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Abstract 

A large proportion of businesses around the world is today ISO 9001 certified and is consequently 

conducting internal audits on a regular basis. It has however not been possible to conclude that 

internal audits always add value to the organisation, despite the large utilisation of this tool. Some 

authors, e.g. Alic & Rusjan (2010) and Wealleans (2000), mean that there are possibilities that 

internal audits may be used as a value-adding improvement tool. This has led to the emergence of 

this master’s thesis. 

The purpose of the case study was therefore formulated to examine how internal quality audits can 

be made more effective and used as an improvement tool. Research questions were formed to fulfil 

the stated purpose. The aim of these research questions was to answer how and why internal quality 

audits are conducted, what factors that are important for effective audits and how internal quality 

audits be used as an improvement tool. 

Saab AB is a military defence and security company with a long history of conducting internal quality 

audits. Key personnel of the audit organisation at Saab have however recognised a need for 

developing the audit activities, with the goal of adding more value to the company. The recognition 

had a similar purpose to this thesis, making Saab the ideal case company for this study.  

From academic theories nine important factors emerged to be able to fully understand and improve 

the internal audits. The empirical data was collected at the case company through interviews, a focus 

group, participant observations and document analyses. The result from the empirical findings were, 

together with the identified factors, analysed and discussed. Conclusions could thereafter be drawn.  

The case study shows that an internal audit is performed according to a process with five steps, 

similar to the theory presented by Wealleans (2000). The main purpose of audits is currently to check 

requirement compliance. The earlier mentioned nine factors were confirmed to be important for 

effective audits. These factors have to be considered in order for internal quality audits to be used as 

an improvement tool. One of the conclusions was that all factors are indirectly or directly linked to 

each other in a complex matrix. It is therefore essential that all factors are treated when examining a 

company’s internal audit activities.  

The results indicate that the audit activities need to be broaden and that the work methods and 

tools, used in the audit process, require further development. A recommendation to the case 

company is to work closer to their Lean organisation and start using quality tools such as 5 Whys. 

There is a need of further academic attention in the field of complementary quality tools and 

methods used in internal quality audits. This case study could work as a foundation for deeper and 

more targeted research in this area. 

  



 

Sammanfattning 

En stor andel av företag runt om i världen är idag ISO 9001-certifierade och genomför således interna 

revisioner på regelbunden basis. Det har dock inte varit möjligt att bevisa att interna revisioner alltid 

adderar värde till organisationen, trots den stora användningen av detta verktyg. Vissa författare, till 

exempel Alic & Rusjan (2010) och Wealleans (2000), menar att det finns möjligheter att använda 

interna revisioner som ett värdeadderande förbättringsverktyg. Detta har lett till uppkomsten av 

detta examensarbete.  

Syftet med denna fallstudie var därför formulerat till att studera hur interna kvalitetsrevisioner kan 

göras mer effektiva samt användas som ett förbättringsverktyg. Forskarfrågor utformades för att 

uppfylla det angivna syftet. Målet med dessa forskarfrågor var att svara på hur och varför interna 

kvalitetsrevisioner utförs, identifiera vilka faktorer som är viktiga för effektiva revisioner samt 

undersöka hur interna kvalitetsrevisioner kan användas som ett förbättringsverktyg. 

Saab AB är ett försvars- och säkerhetsföretag med en lång historia av att utföra interna 

kvalitetsrevisioner. Nyckelpersoner från revisionsverksamheten på Saab har dock insett att 

revisionsaktiviteterna måste utvecklas, med målet att addera värde till företaget. Detta mål ligger i 

linje med syftet bakom detta examensarbete, vilket gör Saab till det ideala fallföretaget för denna 

studie. 

Från akademiska teorier har nio viktiga faktorer identifierats för att kunna förstå och förbättra 

interna revisioner. Den empiriska datan samlades in på fallföretaget genom intervjuer, en 

fokusgrupp, deltagande observation och dokumentgranskning. Resultatet från empirin var, 

tillsammans med de identifierade faktorerna, analyserade och diskuterade. Slutsatser kunde därefter 

dras.  

Fallstudien visar att en internrevision utförs enligt en process med fem steg, likt den teori som 

presenterades av Wealleans (2000). Revisioners huvudsyfte är för tillfället att kontrollera 

kravuppfyllnad.  De tidigare nämnda nio faktorerna bekräftades vara viktiga för effektiva revisioner. 

Dessa faktorer måste beaktas för att interna kvalitetsrevisioner ska kunna användas som ett 

förbättringsverktyg. En av slutsatserna var att alla faktorer är indirekt eller direkt kopplade till 

varandra på ett komplext sätt. Det är därför viktigt att alla faktorer behandlas när ett företags interna 

revisionsaktiviteter undersöks. 

Resultatet indikerar att revisionsaktiviteter behöver breddas och att arbetsmetoderna och verktygen, 

som används i revisionsprocessen, behöver utvecklas. En rekommendation till fallföretaget är att de 

bör arbeta närmare sin Leanorganisation och börja använda kvalitetsverktyg såsom 5 Whys. Det finns 

ett behov av ytterliggare akademisk uppmärksamhet gällande området kompletterande 

kvalitetsverktyg och metoder till interna kvalitetsrevisioner. Denna fallstudie kan användas som en 

grund till för djupare och mer inriktad forskning inom detta område.  
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1 Introduction 
In this chapter the thesis will be presented to the reader. The background and purpose of the thesis, 

as well as a brief description of the case company, will be included among others. 

1.1 Background 
There have been some researchers and practitioners suggesting that it is difficult to determine if 

internal quality audits have more positive than negative effect. After the introduction of ISO 9000 in 

the 1980s, quality audits have been used extensively by organisations in all industry sectors 

(Karapetrovic & Willborn, 2001). The core purposes of the audits have traditionally been to verify 

compliance with the ISO standards and eliminate nonconformities (Karapetrovic & Willborn, 2001; 

Alic & Rusjan, 2010). A lot of companies are today ISO 9001 certified and conduct internal audits on 

regular basis, or are on the verge of receiving an ISO 9001 certificate and will have to implement 

internal audits. It is important for these companies to benefit from the internal audits, ensuring 

additional value-adding to the organisation.  

Two work roles are mainly involved when conducting internal quality audits. The auditor is the 

person who conducts and leads the audit. The auditee on the other hand is the person, in some way 

related to the audited area, who can answer the audit questions. There is a few distinct steps when 

conducting a quality audit worth mentioning, where collecting information about the audited area is 

the first step (Wealleans, 2000). The auditor will thereafter examine different activities in the audited 

area, this is done through interviewing and observing key persons connected to the process and 

observing the process itself. Eventual findings, mostly nonconformities or improvement suggestions, 

are then documented in an audit report. To sum up, a quality audit works as a tool to check if the 

processes reflect how work is done in reality within the company (Wealleans, 2000). 

1.2 Problem Statement 
Research has shown that companies tend to overlook the usefulness of internal audits and do not 

take advantage of their full potential. Often the audits are carried out with the only purpose to check 

if the processes meet the set standard, leading to companies missing out on eventual improvement 

opportunities (Devadasan & Rajendran, 2005). On the contrary, Alic & Rusjan (2010) and Wealleans 

(2000) discuss that internal audits may be used as an improvement tool. However, it was noticed by 

the authors of this thesis that there is a lack of studies on the subject of internal audits and how they 

can contribute to improvements. Therefore it is of great interest to examine how internal audits can 

be used as an improvement tool. This is the reason behind the emergence of this master’s thesis and 

it intends to contribute to the area of internal audits by further examining the stated problem.  

1.3 Purpose of thesis 
The purpose of this thesis is to develop suggestions for how internal quality audits can be made more 

effective and used as an improvement tool. To fulfil this purpose a case study has been conducted at 

the Swedish defence and security company Saab Aeronautics in Linköping, Sweden.  

1.4 Research questions 
RQ 1. How and why are internal quality audits conducted? 

RQ 2. What factors are important for effective audits? 

RQ 3. How can internal quality audits be used as an improvement tool? 



 2 

1.5 Delimitations 
The delimitations of the thesis are divided into two groups; academic and case company 

delimitations. 

Academic delimitations 

There are essentially two types of quality audits; internal and external. External audits can be divided 

into second and third party audits (O’Hanlon, 2002; Wahlman, 2004). It would have been interesting 

to see how all three types of audits could contribute to the emergence of improvement suggestions. 

However, due to time constraints the thesis could not cover all audit types. Since the internal audit 

area is in the most need of academic attention, it was chosen to be further examined. Henceforward, 

if audits are mentioned the reader may assume that it refers to internal audits, unless otherwise 

stated.  

Case company delimitations 

Saab has auditing organisations in all of their business areas, but due to time constraints, this thesis 

has focused on the internal audit operation of Saab Aeronautics Manufacturing division’s Quality 

department. Other audit activities which the Quality department conducts, such as external and 

environmental audits, have not been examined, as it would not add useful research data to answer 

the purpose and the research questions of the thesis. The study uses Saab’s global process map on 

internal quality audits as base for the audit process mapping. 

1.6 Quality management system and audits at Saab 
Svenska Aeroplan Aktiebolag, SAAB, was founded in 1937 with the purpose of meeting the Swedish 

Air Force’s demand of an aircraft defence during the Second World War. Today Saab is a military 

defence and security company with about 14,000 employees and SEK 24 billion in sales revenue in 

2012. Saab is divided into six business areas: Aeronautics, Combitech, Dynamics, Electronic Defence 

Systems, Security and Defence Solutions, and Support and Services, see Figure 1-1. The main 

business area, which this master’s thesis will cover, is Aeronautics with 3000 employees and with SEK 

6.1 billion in sales. Aeronautics’ product portfolio consists of advanced airborne systems, related 

subsystems, unmanned aerial systems, aerostructures and services. (Saabgroup, 2014) 

 

Figure 1-1. Saab’s business areas. 

Saab Aeronautics has been using a quality management system (QMS) since the late 1990s, to 

achieve quality goals and meet customer demands. It is important to remember that differences may 

occur between what the customer demands, the requirements of the certification body and what the 

organisation internally requires. The company and its products have, since inception, always been 

examined. Audits have therefore also always existed, but in various shapes and forms. The case 

company is currently certified to the AS/EN 9100 series, which is an extended version of the ISO 9000 

series. 
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The internal auditing activities at Saab Aeronautics, in the shape used today, started in the beginning 

of the 21st century. Audits have since then been supplemented with improved routines, but there are 

additional improvements needed to have a well functional audit operation.  

 There is a vision for the audit activities to: 

 Be an effective tool to develop the organisation. 

 Be demanded by the organisation. 

 Examine if the QMS is meeting the set requirements. 

 Check if the organisation is using the Business management system in a correct manner.  

 Identify improvement opportunities.  

 Let the approach of audits shift from a reactive approach to a proactive approach.  

The case company has worked with QMS under a long period and the internal audit operation has 

evolved over time. They have a budget that is set aside to be used for their audit operation, but they 

are not able to say if their audit operation is adding value to the organisation or if it is economically 

justifiable. The responsible manager of the audit operations at the Manufacturing division has 

therefore identified a need for change. This situation makes the company an ideal case company for 

this thesis, making it possible to answer the purpose and research questions. 
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2 Methodology & Execution 
This chapter aims to describe how the study was executed; which literature, data and methods that 

were used and how the findings were analysed. The chapter ends with a discussion about the used 

methodology. 

2.1 Case studies 
When using case studies as research tool one or more cases are investigated in-depth to collect 

empirical findings and construct propositions in an inductive manner (Eisenhardt & Graebner, 2007; 

Bell & Bryman, 2011; Merriam, 2009). With an inductive approach hypotheses are constructed 

through gathered information, compared to a deductive approach where the hypotheses are tested 

instead (Merriam, 2009). Case studies highlight the real-world connection to the studied phenomena. 

If the studied activity is occasional and infrequent interviewing becomes an efficient method to 

collect detailed empirical data (Eisenhardt & Graebner, 2007).  

After conducting a case study at a company there is a challenge in presenting the detailed qualitative 

information. Eisenhardt & Graebner (2007) suggest to basically present the full story within the text. 

Data is rendered as the interviewer has perceived the interview and may also be interspersed with 

relevant documents to further strengthen the data. The data is thereafter analysed together with the 

theoretical framework in order to draw appropriate conclusions (Eisenhardt & Graebner, 2007). A 

central part of case studies is analysing collected data but, like presenting the data, it may become a 

challenge. This is since previous research on case studies usually just describes data collection, but 

omits how the analysis phase could be conducted (Eisenhardt, 1989). 

In this thesis a case study with an inductive approach was chosen as research tool, since the purpose 

of the thesis was closely connected to an existing problem and a hypothesis was to be constructed. 

The case study was chosen to be conducted at Saab AB in Linköping, Sweden. The company seemed 

fitting since it had a long history of QMS and audits. Further, audits are possibly even more important 

and demanding at Saab Aeronautics because of the additional requirements and regulations that 

affect the aircraft industry. Besides from the thesis supervisor, the authors of this thesis have also 

received guidance regarding direction and structure of the thesis from a mentor provided by the case 

study company. As most of the empirical findings consist of opinions from interviewees, it is difficult 

to visualise the findings. Therefore, the collected data is mostly presented in the continuous text, as 

suggested by Eisenhardt & Graebner (2007). Information from different sources is mixed in order to 

provide the reader with a clear and strengthened picture of the perceived current situation. The 

research techniques used and the way data was analysed will be further described in the following 

pages, see 2.2 Research strategy & techniques below. 

2.2 Research strategy & techniques 
The study was conducted according to a clear research process, see Figure 2-1. In order to fulfil the 

stated purpose of the thesis some research questions were developed to begin with. The purpose 

had to be broken down into its core elements to be able to shape the questions in a suitable way. 

During this phase different things that were of interest of examining further was considered and 

narrowed down by the authors to form the final research questions.  
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Figure 2-1. The research process that was followed during the work. 

A literature study was initially conducted in order to find appropriate references. This includes 

literature search, selection of sources and making of the theoretical framework. Most of the 

literature used in the thesis was in the form of articles. The articles were found through searches in 

scientific databases by using keywords such as: ISO 9000, ISO 9001, ISO 19011, audit, internal audit, 

internal quality audit, quality audit, internrevision, intern revision, kvalitet etc. Since internal audits 

are extensively linked to the ISO 9000 series, the standard itself functioned as a fundamental source 

of reference during the study. Besides the already mentioned literature, books and websites 

concerning the topics of quality and, mainly, audits were used when building the theoretical 

framework. When the framework was completed the authors identified a possibility to summarise 

and group together theories, creating 9 factors. These factors may affect how audits perform as an 

improvement tool.   

To get as much relevant information about the case as possible and be able to answer the research 

questions, several different research techniques were applied collecting various sources of data. A 

total number of 14 interviews, 3 participant observations, 1 focus group and 12 internal document 

analyses were conducted, providing the necessary data to be analysed. See Figure 2-2 for a 

descriptive model. The research techniques used in the thesis are further presented during the next 

pages. 

 

Figure 2-2. Research techniques that were used in the study. They provided the data that was to be analysed. 

 

The findings from the case study, presented in chapter 4 Empirical Findings, were analysed by 

comparing them with the theoretical framework. This was done by grouping and sorting the data, 

based on the stated important factors concluding chapter 3 Theoretical Framework, then evaluate to 

what extent they matched the framework. By doing so the data became more manageable and it was 

easier to detect if and where reality and theory diverged. The data achieved from the different 

research techniques were treated equally when being analysed. 
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Several conclusions could be drawn based on the results from the analysis. These conclusions aim to 

answer each research question and consequently fulfilling the purpose of this thesis. It was then 

possible to formulate and compile specific recommendations, based on the drawn conclusions. The 

recommendations aim to provide the case study company with information on how to develop their 

audit organisation, as well as suggest areas for possible future research.  

Focus group interview 

A focus group interview was held to initiate the data collection step of the thesis. A focus group 

interview is conducted as a group discussion where the interviewer aims to cover specific subjects of 

a research area (Brinkmann & Kvale, 2009; Bell & Bryman, 2011; Merriam, 2009). Bell & Bryman 

(2011) add that focus groups differ from interviews in the sense that interviews often try to get a 

broader perspective while focus groups have focus on one theme and try to get a deeper 

understanding. There has been an increase in the use of focus groups (Gummesson, 2000; Brinkmann 

& Kvale, 2009), although the one-on-one interviews are still the most commonly used type of 

interview technique in the academic world (Brinkmann & Kvale, 2009; Bell & Bryman, 2011).   

The interviewer usually lets the group discuss six to ten different subjects (Chrzanowska 2002, 

referred in Brinkmann & Kvale 2009, 150). Morgan (referred in Bell & Bryman 2011, 508) suggests a 

group size of six to ten members. The discussions have a non-directive approach where different 

viewpoints on the subjects are sought after. The group should not strive to find solutions to the 

problems but to find the different viewpoints. Switching to a new subject is the main role of the 

interviewer, but also keeping a tolerant attitude between the interviewees as their viewpoints may 

differ (Brinkmann & Kvale, 2009).  

Focus group interviews work well when the research field in question is unexplored, as the 

interviewees are more spontaneous and emotional in this kind of setting. This may lead to 

discoveries of information that are hard to access in other interview settings, since interactions 

between interviewees create new perspectives on the topic studied. The disadvantages are that it is 

harder to write down what is being discussed and that the interviewer has less control of the 

interview. (Brinkmann & Kvale, 2009) 

The goal with using the focus group approach was to attain information about the case company’s 

audit activities. This was achieved by gathering a group of five people with different roles in the audit 

process, see 8.3 Focus group, and letting them discuss issues by asking open ended questions. Eleven 

different questions and subjects were chosen for Focus Group A, see Appendix 5 - Interview 

questions, Focus group A. The questions were phrased in such a way that they would lead to 

discussions and facilitate the interviewees’ multiple viewpoints. The interview topics covered; why 

audits are conducted, what works well and what needs improvement, the attitude towards audits, 

improvement suggestions and the effects of audits. Since it is difficult to take notes of everything 

being discussed, a recorder was used to be able to listen to the discussions afterwards. Relevant data 

was then presented in chapter 4 Empirical Findings. 

Qualitative research interview 

More information was gathered through a series of interviews with different people involved in the 

audit process. Brinkmann & Kvale (2009) explain that the method when interviewers and 

interviewees interact socially and uncover information, it is called a qualitative research interview. 

Merriam (2009) adds that interviews are usually the most common data collection method in 
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qualitative research. The procedure gives the interviewer more freedom to use one’s personal 

judgment when asking the questions and leading the direction of the interview (Brinkmann & Kvale, 

2009). Resulting data will vary depending on the skills and techniques of the interviewer and previous 

knowledge in the researched area is vital for the interviewer to be able to ask follow-up questions 

(Brinkmann & Kvale, 2009). 

The interviews conducted during this thesis have been semi-structured. Bell & Bryman (2011) explain 

it as a technique where a list of questions is used when asking the questions, the interviewee still 

have a lot of flexibility when answering. Follow-up questions may not be written down on the 

question list, they can emerge naturally depending on the interviewee’s answers. Semi-structured 

interviews will work as an effective tool if the research topic has a clear goal and purpose (Bell & 

Bryman, 2011). Merriam (2009) stresses that open and well-chosen questions are more likely to 

generate good data.  This was kept in mind when formulating the interview questions. All questions 

were based on the purpose and the research questions of this thesis. Some of the interview 

questions were meant to lead the conversation in a certain direction, without affecting the 

interviewee with the interviewers’ opinions, while some were more directly focused on trying to 

answer the stated purpose. Depending on the role of the person being interviewed, different 

questions were asked and their focus varied; see Appendix 1 - Interview questions, Auditor, Appendix 

2 - Interview questions, Auditee, Appendix 3 - Interview questions, Manager and Appendix 4 - 

Interview questions, Lean Coordinator. Follow-up questions were also used when needed. Member 

checks were used during the interviews in order to verify that the answers of the interviewees had 

been correctly interpreted by the authors. It is a strategy where interviewees are asked to provide 

feedback on the preliminary work. By doing this they either confirm that they have been correctly 

interpreted or suggest some changes in order to better capture their perspective. This can either be 

done throughout the study or in the analysis phase (Merriam, 2009). During the interview one of the 

authors had the responsibility to ask questions while the other author took notes. After 14 

conducted interviews the empirical foundation was perceived to be complete.   

