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. GENERAL.

This Advisory Circular (AC) (FO-04) provides information and guidance. To show
compliance with GARs 9.2.2.3, an operator should establish its Quality System in
accordance with the instructions and information contained in the following paragraphs. The
procedures and practices outlined may be applied to the flight operations, and security
aspects of a prospective Air Operator Certificate (AOC) holder’s operation. The
International Organization for Standardization (ISO) 9000 series and the Guyana Aviation
Requirements (GARs) establish the framework for the quality management system
standards provided herein. I1SO 9000 does not place restrictions on how a Quality System
should be structured. Operators shall use appropriate civil aviation regulations and this AC
for Quality System development guidance.

Il. ALL POLICY AND PROCEDURES MANUALS.

GARs 9.2.2.4 prescribe construction requirements for all policy and procedures manuals
submitted to the GCAA for review. Therefore, an operator's Quality Manual shall:

1. Contain instructions and information to allow the personnel concerned to perform
their duties with a high degree of safety.

Be easy to revise.

Allow personnel to determine the current revision status.

Have the date of the last revision on each page.

Not be contrary to any applicable civil aviation regulation or the certificate holder’s
Operations Specifications (OPS.SPECS).

Reference appropriate GARs.
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lll. CONTENT OF A QUALITY MANUAL.

A. Terminology. The following key terms and phrases are defined to ensure a standard
interpretation and understanding of the elements of a Quality System. An operator’s
Quality Manual should include similar terminology for the same reason. These terms
and definitions when used in the context of this AC have the following meanings:
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1. Accountable Manager. The person acceptable to the GCAA who has corporate
authority for ensuring that all operations and maintenance activities can be financeg
and carried out to the standard required by the GCAA, and any additional
requirements defined by the operator.

2. Concem. A concern is a conclusion by the operator's audit personnel, supported b
objective evidence that does not demonstrate a finding, but rather a condition that
may become a finding.

<<

Example: Through its use of quality inspections and audits, an operator found that
it had not been scheduling aircraft for Airworthiness Directive (AD) accomplishment
until ADs came within 10 aircraft cycles of being due. While this procedure had na
resulted in any findings, a review of scheduling material showed that some aircraft
had been flown to within one cycle before performing AD work and that
maintenance planners often had to "frantically” reshuffle aircraft schedules to
ensure timely AD accomplishment. The quality audit team believed these
circumstances had the potential of becoming a finding in the future and
documented their analysis as a concern in their report to the Quality Manager.

—

3. Corrective Action. An audit or inspection may uncover areas where the system is not
functioning in accordance with management’s objectives or in regard to the quality
standard. The corrective action process will identify the discrepancy, assist in
developing a timetable with the responsible unit, evaluate the proposed action, and
will record the actions taken. The corrective action process and its implementation |s
a highly visible part of the total quality system, and management shall ensure that it
actions demonstrate its commitment to the operator’s improvement objectives.

(]

4. Documents. Are causative, and generally consist of permanent documentation
describing or defining systems, processes, procedures, and products. Examples
include product specifications and quality manuals.

5. Evidence. A documented statement of fact, prepared by an operator that may be
quantitative or qualitative and is based on observations, measurements, or tests that
can be verified. For the purpose of compliance monitoring, evidence should generally
be in the form of written documentation or reports that support a quality auditor's or
GCAA inspector's analysis and review. These data are necessary to substantiate
findings and/or concerns and to enable management or evaluators to determine the
root causes of any reported findings. Objective evidence generally comes from the
following four elements:

a. Documents Or Manuals Reviewed.
b. Equipment Examined.

c. Activities Observed.

d. Interview Data.

6. Feedback Process. Information obtained through an effective mechanism that can
provide subjective data that supports objective data
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7. Finding. A finding is a conclusion by the operator’s audit personnel that
demonstrates non-compliance with a specific standard.

Example 1. An evaluation of “Powerplant AD current status records” led the
operator's personnel to conclude that an inadequate method of compliance
information existed for two applicable ADs. Evidence to support the conclusion
included copies of the actual ADs and referenced service bulletins to substantiate the
conclusion that the method of compliance could not be ascertained from the current
status records. This would be an example of a finding that demonstrates non-
compliance with the appropriate civil aviation regulation.

