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The Department of Transportation's Office of Inspector General (OIG) and
Federa Aviation Administration (FAA) conducted a joint followup review to
assess the implementation of recommendations made by FAA’s 90-day safety
review task force (task force). Our joint review also assessed the need for
recommendations beyond those made by the task force in its September 16, 1996
report. The purpose of this management advisory is to report the results of our
assessment.

Background

Eventsin 1996, including VauJdet’s rapid growth and tragic accident, caused FAA
to take a hard look at the way it conducts safety inspections, especially with
respect to air carriers less than 5 years old™. After the ValuJet accident, FAA
inspectors made a comprehensive evaluation of the air carrier and found several
serious deficiencies, including Vaulet's failure to establish the airworthiness of
some of its aircraft, systemwide maintenance deficiencies, multiple shortcomings
in the quality assurance of its contractors, and a lack of engineering capability in
its maintenance program. In view of the multiple serious deficiencies found
within one air carrier, on June 18, 1996, the former FAA Administrator directed
the Deputy Administrator to lead a team to determine if there was more FAA
could do to improve the safety of the aviation system.

! Considered new entrant air carriers.



The Deputy Administrator formed a task force to make a 90-day review of the way
FAA conducts safety inspections and to recommend actions that could be
implemented in the “near term.”* The task force examined Federal regulations and
FAA’s oversight of commercial airlines engaged in substantial contracting out of
maintenance and training functions, as well as the flexibility with which FAA
inspection resources could be deployed effectively in response to varied aircraft
fleet mixes’, rapid growth, or other changes by an air carrier.

The task force made 31 recommendations categorized into six general issue areas:
(1) FAA and Office of the Secretary (OST) certification policy and process, (2)
FAA resource targeting to address safety risks, (3) newly certificated air carrier
operations and growth, (4) air carriers contracting out and varied aircraft fleet
mix, (5) FAA inspector and air carrier guidance material, and (6) FAA inspection
resources. Of the 31 recommendations, 24 required action by FAA, 5 required
action by both FAA and OST, and 2 required OST action only.

The following presents the results of the joint OIG and FAA assessment of the
status of the task force recommendations. We have also attached briefing charts
and the most recent FAA status report detailing initiatives established, completion
dates, and estimated completion dates for each of the 31 recommendations made
by the task force. (See attachments 1 and 2).

Results

We found FAA and OST have initiated action to address all recommendations and
have implemented 9 of the 31 recommendations. FAA and OST took the
following actions to compl ete these recommendations:

FAA increased the number of aviation safety inspectors by 146 and support
personnel by 74 in Fiscal Year 1997 (Recommendation 6B).

FAA required each air carrier to list in its operating specifications all
contractors performing substantial aircraft maintenance and to conduct on-
site audits of each contractor (Recommendation 4B).

FAA created an analytic unit of specialists to evaluate air carrier safety
risks, provide analytical support to FAA aviation safety inspectors, identify
emerging aviation safety issues, improve the quality of FAA safety data,
and disseminate safety information to FAA inspectors and organizations
outside FAA, such as Congress (Recommendation 2E).*

2 Although the task force report used the expression “near term”, the report did not provide a specific
timeline or date. The implementation schedule was | eft to the discretion of implementing officials.

3 Air carriers using a variety of aircraft types have more complex maintenance programs than air carriers
with an aircraft fleet of the same make and model.

* FAA established the Flight Standards Safety Analysis Information Center on May 20, 1997.



FAA developed a strategy to evaluate and improve the quality of inspection
and safety-related data (Recommendation 2F).

FAA established policy and guidance requiring a new air carrier to adhere
to the manufacturer’s maintenance program, time intervals, and
mai ntenance processes (Recommendation 4E).

FAA issued an airworthiness handbook bulletin to inspectors to guide them
in evaluating contractual relationships between air carriers and maintenance
providers and has encouraged industry to develop a model contract for
maintenance providers to facilitate FAA’s contract evaluation
(Recommendation 4C).

FAA and OST limited assistance provided to unprepared or unqualified air
carrier applicants (Recommendation 1E).

