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ORGANIZATION SAFETY CULTURE

1.0 PURPOSE

This Advisory Circular provides guidelines to the Service Provider Organizations on how
to behave in safety management environment. The document illustrates how safety
performance is possible when safety becomes of value within an organization.

2.0 REFERENCE.

The Civil Aviation (Safety Management) Regulations
3.0 BACKGROUND
3.1 Culture characteristics

Culture is characterized by the beliefs, values, biases and their behaviour that are shared
by members of a society, group or organization. Service providers may establish a
reporting culture considering the organizational, professional and national cultures.

3.2 A healthy safety culture and its characteristics.

The safety culture may rely on a high degree of trust and respect between personnel and
management and may be created and supported at the senior management level.

The healthy safety culture is characterized as follow:

An active desire for improvement;

Vigilance on hazards;

A continuous monitoring, analysis and investigation;

Existence of a shared commitment by personnel and management to personal
safety responsibilities;

Confidence in the safety system;

A set of documented rules and policies; and

An effective safety culture. (The culture cannot be effective unless it is embedded
within an organization’s own culture).
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3.3. Organizational culture

The organizational culture refers to the characteristics and safety perceptions among
members interacting within a particular entity. The Service Provider organizational value
systems include prioritization or balancing policies covering areas such as productivity
versus quality, safety versus efficiency, financial versus technical, professional versus
academic, and enforcement versus corrective action.

The greatest potential for the creation and maintenance of an effective, self-sustaining
culture for the management of safety is at the organizational level. The organization is a
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major determinant of the behaviour in which persons will engage while performing
management or operational activities during the delivery or oversight of aviation
activities. Organizational culture sets the boundaries for accepted executive and
operational performance by establishing the norms and limits. Thus, organizational
culture provides a cornerstone for managerial and employee decision making.

Organizational culture has the potential to affect the following:

a. interactions between senior and junior members of a group;

b. interactions between industry and regulatory authority personnel;

C. the degree to which information is shared internally and with the regulatory
authorities;

d. the prevalence of teamwork in the regulatory authority or industry organization;

e. reactions of personnel under demanding operational conditions;

f. the acceptance and utilization of particular technologies; and

g. the tendency to take punitive measures in reaction to operational errors within a

product or service provider or by the regulatory authorities.
Organizational culture is also affected by factors such as:

business policies and procedures;

supervisory behaviour and practices;

safety improvement goals as well as minimum tolerance levels;

management’s attitude toward quality or safety issues;

employee training and motivation;

the relationship between the regulatory authorities and product and service
providers; and

g. Policies on work/life balance.
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The way in which management deals with day-to-day safety issues is also fundamental to
improving organizational culture. Collaborative interaction between front-line personnel
and their safety and quality counterparts, as well as the representatives of the regulatory
authority, is indicative of a positive organizational culture. This relationship should be
characterized by professional courtesy, while maintaining respective roles as necessary to
ensure objectivity or accountability.

An effective way to promote safe operations is to ensure that an organization has
developed an environment where all staff feel responsible for safety. This becomes
evident when staff consider the impact on safety in everything they do, report all hazards,
errors and threats and support the identification and management of all their associated
risks. In addition, management must create an environment in which personnel are aware
of safety risks, are given sufficient systems to protect themselves and are assured
protection when they divulge safety information through the safety reporting system. An
effective safety culture serves as a method to synchronize diverse national and
professional cultures within the context of the organization.

34 Typical culture for a particular nation

| TCAA-AC-GENO18A | February 2020 | Page 2 of 8 |




4 Advisory Circular

Tc A A TCAA-AC-GENO18A
February 2020

Organizations should understand that national culture differentiates the characteristics of
particular nations, including the role of the individual within society, the manner in which
authority is distributed, and national priorities with respect to resources, accountabilities,
morality, objectives and different legal systems. Therefore, a safety management
perspective, national culture plays a large part in determining the nature and scope of
regulatory enforcement policies, including the relationship between regulatory authority
personnel and industry personnel, and the extent to which safety-related information is
protected. Also, organizational culture may therefore be significantly affected by the
national cultures present among the members of its workforce.

