Auditor Notes: General - Auditing Thoughts


Boredom is not uncommon for quality auditors. It is a result of our propensity to form a comfort zone and a way of doing things to reduce stress and build confidence. However, some habits are good for our customers and others are bad for our customers (customers of the audit process). 

All too frequently audits can become the same old thing audit after audit: looking at the same area, asking the same questions, talking to the same people, and getting the same answers. It is like selecting a path on the map to go from one place to another and never changing. The first time you take the path it is pretty interesting and you can learn a lot. The second time less so, and after a while everything looks the same except for the occasional road work or new building going up. It is the same with auditing; if the audit method is always the same for the same function, little new will be learned. The key to effective ongoing audits is mixing up the path. 

Mixing up the path can be taking a different route, even if it is longer... perhaps a more scenic route. Going backwards or starting from the middle. Selecting different auditors or different standards to audit against. Try different perspectives, fly instead of drive, overall versus looking at things with a microscope. Or check out the new road that was just completed (i.e. new product, new service, new process). 

For quality audits to be effective we need to form habits that require change. Following the same audit path every time will reduce effectiveness, while changing paths will improve it. 

Compliance or Management Auditing 

From very early times, auditors have been asked to verify the truth of stated conditions. The word, audit, actually comes from the act of hearing something stated. Cargo masters would shout out the contents in the holds of the ship as the auditor recorded the information for tax purposes. As business and trade advanced during the industrial age, auditors were asked to verify the legitimacy of financial information. Even today, most auditors are accountants. They provide confidence to managers, investors, and regulators that the numbers are truthful. These financial auditors do not speculate on the health of the business. In legal terms, they verify the absence of material false statements. 

As we adopted these financial concepts to manage quality, it was only natural that we would start with verifying that activities were being done by the book. We were instructed to check on the implementation of the written procedures. This is called a compliance audit. It continues in most business and government operations today. It is good. I imagine that most of you are performing compliance audits. 

Compliance audits can examine internal activities, as first party audits. They are performed by employees of the company on their company activities. We see this all the time in manufacturing. We see it in safety audits and environmental audits. This self-policing activity is an important part of business success. 

Compliance audits can also examine supplier activities, as second party audits. You and your supplier have contractually agreed to certain performance conditions. The bolts must be painted blue. The bags must be labeled. The roller coaster must withstand a 6.8 earthquake. All of these conditions can be verified at the supplier’s shop before shipping or at your facility upon receipt. The supplier inspectors have stated the stuff is good and you verify that they are telling the truth. 

Compliance audits can even examine someone else’s activities, as third party audits. Regulators, such as the Food and Drug Administration, need to assure the public that kidney machines are being operated and maintained properly. Registration to one of the ISO 9000 standards will assure customers and potential customers that certain rules are being followed. 

Notice that in all of the cases above, the auditor is examining an activity to certain rules. The result is binary. Either you are following the rules or you aren’t. As good as this is, it does not question the effectiveness or adequacy of the rules themselves. That is being left to others. This further evaluation can be done periodically, as a management review. It can be done as part of corrective action to an unsatisfactory condition. In compliance auditing, though, it is not performed by the auditor. 

Only in last few decades has our profession been examining the underlying controls associated with these rules. The earliest efforts, published by Larry Sawyer in the mid 1970s, called this operational auditing. In the late 1980s, we came up with the term management auditing. Some use the term performance auditing. This type of auditing goes beyond compliance. It first attempts to truly understand the controls that are desired. (Dr. Deming referred to this as profound knowledge.) Then it examines the many methods being used to achieve those controls. Finally, it attempts to determine if the controls are actually being achieved. As you can imagine, all of this thinking and analyzing is hard! 