Example 2. Quality inspections and audits can also produce conclusions that are
considered findings by the operator, but findings that are not out of compliance with
civil aviation regulations. For example, an operator may have a procedure that
requires an AD applicability determination to be reviewed and signed off by quality
assurance, engineering, and the vice president of maintenance. A periodic quality
audit of the AD system discovers that, for five newly applicable ADs, there is neither
a record of the review nor a sign off by the vice president of maintenance. This would
be an example of a finding that demonstrates non-compliance with a company
procedure rather than a civil aviation regulation.

8. Non-Compliance. Non-compliance is a condition, supported by objective evidence
that demonstrates nonconformity with a specific requirement.

9. Issue: An ‘“issue” is any audit detail collected and categorised as a safety hazard,
finding, concern or observation.

10. Operator. As used herein means the holder, or prospective holder, of an Air
Operator Certificate (AOC).

11. Preventive Actions. The requirements related go well beyond deciding what to do
with a non-conforming product. It requires a through investigation and analysis of
the current and potential problems to determine root causes, and actions to be taken.

12. Quality Assurance. That part of quality management involving planned and
systematic actions necessary to provide adequate confidence that operational and
maintenance practices will satisfy given requirements. Quality Assurance includes
all those systematic measures needed in order to ensure that an operation is well
planned, organized, developed, operated, maintained and supported in accordance
with appropriate regulations and the operator’s own requirements. Quality Audits are
Quality Assurance functions.

13. Quality Audit. A systematic and independent comparison of the way an operator’s
activity is being conducted against the way the published procedure says it should be
conducted. A Quality Audit is also used to confirm that policies, structures, facilities,
resources and procedures remain relevant to the AOC holder’s operation and are
effective in maintaining standards.
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14. Quality Controls. The operational techniques and activities that are used to fulfil
requirements for quality. Quality Controls are the key procedures, responsibilities,
and decision-making positions within an organisation, department, division, or
functional area. As part of a quality evaluation, the controls should be verified and
tested. In some instances, personnel performing the quality evaluations may have to
first determine the features of a control.

Example: The manner in which a certificate holder that owns, operates, or
maintains aircraft, engines, or appliances determines AD applicability is considere
a control of the AD compliance system. The design of this control is critical when
developing an effective AD compliance system.

[oN

Continuing with the above example, personnel responsible for conducting quality
inspections and audits may have to determine first how the certificate holder
verifies AD applicability before proceeding with an evaluation of AD
accomplishment and records. In particular, the evaluation would focus on
procedures that would minimize the risk of a simple human error or oversight.

15. Quality Inspections. That part of quality management involving quality control. In
other words, inspections accomplished to observe events/actions/documents etc., in
order to verify whether established operational procedures and requirements are
fulfilled during the accomplishment of the event or action, and whether the required
standard is achieved. Pilot Proficiency Checks are Quality Inspections, and they are
also Quality Control functions.

16. Quality System. The organisational structure, procedures, processes and resources
needed to implement a Quality Management System.

17. Quality Management System. The documented internal activities and management
functions of an operator's Quality System that determine quality policy, objectives
and responsibilities and their implementation through quality planning, quality contro],
quality assurance and quality improvement. The certificate holder’s Quality
Management System structure is based on the size, type of operation and
complexity of the organization.

18. Quality Manager. The manager acceptable to the GCAA that is responsible for the
management of the Quality System, monitoring function and corrective actions. A
Quality Manager has overall responsibility for the certificate holders Quality System
including the frequency, format and structure of the internal management evaluation
activities as outlined under the Quality Assurance Programme, described in
section V.

19. Quality Manual. A Quality Manual is the point of reference required to operate all
aspects of an organization to consistent quality levels. It is the document that
describes the operator’s quality system and should be at the top of the organization’s
documentation system. A Quality Manual documents and states the certificate
holder’s policy on, and commitment to, quality. Often, the Quality Manual serves as 3
starting point in auditing, reviewing and evaluating an operator’s quality system.
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20. Quality Policy (mission statement). The certificate holder’s Quality Policy (statement)
should clearly define the purpose, structure, principal and objectives and all of the
services rendered by the certificate holder. A good quality policy statement is short,
to the point, and contains measurable standards. Quality policy should express the
overall intentions and direction of the organization with regards to quality, and is
formally expressed by senior management in the operator's Quality Manual.