When applying a safety management programme, managers might closely assess and
consider the differences in the national cultures of their personnel. For instance, safety
risk perceptions can differ greatly between different national cultures. Safety-related
aspects, including communication and leadership styles as well as the interaction between
supervisors and subordinates, may need to accommodate a multicultural workforce.

3.5 Reporting Culture

Reporting culture emerges from personnel beliefs about and attitudes toward the benefits
and potential detriments associated with reporting systems and the ultimate effect on their
acceptance or utilization of such systems. It is greatly influenced by organizational,
professional and national cultures and is one criterion for judging the effectiveness of a
safety system. A healthy reporting culture aims to differentiate between intentional and
unintentional deviations and determine the best course of action for both the organization
as a whole and the individuals directly involved.

The success of a reporting system depends upon the continuous flow of information from
front-line personnel. Policies that distinguish wilful acts of misconduct from inadvertent
errors, providing for an appropriate punitive or non-punitive response, are essential to
assure the effective reporting of systemic safety deficiencies. While management gains
safety information, the system will be ineffective if it interferes with appropriate punitive
actions. Conversely, a culture that fails to distinguish unintentional errors/mistakes from
acts of wilful misconduct will inhibit the reporting process. If personnel avoid reporting
for fear of punishment, management does not gain important safety information.

Overall, personnel must believe that they will be supported in any decisions made in the
interest of safety but must also understand that intentional breaches of safety policy will
not be tolerated. Therefore, a voluntary reporting system should be confidential and
operated in accordance with appropriate non-punitive policies. The system should also
provide feedback to personnel on safety improvements achieved as a result of the reports
received. This objective requires secure and easy access to safety reporting systems,
active safety data collection and management’s proactive treatment of the data.

Safety information should be collected solely for the improvement of aviation safety, and
information protection is essential in ensuring the continued availability of information.
This may be realized through a safety reporting system that is confidential, voluntary and
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non-punitive. The benefits are twofold. Often personnel are the closest to safety hazards,
so the reporting system enables them to actively identify these hazards. At the same time,
management is able to gather pertinent safety hazard information and also build trust with
personnel.

Once the data have been collected and stored, that information must be processed in order
to substantiate the implementation of appropriate actions that should be communicated to
front-line personnel in a timely manner.

3.6 Promotion and assessment of a safety culture

The effectiveness of a safety culture can indeed be measured and monitored through the
use of tangible metrics. In a mature safety culture environment, it can be anticipated that
organizations may be in a position to introduce a mechanism to conduct an internal
organization safety culture (OSC) assessment. Such an assessment may be further
enhanced using the more technically involved and sector-specific organization risk profile
(ORP) assessment. Concurrently, industry organizations and/or regulators may consider
developing promotional schemes (e.g. a safety culture award) to encourage product and
service providers to participate in a voluntary OSC/ORP assessment of their
organizations. The parameters to be assessed in an OSC/ORP assessment should include
organizational factors and outcomes that are beyond conventional regulatory
requirements, but which are nevertheless pertinent to an organization’s safety culture, and
therefore have an impact on its safety performance. This is the main purpose of an
OSC/ORP assessment. It serves to supplement traditional regulatory oversight by
addressing organizational factors (latent conditions) that are otherwise beyond regulatory
purview. An OSC assessment checklist would tend to be more generic in content while an
ORP checklist would be more customized to the nature of the organization’s operations.
An illustration of a possible sector-specific OSC/ORP assessment checklist is provided in
Appendix 1.
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Director Safety Regulation
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APPENDIX 1
RISK ASSESSMENT CHECKLIST

Note-This OSC/ORP assessment checklist is a conceptual illustration only. The
illustrated thirty-seven parameters are not comprehensive and are applicable for a service
provider organization. Customization of these parameters for assessment of other service
provider types would be necessary. The annotated result scores are purely illustrative.
This OSC/ORP assessment should be conducted on a voluntary basis in view of
organization culture/profile parameters which are beyond normal regulatory purview.