Don’t expect to be able to instantly leap from compliance auditing to management auditing. Your earlier shift from inspector to auditor was difficult. This new transition also takes time and much effort. With practice and study your journey will be successful. Keep your eyes and mind open. Through this journal, perhaps we can help 

Data Collection Plan 

The data collection plan is made up of the things you want to touch or see during the audit. Things are records, schedules, completed document packets, timing of things completed, tags and identification marks, plans, procedures, memos, charts, graphs, checklists, check sheets, specified people, materials, parts, environment, and equipment. When preparing for an audit, you will be reviewing documents that describe the system being used. So when you come across these things, make a note to check them when you are in the field interviewing people. 

Verifying things of a process or system is the key to conducting a sound and thorough quality audit service for the customer. Observing things throughout your investigation creates objective evidence and data. Things can be observed prior to, during, and after interviews. Since auditors normally don’t have the time to observe work taking place (unless it is a process audit), observing things makes up the bulk of the data used to report the results of the investigation. 

When reviewing documents look for where promises were made to follow or issue a schedule, complete a record, file a form, assign certain personnel, create and maintain an environment, use specified equipment, report within a certain time frame, check off certain tasks, etc. 

Normally auditors put the things they want to see in their checklist. And most of the time it is okay to share your checklist with the auditee. The exception to this would be if you included your sampling plan in the checklist. Sampling plans would be more specific to exactly which records or charts you will be verifying. For example: a sampling plan may state that you will look at the production records for project 123, or the customer files for product Z, or the check sheets from last month. For big audits or when audits are used to verify certain contractual terms, sampling plans can become very involved and detailed. Sampling plans will be discussed in the next issue. 

Looking at things is collecting objective evidence that will be used to verify that the area under review has adequate controls to meet requirements defined in higher level documents, that controls have been implemented, and that the implemented controls achieve the desired objectives. 

The things discussed in this article are tangible in that they have physical form such as a piece of paper (or electronic medium), a part, a tag, etc. Things are measurable as completed or not completed or show a trend or measurable result. 

The data generated by looking at things is more reliable than unverified comments made during interviews. And finally, looking at things will give you more confidence in your final assessment of the area under review. 

Closing Meeting Record 

Reporting what you observed is what the closing meeting is all about, but there are three housekeeping items that should not be overlooked. There should be 1) an agenda for the closing meeting, 2) a record of who attended the meeting, and 3) minutes of any discussions or agreements made at the meeting. 

Record keeping does not need to be a big deal and can be handled nicely with the one page form (Closing Meeting Record) that is enclosed in this issue. 

The agenda should include items typically covered at every closing meeting plus have space for specific topics to be added. Prior to the closing meeting you can review with the auditee contact what will be discussed and add any items that the auditor and auditee representative agreed to. 

People can sign in (print their name on the form) as they arrive at the closing meeting and then the same form can be used to record any important items discussed during the meeting. The objective is to get everything on one piece of paper that can be filed or scanned into your record data base. 

Fix Findings 

Many fellow auditors are still squabbling over corrective action. What is it? Are auditees doing it? What should auditors do about it? The discussions are important... well, because corrective action is how we get a payback from the audit process. 

The Quality Auditor Review newsletter is not a forum for continuation of the debate over the meaning of corrective action, but we can state that reported findings or nonconformities from audits should be corrected. In many cases the auditees are not fixing the problems identified in audit reports. There can be many reasons for this such as: 1) auditors reporting the wrong problem, 2) poorly written audit reports, 3) lack of management commitment, or 4) auditees not understanding what is required of them. Ineffective corrective action programs should be identified and addressed by management. However, there are some things that you, as an auditor, should be doing to help. 

As part of your next quality audit, request copies of prior audit reports. Then during the audit, 

determine what the auditee did to fix the problems identified from the preceding investigations. Remember that the auditee has the responsibility to determine the importance of the findings and at that point determine the resources that will be allocated to fixing the problem. You should observe one of three outcomes: 1) nothing was done, 2) remedial action was taken (a quick fix), or 3) the underlying cause was identified and corrected (corrective action). I would suggest that it is not up to you to determine if the auditee selected the right course of action, but only to determine if there was a basis for the selection and if the problem was fixed for good or if there has been recurrence. If there has been repeat problems management needs to know. If management originally decided to take remedial action and there are repeat problems, then the problem may be more serious than management originally surmised. If management originally decided to take corrective action measures and there are repeat problems, then the underlying cause or causes were not eliminated. This type of information is vital to ensure that your organization is getting benefits from the audit process. 