FAA clarified policy and guidance requiring FAA to follow its certification
process called the “Gate Concept” (Recommendation 1C).”

OST enforced requirements for filing a complete air carrier application by
dismissing air carrier applications if the applicant could not provide
complete information within 30 days (Recommendation 1A).

However, corrective actions to address the most significant recommendations
identified by the 90-day safety review task force are in-process. The task force
made recommendations that will result in FAA reengineering its air carrier
certification and surveillance program. FAA is integrating several of the
recommendations into a new system to radically change its approach to aviation
safety oversight. Therefore, much work remains to correct the systemic problems
with FAA’s aviation safety inspection program. Significant recommendations are
In-process to:

create a national certification team of specialists to assist FAA offices with
new air carrier certifications,

make FAA surveillance of air carriers more systematic and targeted to deal
with identified risks, such as developing comprehensive annual surveillance
plans tailored to each air carrier’s operations and redirecting inspections
throughout the year to risk areas identified by datatrend analysis,

develop air carrier partnership programs to generate improved safety
information that may not otherwise be accessible to FAA;

heighten the level of FAA surveillance for at least the first 5 years of an air
carrier’ s operation;

devise new staffing standards for assigning FAA Flight Standards
personnel; and

® FAA's certification process is divided into five phases with three “gates.” The gates are defined as
particular points in the process at which specified requirements must be met before proceeding to the next
part of the process. The “gate concept” controls the amount of resources that will be applied to
certification activities.



design anew FAA Flight Standards pay system.

The task force leaders had envisioned most of the recommendations would be
implemented within 3 to 6 months of the September 1996 report issue date.
However, we found many will take considerably longer to implement than
originally estimated by the staff assigned responsibility for taking corrective
actions. Twelve of the 22 open recommendations have been delayed beyond the
original dates estimated for completion. Of these 12, completion dates were
extended by a year or more for 9 recommendations. Although estimated
completion dates for the remaining 10 open recommendations are more than a year
from the report issue date, they are on schedule with original estimated completion
dates established by FAA and OST implementing officials. For the 22 open
recommendations, 14 are scheduled for completion by the end of Calendar Year
1998 and 8 are expected to be implemented by the end of Calendar Y ear 1999.

Reasons for Delays

We found that the recommendations in-process will take longer to implement
because of three principal reasons. First, FAA and OST underestimated the time it
would take to implement significant changes, such as time to clarify and issue new
rulemaking or guidance, or negotiate with union representatives. Second, as a
result of our joint review, FAA reopened four recommendations and added
milestones to fully address the intent of these task force recommendations.

The third and most significant reason for the delay is that the task force made
recommendations that will result in FAA reengineering its air carrier certification
and surveillance processes. To address the task force recommendation to make air
carrier surveillance more targeted and systematic, FAA teamed with Sandia
National Laboratories to conduct a comprehensive analysis of FAA’s certification
and surveillance processes.® This reengineering project took 8 months and was a
precursor to FAA’s decison to develop a new system caled the Air
Transportation Oversight System. This new system is under development and will
integrate the task force recommendations in-process.

The 10 recommendations on schedule and the 12 recommendations delayed
together with their estimated due dates are listed in the following two tables.

® FAA participated in ajoint project with Sandia National Laboratories to improve the FAA surveillance
process for air carriers and issued a report on July 8, 1997, which identified deficiencies in the current FAA
air carrier surveillance process and made 12 recommendations for follow-on work to be accomplished by
FAA. FAA has not implemented the new surveillance process.



RECOMMENDATIONS ON SCHEDULE

Rec.

No.