Four different work roles were interviewed based on their different perspectives of the process. 

Those were: 

 Auditors. They were chosen as they had the best understanding of the process and were the 

ones who worked the most with audits.  

 Auditees. They had an outside perspective on audits and could contribute with feedback on 

how audits are perceived.  

 Managers. They could explain the demand of audits and how the audits were booked. 

Further, the managers’ attitude towards audits is an area worth investigating, since the 

attitude could be transmitted to the employees. 

 Lean Coordinator.  The Lean Coordinator could provide additional input on complementary 

quality tools that could fit the internal audit process.  

Participant observation 

Participant observation was also used during the case study. It is an empirical and inductive method 

used for collecting data (Gummesson, 2000) and is one of the most used data gathering methods in 

management research (Bell & Bryman, 2011). Gummesson (2000) explains that the observations are 

conducted through watching, discussing and also documenting findings through photos and 
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recordings. One will receive knowledge about the social settings in the researched area, how the 

members of the setting act and what they add to the environment (Bell & Bryman, 2011; 

Gummesson, 2000; Merriam, 2009). Participant observation will allow a direct data gathering, 

without intermediaries, thus limiting the room for interpretation (Gummesson, 2000).  

The observer will influence, and also be influenced by, the context of the situation being observed. 

This will to some extent lead to an inaccurate picture of the situation, as it will differ from the time 

when the observer is not present. Notes taken during the observation should be so detailed that the 

readers easily can imagine being observers themselves in the situation. (Merriam, 2009)  

Participant observations were used by the authors of this thesis to receive a general understanding 

of how audits are conducted. This new knowledge was used to further develop the research 

questions, plan the approach of the thesis and formulate interview questions. Also, the observations 

were compared with what had been said during the focus group session and the interviews as well as 

with the theoretical framework. The authors followed and observed the auditor and auditee during 

audits, while taking notes.  

Document analysis 

Document analysis was done throughout the case study. A wide range of different sources can be 

referred to as “documents”; organisational, personal and virtual documents to name a few (Bell & 

Bryman, 2011; Merriam, 2009). This study has examined organisational documents mainly in the 

form of audit reports and directives. Bell & Bryman (2011) talk of the importance of studying 

organisational documents when conducting case studies of organisations. Merriam (2009) agrees and 

adds that these kinds of documents are usually well grounded in the researched area. Bell & Bryman 

(2011) point out that when using methods such as qualitative interviews and participant 

observations, which were used in this thesis, document analysis presents important information. 

Documents can for instance provide partial insights into managerial decisions and actions. Although, 

they might feature a somewhat biased picture of the organisation, where the representativeness and 

credibility of the documents can be questioned (Bell & Bryman, 2011). 

Internal documents have provided a straightforward view of the case which interviews, participant 

observations and focus groups may lack, therefore complementing the empirical findings. Process 

maps, definitions, managerial decisions, role descriptions, audit reports, audit plans, outcomes from 

databases and templates are examples of internal documents that have been studied. Each 

document has either lead to new findings or strengthened already found findings.  

2.3 Validity and reliability of methodology 
The validity and reliability of the thesis, as well as source criticism, are discussed below. 

External validity 

External validity, or generalisation, is defined as to what degree the results may be applied to other 

cases and how well the used methods have led to a successful examination of the chosen research 

area (Gummesson, 2000; Merriam, 2009).  

The external validity of the research result depends on the methods used to gather data and study 

the researched area. Criticism against case studies as a research tool is that it may lack statistical 

reliability, which will lower the validity (Gummesson, 2000). Also, if the number of observations is 
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limited it will restrict the degree of possible generalisation (Gummesson, 2000; Bell & Bryman, 2011). 

Case studies may be used to generate hypotheses, but it should not be used to confirm if the 

hypotheses are true or not (Gummesson, 2000).  

Bell & Bryman (2011) continue by discussing that case studies in qualitative research should not be 

seen as a sample from a population, as the interviewees in the study do not represent samples of a 

population. As an alternative the results of a case study should rather be generalised to theory than 

to a population (Bell & Bryman, 2011). Merriam (2009) does not agree and argues that a single case 

could still be a good example as she suggests that formal generalisation is overrated. She continues 

by explaining when researchers choose case studies they are more interested in the in-depth 

understanding rather than being able to apply it as general knowledge.  

As Saab Aeronautics operates in the military aircraft industry they follow the AS/EN 9100 series, 

making them different from most of the ISO 9001 certified companies. The authors of the thesis 

consider that this will not lower the external validity of the study, since the AS/EN 9100 series covers 

the ISO 9000 series as well as some additional requirements. Still, this has been kept in mind, when 

aiming to keep the generalisation high, by focusing on the internal audits commonly used in the ISO-

series. The external validity can, however, be somewhat reduced considering that only one company 

is studied in this thesis. Since the purpose of the thesis is to generate a hypothesis, i.e. how internal 

quality audits can be used as an improvement tool, conducting a case study is not considered as a 

problem. The purpose and the research questions have been formulated and followed to reach high 

external validity.   

Internal validity 

Internal validity, or credibility, means how well the findings actually match the reality (Merriam, 

2009). Gummesson (2000: 93) describes it as to what extent the ‘theory, model, concept, or category 

describes reality with a good fit’. He also points out the importance of research credibility; 

conclusions should cohere, data should derive from correctly interpreted statements, used methods 

should suit the problem and the purpose of the study and so on. Ratcliffe (referred in Merriam 2009, 

213) explains that data is always interpreted, a measurement or observation always changes the 

event being examined, and that models and equations always are representations of reality, but not 

reality itself. This means that internal validity is hard to check, since people have different view on 

what reality is (Merriam, 2009).  

There are, however, different approaches on how to achieve high internal validity. Triangulation can 

be used in order to confirm emerged findings. This means that multiple methods, investigators or 

types of data are used in the research work. The use of interviews, observations and document 

analyses are good ways of checking data using multiple methods. There are also two other types of 

approaches that can be used in order to increase the internal validity; adequate engagement in data 

collection and member checks. Adequate engagement in data collection describes how many 

interviews or observations that have to be conducted in order to achieve high internal validity. There 

is no strict rule, however, when no new information emerges and the same things are being said and 

seen it is time to stop. The data and findings are said to be saturated and further digging will not 

increase the internal validity. (Merriam, 2009) 

To reach high internal validity several data collection methods have been chosen. This made it 

possible to obtain different opinions from the interviewees and investigate how those opinions were 



 10 

affected under altered interview settings. How many interviews that were conducted was decided 

when new data stopped emerging, it was then time to switch to other research techniques to collect 

new data. Member checks were also done throughout the study during interviews and with the 

mentor at mentor sessions, in order to check if the study was on track. Internal validity is however 

hard to verify, as Merriam (2009) stated, and it should be noted that the findings presented in the 

thesis are the authors representation of reality. 

Reliability 

If a research project has a high degree of reliability it is possible for other researchers, who have 

similar purpose with their work, to achieve the same result. In other words, a project with high 

reliability may be replicated (Gummesson, 2000; Merriam, 2009). Merriam (2009) also speaks of a 

more traditional view. She explains that the question is not whether the findings will be the same in 

future research, but whether the collected data is consistent with the result.  

Reasons that a high degree of reliability should be pursued are that it acts as a verification of the 

research and it shows how logical the workflow really is. If the internal validity is difficult to 

determine the researcher may in some cases assume high internal validity of the work if it has a high 

degree of reliability (Gummesson, 2000). Merriam (2009) does not fully agree when she speaks of an 

example where boiling water repeatedly is recorded at 85 °F (around 29°C). Since all the 

measurements are consistent, the result is reliable; it is however not at all valid.  

Reliability could be an issue when people are involved in the study, as human behaviour is always 

changing. By using multiple, different methods, like in the triangulation approach presented earlier 

under the section Internal validity, consistent and reliable data can be collected (Merriam 2009). Fern 

(referred in Bell & Bryman 2011, 505) argues about focus groups reliability. The focus group method 

may be a way to gain additional reliability as it presents a chance to choose interviewees with 

different backgrounds, comparatively selecting samples in a population.   

Because of the high degree of data collected through human interaction, the more traditional view of 

reliability, presented earlier by Merriam, has been used throughout the thesis. Focus has thus been 

to verify that the collected data is consistent with the result. Multiple research techniques have been 

used in the thesis, among them focus group interview. By listing the approaches and being clear 

about the course of action when collecting and analysing the data, a high degree of reliability should 

have been achieved. The goal with this report was that it would work as a process for similar case 

studies on internal audits and for future research.  

2.4 Source criticism 
As stated earlier, there is a lack of studies on the subject of internal audits and how they can be used 

as an improvement tool. Most studies just scrape on the surface of the subject, while only a few 

actually make a detailed examination. Studies on external audits are comparatively more common, 

this is interesting because internal audits are still important for ISO 9001 certified companies and is 

therefore in need of further investigation.  

One could discuss how reliable the existing research and other articles really are. There are generally 

more articles and books that have a positive attitude towards audits, e.g. Wahlman (2004), than a 

negative attitude, e.g. Karapetrovic & Willborn (2002). They also mean that if internal audits are used 

in a correct way they will have a value-adding effect on the organisation, still, it is hard to prove and 
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verify this statement. Few studies have been made covering the actual effect of internal audits in real 

life companies. 

There is also a lack of literature covering the subject of improvement suggestions and opportunities 

for improvement derived from audits, and the implementation of them. Even the ISO 9000 series, 

which have been a fundamental part of the theoretical framework, falls short in covering the 

handling of improvement suggestions and opportunities for improvement. There is not much 

guidance on the subject and room for interpretation. Because of this an alternative route has been 

taken as well, literature covering improvement suggestions in general has been studied in order to 

find similarities and suggestions on how to deal with them.  

It is necessary to be critical towards the data collected from interviews and focus groups. It is difficult 

for the interviewer to be entirely objective, and at the same time it can be hard for the interviewee 

to speak his or her mind about things. Interviewers need to formulate and ask questions in a matter 

without adding their personal opinions or affecting the interviewee. Interviewees, on the other hand 

should answer truthfully with their personal opinions. Because of the unusual situation, that the 

interview is for some people, this is difficult to achieve. It was hard to find enough interviewees when 

interviewing certain roles. If more interviewees were available, representing these roles, it would 

have led to a more accurate perception of the situation. 
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3 Theoretical Framework 
The theoretical framework has been the academic foundation of this thesis, from which the authors 

have checked if academic theories were applicable on the case study company. Literature has been 

carefully chosen to be able to answer the purpose and research questions of this thesis. 

3.1 Quality management system 
A quality management system (QMS) is an organisation’s documented ways of working in order to 

fulfil their stakeholders’ and customers’ requirements on the business (Wahlman, 2004). A QMS is 

based on eight principles in the ISO standards, for a detailed description of the ISO standards see 3.2 

ISO 9000 series. Those principles are (Bergman & Klefsjö, 2002; SIS, 2005): 

 customer focus 

 leadership 

 involvement of people 

 process approach 

 system approach to management 

 continual improvement 

 factual approach to decision making 

 mutually beneficial supplier relationships. 
 

Much of the QMS is built around the identification and management of processes and the 

interactions between them. Any activity, or set of activities, which transforms input to output is 

considered a process (SIS, 2005). Processes are used to supply the customer with the demanded 

product or service, trying to use the necessary resources as efficiently as possible (Bergman & Klefsjö, 

2002). 

Bergman & Klefsjö (2002) mean that focus should be at managing and improving the process instead 

of using a lot of energy in “putting out fires”, moving from one emergency to the next. Finding 

solutions for nonconformities will add knowledge necessary to improve the process, but the focus 

should never be to fix smaller problems occurring once. Making temporary solutions will just make 

the process more complex. When improving processes it is important to have a holistic approach to 

avoid sub-optimising (Bergman & Klefsjö, 2002).  This is called the “process approach” (SIS, 2005). 

The goal of this approach is improvement of (Bergman & Klefsjö, 2002): 

 The quality - how well the process fulfils the customer demand.  

 The effect - how well resources are used. 

 The flexibility - how easily the process may be changed to new conditions.  
 

The process-based QMS, described in the ISO standards, is focusing on customer requirements of the 
organisation. In order to monitor customer satisfaction, the organisation must analyse and evaluate 
information regarding the perceived extent to which customer requirements have been met. Based 
on that information, continual improvement of the QMS can be made (SIS, 2005). A model of the 
processed-based QMS used in the ISO standards can be seen in Figure 3-1. Processes, policies and 
goals are all components that should be described in the QMS (Wahlman, 2004). The quality goals 
should be aligned with the quality policy and it has to be possible to measure the degree to which 
they have been achieved (SIS, 2005).  



 13 

 

Figure 3-1. Model of the processed-based QMS. (SIS, 2005, Figure 1 p.3) 

There are many reasons why to maintain a QMS in an organisation. If kept effective, it will lead to 

increased customer satisfaction, more efficient resource use and improved risk management (ISO, 

2014a). Documented procedures are much clearer than those only spread by word and they are also 

easier to follow-up and improve. Besides, documented procedures are easier to spread inside and 

outside the organisation (Wahlman, 2004), something that grows in importance with the size of the 

company (ISO, 2014a).  

3.2 ISO 9000 series 
The International Organization for Standardization (ISO) is an organisation that develops and 

maintains standards (Bergman & Klefsjö, 2002), of which many concerns good practices and making 

industry more effective and efficient (ISO, 2014b). Many national standardisation bodies around the 

world are connected to ISO, of which the Swedish Standards Institute (SIS) is working with the ISO 

standards in Sweden (Bergman & Klefsjö, 2002).      

 

The ISO 9000 series is a set of standards that is handled by ISO. It addresses various areas in the field 

of quality management and is updated and adjusted continuously. The standards primarily provide 

tools and guidance in order to improve effectiveness and efficiency of organisations (ISO, 2014c).  
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Currently there are four standards in the ISO 9000 family, which are (ISO, 2014c): 

 ISO 9000:2005 - Describes the basic principles and language. 

 ISO 9001:2008 - Covers the requirements of a QMS. 

 ISO 9004:2009 - Provides guidance on how to make QMS more effective and efficient. 

 ISO 19011:2011 - Addresses how internal and external audits can be planned, implemented 
and monitored. 
 

The ISO standards can be applied to all different kinds of industries (ISO, 2014a). Some specific 
industry standards have, however, emerged during the past years. The aerospace, telecom and car 
industries each have their own standards (Bergman & Klefsjö, 2002). The aerospace industry follows 
the AS/EN 9100 series, which is an extended version of the ISO 9000 series (DNV, 2014a). It is based 
on the ISO standards, but with added requirements specifically for the aerospace industry, see Figure 
3-2.  

 
Figure 3-2. Illustrative picture of the ISO 9000 series as a subset of the AS/EN 9100 series. 

 

ISO 9001:2008 – Requirements of a QMS 

ISO 9001:2008 consists of requirements of the QMS (ISO, 2014c) and should work as a guideline of 

how to implement a QMS in an organisation (SIS, 2008). The latest revision of the standard consists 

of 58 requirements based on the earlier mentioned eight principles of QMS, see chapter 3.1 Quality 

management system (SIS, 2014b). The standard specifies that an organisation (SIS, 2008; 1):  

 ‘needs to demonstrate its ability to consistently provide products that meets customer and 

applicable statutory and regulatory requirements, and 

 aims to enhance customer satisfaction through the effective application of the system, 

including processes for continual improvement of the system and the assurance of 

conformity to customer and applicable statutory and regulatory requirements.’ 

ISO 9001:2008 is the only standard in the ISO 9000 series that can be certified to (ISO, 2014c). ISO 

does not perform certification themselves, companies have to turn to external certification bodies in 

order to be certified to ISO 9001 (ISO, 2014d). Since its origin in 1987 more than one million 

organisations world-wide have been certified, with over 5000 in Sweden (SIS, 2014a). Companies 

tend to certify to ISO 9001, often, but not exclusively, as a result of contractual or regulatory 

requirements, customer preferences or improvement programmes from management.  Because of 

today’s demand from customers and business conditions of obtaining ISO 9001 certification, 

Devadasan & Rajendran (2005) notice a trend of organisations rushing through the QMS certification 
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process. This results in companies overlooking the “hidden agenda” of the quality audits, meaning 

that they do not take advantage of its full potential. 

ISO 19011:2011 – Guidance on the management and execution of audits 

The ISO 19011:2011 standard provides guidance on especially the management of an audit 

programme and on how to plan and conduct an internal or external audit. It does not state 

requirements and cannot, unlike the ISO 9001 standard, be certified to. The standard is based on a 

Plan-Do-Check-Act (PDCA) cycle, see Figure 3-3, with specific objectives under each cycle step. It is 

flexible in the matter of what and how to implement, depending on for instance the current level of 

maturity, size and goals of the company. (SIS, 2011; Wahlman, 2004) 

 

Figure 3-3. The Plan-Do-Check-Act cycle. 

The standard speaks of six principles which serve as basis for auditing. Those are (SIS, 2011): 

 integrity 

 fair presentation 

 due professional care 

 confidentiality 

 independence 

 evidence-based approach. 
 

Combined, these principles make auditing a reliable and useful tool to support the control of QMS:s 

and policies. By following the guidance in the ISO 19011 standard the company should be able to 

improve its performance in a secure and controlled way. At the end of an audit many conclusions can 

often be drawn. Audit conclusions may, for example, address issues such as; to what degree the QMS 

meets stated objectives, root causes of findings and similar findings made in different audits for the 

purpose of identifying trends. Based on these audit conclusions, changes and suggestions can be 

made in order to improve the QMS as well as the audit programme. (SIS, 2011) 

Although the standard is stated to only provide guidance, some voices argue that it might be a bit 

vague in some cases. Beckmerhagen et al. (2004) speak of the fact that important topics such as 

“quality assurance of audits” or “audit effectiveness” are not even mentioned in the ISO 19011 

standard (2002 revision). 
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3.3 Quality auditing 
An organisation can base their QMS on the ISO 9000 series, with all the requirements on the system 

pinpointed in the ISO 9001 standard (ISO, 2014c). The ISO 19011 standard could on the other hand 

be used for guidance on the QMS audits. The purpose of quality audits is to make sure that the 

processes in the organisation are constructed and followed to deliver the contracted value to the 

customer (Wealleans, 2000). Each performed audit leads to some audit findings that either indicate 

conformity or nonconformity with audit criteria (SIS, 2011). A nonconformity is defined as a ‘non-

fulfilment of a requirement’ (SIS, 2005; 13) and could for instance occur when a routine is performed 

differently than described in the QMS (Wahlman, 2004). Nonconformities may be graded by severity 

and should, together with supporting audit evidence, be recorded and presented. Good practices, 

opportunities for improvement and recommendations to the auditee should also be included in the 

audit findings when specified by the company’s audit plan (SIS, 2011).  

Audits are according to ISO (2014c) a vital part of the management system approach, since they 

check to what degree the organisation’s achievements meet their objectives. There are besides this 

other positive effects from audits on the QMS. Rissanen (referred in Devadasan & Rajendran 2005, 

369) speaks of that auditors in their daily work help employees clearly understand the elements of 

QMS. Wahlman (2004) goes even further by stating that more auditors results in better knowledge 

sharing and understanding of the QMS in the organisation. 