21. Quality Procedures. Operational control of an organization is established by means
of a network of associated procedures and processes that allows an organisation to
function. Think of Quality Procedures as clear concise instructions that describe
activities typically at the department level, and their relation to the organization as a
whole. Procedures are necessary whenever their absence would adversely affect the
quality of an operation. The certificate holder shall plan and develop procedures as
necessary to be consistent and compliant with the requirements of a quality
management system. Quality procedures will be found and described in an
operator’'s Quality Manual. The typical quality procedures development sequence is:
purpose/objective, scope, responsibilities, references, definitions, procedure and
documentation. Flowcharting can greatly assist in the development of, or
enhancement of this process.

22. Quality Records. Quality Records provide current and historic evidence of activities
conducted. They provide evidence of conformance to regulations and the effective
operation of the quality system. The certificate holder shall maintain quality records
such as charts, inspections and testing records, records confirming traceability,
evidence of verification, preventive and corrective actions, audit results, etc.

23. Quality (Assurance) Unit. May be established (depending on the size of the
operator) with the primary purpose of unifying the Quality Assurance Programme
activities within an operation. An operator should establish one Quality System and
designate one Quality Manager to monitor compliance with, and the adequacy of,
procedures required to ensure safe operations. The GCAA may accept an
operator's nomination of two Quality Managers, one for operations and one for
maintenance. Under GAR 9.2.2.3, two Quality Managers may be appointed within a
single Quality Unit [under a single manager].

24. Relevant Documentation. Documents are causative, and generally consist of
permanent documentation describing or defining systems, processes, procedures,
etc. Documents include relevant parts of the Operations Manual and the Operator’'s
Maintenance Control Manual, which may be included in a separate Quality Manual.

25. Shall. Means that the application of a rule or procedure or provision is mandatory
(“Must” is used as an alternative to “Shall”).

26. Should. Means that the application of a procedure or provision is recommended.

27. May. Means that the application, procedure, or provision is optional.
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B. Quality Policy.

1. An operator should establish in its Quality Manual a formal written Quality Policy
Statement, also known as a Mission Statement, from the Accountable Manager
explaining what the Quality System is intended to achieve. The Quality Policy shoul
reflect achievement and continued compliance with Civil Aviation Regulations
together with any additional standards specified by the operator. It should:

Be easy to understand

Be ambitious, yet achievable

Relate objectives to performance

Emphasize prevention

Indicate the method to be used and the criteria to be met
Be periodically reviewed for continuing suitability.

~Po0UTW

2. The Accountable Manager is the principal position in an AOC holder’s management
organisation. The term ‘Accountable Manager is intended to mean the Chief
Executive / President / Managing Director / Director General / General Manager etc.
of the operator’s organisation, who by virtue of their position have overall
responsibility (including financial) for managing the organisation.

3. The Accountable Manager will have overall responsibility for the AOC holders Quality
System including the frequency; format and structure of the internal management
evaluation activities as prescribed in Section V, paragraph D.

C. Purpose Of An Operator’s Quality System. The Quality System should enable the
operator to monitor compliance with relevant Civil Aviation Regulations, the Operations
Manual, the Operator's Maintenance Control Manual, and any other standards specified
by that operator, or the Authority, to ensure safe operations and airworthy aircraft.

D. Quality Manager.

1. The function of the Quality Manager to monitor compliance with and the adequacy of
procedures required to ensure safe operational practices and airworthy aeroplanes
may be carried out by more than one person by means of different, but
complementary, Quality Assurance Programmes. See GAR 9.2.2.3 (e).

2. The primary role of the Quality Manager is to verify by monitoring activity in the fields
of flight operations, maintenance, crew training and ground operations that the
standards required by the GCAA and any additional requirements defined by the
operator are being carried out under the supervision of the relevant manager.

3. The Quality Manager is responsible for ensuring the Quality Assurance Programme
is properly established, implemented and maintained.
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4. The Quality Manager should:

a. Have direct access to the Accountable Manager;

b. Not be one of the line managers; and

c. Have access to all parts of the operator's and, as necessary, any sub-
contractor’s organisation.

