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Executive Summary

The programme conducted by Integra has aimed at supporting the COSCAP-SA States in the safety management systems implementation process. This document outlines the project programme and results, including the most critical areas in the present situation. In addition guidance to the next phase is provided. The report should be regarded as a supplement to the reports already submitted to the States following each individual visit.
Integra has been in close contact with the COSCAP-SA office and the States prior to, between and after the visits in order to guide the organisations according to their needs. Likewise, Integra has provided the States with appropriate documentation supporting the implementation process.
It is important that the States utilise the results of this project to continue the implementation process. The workshops conducted, the knowledge newly embedded in the organisations, the awareness created and the motivation amongst the staff is certainly a positive base for the future development if initiated immediately. In this context there are some areas that should be highlighted due to their importance and because they have been observed to some extent in all States:

1) The visibility of Management Commitment to safety management, hereunder providing resources, extending training programmes and initiating safety related activities varies significantly in the region, but in general more senior management involvement would be appreciated.

2) The development of Safety Regulatory Functions is very limited throughout the region. The functions are understaffed and not prepared to undertake the responsibilities and duties intended.

3) Safety Assessments are not yet being performed and only few States have initiated the training activity. As a consequence of the immaturity of the Safety Regulatory Functions, these units do not have the competences to evaluate and approve the outcome of safety assessments.

4) The Reporting Systems are in general not working satisfactory.

5) Most States have significant problems in developing Safety Cultures supporting the safety management systems.

6) There is a lack of practical knowledge of safety management preventing further development and implementation of adequate safety management systems.

These statements should be seen in the perspective that the programme has certainly created some awareness about the aspects and movements in the process have been observed.

Two areas have been identified as essential to address during the next phase, if the safety management systems implementation process is to be continued with a view to fulfil the international obligations of the States. During the next phase it is recommended to focus on:
1) The duties and tasks of the Safety Regulatory Function;

2) Safety Assessment Training.

The States are recommended to initiate a strengthening of the safety regulatory functions, including establishing national safety regulation, developing procedures for rule-making and safety oversight, defining the authority of the safety regulator and structuring an organisational setup supporting the performance of the required activities.
It is also recommended that the States initiate safety assessment training with a view to be able to comply with the ICAO requirements of performing safety assessments on any safety significant changes.

In both these areas there is a need for management commitment, specialised training and external support in order to ensure a thorough knowledge transfer to the involved organisations and safety staff.

Regional cooperation, preferably through the COSCAP-SA office, is encouraged in order to support the inter-organisational learning and lesson dissemination as well as to harmonise the safety work throughout the region.
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Introduction

This document is the final report concluding the support by Integra A/S to the COSCAP-SA States on the implementation of Safety Management Systems (SMS). The report is based on the visits and discussions Integra has had in the seven States. The number of days spent in the States amounts to more than 50 days during which Integra has met with representatives from the regulatory functions, Air Navigation Service Providers and major airports.
The report should be regarded as a supplement to the reports already submitted to the States following each individual visit. Whereas the previous reports have emphasised the activities to be performed by the specific State, this report focuses on how these issues can be addressed in the context of COSCAP-SA utilizing the expertise and facilitation opportunities available at the COSCAP-SA office in Colombo.
Following the outcome of the visits by Integra during the period from October 2005 to July 2006 it has become evident that focus should initially be on: (1) the duties and tasks of the Safety Regulatory Function, and (2) the initiation of safety assessment training. Both these recommendations are in compliance with relevant ICAO annexes and should be seen as the preliminary step towards fulfilling the international obligations of the States. The successful implementation of safety management systems depends on the presence of a strong regulatory authority, and as many States are considering or in the process of procuring new systems it should be acknowledged that any significant change must be safety assessed.
The document is divided into five sections as follows:

1) Section 1 contains the introduction.
2) Section 2 gives an overview of the project and the activities performed, as well as the correspondence and the documentation used and delivered.
3) Section 3 outlines the observations made during the visits.
4) Section 4 contains the recommendations for actions to be taken by the States in the near future, possibly in cooperation with the COSCAP-SA office in Colombo.
5) Annexes.
1.1 Objective and Scope
The overall objective of this document is to summarise the activities and results obtained during the implementation of Integra’s project for COSCAP-SA. In addition the objective of the document is to provide guidance to the States in the COSCAP-SA region on the approach to the next phase of the safety management systems implementation process, especially focusing on the development of the Safety Regulatory Function and the Safety Regulatory Requirements.
The scope of the programme conducted by Integra has aimed at supporting the COSCAP-SA States in initiating or strengthening the implementation of Safety Management Systems with a view to fulfil the international obligations of the States concerning the provision of safe services in their airspace as defined in the ICAO provisions.