Managing nonconformities 

Nonconformities must according to the set standards lead to an action. Either correction, where the 

problem is resolved for the moment, or a corrective action, where root causes are identified and 

corrected, could be used. The latter is recommended in order to not have problems reoccur 

(Wahlman, 2004), and is a requirement in the ISO 9001 standard (SIS, 2008). Wahlman (2004) 

recommends “5 Whys” as a way of getting to the actual root cause of a problem, a technique further 

described in 3.9 Complementary quality tools. Except correction and corrective action, the standard 

speaks of preventive action. This is also a requirement in the standard and it says that ‘the 

organisation shall… eliminate the causes of potential nonconformities in order to prevent their 

occurrence’ (SIS, 2008; 14). The difference here is that it is currently conformity, but there is a risk 

that it will cause nonconformities in the future. In other words, the organisation must work 

proactively (Wahlman, 2004). 

The auditor 

Wealleans (2000) discusses that auditors should have the correct training but also the correct 

experience. For example, someone who has not been inside a factory before should not conduct an 

audit for a manufacturing process. The auditor usually needs to have previous experience from the 

business area to be able to understand and draw conclusions from the audit (Wealleans, 2000). 

However, in-depth knowledge of the audited area is not a requirement on the auditor. A technical 

expert can be brought in if needed to increase the competence of the audit team (Wahlman, 2004). 

Also, Wahlman (2004) mentions that audits often are conducted in pairs of two auditors. This leads 

to many advantages, including multiple viewpoints and greater chance of finding relevant 

information (Wahlman, 2004). Besides the relevant experience, confidence and good interpersonal 

skills are personal features that an auditor should possess. After the audit the auditee is responsible 

for implementing the necessary changes (Wealleans, 2000). 
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Types of audits 

There are essentially two types of quality audits; internal and external. External audits can be divided 

into second and third party audits (O’Hanlon, 2002; Wahlman, 2004). If a supplier to an organisation 

is audited by the organisation’s auditors or the organisation itself is audited by its customer it is 

called a second party audit. There are two goals with the audit, either to determine if the 

organisation can meet requirements and should be rewarded a contract or determine if existing 

contracts are followed to satisfaction (Wealleans, 2000). Third party audits are conducted to receive 

or maintain a certificate, mainly ISO 9001 but other types of certificates also exist. The auditor 

spends less time with the auditee and probably has less experience about the area than the auditee. 

This leads to a more general audit compared to the other audit types. The attention is just to check if 

the processes are followed in an independent manner and it will be hard to identify any in-depth 

improvement opportunities (Wealleans, 2000). If the audit is to add value, depends on how much 

effort is put into the audit process by the auditor, auditee and the manager of audited process. The 

focus of third party audits is usually just to pass with minimum effort in order to receive or maintain 

a certificate, while on the other hand internal, or first party, audits are done with more focus on 

improvement (Wealleans, 2000). 

3.4 Internal audits 
The main focuses of internal audits often are to determine how effective the QMS is, how well the 

set standards are met, to confirm the level of implementation of new solutions and finally to seek 

new opportunities for additional improvements (O’Hanlon, 2002; Wahlman, 2004). Wahlman (2004) 

pushes the envelope by stating that your imagination is the limit when it comes to the purpose of the 

internal audits. Shorter lead times or better information sharing between divisions are examples of 

that. Once the purpose of the internal audits is defined, audit criteria can be chosen (Wahlman, 

2004). Requirement 8.2.2 in the ISO 9001:2008 standard regulates the use of internal audit at the 

company. It states that ‘the organisation shall conduct internal audits at planned intervals’ (SIS, 2008; 

12). This is done in order to determine whether the QMS (SIS, 2008): 

 Meets the other requirements of the ISO 9001 standard and the requirements of the QMS 
itself.  

 Conforms to the planned arrangements.  

 Is effectively implemented and maintained. 
 

The audits shall be carried out in an objective and impartial manner. The audit method, scope, 

criteria and frequency shall be defined. Also, the audit programme shall be planned, procedures 

documented and records of the audits maintained. (SIS, 2008) 

For the internal audits to be able to become a viable tool it is required that (Hirth, 2008):  

 The audit is independent and objective. 

 It serves as a consulting tool that will add value to the organisation. 

 It improves the operations and lets the organisation achieve its goals through systematic and 

disciplined efficiency . 

Internal quality audit is, according to SIS (2014b), a powerful tool if used appropriately, as it is able 

to; analyse problem and risk areas, cut costs and improve the overall business. To fully utilise the 

benefits of quality audits, as of the whole ISO 9001 standard, the management’s support and 
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enthusiasm are paramount (SIS, 2014b; Rippin et al. 1994, referred in Devadasan & Rajendran 2005, 

374). 

If only minimum requirements of the ISO 9001 standard are met the purpose of the audits will only 

be to search for nonconformities and check if processes are being followed (van der Wiele et al. 

1995, ISO 10011 1991, referred in Karapetrovic & Willborn 2001, 369; Alic & Rusjan, 2010; Nichols, 

2012). O’Hanlon (2002) argues about the importance of audits moving from strict focus on 

nonconformities to a focus on continual improvement and effectiveness. This can be done when 

auditors stop examining how the processes work and instead focus on their purpose for existence. 

Another important aspect should be how well the processes are integrated with the rest of the 

processes in the organisation (O’Hanlon, 2002). There are three conditions that have to be met to be 

able to initiate continuous improvement: A problem has to be identified, there has to be motivation 

to fix the problem and the last one is taking necessary action (Forsha 1992, referred in Karapetrovic 

& Willborn 2001, 372). According to Karapetrovic & Willborn (2001) it is necessary to measure the 

improved process, or else the improvement will not be recognised.  

The result of conducting internal audits depends on the motivation behind the introduction of one’s 

QMS, if the motivation is merely because of customer demand for a certificate the effects of the 

implementation will be small (Alic & Rusjan, 2010). There is no concrete evidence that an ISO 9001 

certificate would result in better performance for the company (Singels et al. 2001, referred in Alic & 

Rusjan 2010, 917). It is possible to notice a changed view of internal audit by the management when 

the QMS has matured. The management will then order a shift from focus on nonconformities to a 

new focus on continuous improvement (Alic & Rusjan, 2010). Alic & Rusjan (2010) conclude their 

study by saying that auditors, auditees and managers tend to believe that internal audits have a 

positive effect on the performance of the company. Nichols (2012) adds that when a company has a 

mature QMS there is a need to change the focus of the internal audits, in order for them to add value 

to the company. The commitment of the management is vital to be able to do that. He suggests that 

scheduling of audits should be done through a “pull-system” given by the need of the managers, 

rather than a traditional “push-system”, where audits are scheduled based on a time interval. By 

scheduling with a push-system there is a potential risk of missing critical processes (Nichols, 2012).   

Self-audit and self-assessment 

Karapetrovic & Willborn (2002) suggest two different approaches on internal audits, “self-audit” and 

“self-assessment”. They explain that the main idea behind self-audit is that the process owner should 

conduct a periodic process performance audit at the process location. This means that the auditor, 

auditee and client in this model are the same person. Some qualifications of the self-auditor are 

required; for instance he or she should possess relevant knowledge regarding technology, flow and 

material used in the process, know the basic methods and principles of process evaluation as well as 

be familiar with the general approaches of auditing, benchmarking and self-assessment. The 

objectives of the audit are to evaluate and improve process performance. This is done by comparing 

one’s performance with set performance standards, the performance of best-in-class individuals and 

identified strengths, weaknesses, opportunities and threats. Based on the result a plan can be set up 

in order to improve the process performance. The self-audit model can be applied both at an 

individual as well as an organisational level. (Karapetrovic & Willborn, 2002) 
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Just as the internal quality audits, based on the ISO standards, self-assessment is conducted 

according to a PDCA-cycle. The cycle steps are, however, designed slightly different with changed 

objectives. Self-assessment has the ability to measure the effectiveness, how good the organisation 

is at producing the wanted result, and efficiency, how well the organisation uses its assets to achieve 

the wanted result. Audits, on the other hand, are somewhat limited to just examine the 

effectiveness. One could claim that quality auditing should not be used because of its lack of ensuring 

continuous improvement and therefore other methods, like self-assessment, should rather be used. 

It is then important to remember the advantages with auditing. Objectivity, independence in the 

examination of the process and the confirmation of a working QMS are some factors that auditing 

ensures. By using both quality audits, based on the ISO standards, and self-assessments a higher 

competitiveness may be achieved. Hence, quality auditing based on the ISO standards examines the 

correctness and effectiveness of the processes, while self-assessment identifies improvement 

opportunities. (Karapetrovic & Willborn, 2001) 

3.5 Strengths & weaknesses of internal audits 
Internal audits have, according to Wealleans (2000), potential to find improvements. They are a great 

tool when evaluating activities against certain criteria, like those in the ISO 9001 standard 

(Karapetrovic & Willborn, 2002). Karapetrovic & Willborn (2002) mean that this type of auditing has 

another big advantage; objectivity. The ISO 9001:2008 standard states that ‘the selection of auditors 

and conduct of audits shall ensure objectivity and impartiality of the audit process’ and ‘auditors 

shall not audit their own work’ (SIS, 2008; 12), something that internal auditing handles well 

(Karapetrovic & Willborn, 2002). Hirth (2008) also indicates that an organisation with good internal 

audits, which embrace leading practices, meet expectations and fulfil the strategic goals set by 

management, generally has better control than other organisations. He points out that this does not 

mean that it is enough with good internal audits, it will only increase the chance of better controls. 

Besides already stated benefits, auditing is still superior with respect to identification of overall 

systematic failures, reliability and consistency of result because of the more holistic approach 

(Karapetrovic & Willborn, 2002). However, Karapetrovic & Willborn (2002) indicate that internal 

audit falls well short of enabling performance improvement, since it is primarily designed to test 

quality assurance against a set of standards. One of the weaknesses that the audit approach often 

suffers from is the auditor’s lack of deep knowledge about the studied processes. Another is the lack 

of auditees’ motivation to follow-up on nonconformities.  

Other risks Wealleans (2000) sees with internal audits are that: 

 Audits may become too simple. One wants to avoid complaining about the linguistics and 

how the documents are written. It is possible to avoid this by setting clear objectives and 

goals with the audit. 

 In the planning phase all functions in a process should be covered, if the auditor is not 

familiar with the area it can be easy to miss unobvious functions.  

 The auditee could take the audit personally, especially during internal auditing. The 

questions may be perceived as criticism of the person, when it is meant to be towards the 

process. In this case it is important that the auditee understands that the audit is a positive 

activity and an opportunity for improvements.  
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A summary of the strengths and weaknesses of internal audits, presented in this chapter, can be seen 
below in Table 3-1. 
 
Table 3-1. Summary of the strengths and weaknesses of internal audits, presented in this chapter. 

Strengths Weaknesses 

Potential to find improvements Fall short of enabling performance improvement 

Great when comparing with criteria 
Often the auditor lack deep knowledge of the 

audited process 

Objective 
Often the auditees lack motivation to follow-up 

nonconformities 

Generally leading to better control of the 
organisation 

May become too simple 

Holistic approach 
Auditees may perceive audit result as personal 

criticism 

 

3.6 Horizontal & vertical audits  
Audits can be made in either a horizontal or vertical way. The difference is where the focus is at; a 

customer need or a specific process. The horizontal loop covers everything incorporated from the 

identification of a customer’s need to completion. The centre of this approach is the product. The 

vertical loop, on the other hand, is a more functional approach studying specific process steps, such 

as production or planning and so on. Here, one does not take into consideration which products or 

services that are involved, instead everything that is carried out in the process step is examined. 

Horizontal audits are usually perceived as more difficult to plan and arrange, due to the many 

different departments and people involved. Vertical audits, on the other hand, are more easily 

managed because of the less complexity. This is widely used as the main way of doing internal audits. 

(Wealleans, 2000) 

3.7 Internal audit process 
The internal quality audit process is in general the same in organisations, see Figure 3-4. The auditor 

starts by collecting information about the process to be audited, which could be standards, policies 

and procedures. The process activities are then thoroughly tested through interviews, observations 

and checklists. Any nonconformities or improvement opportunities are noted and collected in a 

report. (Wealleans, 2000)  

 

Figure 3-4. The general internal quality audit process. 
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Planning and preparation 

To start with, it has to be decided how often a process should be audited. Some areas will need to 

have less time between audits than others, for example when the activity is crucial for the 

organisation, it contains many problems or new improvements. When planning a long time ahead it 

is better to not be precise about the date. If the date is set to a specific day one year ahead there is a 

big risk it will have to be rescheduled. Setting a specific month is usually better, it will then be 

possible to do a preliminary resource plan. (Wealleans, 2000) 

The motive behind the first part of the audit process is to identify what needs to be done during the 

audit. One easy used tool to help achieve this is the work breakdown structure tool, or WBS, which is 

a tool that is used to structure upcoming work and identified problems by using hierarchical tree 

structures. The horizontal audit loop could be used to be able to cross several functional boundaries, 

although this may require the auditor to be experienced.  Most auditors choose to look at just one 

functional area and defining boundaries within that area. (Wealleans, 2000) 

Execution 

The execution phase is divided into five steps: introduction, interview, data gathering, consideration 

of findings and closing meeting. The introduction step consists merely of an opening meeting. The 

meeting can vary greatly in content and formality but the main reason of its existence is to assure 

that everyone involved in the audit process is aware of the audit concept and why it is conducted. 

Here, the audit timetable, scope and questions are discussed and answered in order to make the 

audit as smooth as possible. (Wahlman, 2004). 

As soon as the opening meeting is finished it is time to start the interviews, which are recommended 

to be carried out at the place of work (Wealleans, 2000; Wahlman, 2004). A good way to start is by 

interviewing the process owner, since he or she can provide much information about the operation 

of the process. This can be followed by interviews with other key personnel in the process 

(Liebesman, 2009). Yes-no questions as well as leading questions should be avoided (Wahlman, 

2004). Paraphrasing can be used by the auditor in order to see that he or she has correctly 

interpreted the auditee (Kausek, 2008). It is also recommended to start with general questions and 

then step by step narrow it down to more precise and specific questions (Kausek, 2008; Wealleans, 

2000; Liebesman, 2009). The idea behind the interview is to get a grip on the area that is being 

audited, in the words of the auditee (Wahlman, 2004). The auditor should make the auditees feel like 

members of the audit team (Kausek, 2008).  

What has been said during the interviews is then compared with the audit evidence that is collected 

in the data gathering step (Wahlman, 2004). Audit evidence is defined as ‘records, statements of fact 

or other information which are relevant to the audit criteria’ (SIS, 2005; 17), and is often found in 

reviewed documents (Wahlman, 2004). The auditor should never let the auditees select the samples, 

since this is not a good way to find the weaknesses of a process (Kausek, 2008). How many 

documents that should be looked at is up to the auditor to decide. However, one should not continue 

search the records just for the sake of finding nonconformities (Wahlman, 2004). Also, the auditor 

should try to identify the effect of the findings, preferably measured in financial values such as cost 

savings. This means that findings that are administrative in nature and do not have any impact on the 

performance of the QMS, like typographical errors, should not be wasted time and resources on 

(Kausek, 2008). Sometimes such findings are classed as nonconformities and should, according to the 
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set standards, be put in the records. Kausek’s short answer to this is: ‘Don’t go looking for them’ 

(Kausek, 2008; 49). Besides nonconformities, opportunities for improvement can be identified and 

noted (Liebesman, 2009).  

When the data gathering is declared complete the auditors can preferably meet and discuss their 

findings. This is often done when a larger audit has been conducted in order to get an overview of 

the current state. (Wahlman, 2004)  

The execution phase concludes by a closing meeting. Just as for the opening meeting this meeting 

can vary greatly between different audits (Wealleans, 2000). Wealleans (2000) mentions that closing 

meetings tend to not be held during internal audits because of tight schedules and lack of time. He 

argues that it is of highest importance that auditors and other people involved in the audit take time 

and meet to discuss the audit and the findings. Wahlman (2004) points out that one should not 

forget to also mention all the positive things that have been found during the audit. Kausek (2008) 

adds that the auditor should be specific when giving credits and not make general statements. For 

internal audits the closing meeting can be held at the time the audit report is presented (Wahlman, 

2004). 

Reporting 

The audit report is the end product of the audit and will speak of the findings, knowledge and 

conclusions that were found and drawn during the audit. It is important since it will be the only trace 

of the audit left in the organisation once the audit is complete (Wahlman, 2004). Wealleans (2000) 

speaks of four main purposes of the audit report, namely: 

 To act as a reminder to the auditee of what actions which need to be taken. 

 To inform the client of the result of the audit. 

 To help track resultant actions. 

 To show that the audit was conducted. 

Wahlman (2004) also mentions that the audit report works as a source of information in future 

audits and management reviews. The report is written by the auditor and should be comprehensive; 

explaining the scope of the audit and conclusions drawn (Wahlman, 2004). Nonconformities shall be 

written down with the stated requirements, what actually went wrong together with sufficient 

evidence to back that up. The auditor should try to describe the current situation and where the 

mismatches between the actual performance and stated requirements are instead of telling the head 

of the area what and how to do things (Wealleans, 2000). Observations, such as improvement 

suggestions and ideas from the auditor as well as the auditees, should be mentioned in the report, 

though this is not always the case. However, observations are important for continual improvement 

and should be presented in some way to the organisation (Wahlman, 2004).  

Karapetrovic & Willborn (2001) speak of that it in some auditing activities is the auditor alone who 

compiles the corrective actions. There could be a lowered chance of a successful implementation if 

the auditees are to be excluded from the compilation of future actions. Hence, usually the auditees 

are the ones that implement the changes and benefit from them. (Karapetrovic & Willborn, 2001) 
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Finalise 

When the report is done it is time to follow-up nonconformities that have been identified. Some may 

be easy to correct and implement appropriate solutions, while some may take more time and 

resources to fix. At the next audit each arrangement has to be controlled in order to check that it had 

the desired effect on the problem area. The internal audit is ongoing until all nonconformities are 

corrected. Consequently, it could be a good idea to set up an audit log since some audits are running 

for a longer period of time. By doing so it will be easier to monitor and track the changes which have 

been made in the follow-up phase. (Wahlman, 2004) 

3.8 Evaluation of internal quality audits 
According to many authors the primary purpose of audits is continuous improvement (Burr, 1997; 

Hunt, 1997; Russell, 1997; Russell & Regel, 1996; Walker, 1998; Willborn & Cheng, 1994; referred in 

Karapetrovic & Willborn 2000, 679). The performance of auditors has however lately been 

questioned and criticised in terms of the actual value-adding activities for the clients (Karapetrovic & 

Willborn, 2002). This is a problem since there is no approach mentioned in the ISO 9000 series on 

how to evaluate quality audits (Beckmerhagen et al., 2004). Another problem is that most 

organisations do not define effectiveness well, making it hard to measure (Liebesman, 2009). Hawkes 

& Adams (referred in Devadasan & Rajendran 2005, 377) point out that the performance of audits 

must be compared with the investments made in them in order to evaluate the effect and usefulness 

of audits. Williamson et al. (referred in Devadasan & Rajendran 2005, 377) on the other hand report 

findings of cost reduction, improved service and product quality, more consistent delivery schedules 

and reduction of waste in organisations as results of quality audits. Devadasan & Rajendran (2005) 

propose, due to the mentioned findings of Williamson et al., that these key performance indicators 

(KPI:s) should be considered to be used as future metrics when evaluating quality audits. They 

conclude by stating that unfortunately no financial conversion model of the intangible performance 

characteristics of quality audits is yet in evidence. This would, according to them, be of great value so 

not only the financial costs of carrying out audits, but also the financial gaining by doing so, can be 

presented.  