You may also observe that action was promised but none was taken. This should be reported since there could be a resource allocation issue within the organization or the corrective action process may be overloaded with trivial issues. It is important not to be judgmental since there are valid reasons for delays. 

Effectiveness of corrective actions from audits is valuable information to help determine if your organization is on the right track. Improvement is what organizations are seeking, not flawless documentation. 

What is Control? 

Auditing developed from a need to verify the truthfulness of something. If the King taxed your cargo, you had an incentive to miss a few items on your report. As civilization advanced, workers were making economic decisions and actually handling money. Auditing began as a reaction to theft! Of course, we now examine much more than money. However, the basic concept remains the same: we are looking for the truth. This is classic compliance auditing. 

The early practitioners of audit discovered that certain conditions would prevent (or minimize) theft. Double entry bookkeeping. Public reports to the government. Checks and balances. Although we didn't know it at the time, we were discovering "controls." In the financial world, the controls were written down to become accounting standards. Auditors then verified practices against these standards. Classic compliance auditing was now being applied to the process of bookkeeping, as well as the product of financial figures. 

As high risk activities developed in the middle of this century (war, nuclear energy, spaceflight, etc.), the concept of control became important to non-financial activities. We began to realize that there were universal methods to achieve success: plan what you want to do, do it in accordance with those plans, measure the resulting products, and correct any problems. This became known as the Plan-Do-Check-Act (PDCA) cycle. 

Controls can be very difficult to understand (and explain) because they are invisible. You can't touch or see a control. You can only feel the effect of that control. They are the cause of cause and effect. 

You are already quite familiar with these control concepts. You know that quality demands a clear definition of the product or service requirements. You also know that internal examination (auditing) of the work will result in a higher level of achieving those requirements. These are two examples of "controls." 

A fundamental rule of auditing is to measure against some standard of performance. So to understand "controls," you must first define the standard. Standards can come from inside your company, as in procedures or blueprints. Standards can come from outside your company, as in regulations or customer specifications. Think of standards as a collection of controls. They are high-level concepts of how to accomplish a task without error. 

For example, the standard might say, "Clearly define the requirements for the job." So how do you actually do that? More to the point, how do you audit the implementation of that concept? 

You must break the concept down to less than a half-dozen actions. For the example above, we need to do three things: write the requirements down, get that information to the users, and maintain those requirements in a state of goodness. This is classic Document Control. Each of the three actions (write, publish, maintain) is a control. Each can (and should) be audited. You can audit all three controls in one audit, or you can audit them individually. 

To help you, we have included a breakdown of a very popular standard, ISO 9001, into its individual controls (see enclosure, ). The a,b,c, etc. items are individual controls. Add up the controls to get a system. In this case, there are 20 quality system elements. Generally, you will get a better audit by concentrating on the individual controls. The results may even surprise you!   

Do’s and Don’ts for Interview Questions: 

DO: 

Ask open-ended questions. The basic who, what, when, where, why, and how questions. 

“What do you do?” 

“How are you involved with _____?” 

“How do you know how to do this?” 

Ask for work processes to be explained, but not for entrapment purposes. 

“Could you walk me through the purchase order process?” 

Provide positive reinforcement when appropriate. 

“You really have this procedure down cold.” 

“Your area seems very organized.” 

“I can see how things have really improved.” 

Use body language to stimulate continued discussion. 

Tilt your head to one side 

Raised eyebrows 

Wince 

Half smile 

Hands on face 

However, if you overdo the body language, it can distract the interviewee. The interviewee may start to watch your body language to determine it they answered the question to your satisfaction. 