S. Inthe case of small/very small operators, the positions of the Accountable Manager
and the Quality Manager may be combined. However, in this event, independent
personnel should conduct quality audits. The Accountable Manager may not be one
of the line managers.

IV. QUALITY SYSTEM.

A. Introduction. The operaior’s Quality System should ensure compliance with and
adequacy of its operational and maintenance activities requirements, standards and
operational procedures.

1. The operator should specify the structure of the Quality System, as it is applicable to
its operation.

2. The Quality System should be structured according to the size and complexity of the
operation to be monitored (‘small operators’ see Section VIII, Paragraphs A and B).

3. Typically, information documented in an operator’s Quality Manual controls the
quality system, its description and procedural references and other information
needed by the certificate holder affecting the quality and compliance of its operation.
Operators must take into account compliance with GAR 9.2.2.4 during construction
of their Quality Manual. Where appropriate, operators shall incorporate the following
safety attributes into their policies, procedures and processes:

a. Authority (Is there a clearly identifiable, qualified and knowledgeable person
with the authority to establish or modify a process?)

b. Responsibility (Is there a clearly identifiable, qualified and knowledgeable

person who is accountable for the quality of a process?)

Procedures (Are methods for accomplishing processes documented?)

Controls (Are there checks and restraints designed into the operator's

processes that assure the desired result?)

e. Process Measurements (Are methods identified that compel the operator to
measure and assess its processes for the purpose of identifying and
correcting problems or potential problems?)

f. Interfaces (Do the operator's policies and procedures identify how it manages
the interactions between processes?)

oo
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B. Scope.

1. Relevant Documentation. GAR 9.2.2.3 (d) requires AOC holders to describe their

Quality System in relevant documentation. Operators develop a Quality Manual for
this purpose, which may include quality policy and procedures derived from relevant
parts of the Operations and Maintenance Control Manual. The Quality Manual,
which describes the scope of the operator's Quality System, should address at least
the following:

a.
b.

g
d.
&

J-

k.

Terminology

A description of the organisation including the operator’s organisational
structure

Relevant provisions of Civil Aviation Regulations of the user’s State;

The operator’s quality policy (Mission Statement);

The operator’s standards and operating procedures in addition to those
required by regulation.

Identification of those persons responsible for the development,
establishment and management of the Quality System including a descriptio
of their duties and responsibilities;

Relevant operations and maintenance manuals, reports and records, which
contain operational procedures for ensuring regulatory compliance, including
a distribution list of all controlled copies;

Accident Prevention and Flight Safety Programme quality procedures;
The Quality Assurance Programme, reflecting:

-

i. Schedule of the monitoring process;
ii. Audit procedures;
ii. Reporting procedures;
iv. Follow-up and corrective action procedures;
v. Recording system;
vi. The required financial, material, and human resources

The training syllabus; and
Document control.

2. Feedback System. GAR 9.2.2.3 (a) requires a feedback system to the Accountable
Manager to ensure that corrective actions are both identified and promptly
addressed. The feedback system should also specify who is required to rectify
discrepancies and non-compliance in each particular case, and the procedure to be
followed if corrective action is not completed within specified time limits.
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3. Records. Each document defined within the structure of the operator’s Quality

System shall be subject to document control. Procedures will ensure the documents
are:

Authorised

Adequate _

Security classified

In a standardised form when completed
Revised and amended when required
Appropriately distributed

Stored

Periodically reviewed

Appropriately disposed

TTQm0 o0 T

V. QUALITY ASSURANCE PROGRAMME.

A. Introduction. The Quality Assurance Programme required by GAR 9.2.2.3 (b), and
described in the Quality Manual, should include all planned and systematic actions
necessary to provide confidence that operations and maintenance is conducted in
accordance with all applicable requirements, standards and operational procedures.
Quality Inspections, Quality Audits and Management Evaluations are the principal
components of a Quality Assurance Programme.