3.9 Complementary quality tools 
At this point, the authors of this thesis identified a need to add a chapter concerning complementary 

quality tools. This was a result to the fact that there is a lack of academic theories in the area of using 

internal audits as an improvement tools. 

The organisation should embrace the experience and knowledge of the employees by encouraging 

improvement suggestions, this will create possibilities for improvement and involvement of the 

employees. In a successful improvement operation suggestions will be ranked and a large percentage 

of these proposals are implemented. (Bergman & Klefsjö, 2002) 

5 Whys 

It may be hard to identify what the real cause behind a problem is. Usually people tend to start to 

identify the problem from the problem perception point, instead they should start at the true level of 

the problem. It is when identifying the true root cause that the ”5 Whys” method is beneficial. The 

problem ought to be addressed by asking the question “why?” five times. For each asked why, a 

deeper level of the problem will be reached, until reaching the root cause. (Liker & Meier, 2006; 

Myszewski, 2013) 
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Here is an example of when the 5 Whys method could be used. Problem: The garage door will not 

close.  

1. Why? The door is too big.  

2. Why? The responsible craftsman ordered a too large dimensioned door.  

3. Why? The craftsman measured incorrectly.  

4. Why? Lack of education.  

5. Why? The construction company has a poor apprenticeship program.  

Solution: Develop the apprenticeship program and raise its competence level. 

A problem may have many root causes. It is necessary to ask several 5 Whys linked to the problem, 

since this may identify different causes. The causes to the problem can be compiled into, e.g. an 

Ishikawa diagram, it will then be possible to further investigate each cause to find the root causes. 

(Bergman & Klefsjö, 2002; Liker & Meier, 2006) 

When the root cause has been identified it will be possible to continue with formulating a solution 

and fix the problem, thus improving. After the improvement has been implemented the problem will 

hopefully disappear, also other problems that were not identified before may benefit from the 

solution. (Liker & Meier, 2006; Myszewski, 2013) 

Value stream mapping 

This tool is used to identify and highlight waste through mapping the value stream of products or 

services. It is vital to start with identifying the flow of the value stream before adjusting the 

underlying processes. Key persons connected to the value stream, e.g. managers and operators, are 

usually involved when mapping the value stream, since this will lead to a realistic result. When the 

mapping is done waste should be removed and emerged improvement suggestions should be 

implemented, resulting in a new and better value stream. (Liker & Meier, 2006) 

Effort and effect matrix 

The effort/effect matrix is a tool which helps ranking improvement suggestions. One by one, all 

improvement suggestions are ranked by determining their effect on the organisation, from low to 

high, and how much effort the organisation has to provide to implement the improvement, from low 

to high. The improvement suggestions are then positioned in the matrix and thereby ranked against 

each other, see Figure 3-5. Suggestions that are close to the upper left corner have a high effect on 

the organisations, while a low effort to implement, making those suggestions highly prioritised to 

implement in the organisation. Opposite, improvement suggestions close to the lower right corner 

have a low effect but require high effort, leading to a low priority for those suggestions.  The 

effort/effect matrix is easy to understand, use and visualise. There are several units for defining 

effort/effect, e.g. cost savings/cost and lead time savings/time resources. (Hung et al., 2003) 
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Figure 3-5. The effort/effect matrix. (Hung et al., 2003, Figure 2 p.84) 
 

3.10 Important factors 
When the theoretical framework was been developed, by the authors of this thesis, they identified 

and summarised a number of factors from the theory. These factors were considered as important 

when making internal audits effective and allowing them to be used as an improvement tool. The 

factors are the foundation for the data collection and will be studied further in chapter 4 Empirical 

Findings. They were derived from the presented theories by: Bergman & Klefsjö (2002), Wahlman 

(2004), Wealleans (2000), Devadasan & Rajendran (2005), Hirth (2008), Alic & Rusjan (2010), 

O’Hanlon (2002), Nichols (2012), Karapetrovic & Willborn (2000, 2001, 2002) and Kausek (2008). The 

factors are:  

1. Purpose & goals of audits 

The purpose and goals of the internal audits set by the company make the foundation of its 

audit organisation. If the only purpose is to check for conformance with the standard, the 

company will only try to solve nonconformities, neglecting eventual improvement 

opportunities.  

2. Audit process 

To receive an understanding of the audit activities it is important to map the audit process. 

This will give a comprehension of how improvement suggestions and nonconformities 

emerge during an audit and how they are realised. An audit process has several steps but 

there are four steps that are the most common; planning and preparation, execution, 

reporting and finalisation.  

3. Performance of auditors 

If the result of an audit is useful will depend strongly on the performance of the auditor. This 

will also affect how the auditee perceives the audit itself during the execution phase. 
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4. Attitude towards audits 

Which image auditees, managers and the auditors themselves have of audits will influence 

how well the audits are executed and how well the resulting nonconformities and 

improvement suggestions will be solved and realised.  

5. Demand of audits 

The demand of audits can be either pushed or pulled. Audits are traditionally scheduled by a 

push system, where audits are scheduled to a specific time. If the organisation, e.g. a 

manager, identifies a need for and demands audits, it is called a pull system.  

6. Management commitment 

Management commitment is a factor that influences several other factors; how the audits 

are demanded, motivation of the auditor, purpose and goals. The management is the final 

decision maker on how much to invest in audits and its results.  

7. Managing improvement suggestions & nonconformities 

This is a factor that directly explains how improvement suggestions and nonconformities 

emerge during an audit and how they are realised.  

8. Measurement of audit effect 

The reason for measuring the effect of internal audits is to receive proof of the result of a 

conducted audit. The result is needed to be able to further develop and improve the 

organisation. It may also work as a driver to raise the demand of audits within the company.  

9. Complementary quality tools 

As there is a lack of academic literature on the subject of how improvement suggestions are 

handled in audits, there is a need to complement with other quality tools and methods. This 

will further strengthen the internal audits as an improvement tool.  
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4 Empirical Findings 
The chapter begins with an overview of the documented ways of working at the case company 

followed by the findings regarding each identified important factor, presented in the previous 

chapter. Hereafter, when “Saab” is mentioned it refers to Saab Aeronautics’ Manufacturing division. 

4.1 Work methods and structures 
This chapter covers the documented ways of working, when conducting audits, at the case company. 

The chapter will work as a foundation for the rest of the empirical findings chapter. 

Organisation 

Saab’s audit organisation is at the moment a mix between centralised and decentralised, where the 

full-time auditors have a central placement while the part-time auditors are located at different 

divisions in the business area. For Saab to be allowed to design, manufacture and flight test their 

military aircrafts they have to meet requirements set by the Swedish Armed Forces. This regulatory 

framework is called Regler för Militär Luftfart (RML) and Saab Aeronautics has three RML-permits 

issued; design, manufacture and flight test. These three permits are divided among the divisions 

Product Engineering, Production and Flight Test & Verification and the audit organisation has been 

arranged after these three divisions, see Figure 4-1. 

 

Figure 4-1. Model of how the RML-permits are divided among the divisions of Aeronautics. 

This master thesis has been delimited to the Manufacturing division and the case study has therefore 

been conducted at several departments within the division. Structures Assembly and Component 

Manufacturing are examples of departments (Saab, 2014a).  

DNV is the main external organisation which audits Saab, the certificates will be renewed by DNV if 

requirements are met during the audits (Saab, 2014b). DNV has several business areas but one of 

them is Business Assurance – Third party audits. They provide companies with assurance of products, 

processes and organisations through certification and independent auditing (DNV, 2014b). Except 

DNV there are other parties that also perform external audits at Saab, i.e. the flight inspection and 

customers. These previously mentioned third party audit organisations will hereafter be referred to 

as “external auditors”.  
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The internal auditor role is defined to conduct audits according to the established requirements, 

determined scope and goals which are defined by the audit client. The auditor is supposed to partake 

in continues improvement activities which will lead to improved profitability and cost efficiency for 

the operations. There are two primary areas of responsibility for the auditor (Saab, 2012a).  First, 

require the responsible persons of the audit area to realise agreed nonconformities and 

improvements. Second, conduct the audit to a necessary depth and width regardless of boundaries, 

e.g. departments or processes. The auditor also has competence requirements to be allowed to 

conduct audits at Saab (Saab, 2012a). At the time of writing this thesis there is one external 

consultant that is working with internal audits and there is also one vacant position for a full-time 

internal auditor. They are mostly conducting audits of general processes (Saab, 2012a).  

Another work role that is important to examine is the quality engineer’s role. Quality engineers at 

Saab manage quality activities in the manufacturing operation, support executing units, and make 

decisions in matters concerning quality. There are currently 13 quality engineers in the 

Manufacturing division of Saab Aeronautics that also have the responsibility of conducting internal 

audits (Saab, 2010). Their work time is distributed, 5-10 % of the time is assigned to audits and the 

rest is assigned to other work tasks. Henceforward we will refer to quality engineers as part-time 

auditors, since that is the relevant role to investigate in this thesis.  

Each process at Saab has process owners assigned to them. Process owners have the responsibility 

for the processes themselves and also to develop them. The process owner has usually the role of 

auditee during the audit. The Lean Coordinator is another work role which is relevant to this study. 

They work with Lean assignments demanded by the organisation and they use different work 

methods and tools compared to the auditor. 

Systems 

Saab uses a task management system called K2 where all nonconformities from audits are logged 

and handled. K2 is used to allocate information, add timeframes and decision points in order to 

handle issues in the organisation. The system itself works according to a process with built in logic. 

The purpose with K2 is to easier improve operations and comply with external requirements. A new, 

similar system called Incontrol is planned to replace K2 from the first quarter of 2015. 

Another, slightly different type of task management system is also used. The system is called 

CallCenter, it is closer to production and is linked to ERP. ERP is the business management software 

used at Saab. It is used to store and manage data from all the different stages in the business 

process; planning, manufacturing, shipping etc. Nonconformities logged in CallCenter are almost 

always connected to a single entity of a product and not to a process. 

The mapped audit process 

Saab AB has set up a global audit process that is followed by all its business areas. The process 

applies to both internal and external audits and is followed according to a vertical loop. The process 

begins with an identified need of audit and ends with improved operations, with respect to 

stakeholders' requirements (Saab, 2014c). See Figure 4-2 for a top level view of the audit process 

map. Each process step contains of some input, activities, possible decision points and output. The 

process steps will be further explained at a more detailed level in the following pages.  
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Figure 4-2. Audit process map at Saab. (Saab, 2014c) 

 

The set up auditing objectives are to (Saab, 2014c): 

 Assess whether the operations management system satisfies the organisation’s policy and 

objectives.  

 Assess the efficiency of the operations management system.  

 Assess the adherence to the operations management system.  

 Assess compliance with specified requirements, e.g. in standards.  

 Assess compliance with regulatory or statutory requirements.  

 Assess whether suppliers meet specified requirements.  

 Identify and suggest improvements.  

 Identify good practices.  

Manage audit programme 

The first step of the audit process is to create an audit programme (Saab, 2014c). This is done by an 

audit coordinator (Saab, 2014c), which at the Manufacturing division is the Head of the Audit and 

Inspection Department (Saab, 2014d). The objectives, scope and criteria of the audits to be 

conducted are specified in the programme (Saab, 2014c). This is not done before each and every 

audit; the audit programme is set up yearly based on some certain criteria and input. External 

requirements from RML state that critical processes have to be audited once a year (Saab, 2014d). A 

process is defined as critical if it affects airworthiness and/or flight safety (Saab, 2014e). There is also 

an internal requirement to audit all processes at least once every three years (Saab, 2014d). Besides 

this, the part-time auditors, in each department, have a requirement to conduct at least two audits 

every year, which can be chosen by the auditors themselves or by stakeholders within the 

department. This is appreciated by the auditors since it adds flexibility to the audits and involves the 

daily operations in the audit activities. If resources are available, more audits can be included in the 

programme if special needs are identified. So called special processes at the Manufacturing division 

are handled in a separate audit programme (Saab, 2014d). A process is defined special if the result 

cannot be verified after finalisation (Saab, 2012b). Examples of special processes are different kinds 

of welding and heat treatment processes (Saab, 2014f).  

When the audit programme is completed it is presented and approved by the management before 

being implemented, see the decision point in Figure 4-3. In the implementation step an audit team 

leader is appointed to each audit and the programme is communicated to relevant parties. (Saab, 

2014c) 
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Figure 4-3. The ”Manage audit programme”-step in the audit process map. (Saab, 2014c) 

 

The audit programme shall then be monitored and reviewed at appropriate intervals by the audit 

coordinator in order to identify opportunities for improvements. Consistency between audit teams, 

alternative or new auditing practices, results and trends, conformity with procedures and 

implementation of proposed improvements to the audit programme are things that shall be included 

in the review (Saab, 2014c). However, this is not always done in practice.  

Manage audit plan 

Before the audit can be carried out an audit plan must be created by the audit team leader or the 

auditor, see Figure 4-4 below. The plan covers topics such as objectives, criteria and scope of the 

audit, dates and places of on-site audit activities, roles and responsibilities of audit team members 

etc. Next, responsibilities to each team member are assigned based on competence and 

independence of the auditors. The audits conducted at the studied departments are often conducted 

by a single auditor, making this process step a bit excessive. The team members can then prepare for 

the opening meeting, which is the next process step, by studying documents and records relevant to 

the area to be audited (Saab, 2014c).  

 

 

Figure 4-4. The ”Manage audit plan”-step in the audit process map. (Saab, 2014c) 

 

Carry out audit 

The actual carry out step of the audit should begin with an opening meeting, as can be seen in Figure 

4-5. Except the audit team leader or auditor the audit objectives’ management, or those responsible 

for the functions or processes to be audited, should attend the meeting. The purpose of the meeting 

is to confirm the audit plan and communication channels, briefly describe the audit activities that are 

to be undertaken and provide an opportunity to ask questions (Saab, 2014c). The opening meeting is 

currently not conducted by some auditors when it is believed that it is not necessary, e.g. during 

minor audits. 
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Information will be gathered during the audit. Interviews and document analysis can be used, as well 

as other sources of information, depending on scope and complexity of the audit. Only verifiable 

information, collected by appropriate sampling, may be viewed as audit evidence and must be 

recorded (Saab, 2014c). Interviews and document analysis are commonly used by the auditors while 

participant observations are used less frequently. 

After the data has been collected, the audit team leader or auditor prepares the audit closing 

meeting. This means that the audit team classify and review the audit findings, agree on the audit 

conclusions and prepare recommendations (Saab, 2014c). Since most audits are conducted by a 

single auditor this is mostly done by the auditor alone. Some findings and the classification of them 

might be discussed with the Head of the Audit and Inspection Department. 

The audit findings can be classified as (Saab, 2014e): 

 A major nonconformity - A non-fulfilment of a requirement which is likely to result in the 

failure of the quality management system or reduce its ability to assure controlled processes 

or compliant products; it can be one or more of the following situations:  

a) a nonconformity where the effect is judged to be detrimental to the integrity of the 

product or service  

b) the absence of or total breakdown of a system to meet a 9100 series standard 

requirement, an organization procedure, or customer quality management system 

requirement  

c) any nonconformity that would result in the probable shipment of nonconforming product; 

and/or 

d) a condition that could result in the failure or reduce the usability of the product or service 

and its intended purpose. 

 A minor nonconformity - A non-fulfilment of a requirement which is not likely to result in the 

failure of the quality management system or reduce its ability to assure controlled processes 

or compliant products; it can be either one of the following situations: 

a) a single system failure or lapse in conformance with a 9100 series standard or customer 

quality management system requirement; or 

b) a single system failure or lapse in conformance with a procedure associated to the 

organization's quality management system 

 An observation - An item where audit evidence has identified potential problems that could 

lead to a nonconformity. A recommendation/suggestion for improvement. 

 An improvement - A finding which can lead to cost savings, increased efficiency or in other 

ways can improve the operations and which is not classified as nonconformity or 

observation. 

 

Figure 4-5. The ”Carry out audit”-step in the audit process map. (Saab, 2014c) 
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In 2013 Saab Aeronautics’ Manufacturing division selected, planned and conducted 37 internal audits 

(Saab, 2013a), according to the three year audit plan further described below. An additional 20 

audits were conducted at the other divisions of Aeronautics (Saab, 2013b). The nonconformities that 

where found at Saab from audits in 2013 have been grouped and compiled in Figure 4-6. A total of 54 

% of all nonconformities were related to incorrect document text; incorrect document owner, error 

in work instructions etc. (Saab, 2014g).  

 
Figure 4-6. Types of nonconformities found at Saab in 2013. (Saab, 2014g) 

A closing meeting shall be held where audit findings are discussed. Participants may include the 

auditee, the audit client and other parties. For internal audits in a small organisation the findings and 

conclusions can just be communicated to appropriate recipients, instead of conducting a formal 

closing meeting. This is often done at the studied departments within the Manufacturing division of 

Aeronautics. Some auditors also indicate that it is hard to gather relevant people to the closing 

meeting, and therefore the meeting is skipped.  

During the closing meeting the auditor presents the conclusions from the audit to the auditee, in 

such a manner that the auditee understands and accepts them. Any divergent opinions are discussed 

and resolved. Improvement suggestions are also presented and it is emphasised that they are not 

binding. (Saab, 2014c) 

Manage audit report 

After the closing meeting an audit report is written that provides a complete, accurate, clear and yet 

concise record of the performed audit. Appendix 6 - Audit report template shows Saab’s template for 

audit reports. Except earlier mentioned audit findings, good practices and general impressions are to 

be included in the report (Saab, 2014c). Some auditors mention that they deviate from the process 

and write the report, or at least start writing it, before the closing meeting. By doing so, they have a 

draft of the report to discuss at the meeting. 

Next, the audit findings are registered in the task management system (Saab, 2014c). K2 is the 

system that is being used by Aeronautics (for detailed information, see Systems below). However, 
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the current work method is that nonconformities are registered in K2, while observations and 

improvement suggestions are addressed in the report. When the nonconformities have been 

registered, the actions taken on each finding can be logged and followed-up in the task management 

system. The responsibility lies at the operation to manage and implement the improvement 

suggestions (Saab, 2014c). 

When the report is completed and the findings have been registered in K2 the final audit report is 

distributed and communicated to the audit client or audit coordinator. Even though all the 

subsequent actions have not been taken, the audit is considered complete when all activities in the 

audit plan have been carried out and the audit report has been distributed. See Figure 4-7 for an 

overview of the “manage audit report” step. (Saab, 2014c) 

 

 

Figure 4-7. The ”Manage audit report”-step in the audit process map. (Saab, 2014c) 

 

Finalise audit 

The last phase of the audit process concerns the implementation of actions and formal closing of the 

audit, see Figure 4-8 below. For each finding there is a finding handler appointed, i.e. a person 

responsible for following-up the finding. The finding handler verifies that root cause analysis has 

been performed and that corrections or corrective actions have been completed for the specific 

finding. It is also checked that those actions have been verified and monitored according to the 

expected and achieved result. When all findings have been managed and are considered completed 

the audit team leader or the auditor can close the audit. The final assessment of the efficiency of the 

implemented actions may be done at the next scheduled audit of the specific process. The audit 

report is then archived for at least 5 years. (Saab, 2014c) 

 

 

Figure 4-8. The ”Finalise audit”-step in the audit process map. (Saab, 2014c) 
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4.2 Purpose & goals of audits 
It is possible to divide the purpose of internal audits at Saab into two categories, the formal 

requirements for a certificate and improvement opportunities. However, a majority of the 

interviewees state that the main goal with internal audits at Saab is to fulfil external requirements, 

where renewing and maintaining the certificate is the driving force. Some part-time auditors disagree 

and consider that improving the operations is the main purpose of audits.  