DON’T 

Do not ask yes-no questions unless it is a specific strategy. 

Yes-no questions can lead to yes-no answers. 

Avoid using rhetorical questions. 

“You know how to follow this procedure, don’t you?” 

Avoid presumptions which may or may not be true. 

“What happens when you don’t follow the procedure?” 

“How do you handle defects from the line?” 

The above questions could lead to arguments about when did the person not follow the procedure or what defects are you referring to. The “you”word can make people defensive. 

Avoid leading questions. 

“Do you wash the product as stated here in step 6?” 

“Do you set the temperature as the instructions specify?” 

Sometimes leading questions can be used to help the interviewee focus on the topic being discussed. Once the communication link is established return to normal questioning. 

Avoid hypothetical questions. 

“What would you do if the plant shuts down all of a sudden?” 

“If you were required to handle nonconforming product, what would you do?” 

“If Mary Poppins showed up, how would you greet her?” 

When interviewing keep out your receptors to know when a line of questioning is not working so that you can switch gears and be more effective. 

Conflict Resolution: 
People are faced with expressed and repressed conflict on a daily basis. Conflict occurs when opposing ideas, thoughts, or actions collide. Most people try to avoid conflicts (disharmony) because of possible negative outcomes. For auditors, conflict is common: auditing by it’s very nature invites conflict to some degree, depending on the auditor’s actions and the organization’s culture. Auditors must be aware that conflict always exists and deal with it to promote effective quality audits. 

Conflict may be expressed verbally or in written form. Expressed conflict (ranging from the enraged to the whiner) requires the auditor’s immediate action. Attempts to suppress the conflict, used by some auditors to overpower the auditee (i.e. direct/implied threats or ridiculing/discrediting the issue), are negative and ultimately ineffective. Neither of these techniques promotes continuous improvement and can, in-fact, result in just the opposite. To foster respect for the audit process, the auditor must address the conflict. Once the conflict is identified all efforts should go to finding common ground. 

The auditor should ask the auditees to explain why they disagree. The auditor should listen attentively (don’t be defensive) and then either withdraw the finding based on new data or review the observations and standards that apply. The auditor can then either continue the dialogue if progress is being made to resolve the conflict or agree to disagree and advise the auditee of their recourse for dissention or appeal. Dissatisfied auditees may either respond to a request for corrective action or write an appeal letter to the audit program manager authorities using data to support their position to rescind the finding. 

Some people readily express their disagreement while others hold back. The auditor must be on the alert for repressed conflict due to organizational culture or individual personality. In many cases, auditees’ repressed anger vents itself by delaying action or not responding to a finding or complaining to the audit program manager. If you sense there is repressed conflict, you may want to ask if the auditee has any concerns regarding the observations that were made. I am not suggesting that you create a problem for yourself, but instead, if there is significant repressed conflict or hostility concerning your results, it is better to address it sooner than later. 

All rooting out of conflict should take place prior to the exit meeting. The exit meeting is more formal and you will have less freedom to address issues. 

Whether expressed or repressed, conflict should always be addressed. 

Process Audits: 

There are three kinds of quality audits: product, process, and system. The second of these - a process audit - is very powerful and generally under utilized. 

Think of a process as an action. It is a verb ending in -ing, such as bending, filling, coating, testing, or even loving. A process has an input, an action, and an output. Everything in life is a process! 

Generally, a factory uses 6-12 individual processes to make something. As a process auditor, you should choose only one of these processes. The others can wait for the next process audit. This keeps your time short and it also allows you to really focus on the specific task. You can perform an in depth analysis. 

As an auditor, you need to measure against some set of requirements. (Remember, the requirements come first. Then the audit may be performed.) When doing a product audit, you would use the specifications as your basis. This is one end of the bases scale. The requirements for a system audit generally come from corporate policies and/or quality system standards, such as ISO or GMP. These are the other end of the bases scale. The requirements for a process audit come from somewhere in the middle of these. 