Various topics have been discussed during the programme including:
· The content of the ICAO provisions;
· The importance of a well established safety culture;
· Safety regulation;
· Safety Management Systems, content and structure;
· Management Commitment;
· Implementation planning, including training and resource planning.

Initially, the focus was on the development of the Safety Culture within the respective organisations. However, while Safety Culture has remained at the centre of the discussions, especially the role and duties of the safety regulator and the importance of management commitment have been further elaborated during the visits as Integra recognised this area as the most important in the present situation.
Overview of the Project

This section contains a description of the project programme, the activities performed in the States and the documentation used and delivered during the visits related to the performance of the COSCAP-SA project.
For the specific country-wise recommendations, please refer to the reports which have been forwarded by Integra via the COSCAP-SA office in Colombo to the States after each visit. These reports are, however, maintained as confidential between Integra, ICAO and the national authorities.
The visits and reports have on purpose not been structured so that they assemble an audit programme as the aim has been to support and guide the respective organisations in initiating relevant safety management activities within the State.
1.2 Project Programme

Integra has during the period October 2005 to July 2006 been visiting the States in the COSCAP-SA region with a view to support the initiation or strengthen the implementation of safety management systems. The programme consisted of two visits to each State (three visits to the two major States: India and Pakistan) as shown below (please, refer to Annex II where a copy of the original programme has been included).
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The visits were purposefully separated by an interim period in order to allow the organisations to reflect on the recommendations provided by the Integra team as well as allowing for safety activities to take place.

Integra has chosen an approach where the support given to the States has been tailored to the needs of each individual State. Many different topics have been discussed in detail and in some States Integra even performed specific safety activities. Often the discussions concentrated on:
· Safety Culture, how to ensure and develop a sound culture;
· The development of a Safety Regulatory Framework ensuring compliance with international obligations;
· Content and nature of safety assessments.
The approach used by Integra made it possible for both regulators and service providers (airports and Air Navigation Services) to participate, encouraging the creation of a broad understanding of the aspects involved. As the project progressed the attention was directed towards the safety regulatory functions since this was identified as the most important area in the present situation. However, Integra still recommended the service providers to participate in order to promote close cooperation during the initial stages of the development and implementation of the regulatory framework and to ensure a mutual understanding of the tasks and responsibilities of the different organisations.
The purpose of the first round visit was to identify the areas of concern in the present situations within the States. The most critical issues were considered in further details to pinpoint the activities to execute and the milestones to achieve before the second round visit. During the interim period it was then left to the States to initiate safety activities according to the recommendations.
In case questions arose during the period between the visits Integra offered the participants to forward these for immediate answers if possible or for more extensive elaboration during the second visit. Some States utilised this offer.
The second visit to the States was focusing on following-up on the progress on the actions recommended in the first visit report and defining the next steps to be implemented.
To ensure future progress Integra has been focusing on developing the understanding of the concepts of safety management and how this will influence the different organisations. This is done by actively involving the participants in discussions and workshops during the visits as well as recommending well-defined tasks to be completed during the interim period as a part of the promotion of initiating safety-related activities.
The third visit performed in the two major States had a similar structure to that of the second visit. Due to the size of the organisations and the complexity of the aviation sectors in these countries, the implementation process was also discussed further during the third visit.

1.3 Programme of Visits
In general the programme had the form outlined below. However, adaptations were made to the programme in order to meet the requirements and needs of the individual States. Although similarities exist, the complexity of the situation in each State also differed in many aspects such as institutional arrangement, implementation stage of safety management and availability of resources. Prior to every visit Integra was in close contact with the States allowing adjustments as needed.
The nature and content of the visits were:

The first visit included activities such as:
· Information gathering in order to create an overview of the present situation.

· Presentations on various safety management issues. The interactive approach used by Integra ensured further information collection during these sessions.

· Visit to operational units.

· Identification of focus areas. Typically 3-5 areas were chosen in order for the recommendations to be realistic within the timeframe available.

· Workshops on focus areas – defining tasks and identifying activities to be performed by the participants during the interim period.
The second visit included activities such as:
· Follow-up on the progress since the first visit. This included a discussion on the safety activities which had taken place in the various organisations.

· Discussions on issues that had arisen.

· Further discussions of essential aspects.

· Definition of the tasks and identification of the activities to be performed during the next phase of the implementation process.

For the two major States a third visit was conducted with a programme similar to that of the second visits considering the general progress and specific safety activities which had taken place, resulting in a set of recommendations to continue the process.

Correspondence

Besides being frequently in contact with the COSCAP-SA office in order to ensure the continuous overall planning of the project, Integra also has been in recurring contact with each individual State. This correspondence can be divided into the following stages:
· Prior to the first visit;
· Interim period, including follow-up, clarifications, and questions and answers;
· Preparation for the second visit;
· After completion.
In case of the two major States the interim period and preparation stages were repeated for the third visit.