Saab has a quantitative goal for the number of unresolved, ongoing nonconformities. Further set up 

objectives does not exist currently according to the interviewees, mainly because it is hard to find 

any appropriate goals to strive towards. Other operations at Saab often have set up objectives 

connected to quality, cost, time/lead time and work environment. Many activities would have been 

performed if the audits’ goals were aligned with Saab’s strategic goals. The focus is currently at 

conducting the decided audits according to the audit plan and solving eventual nonconformities. 

A general opinion at Saab is that the company has a mature QMS. Therefore it is time for the internal 

audit operation to change focus from nonconformities and instead focus on improvements. External 

auditors can ensure that external requirements are fulfilled and provide a demand of solving 

nonconformities, while Saab internally focuses on implementing improvements. This means that the 

way audits are conducted nowadays has to be changed with a different mind-set of the auditors. The 

purpose of the internal audits at Saab should be to find opportunities for improvement. 

4.3 Audit process 
Different views on the current audit process are presented below. 

General thoughts 

The audit process is built upon formal frameworks and people using the process tend to have a high 

degree of theoretical knowledge about audits. The general opinion is that the audit process works 

fairly well, but the planning of audits could be better. The part-time auditors can, to a great extent, 

plan their audits as they like; what to look at and when to do it. The process instructions are 

regarded as clear, something that, in addition to the previously mentioned flexibility, is considered as 

positive by the auditors.  

Compliance with process 

The part-time auditors feel that they do not have the time to become familiar with the process, since 

they conduct audits infrequently. The Head of Audits and Inspection Department usually informs the 

auditors if there are some changes in the process or if there is something that they should keep in 

mind. The audit process is for the most part followed by the auditors, although variation exists. Some 

activities in the process are carried out by some auditors parallel to each other, like writing the audit 

report during the “Carry out” step, while other process steps are left out. Opening meetings are held 

by the majority of auditors, but are sometimes left out when considered unnecessary. A formal 

closing meeting, that should be the last part of the step “Carry out audit” in Saab’s audit process, is 

on the other hand more often skipped. Other variants of presenting and discussing the audit findings 

exist. Many part-time auditors speak of that they work close to the auditees and can inform them of 

the audit result at local department meetings instead. This also makes it easy to get auditees to 

attend. Contrary, the former full-time auditor experienced problems with gathering relevant people 

to closing meetings. People often blamed fully booked calendars, and if the process owner could not 
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attend, the meeting was usually cancelled. A minority of the auditors emphasise the importance of 

the closing meeting. They mean that since they hold the meeting before the writing of the final audit 

report, it provides an opportunity to meet the auditees and discuss, but also agree on, the result. A 

common belief of the part-time auditors is that they will get feedback from managerial level if 

something is missing in the audit report.  

When audits are conducted the auditor should look at previous audit reports of the area. Previous 

errors and nonconformities should not reoccur since root cause analysis should have been made 

when corrective actions were implemented. This is something managers think the organisation can 

improve at, since some types of nonconformities seem to return between audits.  

Improving the process 

Some managers believe that the way information is gathered in audits must change in order to 

improve the audit process. The auditors need tools that help them collect information and analyse it 

in the best possible way. Also, the focus of the audits must change from finding administrative, non-

value-adding nonconformities to improving the operations and daily work. The former full-time 

auditor agrees and suggests that the audits have to focus on what actually happens in the processes 

by meeting the operators, whom are using the process, to a greater extent than what is done today. 

He suggests that the perspective of the process owner is currently overrepresented in the audits. By 

switching focus, he says, the audits will be less theoretical and more realistic. Focus Group A is 

positive towards changing the internal audit process. It might initiate an upward spiral where people 

get more positive to auditing, leading to better audit results and an even better attitude towards 

audits. One change proposal, suggested by the focus group, is to allocate 20 % of the resources to 

requirement compliance and 80 % to finding improvement suggestions. By doing so a balance could 

be maintained between fulfilling external requirements and regulations, and improving the daily 

business. 

Other problem areas exist, which are connected to the process, according to the part-time auditors. 

They indicate that audits tend to check work instructions instead of looking at processes and flows in 

the production. It is also hard for the part-time auditors to cope with the required documentation 

and administrational work. This is mainly since they do not use those kinds of systems often and tend 

to forget how to use them between the audits. It is also difficult to utilise dissemination of 

knowledge and assimilate audit results from other audited processes. On some occasions the audit 

result has been used outside the audited process, but more often it is not because of the differences 

between departments and processes making it inapplicable to use.  

4.4 Performance of auditors 
According to Focus Group A, audits are a powerful and important improvement tool, from the 

perspective of auditors. Some auditors, however, miss the fundamental philosophy with internal 

audits, i.e. to make Saab more profitable and effective. The auditees agree and indicate that auditors 

tend to have a too large or a too small scope during the audits; keeping focus at the right things is 

hard.  

Resources 

Focus Group A suggests that audits should be intensive and have a short time span; the whole 

process should be finished within a month. The managers think that the audit process has enough 

resources to cope the workload. The auditors agree and mean that there is enough time to conduct 
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and follow-up the internal audits under normal circumstances. However, some part-time auditors 

mention that the workload is unusually large at the moment, due to challenges regarding 

manufacturing of on-going programs. It is therefore hard to put aside enough time to conduct audits; 

prioritisations have to be made which result in audits being pushed forward. The normal work duties, 

i.e. not audit activities, are thus prioritised with the consequence that a reactive approach is chosen 

instead. 

The majority of the part-time auditors work with audit related tasks at most a couple of weeks per 

year, since it is not their primary work task. A shared opinion among the part-time auditors is that it 

is not enough work time in order to keep a high standard of the audits and the audit reports. Some 

part-time auditors would like more dedicated, coherent time for audits. It could for example be a few 

days, during a certain time period, where it would only be audits on the schedule. They also mean 

that having a person covering for the part-time auditor during the audit periods could lead to a more 

coherent and focused audit.  

Auditing in pairs 

The auditors speak of the advantages of conducting audits in pairs; while one auditor is questioning 

the auditee, the other can take notes, pay attention to details and establish a good contact with the 

auditee. Two different competencies may be positive if they complement each other and it could 

lead to multiple viewpoints. Less preparatory work is needed since the auditors do not need to follow 

checklists as much in order to stay on track as when the audit is conducted alone. Also, if the auditor 

is alone it is easy to miss some of the information and the probability of asking relevant questions 

will be decreased. The managers think similarly of conducting audits in pairs. They mean it would 

raise not only the competence of the auditors and the overall quality of the audit, but also increase 

the level of cooperation between departments. 

Some part-time auditors conduct audits in pairs but the most common approach is to conduct audits 

alone, making the auditor and the audit team leader the same person. Focus Group A suggests the 

reasons behind this to be limited resources and time. The group means that conducting audits alone 

is not an issue, as long as the purpose of the audits is to check requirement compliance. However, in 

order to find areas of improvements, being two or more is clearly an advantage. Things will be picked 

up more easily when interviewing auditees and there is a greater chance of seeing something when 

observing the process. The auditors agree that working in pairs would have a positive effect on the 

emergence of improvement opportunities. One of the managers suggests that using a business 

system could be one way to easier book and arrange audits in pairs, but it would also make the 

information sharing easier among the auditors. The managers suggest that it is possible to change 

the process in order to work less time alone. The downside is that it would be a greater need of 

resources. Still, some auditors think that audits would be conducted faster and hold a higher 

standard.  

Technical experts are used by some auditors; when the auditor is too unfamiliar with the audited 

area, when the audited process is a special process or when an overall high quality of the audit wants 

to be ensured. The technical expert will then accompany the auditor through some steps of the 

audit. Experts could be, for example, production engineers. 
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Decentralisation versus centralisation 

The part-time auditors at Saab perform audits of the processes they usually work with. Some of them 

mean that there is a risk that they are subconsciously biased when conducting an audit at their own 

department and suggest that objectivity would be increased if the auditor was to audit processes at 

other departments. The competence of the auditors could also be raised through working across 

department borders and have the role as an observer at other audits.  

There are both pros and cons concerning a more centralised audit department, stated by the 

majority of the interviewees. There is a risk that the auditors would lack the deep knowledge of the 

audited process and not be able to ask relevant questions. Possibly an expert could join the auditor if 

deemed necessary. However, the auditors would probably be more objective and have a more 

holistic view of the operations.  

The managers emphasise that it is good that the part-time auditors are placed decentralised in the 

organisation; they can help with finding areas which need auditing and also solve some problems. 

The full-time internal auditors can on the contrary work more centralised since they conduct audits 

of general processes. The general opinion is that the current mix between decentralisation and 

centralisation works well. 

Ensure work methods 

Audit reports and potential nonconformities from internal audits conducted by part-time auditors 

are always checked by and discussed with the Head of the Audit and Inspection Department. This is 

done in order to assure that auditors examine and evaluate things the same way. The extra screening 

is much appreciated by the part-time auditors, since it makes them more confident in their work as 

they are not conducting audits at full-time. 

Knowledge sharing is delimited to mainly exist within departments. Reoccurring meetings take place 

where the purpose is to unify how audits are carried out and check if auditors are following the 

process. It is not mandatory for auditors to attend, hence mostly managers from different audit 

divisions participate. There is also a local auditor meeting held monthly by the Head of the Audit and 

Inspection Department where the audit programme and eventual changes in the audit process are 

discussed with the auditors. Roughly 50 % of the auditors have historically attended, and the meeting 

will be scheduled quarterly instead in the future because of other priority tasks. It is generally 

perceived that this is a good idea, as it is difficult for the auditors to attend every month because of 

time constraints. Even though the meeting is appreciated, there is room for improvements. There are 

suggestions from the auditors that the meetings should contain more discussions about audit results, 

ratings of nonconformities and audit approaches in general, since it would ensure work methods and 

raise the overall competence among the auditors. 

The auditors think that they meet and discuss with each other sufficiently. Since they follow the 

same frameworks and standards they should conduct and evaluate audits on a similar basis, even 

though variation probably exists between auditors. Instead, the competence of auditors could be 

raised through courses. More education on the audit topic would primarily benefit the part-time 

auditors’ competence level. This would increase the added value to the organisation of the internal 

audits and make it easier for the auditors to identify areas of improvements.  
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4.5 Attitude towards audits 
The attitude towards the audits and to the people involved in the audit process is presented below. 

The audit 

Product audits were historically conducted to a great extent at Saab, they worked as an additional 

product inspection. Nowadays audits focus more on examining flows and processes. The managers 

believe that the audit process is a good tool to map and analyse the flow of products. It covers 

several different aspects, e.g. work methods, documentations and work environment. The managers 

further state that even if there were no external requirements, the audit operation would continue 

since it is a good tool to check compliance with regulations. Though, it can be more efficient as it is 

an expensive operation.  

Auditees generally have a positive attitude towards internal audits, more now than some years ago. 

Some auditees point out that audits take the temperature of the organisation and determine 

whether work is carried out in a correct way according to the set up QMS. The auditees have to 

prepare for the audit by checking and walking through the process to be audited, something that is 

perceived as good by the auditees. Audits cover what is perceived to be a gap between processes on 

paper and in reality, and there are always questions raised during the audit process. On the other 

hand, a majority of the interviewees speak of that some auditees see audits like a motor vehicle 

inspection or a visit to the dentist. Consequently, with that approach to audits the process owner will 

do his best to cover or clean up every trace of deviation from the process in order to avoid 

nonconformities. This is a form of waste since the audits will not result in any improvements. 

Unprepared audits, or a mixture of regular and unprepared audits, could be a way of dealing with 

getting the problems in the processes out into the daylight. 

A general opinion is that, from the auditee’s perspective, an audit may seem judgemental and critics 

be perceived as personal. Focus Group A states that audits generally are looked at as a surveillance 

tool, carried out by auditors in the shape of policemen. That picture is fuelled by audit reports 

speaking of internal documents lacking the correct page header or similar, more aesthetic, 

nonconformities.  

There is, according to the auditors, a strong corporate culture at Saab and people tend to work and 

think the same way they always have. In order to fully utilise the benefits of audits the attitude 

towards audits has to be changed. On the other hand, the auditees are well aware of that audits 

originate from customer demand and regulations and they have to be conducted. Also, the overall 

cooperation during audits is good; the mind-set is that everyone is supposed to help each other.  

The auditee 

On the issue of auditees’ behaviour during audits, opinions are scattered. One part-time auditor says 

that since the auditees know him they will conduct their work in a natural way, thus making the audit 

more reliable. However, other auditors have noticed that audits keep auditees on their toes; making 

them alert and uptight and sometimes nervous. One hypothesis is that auditees get nervous when 

they are being studied because they do not want to commit errors. The former full-time auditor 

agrees and says that auditees could be nervous, exaggerated positive or defensive during audits. He 

also believes that some auditees had “cleaned up” before him arriving, changing the usual work 

situation. 
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The auditor 

An auditor should, according to the auditees, be humble, calm, a good listener, analytical, committed 

and curious. Some of the operators perceive that the auditor is there to monitor them, however, the 

auditor should not act as a policeman, looking for errors. 

The vast majority of part-time auditors do not notice any difference in the way they are treated when 

conducting audits. They believe that this is because they work daily with the auditees and that the 

auditees know them well. Also, they mean that the two roles, auditor and quality engineer, require 

the same type of approach to people. If the audit would be conducted at another department, the 

attitude towards the auditor could be different.  

Some of the part-time auditors suggests that it is much up to the auditor to set the mood of the audit 

by acting friendly and explain why it is conducted and what things that can benefit from it. The 

former full-time auditor agrees and emphasises that it is important to be clear about the purpose of 

the audit when meeting the auditee for the first time. He usually began audits by explaining that he 

was not there to find personal faults, but to identify improvement opportunities together with the 

auditee. By doing so, the auditee usually had a positive attitude towards the audit and the auditor. 

4.6 Demand of audits 
As earlier mentioned, audits are currently scheduled with the goal to audit the processes in the 

organisation at least once every third year. One of the managers suggests that audits should rather 

be conducted according to the organisation’s demand of audits. Focus Group A agrees and means 

that this would lead to several advantages; e.g. committed management, motivated auditors and a 

perceived higher importance of audits. Currently, there is a small demand for audits from the 

organisation, although there is a demand from the top management for an audit programme. 

Consequently, the audit organisation has to book audits according to the three year audit plan or 

contact the process owners and ask if they would like their processes audited. Also, many processes 

are defined as critical and have to be audited for instance once every year, according to regulations. 

This may result in a view of audits as monitoring and that there is no need of booking additional 

audits. Further, there is no clearly defined recipient of the information presented at the closing 

meeting that wants to change or improve the audited process. The auditees mean that audited 

persons, in particular process owners, have to hold a different mind-set when it comes to audits.  

Audits can still be booked outside the three year plan, because of the internal requirement that 

states that each part-time auditor must conduct at least two audits every year. Audits are then 

booked based on discussions with the auditee, e.g. a production leader, leading to an increased 

demand from the organisation. The choice of audit area is based on what the operation would gain 

the most of at the time; it could be a process that has been troubling for a period of time or 

something that an operator or support team would like to have checked or improved.  

4.7 Management commitment 
The part-time auditors believe that audits are a great improvement tool. The status of and approach 

to audits however needs to be changed in order to achieve full effect of the work. This change has to 

be initiated from above; the management must focus more on proactive work and show the 

organisation that they think audits are important and that they should be prioritised. 
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Some managers believe that audits are not currently viewed by the top management as an 

improvement tool that can help cut costs, instead they are viewed as pure additional costs. The main 

reason why the audits are conducted is due to external requirements, consequently, minimum effort 

is put in. Because of the unspoken view by the management of audits as a necessary evil, there is a 

problem finding the right focus of the audit programme. A major change of the approach to audits 

has to be established to adjust the management’s view of audits. Positive results from audits and a 

positive feeling for them have to be distributed throughout the organisation in order to improve the 

management commitment. 

Today, nonconformities are registered and followed-up in K2, while improvement suggestions and 

observations are written down in the audit report. One manager explains that improvement 

suggestions, which have emerged from other activities than audits, are registered in K2. The 

manager’s view of the current work method, to keep the improvements in reports, is that it is 

working well. Another opinion, presented by the former full-time auditor, is that it would be an 

advantage if improvements from audits were also to be registered in K2. The general opinion is that 

the top management has the responsibility to instruct this new approach. It would allow easier 

follow-up of the improvement suggestions and they would be raised to the same priority level as 

nonconformities  

4.8 Managing improvement suggestions & nonconformities 
The opinion among the auditees is that improvement suggestions emerge to a greater extent during 

audits than in the everyday work. A general opinion is that improvement suggestions mainly arise 

during the interviews. They may also come as a result of audit observations or discussions during the 

closing meeting. It is generally perceived by the auditors that nonconformities are easier to find than 

improvement suggestions. To what extent improvement suggestions are found partially depends on 

the auditor and his or her competence. Experience in the audited area also contributes and will 

facilitate the interviews. Often, the auditee has already thought about many of the ideas presented, 

but not registered them. Therefore, the audit becomes a tool for finding and gathering improvement 

suggestions.  

Improvement suggestions are written in the audit report and presented to the process owner and 

auditees. It is then up to them to decide what to implement and change. Many part-time auditors on 

the other hand feel that there is currently no clear process of how to follow-up the improvement 

suggestions and whose responsibility it is to proceed investigating them. They think that it is much up 

to the auditor to deal with the improvement suggestions and forward them to the right person in the 

organisation. There are usually issues discovered during the audits, but because of lack of time, 

energy or different priorities they are not always dealt with by the auditees. The former full-time 

auditor adds that auditees are good at solving nonconformities, but does not follow-up improvement 

suggestions from the audits to the same extent. He would rather see a prioritisation of improvement 

suggestions over nonconformities. 

A majority of the interviewees argued that it would be good to use a system which would make it 

possible to follow-up the implemented improvements. One suggestion is that improvement 

suggestions should be put in systems like Callcenter or K2, in order to gain more control in managing 

them. Complaints were raised by the interviewed auditees concerning K2, the task management 

system, which is used to follow-up nonconformities. There is a lot of focus on “who took what 
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decision” in the system, the essential “why” is missing. The system should follow the PDCA-cycle, 

walking through every step in the process, forcing the user to write down why decisions are made 

together with the root cause analysis. 

Others argue that it may not be necessary to register the suggestions in K2, an Excel document could 

also work. With such a solution it would be possible for the auditor to check the document once 

every month to see if the auditees have implemented the improvement suggestions. One part-time 

auditor suggests that there will not be any difference if the improvement suggestions are registered 

in a system. At the department he is auditing there is a quality group that is responsible for 

monitoring the improvements, and will continue doing so either way. Still, the auditee is the one who 

has to execute the practical improvements. Similarly, some audited areas have physical improvement 

boards where improvement suggestions are monitored and followed-up. 

The auditees say that the improvement suggestions are easily forgotten or not prioritised when 

reality strikes with high demands and tight deadlines. Also, root cause analysis is not always 

performed accordingly due to time constraints, resulting in quick fixes and sub-optimisation. Hence, 

there is more focus on the present and there is not always time or room for proactive thinking and 

actions. A change of focus must be initiated from above, i.e. the management. 

4.9 Measurement of audit effect 
Saab measures two KPI:s at the moment, namely (Saab, 2014c):  

 The percentage of late findings that have not been solved in K2. The target is set to 0 %. 

 The share of performed audits compared to planned audits. The target is set to 100 %. 