If we are to audit a process, we need to understand the controls associated with that process. Controls are good. They are also hard to implement. When dealing with a process, it is useful to recall the six universal process affecters: methods, materials, manpower, machinery, measurement, and environment. These affecters form the foundation for fishbone diagrams and cause-effect analyses. The concept was originally proposed way back in 1968 by Kaoru Ishikawa. 

For each of these process affecters, develop a series of requirements for your checklist. For example, "materials" cover controls associated with material coming into the process. Is there any spec on what comes in? Are materials meeting those specs? Can you even determine the quality of incoming material? Can the operator do anything about incoming material quality? Each of these questions has its basis in a spec, a procedure, a manual, or a standard. They are focused, however on the process affecter of "material." 

This approach to process auditing will really open your eyes! To perform a good process audit, you must thoroughly research the many requirements for that process. You must read manufacturer's technical manuals. You must understand the instrument maintenance requirements. You must explore every way that process is influenced. This research will probably take you two or three full days to accomplish. 

Once you have the checklist, the actual fieldwork should take under two hours. This is because you are focusing on one process and one shift. Next week, you can do the same audit on the back shift. The week after that, you can look at a different product line using that process. 

We generally perform process audits in a three month campaign. At the end of three months, you have looked at all the applications of that one process. You have published a report after each audit. Next quarter, audit a different process. You have thoroughly analyzed the first process and don't need to revisit it for at least a year, perhaps two. You have also provided a very valuable service to your organization. Through analysis, the processes will be improved. That's what quality auditing is all about. 

Opening Meeting Agenda 

Everyone is in place and it is time to start the opening meeting... now what? What is the minimum that needs to be discussed and what are some enhancements? The character of the opening meeting varies depending on the type of audit, who is in attendance, and the purpose of the audit. 

First and foremost is to schedule an opening meeting. Even if you have done this same audit several times before and everyone knows you’re the quality auditor, there should still be an opening meeting. If the quality audits are a frequent occurrence and everyone knows what to expect, you can keep the meeting short. If it is an audit of a new area or there are new people involved, then expect the meeting to take longer. Prior to the meeting ensure someone is responsible for taking meeting minutes. The following topics should be considered for the opening meeting agenda. 

Introductions: Ensure everybody has been introduced and the lead auditor identified. This is an ideal time to take attendance. An auditor can take attendance or pass around a sign up sheet. 

Thanks: Thank the person (or acknowledge him or her) who made the arrangements for the audit. This can be anyone who coordinated the audit. 

Scope: Reaffirm the areas or groups that will be audited. The scope is normally described as a physical location and/or functions (departments) at a location. If the audit includes the entire site, the functions do not need to be listed individually. Any accessibility limitations placed on the auditors should have been identified prior to the opening meeting, but be prepared to address any last minute issues. The auditor’s access to certain areas may be limited due to proprietary information or for safety or environment reasons. These type of limits can be overcome with confidentiality agreements and/or the proper safety-environment orientation/training. 

Purpose: Review the purpose that was listed in the audit plan. The purpose may be to verify conformance to internal and external standards. If there are auditors in training, a secondary purpose would be to train auditors by giving them actual audit experience. If there are observers the purpose can include familiarization or evaluation of the audit process by management. For first and second party audits, the purpose may include determination of the effectiveness of the quality system and the supporting processes. What I mean by effectiveness is that even though people are doing what they said they would do, the process/ system is not meeting business objectives for reduced cost, maximization of opportunities, or avoiding risk to the organization. If corrective actions from prior audits are to be verified as part of the audit, this should be in the purpose too. 

Methods and Techniques: The review of methods and techniques is especially important for second and third party audits as well as the auditee organizations which are new to the auditing process. Explain how data will be collected based on review of records, observations, and individual interviews. You may need to further explain why certain areas were chosen to be audited and your approach to sampling (i.e. discovery method). If you are likely to skip from area to area using tracing techniques, explain that too. For product/service audits, you should follow established statistically based sampling plans. You may also explain how the results of the investigation will be reported and followed up. The results of an audit may be reported as finding statements drawing conclusions about the system/process or individual nonconformities identified during the audit. 