Recommendation

Estimated
Due
Date

Make FAA survelllance of air carier's more
systematic and targeted to deal with identified risks,
such as developing comprehensive annual surveillance
plans taillored to each air carrier’s operations and
redirecting inspections throughout the year to risk
areas identified by data trend analysis (FAA)

10/01/99

2B

Provide increased specialization and more efficient
use of geographic aviation safety inspectors to
Improve inspection quality (FAA)

12/31/99

2G

Train aviation safety inspectors to use the enhanced
information and analytic capabilities provided by the
new Safety Performance Anaysis System and On-line
Aviation Safety Inspection System (FAA)

12/31/99

2H

Expedite funding and deployment of the On-line
Aviation Safety Inspection System (FAA)

12/31/99

3A

Heighten the level of survelllance of new entrant air
carriers for at least the first 5 years of the company’s
operation (FAA)

10/01/99

3C

Manage safe growth of new entrant air carriers
(FAA/OST)

03/31/98

4D

Develop guidance and training to give inspectors a
broader perspective on air carrier operations and to
help them recognize and identify systemic deficiencies
(FAA)

12/15/98

4F

Develop policy that provides for air carriers to
maintain a current Statement of Compliance (FAA)

10/01/99

9A

Streamline and consolidate current FAA aviation
safety inspector guidance to eliminate duplications and
create a more consistent publication system (FAA)

06/30/98

oB

Improve accessibility of aviation safety inspector
guidance materials (FAA)

12/31/99




RECOMMENDATIONS DELAYED

Original | Revised
Rec. Due Due
No. Recommendation Date Date

1B | Create a national certification team of specialists to | 09/30/97 | 06/01/98
assist FAA officeswith new air carrier certifications

(FAA)

1D | Exchange application information between FAA | 06/30/97 | 06/30/98
and OST (FAA/OST)

1F Increase new ar carier application fees| 10/31/97 | 12/31/98
(FAA/OST)

2C | Develop air carrier safety partnership programs, | 06/30/97 | 08/31/98
such as the Flight Operations Quality Assurance
and Aviation Safety Action Programs, to improve
safety data collection’ (FAA)

2D | Maximize use of inspector and attorney resources | 12/30/97 | 12/31/98
(FAA)

3B | Conduct periodic, coordinated FAA and OST | 12/31/97 | 06/30/98
reviews of new entrant air carriers (FAA/OST)

4A | Revise the application for new air carriersto require | 11/30/96 | 03/31/98
the percentage and type of in-house and contract
maintenance and training, and the identity of the
corporate position that will oversee contract
maintenance and training. (OST)

4G | Develop common policies and procedures | 01/01/98 | 12/30/98
applicable to “parent” and “satellite” repair station
certification and surveillance (FAA)

5C | Provide adequate training to inspectors on new | 09/30/97 | 05/31/98
guidance materials (FAA)

6A | Devise new staffing standards for assigning FAA | 12/31/97 | 06/30/99
Flight Standards personnel (FAA)

6C | Design anew Flight Standards pay system (FAA) 09/30/97 | 12/31/98

6D | Create a Flight Standards Training Center of | 09/30/97 | 10/31/98
Excellence and place budget execution and program
authority within the Regulation and Certification
Line of Business (FAA)

" Under the Flight Operations Quality Assurance program, airlines analyze data from digital flight recorders
to identify trends or anomalies with potential safety impacts. Similarly, Aviation Safety Action Programs,
formally established between FAA and air carriers, collect safety data from air carriers through self-
disclosure reports to generate improved safety information that may not otherwise be accessible to FAA.



Recommendations of the OIG/FAA Joint Review Team

Although significant progress has been made to improve the aviation safety
Inspection program, the joint review team identified additional actions FAA must
take to meet the President’s challenge to achieve “. . . anational goal to reduce the
fatal accident rate by 80 percent within 10 years.” Because of the importance of
the task force’'s recommendations to FAA'’s aviation safety mission, the OIG and
FAA review team identified areas where FAA needs additional corrective action
to ensure full implementation of the task force' s recommendations.

The joint review team developed three additional recommendations to ensure
executive monitoring of the completion of all task force recommendations. We
found task force recommendations were taking longer to implement than
envisioned and that there was no mechanism to keep the FAA Administrator
informed of the status of this significant effort. Also, FAA managers responsible
for implementation were closing recommendations without an independent
assessment of whether the task force's intent had been met. We found four task
force recommendations that had been closed, but the task force's intent had not
been met. For example, FAA considered action taken to improve the
specialization and efficiency of geographic aviation safety inspectors® as complete
because a prototype program had been initiated in one region. However, the joint
review team reached a consensus that the intent of the task force recommendation
would not be met until the program was implemented nationwide. FAA reopened
the four recommendations and added milestones to fully address the intent of the
task force.