Organization name: Assassed by/date:
Rigk level/profile Result
Organization risk parameter Level 3 (least desirable) Level 2 {average) Level 1 {most desirable) (Level #)
1 |Accountable manager — Safety/quality functions non-gxistent | Accountable manager's TOR have  (Final accountabilty for safety and 3
ownership of safety/quality in accountable manager's TOR negligible or indistinct mention of quality matters clearly addressed in
functions safaty/quality functions the accountable manager's TOR.
2 |Financial state of the organization TBD TBD TBD 2
3 |Average age of fleet Mare than 12 years 810 less than 12 years Less than 8 years 2
4 |SMS performance score Year 2011: 65% to 75% 76%1to 90% More than 90% 3
5 |Active hazard idantification and risk (No active HIRA programma in place | HIRA programma in place. Complation |Hava HIRA programma in place ferall| 2
assassment (HIRA) programme or revigw of 110 3 risk assessment major operational areas. Comipletion
projects (per 100 operational of review of more than 3 rigk
employees) within the last 12 months.  [assessment projects (per
100 operational employees) for all
operational areas within the last
12 months.
& |Demanding flight crew schedules TBD TBD TBD 2
or timetables (number of flight time
limitation incidents?)
7 |Ratio of internal safety plus quality 1: more than 20 111510 20 1: less than 15 3
contral staff to all operational staff
B |Mixed fleet flying (MFF) TBD T80 T8D 1
(percentage of pllots involved In
MFF — higher percentage Is less
desirable)
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Rigk lsveliprofils Result
COrganization nsk paramstar Levsl 3 {laasf degirabls) Levsl 2 (3verags) Lavel 1 {mast desirabls) [Laval#
§ [EDTO routes [percantzgs of EOTO TED TED TED 2
sectors opereted) (higher
percentags is less desirsbls)
10 |EDTO durstion {highar durstion is TED TED TED 2
zg5 dzginahla)
11 |Company sxparience [yaars of Lezs fhan B years 5o 10 yezrs Mare than 10 yzzrs 3
oparstian)
12 |Combined turmover of the Jaormare 2 1or ni 2
scoountzhle sxscutive, the safety
managar and tha quality managsr
over the lest 36 manths
13 |Expsrience and qualificstions of  [Has lsss than 3 years of avistion Hzs mars than 3 years of avistion Hzs mars than 3 years of avistion 3
the sccountebls sxecutive (28 of  |sxperience and na technice sxpanisnca or fechnicel quelficstions  |experisnce end svistion technice
the ssz=ssmant dais) quslfication qualifications
14 |Expeniznca and qualification of the |Has lass than 5 yezrs of civil avistion |Has mars than 5 years of civil avistion [Has mars than 15 yaars of civi 2
szfety manager (5M) sefety/quality sxparienca arno safety/quality exparienca and evistion |avistion safsty/qualty sxpanance and
gviztion technical quelficstion technicel qualfications gviztion technical qualfications
15 |Expsrience and qualficstions of  [Hss lsss than 5 yesrs of civil avistion |Has mars than 5 years of civil avistion |Has mars than 15 years of civi 1
the quality manzgsr QC/0A smpariznca or no civil aviation (2C/0A sxpaniance and civil svistion  (zvistion GC/0A sxparisnca and civi
tachnizal gualifizations tachnical qualfications gviztion tachnical qualficstions
16 |Multipls portfolio safety/quality SN or QM holds other simutansous  |SM or QM TOR include ofhier non- |8M or QM doss not hold any othar 2
manzgement staff [QW/SK) sxscutive positions within or outside  |dirsct safety/quality functions, s.g. IT, |simultznsous sxecutive positions
of the arganization sdministration, training within or outsids of the arganization
and their TOR. do not includa other
naon-dirsct quality'safety functians
17 |Multiplicity of aircraft fypes Ware than 4 zircraft types 3o 4 gicraft typss Lezs than 3 aicraft fypes 1
18§ |Combingd flest reportablel TED TED TED 2
mandztory inzident rate (per
1000 FH) for the lzst 24 months
19 [Ressrved
20 |Combined flest enging IFSC rate TED TED TED 2
per 1000 FH
21 |Aweraps flest MEL application rats [Mars than 30 MEL applications par |10 10 30 MEL zpplications par L=z than 10 MEL applications per 2
{par 1000 FH) 1000 FH 1000 FH 1000 FH
22 |Intsmal technical concession Y conzessions per gircreft peryesr  (Mors fhan 1 concession persicreft |Less then 1 concassion per sicrsft 2
=oplicetion rats D yEar DT year
23 |CAAtechnizel concession Mars than 1 concession peraicreft [Mare than 0.5 concessions per sircreft |Less than 0.5 concessions per aircraft 2
=oolication rats. par yzar LERTEEY IR
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Rigk lsvslprofis