Detailed Audit Schedule: Pass out your detailed interview schedule. Confirm the availability of personnel (interviewees and escorts) and resolve interview schedule conflicts. You may want to consider an auditor meeting after the opening meeting to make changes to the interview schedule. Common schedule issues include: a person is scheduled to be interviewed during their assigned lunch break, they have a doctor’s appointment or the interview is scheduled over a shift change. Also, the schedule may include daily briefings and a safety-environmental orientation. 

Logistics: Verify home base for the auditors and necessary equipment and services (electrical power outlets, rest rooms). 

Confirm Exit Meeting: The exit meeting is very important so it deserves special mention. Confirm the date and time of the meeting and who will be attending the exit meeting. 

The above are some of the technical requirements of an opening meeting which can be followed using the enclosed Opening Meeting Record. In a future issue of the Quality Auditor Review we will discuss how you do it, your presentation techniques, and your manner (professional, positive tone, encouraging, condescending, etc 

Recently I was performing a follow-up to an audit that one of my colleagues had performed. After looking over the nonconformance statements that my colleague had written, it was difficult to determine what the underlying issues were for many of the statements. Unfortunately for me, this person no longer worked for my company and consequently I could not ask for more details. 

This brings up an important point: not only are the nonconformance statements the starting points for the auditee, nonconformance statements serve as a guide to the auditor during follow-up activities. Many times the initial person performing the audit also performs the follow-up activities, but sometimes a colleague has to step in and do the work. I spent basically two days re-auditing the same areas because it was unclear from the nonconformance statements what the issues were. 

When writing nonconformance statements, I follow the ENRC4 "formula": what is the Evidence that I looked at, what was the Nature of the nonconformity, what was the Requirement, and is the statement Clear, Concise, Complete, and Correct (C4). Using this "formula" will aid the auditor and the auditee in addressing improvements and whether those improvements are applicable and effective. 

Simple Audit Tools: 

There are a multitude of methods and tools that auditors can use to analyze data. Most of these tools and methods (scatter diagrams, control charts, histograms, etc.) require more time to use than is available during an audit. However the auditor can use simple tools to analyze and quantify objective evidence when possible. 

Analyzing data can help the auditee understand the importance of an issue identified in the audit and provides additional data the auditee can use to make decisions regarding the management of the area audited. Six simple tools that can be easily used are: counting, percentages and ratios, sorting and grouping data, matrix, comparing, and estimating cost (dollars). 

Counting consists of computing a raw number based on observations during the audit. For example: There were 3 findings in the service area; Five products checked were out of specification; There were 10 units on-hold for rework. 

Use of percentages and ratios can enhance the counting data by quantifying it. For example: The service area accounted for 3 of the 5 findings found during the audit; 20% (5/25) of the products checked were out of specification; Of 100 units produced, 10/100 (10%) were assigned to be reworked. 

Sorting and grouping data can provide additional insight by focusing on problem areas. For example: All 3 findings in the service area concerned the new pump product line (group by product line); Five products were out of specification for different parameter failures (sort by specification item); All 10 of the items were waiting rework due to a high amperage reading (group by failure code/mode). 

Drawing a matrix provides additional visual representation of the data collected by sorting and grouping. For example: The product identification numbers could be listed in the left hand column and the specification parameters failed in a row across the top; The 10 items awaiting rework could be listed in the left hand column and the failure codes in a row across the top. 

Comparing other areas, products, product lines, or time periods can point to system problems. For example: The other lines did not have any units on hold waiting rework; The other products lines had the same level of on-hold items waiting rework; Last month there were an average of two units on hold at any particular time. With this last piece of information the auditor could compute the percentage increase in items on hold from month to month. 

