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PROGRESS REPORT

APEC PROJECT: TP 07/2009A

The Necessity of cultural change to promote reporting on air safety issues to complement ICAO requirements
Background 

The International Civil Aviation Organization (ICAO) suggests that the entire aviation industry should implement a robust Safety Management System (SMS). ICAO has defined the key components of a sound SMS program and has recommended methods for SMS implementation. One critical component of a successful SMS is the promotion and installation of a strong and just Safety Culture (ICAO 2009). There are numerous definitions of “safety culture.”  Fred Manuele in On the Practice of Safety (John Wiley & Sons, 2003, Hoboken, NJ) states that “an organization’s culture consists of its values, beliefs, legends, rituals, mission goals, performance measures, and sense of responsibility to its employees, customers, and the community.” 

The State Safety Programme (SSP) is a system for the management of safety within a State. It provides an enabling platform for the different civil aviation organizations within a State to apply two basic safety management activities essential to the discharge of their safety responsibilities; safety risk management (SRM) and safety assurance (SA).

A safety management system (SMS) is a systematic approach to managing safety, including the necessary organizational structure, accountabilities, policies and processes. In order to reinforce the notion of safety management process the new ICAO safety management requirements include provisions for an organization to establish lines of safety accountability throughout the organization, as well as at the senior management level. The requirements impose upon States the responsibility to establish a safety programme and, as part of such programme, require that air operators, maintenance organizations, air traffic services providers and certified aerodrome operators implement a safety management system (SMS).

The principles or attributes discussed above, that make up the SMS functions, will not achieve their goals unless the people that comprise the organization function together in a manner that promotes safe operations. The organizational aspect that is related to safety is frequently called the safety culture. The safety culture consists of psychological (how people think and feel), behavioral (how people and groups act and perform), and organizational or systematic (the programs, procedures, and organization of the enterprise) elements.
Necessity for Culture Change

The Asia Pacific Economic Cooperation (APEC) initiated a culture change project in recognition of the perceived need for the regulator and service providers to make possible changes to their culture necessary to adopt the ICAO mandated SMS implementation. Service providers were faced with an ICAO generated deadline of January 2009 for the initial SMS implementation, and then on November 18, 2010 for SSP implementation.

Most safety experts believe that a successful SMS implementation cannot be completed without the adoption of State Safety Programme (SSP) by national governments worldwide. The ICAO deadline for SSP implementation was set for November 2010. But, it appears that service providers moved more quickly toward implementation of SMS, while development of the SSP lagged considerably. 

The Civil Aviation Authority of Peru presented data at the 32nd Asia Pacific Economic Cooperation Transportation Working Group, held in Singapore in July 2009. The results of that survey indeed supported the idea that one reason for slow adoption of SSP – SMS might be due to cultural factors and resistance to change.
For this reason, Peru proposed in APEC to conduct a study of the main problems faced by member economies for this change required by ICAO, considering that the principal obstacle to implementation is the poor safety culture in most developing economies. With this objective in mind, it was proposed that APEC members support a project to facilitate a successful implementation of this issue. 

As a result of the 32 TPT-WG meeting, a study was commissioned to examine the organizational cultures of Civil Aviation Authorities. The proposed study suggested a methodology for facilitating the implementation of SMS within the context of a State Safety Program (SSP) for APEC economies.  The specific focus was to provide the tools necessary to assess the status of SSP and SMS implementation, and to determine a proper course of action for cultural change and acceptance.
The study was conducted in three member economies of APEC (USA, Singapore and Peru) on the year 2010, in order to suggest a methodology to facilitate the implementation of Safety Management Systems (SMS) on all service providers’ aviation within the context of the State Safety Programme (SSP) for APEC economies. 

Proposed cultural change Model
· Recognition that there is likely to be different subcultures that exist within any large organization (each with its own values, beliefs and norms). 

· A change in culture requires a simultaneous top down and bottom up process that engages top management and middle management to “sign on” to formally accept the need for change and a commitment to support and participate in the process.

· The culture change process proceeds by active participants at the grass roots level working to address culture change “village by village.” Educational Workshops and progress meetings will be organized with the objective of engaging workers in setting their own culture change goals and activities. 

· Culture change agents (leaders at the corporate, middle management, and worker levels) are recruited and encouraged to form steering committees that set change objectives, and communicate the expected changes in workforce norms.

· A system for assessing culture change progress is put into place and feedback is sought from all organizational levels and communicated to top management.
· Incentives (social and financial rewards) are established to promote and to reinforce changes in attitude and behavior

CASE STUDY RESULTS 

· There is a reasonable consensus on the contents of the SSP from the staff of the Civil Aviation Authority (CAA) at least in concept.

· A key challenge in producing the SSP at this point is the difficulty of defining clearly SMS performance indicators (metric).
· Part of the problem of establishing valid safety metrics is the reliance on outcome measures (incidents and accidents).
· It was agreed that “leading measures” on safety performance are needed.

· SSP development is progressing while the agency is maintaining regulatory oversight with its service providers. 

· There are some areas of the SSP that are subject to interpretation in which the ICAO guidance is not entirely clear.

· It is understood that a non-punitive reporting system is an important factor in safety assurance, but there are issues regarding the necessary legal framework.

· The final implementation of the SSP / SMS will not necessarily reduce the number of inspections and audits, it is most likely it will affect the nature and scope of oversight by helping to target specific strengths and weaknesses.

· The relationship between the regulator and operators will change in some aspects as they may very well be working closer together - but objectivity and vigilance in the regulatory oversight must be maintained.
RECOMMENDATION


We must keep the financial support of the APEC TP 07/2009A project to continue the work and complete the steps outlined in the methodology of cultural change. The work must be performed within the CAA and key aviation service providers, by trained and qualified personnel in aeronautical themes and cultural exchange.
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