B. Quality Inspections. The primary purpose of a quality inspection is to observe a
particular event/action/document etc., in order to verify whether established operational
procedures and requirements are followed during the accomplishment of that event and
whether the required standard is achieved. Check-Pilots, Check-Airman, Maintenance
Inspectors and Supervisors are examples of personnel that conduct quality inspections
in the performance of their duties. Quality Inspections are referred to as “quality control
processes”. Typical subject areas for quality inspections are:

Actual flight operations;
Ground De-icing/Anti-icing;
Flight Support Services;
Load Control;
Maintenance;

Technical Standards; and
Training Standards.

oA O e S PO

C. Quality Audits. An audit differs from a quality inspection in that it is a systematic, and
independent comparison of the way in which an operation is being conducted against
the way in which the published operational procedures say it should be conducted.
Quality Audits are referred to as “quality assurance processes”. Quality Audits should
include at least the following quality procedures and processes:
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A statement explaining the scope of the audit;
Planning and preparation;

Gathering and recording evidence; and
Analysis of the evidence.

Audit Techniques that contribute to an effective audit are:

A review of published documents;

Interviews or discussions with personnel;

The examination of an adequate sample of records;

The witnessing of the activities which make up the operation; and
The preservation of documents and the recording of observations.

1. Auditors. An operator should decide, depending on the complexity of the operation,
whether to make use of a dedicated audit team or a single auditor. In any event, the
auditor or audit team should have relevant operational and/or maintenance
experience. The responsibilities of the auditors should be clearly defined in the
relevant documentation.

2. Auditor’s Independence. Unlike quality inspectors, auditors should not have any
day-to-day involvement in the area of the operation and/or maintenance activity that
is to be audited. An operator may, in addition to using the services of full-time
dedicated personnel belonging to a separate quality department, undertake the
monitoring of specific areas or activities by the use of part-time auditors. Operators,
whose structure and size does not justify the establishment of full-time auditors, may
undertake the audit function by the use of part-time personnel from within their own
organisation or from an external source under the terms of an agreement acceptable
to the GCAA. In all cases the operator should develop suitable procedures to ensure
that persons directly responsible for the activities to be audited, are not selected as
part of the auditing team. Where external auditors are used, it is essential that any
external specialist is familiar with the type of operation and/or maintenance
conducted by the operator. The operator’s Quality Assurance Programme should
identify the persons within the company who have the experience, responsibility and
authority to:

a. Perform quality inspections, and to perform audits, as part of ongoing Quality
Assurance;

b. Identify and record any concerns or findings, and the evidence necessary to
substantiate such issues (i.e., concerns, findings, observations, and hazards)

c. Initiate or recommend solutions to concerns or findings through designated
reporting channels;

d. Verify the implementation of solutions within specific timescales;

e. Report directly to the Quality Manager.

3. Audit Scope. Operators are required to monitor compliance with the operational
procedures they have designed to ensure safe operations, airworthy aircraft and the
serviceability of both operational and safety equipment. In doing so they should as a
minimum, and where appropriate, monitor: '
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Organisation;
Plans and Company objectives;
Operational Procedures;
Flight Safety;
Operator certification (AOC/Operations specification);
Supervision;
Aircraft Performance;
All Weather Operations;
Communications and Navigational Equipment and Practices;
Mass, Balance and Aircraft Loading;
Instruments and Safety Equipment;
Manuals, Logs, and Records;
. Flight and Duty Time Limitations, Rest Requirements, and Scheduling;
Aircraft Maintenance/Operations interface;
Use of the MEL;
Maintenance Programmes and Continued Airworthiness;
Airworthiness Directives management;
Maintenance Accomplishment;
Defect Deferral;
Flight Crew;
Cabin Crew;
Dangerous Goods;
. Security;
Training.
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4. Audit Scheduling.

a. A Quality Assurance Programme should include a defined audit schedule and
a periodic review cycle area by area. The schedule should be flexible, and
allow unscheduled audits when trends are identified. Follow-up audits should
be scheduled when necessary to verify that corrective action was carried out
and that it was effective.

b. An operator should establish a schedule of audits to be completed during a
specified calendar period. All aspects of the operation should be reviewed
within every period of 12 months in accordance with the programme unless
the GCAA office supervising the operator’s certificate accepts an extension to
the audit period. An operator may increase the frequency of audits at its
discretion but should not decrease the frequency without the agreement of
the GCAA. It is considered unlikely that an interval between audits greater
than 24 months would be acceptable for any audit topic.

c. When an operator defines the audit schedule, significant changes to the
management, organisation, operation, or technologies should be considered
as well as changes to the regulatory requirements.
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