me all | knew)

their names are what and why and when,
And how and where and who.

Rudyard Kipling The Elephant's Chila




any personnel or other problems
that already exist in the section

* those audited have some means of
appeal if they disagree with the
tindings or cannot agree on solu-
tions to correct defects identified.

During an audit, the auditor may well
find that the checklist has missed some
questions, that there are trails that
should be followed by future audits or
that other useful comments have been
made which are not part of the audit
report. To cover these, a separate
report from the auditor to the person
responsible for organising audits
allows useful information to be formal-
ly recovered without affecting the
audit itself.

It is not over yet

The auditor must document his
findings during the audit and these
should be summarised for the person
responsible for the section. At this
meeting there should be no argument
about the supportable facts that were
seen; there must be no supposition
such as ‘[ don't think...". If the audit has
found discrepancies between the
requirements and the practice, actions
to correct the situation need to be
agreed. It is equally important to give
praise, audits must not be witch-hunts
and should always be aimed at gaining
improvements for everyone in the
organisation.

Again using the previous example
above, a typical action would be that
shown in Table 3.

When discrepancies have been
raised, a re-audit should be arranged to
be carried out after the agreed date for
corrective actions. This re-audit will
only involve checking those areas
where corrective actions were required.
Ideally it should be carried out by the
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Figure 1 Audit triangle

same auditor who will already know
the problem and be able to assess
whether or not it has been effectively
corrected.

Auditing the audits

Even the audit system itself needs to be
audited. This is probably best achieved
by senior management carrying out a
formal review to check that the pro-
gramme is being met, the audits are
correctly documented and improve-
ments are being achieved. This review
can also usefully refine check lists and
arbitrate on corrective actions that
could not easily be agreed between the
auditor and the section management.

More to think about

Other topics can be covered either
separately or as part of a wider defini-
tion of quality. Safety is a good exam-
ple as in many ways the techniques are
similar and there is an impact on
quality in its wider meaning. To do this
the checklist needs to include questions
such as “Are fire exits correctly marked
and clear of obstructions? (Ref: Proc.
5103 p. 2.3)" and ‘Are COSHH assess-
ments available and adequate? (Ref:
Proc. 5105 p. 3.3)".

Audits do not have to follow the type
of system described above. Other types
are:

Products Looking at a specific item or
line of preduction.
Procedures Looking only at the effec-

Table 2
No. Check list Yes/No Remarks
7. Does test equipment show Yes Balance W001 valid 12/91
valid calibration stickers? Jug V081 valid 3/92
(Ref: Proc. C123 p. 2.1)
8. Have colour matchers passed Yes K Moor passed 1/89
colour discrimination test (TM8)? D Browne passed 1/90
(Ref: Proc. T110 p. 4.2)
9. Are matching cabinets correctly No Cabinet 1 OK
maintained? Cabinet 2 D65 change overdue

{Ref: Proc. D230 p. 3.6)
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Table 3

Action by

No. Agreed actions Perscn Date

9. Tube to be replaced,
ali other cabinets to
be checked, calendar
of changes due to be
started and Proc.
D390 to be amended

to include calendar.  KJ 13/4/91

tiveness and correct inter-relationship
between documented procedures.
Suppliers Checking that your supplier,
of goods or services, has a quality
system that is capable of supplying
your requirements.

Self-audits Honestly answering the
questions on your personal checklist
allows surprising improvements to be
made.

Invited spectators If directors/senior
managers are given basic instruction
and agree to work under the direction
of the auditor, participation in an audit
can open their eyes. Giving instruc-
tions is often easier than carrying them
out!

Finally, remember that auditing 1s
nothing new. The church records for
Chichester dated 1621-22 give the
findings of an audit carried out by the
archdeacon, against the requirements
of the Church Canons issued in 1604.
These found discrepancies such as the
Bible at West Wittering “is not of the
last translation” and that in Graffam
they ‘rung bells in our church very
disorderly so that we could not sleep
quietly in our beds’.

Now it is time to start, because the
sooner you do the earlier vour organi-
sation will begin to benefit. However,
you must not start until you have both
commitment and formally trained
auditors.

The techniques briefly outlined
above are quite simple, are extremely
effective and offer an organisation
enormous benefits. These will include
knowledge about what really happens
instead of what you would like to
happen or think happens. In this way
difficulties identified can be openly
resolved and your nightmares should
disappear, allowing everyone to sleep
peacefully at night.

Reference
1. BS 4778: 1987.
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