 

There are at the moment no KPI:s that measure the effects of audits on the organisation. Although, 

the company keeps track of how many audits that are conducted and how many nonconformities 

that are found.   

The best way to change the attitude towards audits would, according to the interviewees, be to have 

measurable outcomes that show the tangible benefits of audits. Currently, the audit organisation has 

not measured any audit case. Hence, it is not possible to prove that audits actually have made cost 

reductions or any measurable improvements. Despite this, it is in practice still possible to see that 

improvements have been made. 

The general opinion is that it is better to talk in terms of profit and cost reductions when presenting 

the result of audits and improvement suggestions to the top management, in other words, showing 

the value of audits. Auditees, e.g. process owners, would probably also be more motivated to book 

and demand audits if the audit organisation could show the possible savings as an effect of audits, 

e.g. cost and time savings, process improvements and making operations more efficient. Therefore, it 

is of importance to start measuring the effects and impacts of audits. However, the auditees 

emphasise that appropriate variables must be identified in order to start measuring the audit effect. 

Otherwise it might be “just another measurement”, disappearing among all the other things that are 

continuously measured and followed-up. 

There have been discussions about keeping statistics on the number of improvement suggestions 

originating from audits, though this has not been realised. One suggestion is that the number of 
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implemented improvement suggestions could be measured and kept in ERP. Another suggestion is to 

implement a KPI to measure what the difference would be in lead time, if the process was to be 

changed after an audit. 

4.10 Complementary quality tools 
One of the managers suggested that specific audits could be conducted in other forms, like 

subprojects, where other tools could be used, for example, value stream mapping, group audits and 

questionnaires. Another manager favours root cause analysis, he believes that the organisation will 

benefit by using this tool more frequently.   

A more comprehensive idea is presented by Focus Group A; applying Lean tools to the audit process 

or having audits as an input channel for the Lean operations. It has to some extent been tried before 

to coordinate the Lean operations with the audit operations, but the attempt came to nothing and 

was therefore a failure. Still, the general opinion is that integrating the audit operations with the 

Lean operations could create excellent synergy effects. The closing meeting could work as a venue 

where a representative of the Lean operation meets the auditor and the process owner and together 

discuss the findings of the conducted audit. The auditees mean that it is of great interest to 

somehow get support with the implementation of the improvement suggestions. During the closing 

meeting it should be considered if some assignments could be supported by the Lean operations. 

Similarly, Lean assignments could also lead to the initiation of audits, for example if it is discovered 

that routines are vague or proper documentation is missing.  

A general opinion is that there is less focus within the organisation on Lean and Lean tools now than 

some years ago. Still, there is a positive attitude towards Lean and a clear demand from the 

organisation, which could help the audit activities if this road is chosen. The role of the Lean 

operation is to support and help the client with a specified need, but the responsibility of actually 

solving the problem is still on the client. The Lean operation never executes a project without the 

expressed need from a client. 

Another upside of letting the operations work together is, according to the interviewees, that the 

Lean organisation already roughly measures the effect from implementing their improvement 

assignments. This is often done by looking at the cost reductions the implementation resulted in; 

better or faster flows, less personnel etc. They also have the experience of prioritising between 

improvement suggestions based on the effort and effect of implementing them. The Lean 

assignments are followed-up in an Excel file, which is perceived as more manageable than K2 by the 

Lean coordinators.  

Regardless, the majority of interviewees state that it would be useful if the auditor possessed some 

Lean knowledge when conducting audits. By doing a simple root cause analysis, or ask some follow-

up questions according to the 5 Whys principle, the auditor could note more relevant 

nonconformities helping the process owner to adjust the right things in the process. 
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4.11 Summary of findings 
The emerged opinions from chapter 4 Empirical Findings have been summarised, by each factor, in 
Table 4-1. Interviewees who stated each presented opinion can be seen in the third column. For a 
summary of the factors, see chapter 3.10 Important factors. 
 
A = Auditees 
FA = Full-time Internal Auditors 
G = General opinion 
ID = Internal Document 
M = Managers 
PA = Part-time Internal Auditors 
 
Table 4-1. Summary of the presented empirical findings linked to the identified important factors. Interviewees who 
stated each presented opinion can be seen in the third column. 

Factor Summary 
Stated 
by: 

Purpose & goals of audits The purpose of audits at Saab is to fulfil external requirements. FA, A, M 

  The purpose of audits at Saab is to improve the operations. PA 

  There are no long term goals with the audit activities, currently the only set 
goals are to follow the audit plan and solve nonconformities. G 

  Saab should shift the focus from nonconformities to improvements instead. G 

Audit process The audit process generally works well, however the planning of audits could 
be better. G 

  Auditors follow the process most of the time, but variation exists. PA 

  Closing meetings are sometimes left out, the main reason is that it is hard to 
get the relevant people to attend. FA 

  The formal closing meetings are often left out as it is possible to conduct the 
meeting in other forums. PA 

Performance of auditors Auditing in pairs have several advantages. Working in pairs would also have a 
positive effect on the emergence of improvement opportunities. 

FA, PA, 
M 

  A decentralised audit operation leads to a deeper knowledge of the audited 
area for the auditor, but with the risk of losing objectivity. If the centralised 
auditor was to audit an unfamiliar area, a technical expert could join. 

G 

  Auditor meetings are at the moment conducted with the purpose of ensuring 
the work methods, however, the attendance has been low. There is a need 
to further develop these meetings. 

G 

  There are enough resources assigned to audits, but there is room for raising 
the efficiency. 

FA, PA, 
M 

  The assigned work time for audits conducted by part-time auditors is not 
enough to keep a high standard of the audits. The dispersed time makes it 
harder to carry out the administrative tasks, as it is difficult to remember 
how they are carried out. 

PA 

  A majority of the found nonconformities in 2013 were related to incorrect 
document text. ID 
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Factor Summary 
Stated 
by: 

Attitude towards audits Auditees may try to hide possible errors to avoid nonconformities. G 

  The audit may seem judgemental and critics can be perceived as personal. G 

  If Saab did not have external requirements of audits, the audits would still be 
conducted as they are a good tool to check for compliance. M 

  It is important that the auditor have the right mind-set when auditing, e.g. 
being humble, analytical and being clear about the purpose of the audit. 

PA, FA, 
A 

Demand of audits The audit demand needs to come from the organisation. M, FA 

  The two audits which part-time auditors conduct each year, outside of the 
three year audit plan, lead to a greater demand from the operation. PA 

Management 
commitment 

The management must show the organisation that they think audits are 
important and that they should be prioritised, there is also a need for 
proactive thinking. 

PA, M 

  Having proof of positive results from audits is important in order to motivate 
the use of audits to the management. M 

  The current work method complicates the handling of improvement 
suggestions. It also signals to the organisation that improvement is not 
important and prioritised. 

FA 

Managing improvement 
suggestions & 
nonconformities 

Improvement suggestions mostly emerge during interviews, but also through 
observations and discussions during the closing meeting. G 

  Improvement suggestions are not taken care of in a good manner as they are 
not prioritised and sometimes forgotten. A 

  It is not clear how to follow-up improvement suggestions and who is 
responsible to investigate them further. PA, FA 

  There are advantages with having a system used to follow-up implemented 
improvements. G 

Measurement of audit 
effect 

Saab have KPI:s related to audits, but they do not measure the effects of 
audits. G, ID 

  The demand of audits will be raised if the audit organisation can prove the 
positive effects of audits. G 

  It is better to use actual numbers, e.g. profit, cost reduction and lead time 
reduction, when presenting the result of audits. G 

Complementary quality 
tools 

Integrating the audit operations with the Lean operations could create 
synergy effects. G 

  Support would be of interest when implementing improvements. A 

  The Lean operation’s services are demanded by the organisation. G 

  The Lean operation measures the result of their operation and has a follow-
up system. G 

  Auditors could benefit from using tools from Lean. G 

  The information gathering step has to change in order to improve the 
process, where new quality tools would be a way to achieve this. FA, M 

Table 4-1. Continued. 

 



 45 

5 Analysis & Discussion 
In this chapter, theories presented in the theoretical framework together with the collected data 

presented in the empirical findings chapter are analysed to find areas of improvement within the 

audit process. The analysis is based on the earlier stated important factors, see 3.10 Important 

factors. The result is discussed and some conclusions are drawn and presented. The chapter lays the 

foundation for the conclusions chapter. 

5.1 Purpose & goals of audits 
The opinions of the employees at Saab are divided about what the purpose is of the internal audits; 

to fulfil external requirements or to improve the operations. However, the fact that the case 

company does not have a defined purpose is a problem. To settle with just fulfilling external 

requirements can be compared with only meeting minimum requirements of the ISO 9001 standard. 

Van der Wiele et al. and ISO 10011 (referred in Karapetrovic & Willborn 2001, 369), Alic & Rusjan 

(2010) and Nichols (2012) mean that audits then will have focus of finding nonconformities and 

check if the audited processes are being followed. Alic & Rusjan (2010) also state that the effects of 

the QMS will be small, if the organisation’s motivation behind the QMS is merely because of 

customer demand of a certificate. There are several requirements on Saab that have to be met in 

order for them to be allowed to produce aircrafts. It is therefore a challenge for Saab to switch focus 

from requirement compliance to improvements.  

One observation that has been made by the authors of this thesis is that the case company 

sometimes lack the process approach, which is one of the principles in QMS. The company often 

focuses on improving organisational structures, while they rather should focus on improving their 

processes.  

Today the audit activities at Saab are similar to the audits conducted by third party auditors. This 

contradicts what Wealleans (2000) suggests, that internal audits should have a large focus on 

improvements. There is a desire at Saab to further develop the audit activities and let it shift towards 

having more focus on improvements. In order for this to happen, O’Hanlon (2002) argues that 

auditors have to stop examining how processes work and instead start focusing on the purpose of 

their existence. Wealleans (2000) adds that audits may become too simple and shallow. This can be 

avoided by setting up clear goals and objectives of the audit operations, something that currently is 

missing at Saab. However, it is important to notice that not everyone agrees of that internal audits 

can cope with improvements in a useful way. Karapetrovic & Willborn (2002) for instance think that 

internal audits fall short of enabling performance improvement, since they are primarily designed to 

test quality assurance against a set of standards. 

Drawn conclusions 

The organisation must have a unified understanding of the purpose of the audit operations, and set 

up clear goals connected to that purpose, in order to achieve the wanted result of the conducted 

audits. Saab does not have any stated purpose with the audits and opinions are divided about the 

reason behind their existence; to fulfil external requirements or improve the operations. This 

probably affects the attitude towards audits negatively. It may be a challenge for Saab to 

wholeheartedly switch focus of the audits to improvement. Their products are regulated by strict 
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requirements that, if not fulfilled, have a clear and indisputable effect on the production. External 

requirements are therefore somewhat more tangible than improvement, and their impact on the 

operations is easier to visualise. However, if Saab continues with the current approach the audits will 

have little effect on the QMS and the overall organisation. Other operations at Saab have set up 

goals, often connected to quality, cost, time/lead time and work environment. This could be 

implemented at the audit operations as well. Clear goals will help the auditors to know what to look 

for during audits, while at the same time provide the organisation with something to strive towards. 

5.2 Audit process 
The general opinion of the interviewees is that the audit process for the most part works well, but 

there is room for improvement. Since the ISO 19011:2011 standard is flexible regarding the 

execution of audits (SIS, 2011; Wahlman, 2004), there are a number of audit activities that could be 

changed without putting the standard compliance at risk.  

Closing meetings of audits are not always conducted. This is however a problem due to the high 

importance of conducting closing meetings. People involved in the audit should take time to meet 

and discuss the audit and the findings (Wealleans, 2000). Wealleans (2000) mentions different 

prioritisations and tight schedules as common reasons why the meetings are skipped, something that 

can easily be recognised at Saab. A suggestion, from one of the interviewees in this thesis, is that the 

closing meeting could be improved by having a Lean coordinator also attending the meeting. He or 

she could contribute by giving a third opinion on the emerged improvement suggestions and also 

help to realise the decided improvements. The top management may also have to order a 

prioritisation of these meetings to make them happen.   

The full-time auditors perceive it difficult to summon people to closing meetings, while the part-time 

auditors do not. This is interesting since the main difference between the two roles is the degree of 

centralisation. The full-time auditors are more centralised and often audit large, general processes 

with people involved from different divisions and departments. The part-time auditors on the other 

hand work close to the processes they audit, leading to that they also work close to the auditees. 

This probably leads to better communication and mutual understanding between part-time auditors 

and auditees compared with full-time auditors and auditees. Also, the part-time auditors have to a 

larger extent the possibility to inform auditees of audit findings on other occasions than a formal 

meeting, as presented above. 

The full-time auditors and managers see a need for improving the data gathering during audits by 

adding new quality tools to the audit process. Currently the audit organisation mainly uses interviews 

and document analysis in the information gathering step of the audits. One alternative would be to 

add methods such as participant observations to the audit process. This method allows a more direct 

data gathering, without intermediaries (Gummesson, 2000). It presents the social settings in the 

researched area, how the members of the setting behave and what they add to the environment 

(Bell & Bryman, 2011; Gummesson, 2000; Merriam, 2009). In other words, this allows the auditor to 

observe the auditees in their normal work situation.  

Drawn conclusions 

Opening and closing meetings are sometimes left out by the auditor in the audit process. This is 

because of various reasons, but it is still important that these meetings are conducted. The opening 

meeting is conducted to ensure a positive attitude towards the audit for each involved party and to 
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make sure that everyone agrees on the goals of the audit. Without this meeting there is a greater risk 

of misunderstandings between the different persons and it may result in a poor audit. The closing 

meeting has other advantages, it is thus important for the auditor and auditee to prioritise this 

meeting. There are several reasons why the meeting should be held, e.g. because it is an opportunity 

to involve the auditee even more in the audit and the auditor will have a chance to discuss findings 

with the auditee. It is also suggested that the meeting will result in a greater chance of successful 

implementation of the improvement suggestions. The effort/effect matrix can be used during the 

closing meeting to identify the significant improvement suggestions and clear away the less 

important suggestions. Suggestions that are finally selected will have a strong reason to be 

implemented.  

Audits, and the result of audits, can be perceived as judgmental and personal by the auditee. This 

may occur if the auditee is not involved enough in the audit process, thus feeling monitored. Also, 

the auditee’s lack of knowledge and understanding about the purpose of audits can exacerbate the 

situation. By changing the auditee’s attitude towards audits, greater effects from the conducted 

audits could be achieved.  

5.3 Performance of auditors 
The performance of auditors, and how much value their work methods have contributed to, have 

been questioned in studies that have been made (Karapetrovic & Willborn, 2002). The part-time 

auditors at Saab feel that the time dedicated to audit activities is too small in order to maintain high 

standards of the conducted audits. This could be one reason to why the performance of auditors in 

general has been criticised, as mentioned by Karapetrovic & Willborn (2002). Most of the part-time 

auditors at Saab work with audit related activities roughly 5-10 % of their work time. This also leads 

to difficulties when carrying out administrational tasks linked to the audits, since they are easily 

forgotten by the auditors. Different suggestions on how to raise the performance exist. More time 

could be dedicated to audits or a more coherent scheduling of audits could be made. Both would 

probably also affect the efficiency of the carried out work in a positive way, because the auditing 

activities would be done more consistently.  

When a process is about to get audited the auditee should know what will happen during the audit 

and what the purpose of it is, regardless of which auditor conducts the audit. The auditors should be 

able to keep a general standard of the audits even though the audited areas differ. It is therefore 

important to have a standardised view among the auditors and a clear definition of audits is 

necessary. One way of ensuring work methods is through holding auditor meetings, however, the 

local auditor meetings conducted currently at Saab mainly centre on the audit programme. Even 

though there are existing meetings with the purpose of ensuring work methods, they have a 

tendency to be at a managerial level with barely any auditors attending. The local auditor meetings 

could be formed similar to the meetings conducted during the end of the data gathering step of 

larger audits, as described by Wahlman (2004). The idea is that the auditors meet and discuss 

findings from their audits and ratings of them, resulting in a more unified approach among the 

auditors. The meetings are also a nice feature, in addition to knowledge exchange, as the auditors 

will have a chance to socialise with other colleagues.  

There are several advantages, according to Wahlman (2004), with audits conducted in pairs. An 

argument against auditing in pairs is that more resources will be needed. This is however not 
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necessary true, as the audit work is perceived to be more efficient when it is done by two auditors. 

More importantly, there are other positive effects by auditing in pair; multiple viewpoints, less 

preparatory work and the avoidance of missing out on relevant details. It is on the other hand hard 

to prove the actual value related to the intangible advantages, e.g. multiple viewpoints.  

At the moment, Saab uses a mix between a decentralised and a centralised audit operation. The part-

time auditors have decentralised placements while the full-time internal auditors have centralised 

placements. Each approach has its own strengths and weaknesses. Part-time auditors have an in-

depth knowledge about the operations, they also help to establish a demand for audits and assist the 

auditee with solving nonconformities. The risk is, however, that the part-time auditor loses the 

possibility to uphold objectivity. Wealleans (2000) and Karapetrovic & Willborn (2002) mean that an 

auditor needs to have the correct experience and knowledge, i.e.to have understanding about the 

audited area, which conforms to the approach behind Saab’s part-time auditors. Wahlman (2004) do 

not agree though, she thinks that in-depth knowledge is not necessary for auditors. If the auditor 

lacks knowledge the best solution is to bring a technical expert. What Wahlman (2004) does not 

discuss is the resource cost related of bringing technical experts as a solution.  

Full-time auditors usually conduct audits of general processes, where there is no need of deep 

knowledge of the audited area. Hence, a centralised approach has been chosen, a high rate of 

objectivity has been achieved and it is also easier to have a holistic view over the operations. 

However, this contradicts what Wealleans (2000) and Karapetrovic & Willborn (2002) mentioned 

earlier about experience, but conforms to Wahlman’s (2004) idea of using a technical expert when 

the audit lacks relevant experience. Karapetrovic & Willborn (2002) emphasise the importance of 

maintaining the objectivity in internal audits. This is therefore an aspect worth investigating by the 

company when choosing which approach the audit organisation should take.  

Drawn conclusions 

By conducting audits in pairs the overall quality of the audits and the emergence of improvement 

suggestions may increase. Auditor meetings are appreciated among the auditors, but the scope of 

the meetings needs focus on ensuring work methods. By letting the auditors discuss audit result and 

ratings of findings, a more unified approach to audits among the auditors would probably be 

achieved. 

Whether the audit organisation should be centralised or decentralised is widely argued. The 

academic theories differs from each other, there are both positive and negative aspects with each 

approach. It is therefore difficult to draw any conclusions on what the best approach is between a 

centralised and a decentralised audit organisation. However, Saab’s approach to have a mix between 

each approach could be the way to go as it to some extent works well for them. This is an area which 

would benefit from further empirical studies.  

5.4 Attitude towards audits 
A general opinion at Saab is that auditees may try to hide possible errors in order to avoid 

nonconformities, thus not seeing the audit as an opportunity for improvement of the process. Forsha 

(referred in Karapetrovic & Willborn 2001, 372) means that one condition that has to be met to be 

able to initiate continuous improvement is that a problem has to be identified. Hence, this attitude 

towards audits effectively put an end to continuous improvements as a result from audits.  
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One can speculate and argue about the origin of the mixed views of the internal audits at Saab. 

Karapetrovic & Willborn (2002) state that internal audits have historically been used to first and 

foremost evaluate requirement compliance and Wealleans (2000) means that a risk with using audits 

is that auditees might take audit findings as personal criticism. Both of these statements have been 

identified and confirmed at Saab, and they probably affect the attitude towards audits as an 

improvement tool to some degree. If the company would complement with or add approaches such 

as “self-audit” or “self-assessment” to the audit operations, as suggested by Karapetrovic & Willborn 

(2001, 2002), the attitude towards audits could change. The audits would be carried out by the 

auditees themselves, possibly leading to a reduced perception of being monitored. 