anathar organization) for intsma
anginearing/technical functions

anathar anganization) far intama

anginearing/tachnical functions

anathar organization) for intama

anginearing/technical functions

Result
Organizafion nsk paramatsr Lsvsl 3 {laasf dssirabis) Lsvsl 2 (averags) Leval 1 {mosf desirabls) {Lavsl #
24 |Sefety accountability struzturs Safaty managament function’ S=fety managsment function’ Safety management function’ 3
offica/managsr is accountabls ar offica/manzsgsr is accountabls to offica/mansger has dirsct
subs=rvisnt to soms opsrationa s&nior menagamant and is accountsbility and reparting to the
functions indzpandant of 21l aperations CEQ
functions
25 [Quality scocountshility strusturs Quslity managament function'offical  |Quality managsmeant functioniofficel  [Quslity managament function/offical 3
manager is sccountshle or manager i accountabls to ssnior managsr has dirsct sccountsbility and
subssrvisnt to non-gualty/ssfety- manzgemant 2nd is indapandant of 3l [reparting to the CED
relzted functions oparstional functions
25 |CAA AOC organization sudit Any Lawal 1 finding or mars than Mora than 1 finding par sudit par Less than 1 finding per sudit per 2
findings rats (Lavels Tand 2 5 findings par sudit par aircraft gircraft aircraft
findings only, obsarvations
sxcludsd) for the lzst 24 months
27 |CAA LS| findings rats [Levels 1 |Any Lewsl 1 finding or mars than Mors than 0.5 findings per sudit par [Less than 0.5 findings per sudit per 2
and 2 findings anly, obsarvations |3 paraudit per ling station ing station iz statian
swcludsd) for the lzst 24 maonths
28 |Companent |rotables/LRUs) No component life contral palicy Active compaonant hard Iifs contro Active companant hard Iifs contro 3
5oft/CM/hard life palicy beyond (hard’soft) beyaond mandatary or MPD |policy and procedurss. Af least 510 |palicy and procedures. Mars than
mandsatary ar MPD requirsments | reguirsmants 10% of all (MPDVAMS listed) flight and [10% of all [MPD/AMS listed) flight
gnging control rotables (beyond and enging contral rotables (beyond
mandstory and MPD requirsmants)  [mandstory and MPD requirsments)
neve besn soft or hard ifsd, hiava bean soft or hard lifed.
20 |Scops of QA investigation and Imternal QA imvestigation process Intarnzl Q4 investigation procsss for  |Internal QA investigation process far
MEDA process applisd to mandstary inciderts only |2l reported incidents gl raported incidsnts + MEDA [or
squivalsnt) procsss
30 [Awsilsbility of snvironmanta Maon-gxistant |solatad participation in an avistion Routing programme and regular 3
protection programmes enviranmentzl protsction programme  |sngagsment and participstion in an
gvigtion environmental pratectian
programme
31 |Avaisbilty of spscisl inspaction | Special inspsction programme for - |Special inspsction programme for AD's (Spscisl inspection programme for 2
programma basad an non- AD-rzlzted 5Bs only =z wall 23 glsrt 5Bz anly ADs, slart SBs 25 wall 23 nauting
mandatary OEM sarvics DEM servics publications
publications
32 [Contral of flast tschnica Fully contracts out to an sxtsma Partizlly contracts ouf to 2nextemal  |Internal managamant by AOC 2