Determining the dollars at risk due to the problem identified during the audit is the most powerful information and may be hardest to quantify. If the auditor knows the average cost of rework, the auditor could report the cost of the higher rework levels. If there is not Cost of Quality system, the auditor can ask for cost data from the auditee. 

Frequent use of the six simple tools to analyze data will add significant value to your audit report. 

The Audit Boss: 

As an auditor, you have three customers to serve: your company, the auditee, and your client. The first two customers seem quite reasonable. But what is this client thing? 

Officially, by the auditing standard Q10011, the client is the one who commissions the audit. In simple words, this means your “Audit Boss.” In all but the smallest of organizations, we need someone who is responsible for the auditor, and someone to make assignments and receive reports. This is all part of the system of checks and balances. 

A committee approach to this client concept rarely works. The accountability is spread too thin in a committee. The client doesn't have to be from the management ranks, but usually is. Often, the client is the ISO Representative or the Quality Manager. The client could also be a Plant Engineer or a Production Coordinator. Most companies have only one Audit Boss, for both internal and external audits. 

The Audit Boss is charged with scheduling audits. She receives requests from the many functional groups within the firm and publishes an audit schedule. We can never audit everything we wish, so priorities must be set. Resources, such as people, money, and time, must be allocated. This is a big job, especially when being an Audit Boss is one of many assignments. 

The Audit Boss is then responsible for assigning specific audits, from the published schedule, to an audit team. Sometimes, just a Team Leader is assigned and he draws a team of audit helpers from the rest of the company. It makes good sense to have the Audit Boss certify the Team Leader as qualified. The Team Leaders can then make sure their team members are also qualified. 

Can the Audit Boss also conduct audits? Sure, as long as he doesn't conduct a majority of the audits. Otherwise, the checks and balances are lost. 

Most of the audit planning is done by the audit team, with occasional checks by the Audit Boss. She should have little to do with the fieldwork, except when huge problems come up. The Audit Boss need not approve, or even see, the preliminary report given at the exit meeting; although, courtesy and good sense suggest that the Audit Boss should receive a “heads up” on significant findings. 

After the fieldwork and the exit meeting are done, the team must then prepare a formal, written report. The Team Leader signs this report and presents it to the Audit Boss. Officially, the audit assignment is complete when the Audit Boss accepts your written report. The Audit Boss should always send the report to the auditee. Subsequent use of audit team resources for corrective action follow-up is up to the discretion of the Audit Boss. As an auditor, you will probably be involved with follow-up, but it is not required. 

The client is an important component of an effective audit program. Having an Audit Boss contributes to the necessary checks and balances. It adds accountability to your audit program. You will do a better job knowing the Audit Boss is there to back you up. 

Audit Logistics: Auditee Inputs 

Audit logistical planning is necessary for both audit team coordination and establishing auditee communication links. Good planning will result in a smooth, seamless audit performance. Poor planning will make the audit team appear less professional and might jeopardize meeting audit objectives. Auditors need to arrive at the right place, with the right equipment and information, at the right time, and for a suitable duration of time to get the job done right. To help the auditor properly think through what is necessary to start the audit process, it is prudent to outline a detail logistical plan. 

Once you have authorization for the audit in the form of letter, memo, or an audit schedule, you should contact the auditee representative. First you need to inquire about the documents and records that you may require (e.g. quality manual, prior audit reports, and corrective action logs). For first party audits the documents and records may be available through the audit function. You may need to request them for second and third party audits. 

Next, the auditor should assess the situation to identify any complexities that will affect the audit performance. Complexities affecting time and schedule may include number of employees (affect the number of interviews), distances between audit areas (travel time between interviews), number of production lines or services provided (added interview time to sample lines and services), and new processes/ products/ services that may need additional verification and interviewing. 