Prior to the first visit Integra contacted the focal points of each State in order to initiate the communication, hereunder presenting the general objective, purpose and idea of the project. This included, besides the practical planning, an introduction to the programme emphasising that Integra would take the local environment and culture into account as the analyses and discussions progressed. The focal points were encouraged to forward a description of the SMS implementation in the State in order to allow Integra to prepare the visit in depth. If available in softcopy, Integra requested the focal points to forward organisational diagrams, safety regulatory frameworks, CAA annual reports, manuals and other relevant documentation to support the preparatory activities. Integra also proposed a programme, including meeting with senior management and visiting an operational unit.

Integra encouraged the focal points or other workshop participants to stay in contact during the interim period in order to, if possible, monitor the progress of the agreed work. Integra offered the participants to forward any questions or issues for clarification with a view to keep the momentum. Such possibility is viewed essential in the interactive approach used by Integra, but it has been up to the individual State to utilise this opportunity.
The correspondence between the States and Integra has varied in character, volume and length depending on the maturity of the systems and the timing relative to the visits. The clarifications and additional support have mainly been given via email, but all issues have then been reconsidered during the following visit. Some of the issues communicated were:
· Continuous situational updates to the COSCAP-SA office. A significant part of this communication was in terms of the region safety expert following the Integra team on all visits.
· Integra has provided assistance to SMS implementation planning processes commenting on forwarded schedules, contents and approaches.
· As Integra recommended some States to initiate the implementation of SMS by establishing a SMS Planning and Implementation Team advice has been given to the organisation, personalities, tasks and recruitment of such teams.
· General guidance to ICAO documentation and other relevant information.
· As the maturing processes progressed, Integra has given additional comments on the reports when new issues arose.
· Integra has commented on Safety Policies and Safety Management Manuals.
· Integra has supported in SMS Regulation development.
· In cooperation with the participants, to ensure ownership, safety assessment briefing papers have been developed.
· Other questions outside the safety management area such as strategic management, bird control, fund raising, etc.

This informal communication is of great importance supporting the official deliverables, and Integra has offered the States to continue the correspondence even after the project completion. Some States have utilised this opportunity.
During the preparation for the second visit (and the third visit in the case of the major States), Integra contacted the States a few weeks in advance in order to obtain information concerning the progress of the SMS implementation. Meanwhile a proposed programme was forwarded considering the issues mentioned in the reports from the previous visit and the progress on the recommendations. It was recommended that special attention should be given to the safety regulatory functions as Integra considered this essential for the implementation process.
1.4 Project Documentation
Although outside the scope of the original programme Integra delivered, after each visit, a report which, via the COSCAP-SA office, was forwarded to the respective points of contact. This resulted in the total documentation of the project consisting of:
· The project programme,
· This final report,
· Reports from each visit,
· Integra Generic Documentation,
· Draft SMS Regulation,
· Documentation and presentations used during the visits,
· Correspondence prior to, between and after the visits, and
· Other relevant documents.
The relationship between the various documents used and produced during the project can be illustrated as shown below.
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The reports delivered after each visit had the following general outline, but the specific observations and recommendations varied according to the situation in each State.
The general structure and content of the first report was:
· Introduction to the programme, the objective and the scope of the project;
· Current Status and Observations
· An overview of the situation as regarded by Integra;
· Recommendations
· An outline of the tasks to be performed, including a recommended chronology for a stepwise implementation;
· Second Visit
· Recommending the areas to be considered during the second visit.
The general structure and content of the second report was:
· Since last – the progress;
· Further recommendations – based on the recommendations of the first visit and taking into account the learning which had taken place within the respective States and organisations.
The reports delivered to the two major States after the third visit were similar to the second report considering the progress and safety activities which had taken place resulting in a set of recommendations to continue the process.
Deliverables

As outlined in the project proposal, Integra has provided the States with various deliverables during the programme. Integra prepared softcopies (CD-Rom) of all relevant documents during the visits in order to allow the States an easy distribution within the organisations.

Copies of all documentation were also provided to the COSCAP-SA office for reference.

The documents provided should be seen as a supplement to the ICAO documentation. It has to be stressed that all documents are in compliance with the ICAO provisions, guidelines and recommendations.
The main deliverables provided are listed and described below.