We aso made two additional recommendations to enhance FAA’s new
certification and surveillance system that is being developed. The joint review
team found that aviation safety inspectors located in the field were not fully aware
of the mgjor changes planned in FAA'’s certification and surveillance program. To
facilitate the implementation of the new certification and surveillance system, we
recommend that FAA inform inspectors on these planned changes. Also, as a part
of FAA’s new certification and surveillance system, changes are being made to
improve the quality of inspections made by geographic aviation safety inspectors.
However, we found that inspectors participating in the prototype geographic
inspection program had not received air carrier-specific training from the FAA
officeswith air carrier responsibility, as was the intent of the task force.

We recommended that FAA:

8 A geographic inspector is responsible for inspecting air carrier operations that are outside the boundaries
of the FAA office with air carrier oversight responsibility. For example, the FAA office with primary air
carrier oversight responsibility for Delta Airlines is located in Atlanta, Georgia; however, geographic
inspectors located in other FAA offices are responsible for inspecting Delta Airlines operations in other
parts of the country.



1. Establish executive level oversight to:

a. monitor progress and sustain momentum for fully implementing all
recommendations,

b. provide quarterly briefingsto the FAA Administrator, and
C. assess whether initiatives address the intent of the recommendations.

2. Inform the Flight Standards inspector workforce on changes planned in
FAA'’s certification and surveillance programs.

3. Ensure FAA offices responsible for air carrier certificate management fully
train geographic inspectors.

Actions Taken on Joint Review Team Recommendations

FAA has either taken action or has future plans to take action to address each of
these additional recommendations. FAA assigned the Director, Flight Standards
Service, the responsibility to sustain momentum for fully implementing all
recommendations, including providing quarterly briefings to the FAA
Administrator and assessing whether initiatives address the intent of the
recommendations. As afirst step to inform FAA inspectors on changes planned in
FAA’s certification and surveillance programs, FAA will distribute an inspector
training videotape based on the Flight Standards Strategic Change Workshop held
in December 1997. Asa part of FAA’s new certification and surveillance system
under development, geographic inspectors will be trained on an ar carrier’s
specific systems and procedures beginning in the summer of 1998. All geographic
Inspectors are expected to have received air carrier-specific training under the new
certification and surveillance system by December 1999.

If we can answer any questions or be of any further assistance, please call either
Guy S. Gardner, FAA Associate Administrator for Regulation and Certification at
(202) 267-3131, or LawrenceH.Weintrob, Assistant Inspector General for
Auditing at (202) 366-1992. We are available to brief you or your staff at your
convenience.

Attachments



Attachment 1

Joint OIG/FAA Review to Assess
Implementation of 90-Day Safety
Review Recommendations

U.S. Department
of Transportation



I oint OIG

T cntabis]

Offices/Persons Contacted or Visited

FAA Headquarters  FAA Union Representatives
OST Auviation Analysis Sandia Laboratories

FAA Southern Region Analytic Unit, AFS-900
Western Pacific Region National Field Office,

FAA Counsel, AF>-500
Eastern Region Los Angeles FSDO

Former NTSB Chairman Van Nuys FSDO

Interviewed 19 designated points of contact, 34 additional
FAA/OST employees, and 6 technical experts
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SIBPAY SAFETY REVIEW

EGS Wasen EAAfIExIBIlity and efficiesGy/ In deploying Its
FESOUNCES 1N FESPORSE o) Variedsfileetimixes, outseurcing, rapid
grewihn; OF ether alrline chamnges

Report 1ssued September 16, 1996/ - six principal IssUe areasiand
31 recommendations

6 ISsste Areas

Certification Outseurcing/Eleet Mix

Resouirce Targeting Guidance Material

New Entrant Growth Inspector Resources
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SIEPAY SAFETY REVIEW

AdRECOMmengdations Focused on ChaigesterBe Viade By
the FAA®ENA OSH)