The auditor should identify: 1) any regulatory, safety, or health requirements, and 2) any security clearances (e.g. Top Secret Cosmic Crypto) or local approvals needed to enter specific areas. Some organizations require health releases and/or a safety awareness orientation (hazards and emergency procedures). Safety equipment such as: ear plugs, safety shoes, lab coats, and safety glasses may be required. Local rules such as: no short sleeve shirts, no tank tops, no shorts, no skirts, and no high heeled or open toe shoes must be followed. 

The auditor should ensure that everyone is speaking the same language. If language issues are overlooked, the effectiveness of the audit may be significantly hampered. Language differences occur not only in international auditing but also in differences between the auditor’s and auditee’s vocabulary, command of the language, idiom, culture, and terminology. For example, how would an interviewee respond to, “Is suitable equipment used in the process or service? Have you prevented the inadvertent use of nonconforming products?” 

If you must travel to the audit location it is a good idea to ask about suitable hotels in the area. Avoid expensive hotels, flea traps, and hotels requiring a long commute to the audit site. The auditor should request a map to the location of the audit (including travel times). If the audit site is large, the auditor may need a facility or building map as well.. 

For all audits you will need to identify a place for meetings (opening, closing, team). The meeting rooms must be large enough to accommodate the planned attendance and needed resources (chairs, electrical receptacles, telephones, etc.) 

Later, but prior to the on-site interviews, you will need the auditee’s agreement of the audit plan and the interview schedule.

	Etiquette is a code of behavior that helps people get along with one another. Etiquette is simply a set of good manners and it provides guidelines for courteous, considerate behavior. 

1. Notify the auditee of your travel arrangements. 

2. Arrive at the audit site on time by being there 5 minutes early. 

3. Observe parking rules and park in the visitor parking, don’t park in no parking zones, reserved spots, or loading areas. 

4. Greet people with a smile and firm (but brief) handshake. 

5. As a courtesy, introduce the auditors to auditee management. Mr. Brown (auditee), this is Bill Smith (auditor). 

6. Use proper titles unless given permission not to use them (i.e., Mr., Ms., Dr.). 

7. Use the words ‘thank you,’ ‘may I,’ ‘please,’ and ‘you are welcome’ frequently. 

8. Ensure there are an adequate number of chairs in the meeting room for all attendees. 

9. Always start the opening meeting by acknowledging the senior person and thanking him/her for making the arrangements for the audit. 

10. Keep to your interview schedule; if changes must be made keep everyone informed. 

11. Follow all safety and environmental rules (including smoking restrictions) at all times. 

12. Don’t lecture the auditee on how to do things. 

13. Don’t try to trap the auditee with hypothetical situations. 

14. Don’t purposely put yourself in a dominant position during interviews (e.g. sitting behind a desk, taking a higher level position). 

15. In general, do not make special individual requests of the auditee organization that could be considered as catering to whimsical needs of the auditor. Auditors should make their own arrangements for special needs. e.g. I don’t like coffee, but Earl Gray tea is okay as long as you use hot water. 

16. Do not boast of special needs or preferences. This comes off as acting superior and may cause the auditee to cater to the special needs of the auditor. 

17. Ask permission to use any special equipment such as a camera. Ask permission before photographing people. 

18. Honor the auditee’s privacy. Don’t barge into offices whether the door is closed or open. 

19. If you have been given the use of someone’s office, thank them for allowing you to use it, even though they were probably told to do so. While in their office or conference room, respect the auditee property and leave it in satisfactory order (don’t leave a mess). 

20. Don’t plump your heavy briefcase on the conference table. When drinking liquids, look for coasters. 

21. Come prepared, don’t mooch off the auditee for paper or tablets or pens. 

22. Don’t use offensive language or make racial, sexual or ethnic jokes or slurs. Don’t talk negatively about the auditee, other auditors, ot the audit organization. 

23. Be tactful when correcting auditee personnel and never correct other auditors in front of others. 

24. Don’t yell or shout, be sarcastic, or show zeal when objective evidence is found to support a finding. Show respect for the auditee personnel. 
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