Also, the audit operation cannot currently show on any measured improvements as a result from 

conducted audits, thus it is not possible to prove to the organisation the good use of audits. If the 

auditees feel that the audits do not lead to any improvements, it is hard to imagine that they would 

see audits as an improvement tool. Alic & Rusjan (2010) however mean that most auditors, auditees 

and managers see audits as meaningful for the company. That picture was confirmed in this study, 

but only in the sense of audits as a compliance tool.  

Many people involved in the audit process at Saab feel that the audits do not lead to major changes. 

O’Hanlon (2002) says that in order for audits to become more of an improvement tool it is important 

to change the focus of them. He means that the auditor has to go deeper in the analysis of the audit 

result and not just settle with checking compliance with the set up requirements. Wealleans (2000) 

talks similarly of audits often become too simple. Both Wealleans (2000) and Kausek (2008) mean 

that it is waste to put time and resources on findings of a more administrative and typographic 

character, since they will not improve the processes or the organisation in any greater meaning. 

These types of nonconformities have been recurrently found in audit results throughout the study. 

Hence, the audit focus has to change in order to improve the effect of the audits. 

Further, Wahlman (2004) says that records should not just be searched until nonconformities are 

found. The auditor must identify the effects of any possible findings, preferably measured in financial 

values such as cost savings (Wahlman, 2004), and base his or her continued examination on that 

(Kausek, 2008). Wealleans (2000) states that by setting up clear objectives and goals with the audits 

and the audit operation, this kind of waste can be avoided and conditions will exist for finding 

relevant opportunities for improvement. With clear set up goals it will also be easier for the auditors 

to know what is expected of them and the audits to be conducted. The audit goals should be based 

on the company’s strategic goals and be quantified, in order to be able to follow-up and measure 

them. This is something that is currently missing at Saab. Thus, the management must commit to 

audits. This would align with the picture presented by Alic & Rusjan (2010) of a shift of focus by the 

management on internal audits when the QMS has matured. 

Both the auditees and the auditors identify the auditor’s mind-set when auditing, and what is being 

communicated by the auditor during an audit, as important elements affecting the attitude towards 

audits. Both elements should reflect the goals and purpose of the audits stated by the organisation. 

Wahlman (2004) sees the opening meeting as an ideal event where scope and goals of the audit can 

be communicated to the auditees and questions regarding the audit can be answered. This should 

provide the auditees with a deeper understanding of the audit, thus reducing the risk of auditees 

trying to hide errors in the process and preventing the view of audits as judgemental from spreading. 
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One of the problems with the information gathering step is that the auditee sometimes “cleans up” 

the work station before an audit, in other words, hide the problems. This means that it will be 

difficult for the auditor to obtain a realistic understanding of the situation. Unprepared audits could 

be used as a method to gain a realistic understanding, as the auditee will not have time to hide the 

problems from the auditor. This approach does however have some disadvantages, which can have a 

negative effect for the audit operation in the long term, one of which is that the auditee may feel 

more monitored. The question is though if this approach will solve the root cause of the problem, i.e. 

the negative approach towards audits. Wealleans (2000) speaks of the importance of how the audit 

findings are presented at the closing meeting and in the audit report. The auditor should just try to 

describe the current situation and where the mismatches are, all based on the requirements stated 

in the QMS and in the standards (Wealleans, 2000). By not telling the auditees of how things should 

be run, the audits will be perceived as less judgemental. Wahlman (2004) emphasise that the auditor 

should not forget to accredit auditees for best practices and good performance, when such are 

identified. This is something that also could contribute to a more positive mind-set concerning audits. 

Drawn conclusions 

The attitude towards audits is a factor that needs to be changed at Saab. The general view is that 

internal audits are used as a tool for requirement compliance. However, if the approach of audits is 

mainly to search for minor nonconformities the audits will not add value to the organisation and the 

attitude will deteriorate even more as the organisation loses confidence in audits. The auditor 

therefore needs to switch focus and go deeper in the information gathering step of the audit, but 

also analyse the information to a greater extent. Another aspect worth recalling is that Saab is 

already under comprehensive auditing conducted by external auditors. There is consequently no 

need for Saab to search for nonconformities in detail. The external auditors’ task is to look for 

nonconformities, while Saab internally should instead look for improvement opportunities. It may be 

considered as a waste when both parties are looking for nonconformities.   

5.5 Demand of audits 
There are essentially two ways to book audits at Saab, either through the three year plan or for part-

time auditors to discuss potential audits with key persons. It is still possible for stakeholders to book 

audits on their own initiative, however this is rare. With these facts it is possible to say that Saab’s 

audits are mainly booked through a push-system, according to Nichols’s (2012) definition.  

When a push-system is used the organisation sees audits as an activity that just has to be done. 

Consequently an audit plan may be a natural way to book audits with this approach, which is the case 

at Saab with their three year plan. There are however some negative aspects with a push-system. 

The resulting improvement suggestions will have a small impact on the operations, as they result 

from something that the auditee has not demanded. The auditors are also less motivated as they 

know that their work is not really demanded by the organisation and have to some extent chase 

opportunities to conduct audits. Nichols (2012) adds that there is a potential risk of missing critical 

processes, when using this scheduling approach.  

Nichols (2012) suggests that when a company’s QMS have reached a matured state the focus of how 

audits are booked should shift, i.e. audits should be booked through a pull-system. This has also been 

suggested by managers and full-time auditors at Saab. It is the organisation that needs to demand 

audits, especially managers and process owners should demand audits to a greater extent. To make 
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this happen it is vital that the top management is committed and that it emphasises the importance 

of asking for audits to the rest of the organisation. The idea is that audits should be seen as a service 

provided by the audit organisation and that the internal customers, e.g. process owners, are 

supposed to ask for this service.  

Wealleans (2000) means, and the general opinion at Saab is, that auditees sometimes perceive the 

audits as judgmental and take critics as something personal. This may be avoided if the auditee is the 

one who identifies problems with the process and consequently demands the audit. Audits would 

probably be booked more often by the auditee if the auditee saw the audit as an opportunity for 

improvement, rather than a necessary evil. Measurement of the audit effects may also be a way to 

increase the demand of audits, i.e. to be able to show proof that audits actually contributes to the 

operation. This will be further analysed in chapter 5.8 Measurement of audit effect. 

Drawn conclusions 

Audits should be demanded and booked through a pull-system rather than a push-system. One of 

the reasons is that the result of implemented improvements will have a greater impact on the 

organisation by having a pull system. The auditee is in that case demanding the audit and will have a 

positive attitude towards the result. Another positive aspect of having a pull-system is that the 

auditor will be more motivated to conduct audits as he or she will know that audits are demanded by 

the organisation. There are several factors which need consideration, but the main factor that has to 

be changed in order to be able to implement and maintain a durable pull-system is the attitude 

towards audits. 

5.6 Management commitment 
A shared opinion among the part-time auditors and the managers is that the management does not 

prioritise and pay attention to audits sufficiently. SIS (2014a) and Rippin et al. (referred in Devadasan 

& Rajendran 2005, 374) emphasise the importance of the management’s support and enthusiasm in 

order to fully utilise the benefits of quality audits. Devadasan & Rajendran (2005) add that companies 

often overlook the actual potential of audits by rushing through the certification process. This might 

be the case at Saab, but a more likely explanation to the generally perceived poor performance by 

audits, in terms of improvements and value-adding, is the motivation behind the QMS. Alic & Rusjan 

(2010) suggest that if the purpose behind the QMS is just to retain a certificate, the effects of the 

QMS and the internal audits will be small. In Saab’s case the certificates are crucial, and naturally the 

focus is to retain them. If Saab is not certified to the set standards they are not allowed to continue 

building their products, because of the strict regulations regarding aircraft manufacturing. Therefore 

it is of great importance to correct any nonconformity found in internal audits, in order to avoid 

nonconformities during the external audits, thus risking the certificates. Keeping certificates may 

become so important that it is considered as a sufficient reason to just perform conformance audits, 

instead of using the audit as an improvement tool. 

This especially shows in the current work method regarding the registration of audit findings, i.e. that 

improvement suggestions and observations are not registered in K2. The full-time auditor indicates 

that the work method is a complicated way of handling improvement suggestions from internal 

audits, while some managers believe that the work method is sufficient. The full-time auditor further 

state that the management signals to the rest of the organisation that correction of nonconformities 

is prioritised over acting on opportunities for improvement. Both O’Hanlon (2002) and Wahlman 
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(2004) write that seeking new opportunities for improvements should be one of the main focuses of 

internal audits, while Wahlman (2004) and SIS (2008) speak of the importance of working in a 

proactive way with preventive actions. With the current approach Saab focuses on fixing existing 

problems in the processes rather than preventing problems from occurring, i.e. work proactively. 

Also, the auditors are less likely to go looking for improvement opportunities as they know that it is 

not prioritised by the management. Hence, focus lies at searching for nonconformities making the 

internal audits more similar to traditional third party audits (Wealleans, 2000). 

The managers also speak of the importance of having something concrete, tangible to show the top 

management, proving to them the good use of audits and thus making them committed to audits. 

Devadasan & Rajendran (2005) agree and suggest that it would be of great value to be able to 

present the tangible improvements, and not only the costs, originating from conducting audits. This 

is hard to do currently, since no measurements on the effects of audits are performed. Further, this 

creates somewhat a catch-22, since good results from audits are generated by the support and 

commitment from the management (SIS, 2014b; Rippin et al. 1994, referred in Devadasan & 

Rajendran 2005, 374). In other words, the management will in a greater extent support audits when 

the audits add value to the organisation, but the audits will only begin generate value when 

supported by the management.  

Drawn conclusions 

The management of the audit activities at Saab showed commitment to further develop the audit 

operation and extend the use of audits when they accepted to be the case company for this study. 

Without this commitment it is hard to improve and make the full use of internal audits. Still, the 

focus that the case company has at the moment is a problem, i.e. to focus on nonconformities 

instead of improvement opportunities. There is also a need for the top management to show 

commitment to audits. They have to show the organisation that it is essential to let improvements 

emerge and realise them, as it is those suggestions which add the most value to the company. 

Economical gaining is good to use, and sometimes necessary to use, as proof to convince the 

management about the positive results from audits. 

5.7 Managing improvement suggestions & nonconformities 
Most of the improvement suggestions from audits emerge during the interviews. Still, some 

improvements also emerge at the closing meeting through discussions. Hence, this is a chance to 

further involve the auditee in the audit process. Furthermore, the closing meeting is also a good 

opportunity to discuss already discovered nonconformities and improvements with the auditee, who 

will have the chance to give feedback and accept the nonconformities and improvement suggestions. 

Karapetrovic & Willborn (2001) agree and add that in some cases it is the auditor who alone compiles 

the nonconformities and improvements. The chance of a successful implementation will be lowered 

if the auditee does not attend the compilation, as the auditee usually is the one who implements the 

changes. 

It has been identified that improvement suggestions are not taken care of in a sufficient manner at 
the case company, the suggestions are sometimes forgotten. This could be due to the fact that the 
improvement suggestions are not followed-up in a system. One of the reasons why internal audits 
will not enable performance improvement is because of auditees’ lack of motivation to follow-up 
nonconformities, according to Karapetrovic & Willborn (2002). The mentioned problem could 
probably be solved by registering the nonconformities in a system, which is the case at Saab. 
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Nonconformities are already being registered in K2 at Saab, giving the auditee a strong reason to 
solve them, and all nonconformities are therefore solved eventually. This could probably also be 
applied on the improvement suggestions, i.e. if improvement suggestions are registered in the 
system the auditee will not forget the improvements and will eventually implement them.  
 
In 2013, 54 % of Saab’s nonconformities were related to incorrect document texts, some of which 

may not be value-adding if corrected. Wealleans (2000) and Kausek (2008) mean that audits may 

become too simple, which will result in that the auditor will complain about the linguistics and 

typographical errors in documents, which will not add value to the organisation. Auditors need to 

focus on the important areas, i.e. to investigate the purpose of the process’s existence (O’Hanlon, 

2002). In some cases the auditors may feel the need that they have to find nonconformities. This 

forces them to complain on trivial nonconformities, e.g. errors in document texts, if they are not able 

to find any advanced nonconformities. Wahlman (2004) agrees that this may be the case sometimes, 

she adds that auditors have to realise that they should not continue to search records just for the 

sake of finding nonconformities. Kausek (2008) means that the solution to this problem is simply to 

not go looking for these trivial nonconformities, while Wealleans (2000) suggests another solution 

which is to set clear objectives and goals with the audit.  

The current approach Saab has regarding the priority of nonconformities over improvement 

suggestions may be described as “putting out fires”. Bergman & Klefsjö (2002) mean that finding 

solutions for nonconformities are necessary, although it should not be the main focus. Also, the 

auditees mention that root cause analysis is not always carried out, due to time constraints and other 

prioritisations. Making quick solutions for simple problems will only make the process more complex, 

it is therefore of more importance to holistically improve processes (Bergman & Klefsjö, 2002). 

Wahlman (2004) suggests that the tool 5 Whys can be used to find the actual root cause behind a 

problem, which will ensure that the problem will not reoccur. 

Drawn conclusions 

By using some sort of task management system where improvement suggestions from audits can be 

logged, the auditee will have a better chance of successfully follow-up and carry out any necessary 

changes. The existing K2 system could be used for this, otherwise a parallel task manager system or 

an Excel sheet could work.  

5.8 Measurement of audit effect 
Saab has measurements connected to audits, however, none of them provide any feedback on how 

the audits affect the organisation. Since there is no approach mentioned in the ISO 9000 series on 

how to evaluate internal audits (Beckmerhagen et al., 2004), it is much up to the company if and how 

such measurements should be carried out. Devadasan & Rajendran (2005) speak in favour of some 

kind of follow-up on the audit performance, since it would show the organisation the benefits from 

conducting audits. This is something that is currently missing in the audit operations; interviewees 

have spoken of the need of tools and data to show the usefulness of audits. It would increase the 

management’s and the rest of the organisation’s support for audits, thus creating a more positive 

attitude and approach to audits leading to greater effects from them (SIS, 2014b; Rippin et al. 1994, 

referred in Devadasan & Rajendran 2005, 374). 

How such measurements could be conducted is a question worth asking. According to Liebesman 

(2009) most organisations do not define effectiveness well, which makes it hard to measure. The 
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interviewed auditees also emphasise the importance of choosing relevant variables or KPI:s to 

measure and follow-up, in order to get the organisation’s attention. Otherwise there is a risk that the 

measurements will disappear among all the other measured KPI:s. Williamson et al. (referred in 

Devadasan & Rajendran 2005, 377) speak of findings in their study of cost reduction, improved 

service and product quality, more consistent delivery schedules and reduction of waste in 

organisations as results of quality audits. Those are variables that could be considered as future KPI:s, 

as suggested by Devadasan & Rajendran (2005). The Lean organisation at Saab also has experience of 

roughly measuring the effects of the executed Lean assignments. The audit operations could 

embrace that work method in order to improve. A closer cooperation between the two should be 

considered, since there are signs pointing at mutual benefits and synergy effects by doing so. This will 

be further discussed in chapter 5.9 Complementary quality tools. 

Hawkes & Adams (referred in Devadasan & Rajendran 2005, 377) speak of that in order to evaluate 

the effect and usefulness of audits they must be compared with the investments made in them. Since 

the audits have to be conducted for Saab to retain their certificates, there is no extra value-adding 

effect in putting time and energy on comparing the two. The audits are here to stay and it is probably 

better for Saab to put resources on trying to improve the audit operations instead, in order to 

receive value-adding effects from the audits. 

There is a need of setting up clear goals with the audit operations, so that the organisation has 

something to strive towards and to evaluate the performance of the conducted audits. Without 

goals, the measurements would probably have less impact on the audit operations. Clear defined 

KPI:s and goals would also help the auditor to search for relevant findings during an audit. The 

auditor would know what the organisation values and is looking to improve, and can therefore 

evaluate the effect of the possible findings on the set up goals. Wahlman (2004) speaks of this and 

means that the auditor should try to identify the effect of the findings. It could be related to cost 

savings, as preferred by Wahlman (2004), or to any of the other set up goals or KPI:s of the company. 

Drawn conclusions 

Measurement of the effects of audits is needed to show the organisation the benefits related to 

audits. It is suggested that the internal demand for audits will be increased if it is possible to show 

concrete proof of their positive effects, in other words, the proof itself will work as advertisement for 

audits. Management commitment will also be easier obtained when being able to show proof of the 

positive effects. Although, it is not obvious which KPI:s that should be chosen to be measured, 

examples are; cost reduction, improved service and product quality, consistent deliveries and waste 

reduction. The KPI:s should be in line with the general strategic goals of the company. A rough 

approximation will be sufficient in the beginning when starting to measuring certain KPI:s. The 

measurement system should be more advanced and sophisticated when it has matured. When the 

audit activities have been measured for a while it will be possible to decide if the amount of 

conducted audits are sufficient, alternatively if there should be less or more audits. 

5.9 Complementary quality tools 
Interviewees at Saab have mentioned a need to further develop the audit activities, especially the 

area concerning how improvement suggestions emerge and are realised. Some authors, e.g. 

Wahlman (2004), suggest that audits could be complemented with other quality tools to achieve 

maximum utilisation of the audits. Another course of action would be to partly integrate the other 
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quality operations with the audit operations. This could create synergy effects as each operation can 

share and benefit from each other’s advantages. In Saab’s case, Lean production is a well 

implemented operation and an example of a possible quality operation which the audit operation 

could be integrated with. The audit operation can benefit from the Lean operation in several ways, 

e.g. the Lean operation is demanded by the organisation and has a different set of quality tools.  

Saab performs a lot of corrections, as Wahlman (2004) formulates it, the problem is resolved for the 

moment. The result of this approach is, however, that the root cause will not be solved. 5 Whys is a 

tool which rather performs a corrective action, i.e. root causes are identified and corrected 

(Wahlman, 2004; Liker & Meier, 2006; Myszewski, 2013). The tool ensures a deeper understanding of 

the problem and will lead to a solution which solves the root cause. Another tool is value stream 

mapping, mentioned by Liker & Meier (2006), which could help the auditor achieve a better 

understanding for the audited process. The approach with this tool is to activate key people by 

identifying the value stream together with them. This will increase the involvement of the auditees, 

which audits usually lack. Processes can be adjusted after the value stream has been identified and 

improvement suggestions have been discussed.  

Hung et al. (2003) suggest the tool effort/effect matrix which helps to rank improvement suggestions 

by their effect on the organisation and the quantity of effort required to implement them. Such tool 

could be used, for example, during the closing meeting. The auditor, auditee and the Lean 

coordinator can then discuss the suggestions and rank them in the matrix. The tool will thereafter 

work as basis on how many improvements that will be implemented. E.g. the matrix could be limited 

to the upper left corner, which will result in improvement suggestions with great effects on the 

organisation and with low effort to implement them. This approach will reduce the amount of 

suggestions and probably raise the overall quality of them. 

The two alternative approaches “self-auditing” and “self-assessment”, presented by Karapetrovic & 

Willborn (2001, 2002), could be considered in order to develop the audit activities. This would 

require a rather big change of focus, shifting responsibility from the auditors to the process owners. 

Also, proper education in the fields of process evaluation, auditing, benchmarking and self-

assessment would be needed from the process owners. If implemented correctly, it would however 

probably lead to more identified improvement opportunities and a more effective operation.  