FAA - 24 recommendations
EAA/OSIT - 5 recommendations
OSII - 2 recommendations

EAA Budgeted Cost of the 80 Day: Safety Review: Corrective
Actions for EiscallYears 19917 andl 1996 ($54. 8 million):
Operations  $42.5 million ($34.3 million--Personnel)
E&E $12.3imillien (all ier' On-line Aviatien
Saliety Inspection System)

OIG/EAA RevVIew! Status off REcommendations:
9 Complete - EAA (7); FAA/OST (1); OSHF (1)
22 In Precess - FAA (17); EAA/OSI (4); OSHT (1)




I REGONMENDATIONS

SEOWMPLETED

N ber ofsRECOMMendations Comipletead

Hiire additienal InspPectors and suppoE Stali
[REQUIKESPECITCILEMS BNl outseUrcing e Included e

carriers manuals and incorporated 9y reference N GPErauoens
S[PECINICALIONS

Create a centralized iniermatien management ilnction
[Developia stratiegy o mprove andevaltate data quallicy

[EStablisiipelicy/and guidance reguiing mew aiiF CarrRers to adhere tora
manuiactlrer simalntenance progiam

Provide guidance i ISpPEectors) Lo eval Uiate Contracts etWeERIall: CArriers
and mantenance Providers

Limit EAA/OSHT assistance to) Unprepared applicanis
Require: EAA G fellew the “Gate Concept
Eniorce OSiF requirementsiior filiing a complete application




' MEGOINMENDATIONS

eSS EDULE

Estimated

[RECOMIMENdation [DuelDate
IIMpIReVE the aIiF CaIRIEr: StrveillancelPrecess 10/04790
lUse geegraphic INSPeCtors more: efficiently, 12/815/99
21 IASPECLOKS 10 USE! the On=linerAviauion Salety, 12/81/90
|ISpECHeRISYstemianditherSaiety Periormance
Analysis System
[DEpley the On-linerAviation: Saiety InspecueniSysteme 12/31/99
Heighten survelllance el new eEntirant air CAEFErS 110/04/99
Vianage mevw entranic ai: Carrier growin 08/31/96
[Developrguidance and trainimg tergive IRSPECLorS 2 12/15/98
PIFOAMEN PErSPECHIVE Gl allf CAFKIE OPERALIONS
REQUIE alliF CarrErsimainitain a current Statementoff - 10/01/99
Compliance
Stireamiine EAAIRNSPECIOr gUIdance 06/30/98
mprreve aceessiiiy/ eliiguidancematerials 12/ 81790
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HESOIWVIVIENDATIONS DELAYED

Recommemeaion
Create@inauenal cCertrfication team
Exchange OSH/EAA applications
Increase OSiF application| fiees
[DEvel eI saiiety pParthershippregams
Vieximize Use: Of attorney reseuirces

Conduct perodic EAA/OSH FEVIEWS
[Enhance outseurcing Infermation
[Develeprcommon: repail: station poelicies
Provide trainimg eninew guidance
[Develop new staiiing standards

[DESIgN 2 new: pay/ system

Create a traiing Center oif Excellence

Original

DuUEDAale

09/380/97
06/380/97
10/31/97
06/80/97
12/30/97
12/31/97
11/30/96
04/04/28
09/80/97
12/31/97
09/80/97
09/80/97

CuUrrent

DUE Date

06/01/96
06/80/96
12/31/96
08/81/96
12/31/96
06/30/96
08/81/96
12/300/96
05/81/96
06/30/99
12/31/96
10/31/96




[br Improvement

EByet1sh execlitiverlevel oversight to:
MORItor pregress and,sustaindmpmentum fer fitlly implementing

allfrecommenadations.
Provide quarterly briefings te the EAA Administrator.

ASSess Whether initiatives address the intent of the
Fecommendations.

Infierm the Elight Stanadarkds IRSPector Workiorce 0 changes
planned I EAA’S certification anadisurvenllance programs.

Ensure EAA offices responsible for alir Carrier certificate
management ity train gecgraphic IASPECLOrS.