managamant arganization {FTM + ITM) organization arganization
3% |Uss of contracted technical gtaff | Mars than 15% contracted steff (from |5 to 15% contracted steff (from Less than 5% contracted staff (from 2
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Rigk levelprofis
F Resulf
Organization nzk paramsfsr Lsval 3 flaasf dagirahls) Lavsl 7 (avarags) Laval 1 {masf desirabls) {Laval#)
% |Pilot, technician or AME transit Practisss pilat transit ingpectian Practizes technician (limited rating)  |Practisss anly AME [fully typs-rated) 3
inspection cartifization cartification in lisu of qualfied transit inspection cerification in lisu of [transit inspection cartifization anly
angineaning technicianAME AME
35 |Hazard reparting systam Nang in placs aluntary hazard reporting systsm in - [Voluntary hezard reparting system in 2
placs nlaca. Alsa procadurs for
identification of hazards in canjunction
with incident investigation procass,
36 [Incident reporting, investigation  |No documentsd incident reparting,  [Documanted incidant reparting, Documantsd incidant reparting, 2
nd remadizl action procedurss | investigation ar remedigl action investigation and remedisl actian investigation and remedigl actian
procedurss pracadures procedurss and accepted by the CAA
37 Technical razords, technical storss | Fully contracts oot tschnics| records, |Cantracts oot tschnical records, [nternl {in-houss) tachnizal rezards, 3
znd flzst planning managemant | technical sfores and flest planning  |technical stores or flest planning technical storss and flest planning
manzgsmant o sxtemal organization |management to sxtemal anganization | manzgamant
Subtatal histes—
Lavel 3 11
Laval 2 T 1. Fogdlavel oiena desaiolanaaures e Uabalve sy, 51580l 1 cuslomzatan and valdalan of sela
P Tgures o be used.
Lavel 1 3 :
— NiA _3 T Chetialwl need 1o be cosionized o AVOS, sradrnme gd ATE senioe provden,
atal numbar of quastions a7
1 Poals i be 2located for eash parameler sssessed —namely 1 2o 3 iy Leveis 1, 2 and 3 regpechiely.
4 Twg O3CORP eheckisl essessmen] may be comgleled Dy e assgred napecitEsveysr o a
Assessment result sehedued begs [SUgh B8 durng & oganzelon Budl). Fe may nead tolase wih e sevies g
- i A ghaa AT G ABYE fasy ) saA
atal paints ORP catsgary cokain s o8 o G PBcpArES.
78 0 c AErEED r
5. Trig ORC/DRP essesament rocess ey nolbe mandeioy it view ol Dose paramelers wiidh g ouisde
of nermal regulalry puiew, &g, 8l imover rale. It ey be adminiglersd on @ suppbmeniaryvauntary
sariEpalon Degs.
ORP categarization 8. Talal poinis acfieved and hair corespandhg ORP Calegery [CatA o E) b be amelated. Resuits ghauld
u 2 =l
Totzl score ORP categary 8 mvidedizhne rganiaion sessed.
348 A [desirabla)
= 7. Ressisal g O3CORP sssessren] may be coraaled Wi ofer regullory nspestan) sudi ragramme
50-63 B : : :
T = lhdings fo idently greas [organizatong) concern o need a5 g he reglrerents of 33F
8- = Bemet! 33, Dferwse, natTeatan of ORP reslls lnesch wgenzalan abne may sullee 258 mechan g
7801 D I encaurage orge zalang Dehaviur [salkly ol tum) lowards e deseabie ealegory where Bool cable.
92-105 E [lszst desirzhla)
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