Drawn conclusions 

It is vital to gain profound awareness of the audited processes and their problems. Participant 

observations could be used to a greater extent in order for the auditor to get deeper knowledge of 

the audited processes, and be able to study the processes in reality. The auditor can also gain a 

deeper understanding of the problem and the current situation by using tools like 5 Whys. With a 

better understanding of the problem it will be easier to solve the root causes and make sure 

nonconformities do not reoccur. Other, non-traditional, audit tools and methods can be used to 

improve the audit operations. Value stream mapping makes the auditee more involved in the audit 

process and the emerged improvement suggestions will be better tied to reality. Self-audit and self-

assessment could be used as well to develop the audit process. In Saab’s case this would however 

mean big changes in the way the audit operations works, not necessarily leading to a more efficient 

organisation. This would probably apply better to smaller organisations that lack the resources 

needed to maintain a dedicated audit department.  
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5.10  The interactions between factors 
One observation that was made, when concluding chapter 5 Analysis, is that all factors are either 

directly or indirectly connected to each other, making the situation complex. This means that it is 

vital that all factors are considered when trying to improve the use of audits as an improvement tool. 

The effect will likely be low or excluded entirely if only a few factors are improved. An attempt to 

visualise the interactions between the factors has been made and can be seen in Table 5-1. The table 

should be read as “factor Y affects factor Z”. 

 
  
Table 5-1. Connections between factors. The table should be read as “factor Y affects factor Z”. 

 
  

Z 1 2 3 4 5 6 7 8 9

Y
1 - x x x x

2 - x x

3 x x - x
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5 x - x x x
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6 Conclusions 
Conclusions, that have been identified in the analysis chapter, have been compiled in this chapter 

with the aim to answer all research questions and consequently fulfilling the purpose of this thesis. 

The chapter itself has been divided into three sub-chapters. The first sub-chapter aims to identify 

theoretical implications and to answer each research question in summary. In the second sub-chapter 

recommendations are given to the case company of how they can act in the future. The third sub-

chapter gives suggestions on what areas that could be targeted for future research, with the purpose 

of strengthening academic knowledge about internal audits.  

6.1 Theoretical implications 
RQ 1.  How and why are internal quality audits conducted? 

This case study shows that an internal audit is performed according to a process with five steps; 

Manage audit programme, manage audit plan, carry out audit, manage audit report and finalise 

audit. The internal audit process is similar to the one presented by Wealleans (2000), the process is 

also confirmed at the case company of this thesis. The main purpose of the internal audits is to check 

the compliance of the audited processes, i.e. the audits are not primarily used as an improvement 

tool. This is also the purpose of the internal audit activities at the case company. If audits will be able 

to add more value to organisations the purpose of them needs to change from checking compliance 

to focus on improvements, which matches the view of Alic & Rusjan (2010). 

RQ 2.  What factors are important for effective audits? 

The identified factors, that have emerged from academic theory and been confirmed at the case 

company, are:  

 Purpose & goals of audits. 

 Audit process. 

 Performance of auditors.  

 Attitude to audits. 

 Demand of audits. 

 Management commitment.  

 Managing improvement suggestions & nonconformities.  

 Measurement of audit effect. 

 Complementary quality tools. 

One of the important findings from the case study is that all factors are either directly or indirectly 

connected, making it important to consider all factors when improving the way audits are conducted. 

The approach of dividing the subject of audits into several factors makes it easier to understand what 

is important for audits. A similar approach could not be identified from other authors’ theories. What 

could be of interest, that the study does not answer, is the ranking of which factors that are the most 

important. The study only suggests that all factors are important to some extent.  

RQ 3. How can internal quality audits be used as an improvement tool? 

A summary of the emerged conclusions concerning how the factors should look like to support 
internal audits as an improvement tool can be seen in Table 6-1. 
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Table 6-1. A summary of conclusions drawn from each factor, stating how they should be formed in order to support the 
use of internal audits as an improvement tool. 

Factor Conclusion 

Purpose & goals of audits 
The purpose of audits should be well defined and the goals should 

be clear.  

Audit process 
The auditee should be involved to a great extent in the process. 

Opening and closing meetings should always be conducted. 

Performance of auditors 
There are several activities which could be considered when 

increasing the performance of auditors. I.e. auditors may conduct 
audits in pairs and auditor meetings could be hold.  

Attitude towards audits 
A way to improve the attitude towards audits is to switch focus of 
audits. E.g. use less time to check process compliance and instead 
try to develop the processes through improvement suggestions.  

Demand of audits 
Audits should be booked through a pull-system. It is the 

organisation that should demand audits, this is mainly achieved 
through improving the attitude towards audits.  

Management commitment 

It is hard to improve the audit activities at a company without the 
management commitment. Further, the top management needs to 

show the organisation that it is important that improvement 
suggestions are prioritised and realised. 

Managing improvement 
suggestions & nonconformities 

It is vital that nonconformities, but especially improvement 
suggestions, are registered in a task management system.  

Measurement of audit effect 

It will be possible to show proof of the positive effects to the 
organisation, e.g. economic earning, by measuring the effects of 

audits. By doing so it will be easier to obtain management 
commitment and change the attitude towards audits. 

Complementary quality tools 

To further develop internal audits it may be necessary to add other 
quality tools. The following tools are examples that could work well 
when conducting audits; The effort/effect matrix, 5 Whys and Value 

stream mapping. 

 

6.2 Recommendations to the case company 
 The auditees should be involved to a great extent in the audit process. This can be done 

through clear communication from the audit operations and the top management about 

audits and their purpose. Further, achieved results from conducted audits can be shown to 

the organisation and education on the topic of audits can be held. 

 Closing meetings should be prioritised and always be carried out.  

 Other quality representatives, in Saab’s case Lean coordinators, could attend the closing 

meeting of the audits, with the purpose of being a part of the discussions. Auditors should 

use the effort/effect matrix during the closing meeting, together with the auditee and the 

quality representative, to choose the best improvement suggestions for realisation. 
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 The auditor should have the mind-set of investigating the purpose of the audited process, 

rather than the compliance with the process description.  

 Alternative tools and methods could be used when conducting audits.  

 Saab should look at the possibility to conduct audits in pairs. E.g. one full-time auditor can 

work together with a part-time auditor. 

 There are no findings which suggest that there is one approach better than the other 

between centralisation and decentralisation. In Saab’s case, they should because of that 

reason keep the organisational structure for audits as it is today. 

 Audits should rather be booked through a pull-system than a push-system. One way of doing 

so is to reduce the amount of audits planned in beforehand and instead let the organisation 

demand the needed audits. For Saab it would be possible to remove the internal 

requirement stating that processes should be audited within a three year interval. 

 Saab should clearly state that the purpose of the audit operations is to improve the 

organisation, and set up goals of the audit operations connected to that purpose. The goals 

could be linked to topics such as quality, cost, time/lead time and work environment.  

 The auditors should not be looking for trivial and minor nonconformities, e.g. the linguistics 

and typographical errors in documents. Instead, the focus should be to find the root causes 

of the problems and formulate value-adding improvement suggestions for these problems. 

 More integrated or dedicated time for audits should be implemented for part-time auditors. 

 Saab should change the work method and start using a system to follow-up on the 

implementation of improvements, however, it does not need to be K2. Another alternative 

would be to use a simple Excel file, accessible to everyone involved in the audit operations. 

 Saab has to start measuring the real effects of audits to be able to show especially the top 

management, but also the rest of the organisation, that audits may result in positive 

outcomes. The KPI:s that are being measured today are not sufficient to prove the effects of 

audits.  

 Closer cooperation with the Lean operations should be pursued. One of the reasons is that 

they have experience of roughly measuring their assignments. They also have other quality 

tools which could be utilised during audits.  

 The management needs to commit more to internal audits, especially to the emergence and 

implementation of improvement suggestions. Commitment is probably achieved easiest 

through measurement of audits, as mentioned previously. 

6.3 Future research 
 Specialised articles in the field area of internal audits were something that the authors of this 

thesis lacked when setting up the theoretical framework. The articles that do exist about 

internal audits are often on a basic level. One suggestion is therefore to further study the 

individual factors, presented in chapter 3.10 Important factors. 

 If the audit organisation should be centralised or decentralised is a question which needs to 

be further studied. This could be done through conducting more case studies on the specific 

topic. 

 Reach conclusions about which KPI:s that are the most vital to use as measurements of the 

costs and benefits from audits. Such KPI:s will vary between different industries, but it would 

probably be possible to find some general KPI:s and some more specialised. Future studies 
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could also try to find practical suggestions, with empirical connections, of how these KPI:s 

can be measured.  

 It would also be of interest to conduct a quantitative study to be able to value factors against 

each other, to see which ones that are the most important for the emergence and 

implementation of improvement suggestions. Connections between the factors could also be 

examined, by further studying Table 5-1, with the aim to map the complexity of the 

connections. Deeper research could be done through distributing the interactions into 

clusters in a more advanced design structure matrix, this is something that the authors of 

this thesis did not have time to do due to time constraints.  

 Although this thesis has aimed to investigate how internal audits may be used as an 

improvement tool, further research needs to be done in this area. It may be necessary to 

examine how other quality tools and methods can supplement audits to achieve this.  
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9 Abbreviations 
 

DNV = Det Norske Veritas 

ISO = The International Organization for Standardization 

KPI = Key performance indicator 

QMS = Quality management system 

RML = Regler för Militär Luftfart 

SIS = The Swedish Standards Institute 
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Appendix 1 - Interview questions, Auditor 
 

 Beskriv din arbetsroll i revisionsprocessen. 

 

 Varför utför Saab interna kvalitetsrevisioner? 

 

 Vad skulle du säga fungerar bra idag i revisionsprocessen? 

 

 Vad skulle du säga fungerar mindre bra idag i revisionsprocessen? 

 

 Till hur hög grad följer du den utstakade revisionsprocessen? Hur avviker du från den? 

 

 Vilka skillnader finns det i hur du blir bemött i din roll som kvalitetsingenjör jämfört med 

revisorrollen? 

 

 Hur kommer förbättringsförslag fram i revisionsprocessen? 

 

 Hur följs förbättringsförslag upp?  

 

 Utför man revisionerna ensam eller i par och varför används detta upplägg? 

 

 Vilka skillnader ser du om man skulle vara två stycken revisorer arbetandes på en revision? 

 

 Hur ofta träffas man revisorer emellan? 

 

 Hur säkerställer man att revisorer arbetar på samma, objektiva sätt (samma bedömningar 

osv.)? 

 

 Vilken inställning/syn skulle du säga att kollegor i allmänhet har till revisionsarbetet?  

 

 Skulle du säga att man tar tillvara på information och kunskap från tidigare revisioner (på 

andra ställen i organisationen) och använder sig av den i framtida revisioner? 

 

 Mäter man effekten av revisioner i dagsläget? Hur i så fall (pengar/effektivitet/etc.)? 

 

 Hur ofta bokas revisioner? 

 

 Hinner du med revisionsarbetet, ex. genomförande av revisioner och uppföljning av 

avvikelse, som det ser ut idag eller behövs det mer tid? 

 

 Har du något att tillägga angående revisionsverksamheten på Saab? 



 68 

Appendix 2 - Interview questions, Auditee 

 
 Beskriv din arbetsroll? Hur är den kopplad till revisioner? 

 

 Varför utför Saab interna kvalitetsrevisioner? 

 

 Vad har du för inställning/syn till revisioner? 

 

 Vad upplever du fungerar bra idag med revisioner? 

 

 Vad upplever du fungerar mindre bra idag med revisioner? 

 

 Hur bokas revisioner? Vem skapar efterfrågan? 

 

 Hur kommer förbättringsförslag fram genom revisioner? 

 

 Hur följs de förbättringsförslag upp, som har kommit fram genom revisioner? 

 

 Finns det ett behov av stöd för att följa upp förbättringsförslag? 

 

 Vad har revisioner för effekt på verksamheten?  

 

 Vad skulle mätning av effekten av revisioner kunna tillföra organisationen? 

 

 Vilka förbättringsverktyg används idag som ger en bättre effekt än revisioner?  

 

 Vad är viktiga faktorer gällande revisorns kompetens? Vilka egenskaper ska en revisor ha? 

 

 Är det bättre att revisorn är positionerad på avdelningen och har därmed god kunskap om 

det reviderade området eller är det bättre om revisorn kommer från en central stab, som 

arbetar för hela Aeronautics? 

 

 Har du något att tillägga angående revisionsverksamheten på Saab? 
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Appendix 3 - Interview questions, Manager 
 

 Beskriv din arbetsroll i revisionsprocessen. 

 

 Varför utför Saab interna kvalitetsrevisioner? 

 

 Vad skulle du säga fungerar bra idag i revisionsprocessen? 

 

 Vad skulle du säga fungerar mindre bra idag i revisionsprocessen? 

 

 Hur kommer förbättringsförslag fram i revisionsprocessen? 

 

 Hur följs förbättringsförslag upp? 

 

 Vilka kvalitetsmål finns det med revisionsarbetet?  

 

 Hur mäter man idag uppfyllnadsgraden av målen? 

 

 Mäter man effekten av revisioner i dagsläget? Hur i så fall (pengar/effektivitet/etc.)? 

 

 Vad skulle mätning av effekten av revisioner kunna tillföra organisationen? 

 

 Hur säkerställer man att revisorer arbetar på samma, objektiva sätt, dvs. samma 

bedömningar osv.? 

 

 Vilken inställning/syn skulle du säga att kollegor i allmänhet har till revisionsarbetet? 

 

 Hinner du med revisionsarbetet, ex. genomförande av revisioner och uppföljning av 

avvikelse, som det ser ut idag eller behövs det mer tid? 

 

 Vilka skillnader ser du om man skulle vara två stycken revisorer arbetandes på en revision? 

 

 Hur tar man tillvara på information och kunskap från tidigare revisioner, dvs. på andra 

avdelningar i organisationen, och hur använder man sig av den i framtida revisioner? 

 

 Har du något att tillägga angående revisionsverksamheten på Saab? 
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Appendix 4 - Interview questions, Lean Coordinator 
 

 Beskriv din arbetsroll. 

 

 Vad är syftet med Leanverksamheten? 

 

 Beskriv kort hur processen ser ut i ett Leanuppdrag. 

 

 Vad skulle du säga fungerar bra idag i Leanverksamheten? 

 

 Vad skulle du säga fungerar mindre bra idag i Leanverksamheten? 

 

 Upplever du någon skillnad i hur du bemöts ifrån kollegor i din roll som Leanrepresentant 

jämfört med revisorrollen? 

 

 Vilken inställning/syn skulle du säga att kollegor i allmänhet har till Leanverksamheten? 

 

 Vilken inställning/syn skulle du säga att kollegor i allmänhet har till revisionsarbetet? 

 

 Hur kommer förbättringsförslag fram i Leanarbetet? 

 

 Hur följs förbättringsförslag upp? 

 

 Mäter man effekten av Leanverksamheten i dagsläget? Hur i så fall (pengar/effektivitet/etc.)? 

 

 Hur ser efterfrågan ut på Leanverksamheten? Letar man uppdrag själva eller kommer det in 

nya uppdrag på ständig basis? 

 

 Hur många uppdrag utförs på ett år? Är det full beläggning eller finns det outnyttjade 

resurser? 

 

 Ser du något som Leanverksamheten skulle kunna tillföra revisionsarbetet? Vad/hur/varför i 

så fall? 
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Appendix 5 - Interview questions, Focus group A 

 
 Beskriv era arbetsroller i revisionsprocessen. 

 

 Varför utför Saab interna kvalitetsrevisioner? Vad är målet? 

 

 Vad skulle ni säga fungerar bra och mindre bra idag i revisionsprocessen? 

 

 Hur uppfattas revisionsarbetet av er och era kollegor?  

 

 Vad skulle mätning av effekten av revisioner kunna tillföra organisationen? 

 

 Kommer förbättringsförslag fram i revisionsprocessen och realiseras de? 

 

 Hur ser ni på om revisionsverksamheten skulle samarbeta med Leanverksamheten kring 

förbättringsförslag som har uppkommit under revisionen?  

 

 Hur säkerställer man att revisorer arbetar på samma, objektiva sätt (samma bedömningar 

osv.)?  

 

 Hur sprids information mellan revisorer?  

 

 Hur tar man tillvara på information och kunskap från tidigare revisioner, dvs. på andra 

avdelningar i organisationen, och hur använder man sig av den i framtida revisioner? 

 

 Hinner revisorerna med revisionsarbetet, ex. genomförande av revisioner och uppföljning av 

avvikelse, som det ser ut idag eller behövs det mer tid? 

 

 Har ni något att tillägga angående revisionsverksamheten på Saab? 
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Appendix 6 - Audit report template 

Audit of ... Specify the audit title 

Text that is not yellow-marked in the template can be viewed as a standard text, while the 

yellow-marked sections are instructions (in some cases also examples and optional text), 

which should be removed and replaced with the current text. 

Scope 

The objective of the audit to be presented, also the scope and method so that the objective of 

the audit clearly shows. 

The reference document against which the audit was performed. 

For instance: 

Audit of fulfilment of requirements in REQ-28782 within  the production area part final 

assembly 

Time 

This indicates the period during which the audit was performed 

Auditors 

List the resources involved, auditors who have participated in the audit and who has been 
the lead auditor. 

Name Dept. Role 

   

   

 

Contacts 

List all people who have been involved (interviewed etc) during the audit. 

Name Dept. Role 

   

   

 

Summary 

A brief summary by the auditor, from the scope and purpose, result and number of findings. 
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Status corrective and Preventive actions 

This could be written as "Actions from the previous audits have been resolved and closed” or 
"Actions remains for the non-conformities …” 

 

Non-conformity 

The non-conformities are divided in Major or Minor. 

The text must be legible and written against a requirement. Non-conformities should be 
distinct and not mixed with text regarding improvements. Divide rather the non-conformity 
in several (perhaps at different levels) than to risk becoming blurred, and to facilitate the 
handling and disposition of corrections. A non-conformity must not contain "free opinion". 

All non-conformities should be registered in the task management system. 

Actions - unless there are special reasons - to be completed within three months. When 
handling a non-conformity rated as Major the owner should within twenty (20) working days 
after the deviation date of registration have taken the decision on the need for immediate 
action, conducted root cause analysis and have developed action plan for corrective action. 
The Quality Manager and concerned Head of Department should be informed about the 
status of these activities. 

Note Validation of the effects from actions can take longer than three months. 

Non-conformity classified as Major 

Title of non-conformity 

Classification: MAJOR 

Requirement: X (non-conformity is contrary to …) 

Owner: XX (name and title of the person who most likely will work with the root 

cause) 

Description of the non-conformity (brief and clear) 

Accepted:  

 Printed name 

Non-conformities classified as Minor 

Title of non-conformity 

Classification: MINOR 

Requirement: X (non-conformity is contrary to …) 
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Owner: XX (name and title of the person who most likely will work with the root 

cause) 

Description of the non-conformity (brief and clear) 

Accepted:  

 Printed name 

Observations 

For each observation, also a reference to a requirement shall be included where applicable. 

All observations (internal) should be registered in the task management system, a reference to 

a requirement to be included (recommended). 

Prior to the release of the audit report, all observations to be confirmed with specified 

administrator. 

Title of observation 

Description of the observation (brief and clear) 

Administrator: XX Suggest an administrator 

Improvements 

Description of proposals for operational improvements that contributes to improved efficiency 

and profitability as the auditor wants to point out. 

All agreed improvements could be registered in the task management system. 

Title of improvement 

Description of the improvement (brief and clear) 

Administrator: XX Suggest an administrator 

Audit notes 

Here, the auditor can write down things that he / she wants to point out, note or describe and 

which are not non-conformities, observations or improvements. 

References 

If applicable, note all used references. 

 