1) Generic documentation

a. A Generic Safety Management Manual illustrating a possible structure and content of such document. The States may use this document as inspiration, but it has been emphasised that the content is not to be copied blindly and it must be in compliance with the local legislation and regulatory framework.
b. A Generic Training Plan which may be used for inspiration when establishing training programmes. The document takes into account the different levels of knowledge required by the various positions and staff categories as well as supporting disciplines such as human resource management, auditing, etc.
c. A Generic Implementation Plan containing a possible layout of the implementation plan and the basic elements which should be part of the process.
2) Training documentation

a. All presentations and additional workshop material prepared and developed during the visits were provided to the respective States. This documentation should be seen as a supplement to the generic manuals, especially the material developed during the visits as this is tailored to the local environment.
In Annex III a complete list of the training material used during the project has been included.
3) Specific documentation

a. Reports, including chronological stepwise implementation recommendations, were provided after each visit. These reports should be seen as an outline of the analyses and tailored workshop results supplementing the above mentioned elements.
b. This Final Report focusing on the initial regional cooperation which would be beneficial to the States. This involves long-term basic elements like management commitment and short-term recommendations for training activities.
c. A Draft SMS regulation was provided to illustrate how the regulatory framework could be structured and the details required. However, such document must be developed in close cooperation with the legal departments in order to ensure compliance with the national legislation.
d. Answers to questions arisen during the interim periods. Integra offered the participants to forward questions continuously in order to maintain the momentum.
In addition to these documents Integra also provided the States with other relevant documentation which can be used as inspiration in the safety management process. These are listed and described below.
1) The CAA Denmark (CAADK) regulations available in English to give inspiration to the structure, layout and content of safety regulatory requirements. Integra also encouraged the participants to find inspiration from other CAA websites and similar sources.
2) The Eurocontrol Safety Regulatory Requirements (ESARRs) were provided as inspiration to the extent of the safety regulation.
3) A Safety Assessment Methodology Documentation was provided. This document is a detailed description of how to perform safety assessments.
It should be mentioned that the material provided is not a complete list of material needed to implement a comprehensive safety management system. Other relevant documentation exists (including all ICAO documents and supporting material such as human resource management, project management, auditing, etc.), and the participants were encouraged to search for such applicable material through other sources (e.g. the Internet, etc.).
1.5 Steering Committee Meeting
In February 2006 the COSCAP-SA office organised the 15th Steering Committee Meeting in Sri Lanka. Integra was requested to participate presenting the main issues observed in the States and to recommend an approach how to address these on a regional basis.

Although the trip could not be combined with the project programme, Integra took this opportunity to address the DG’s in a collective forum. Integra foresee significant benefits from a regional harmonised safety management approach.

For this occasion Integra prepared a presentation which was followed-up by a written summary. Please, refer to the COSCAP-SA office for copies of these two documents.
Another Steering Committee Meeting is planned for the autumn 2006, and Integra will take the opportunity to summarise the entire project and recommend a future approach.
2 Main Components
This section contains an outline of the general trends and the main issues observed during the visits. The aim is to link the most important issues to a set of recommendations leading to a continuous work within the COSCAP-SA programme.

During the visits Integra has experienced a positive attitude towards safety management and the importance of compliance with the international requirements is acknowledged throughout the region. However, the States and individual organisations and units within the States are at different levels in the implementation process. These differences in the development of safety management systems have naturally influenced the recommendations given in the reports.
It should be emphasised that progress has been observed and this should be seen as a positive development. It is important that the States utilise this opportunity to continue the implementation process. In this respect there are some areas that should be highlighted here due to their importance and because they have been observed to some extent in all States:

1) The visibility of Management Commitment to safety management, hereunder providing resources, extending training programmes and initiating safety related activities varies significantly in the region, but in general more senior management involvement would be appreciated.
2) The development of Safety Regulatory Functions is very limited throughout the region. The functions are understaffed and not prepared to undertake the responsibilities and duties intended.
3) Safety Assessments are not yet being performed and only few States have initiated the training activity. As a consequence of the immaturity of the Safety Regulatory Functions, these units do not have the competences to evaluate and approve the outcome of safety assessments.
4) The Reporting Systems are in general not working satisfactory.
5) Most States have significant problems in developing Safety Cultures supporting the safety management systems.

6) There is a lack of practical knowledge of safety management preventing further development and implementation of adequate safety management systems.

These statements should be seen in the context that the programme has certainly created some awareness about the aspects and movements in the process have been observed.

2.1 Management Commitment
It is essential to the development of safety that senior management not only ensures adequate resources, but also shows commitment to safety. This can be done through active participation in safety activities and through having safety included in any important decision-making process.

Integra’s experience from the visits shows that the involvement of senior management varies significantly from State to State. In some States the management was actively participating in the activities whilst in other States the management was less visible. Especially, the support to the safety regulatory functions must be strengthened considerably in order to allow the States to comply with their international obligations.

There seems to be some difficulties in conceptualizing the extent, influence and benefits of safety management. Some States have so far only regarded safety management as a discipline within the operational area, thus leaving out the higher management levels and the technical units. Similarly, the responsibility has been left entirely to the service providers, excluding the Safety Regulatory Functions from performing safety oversight. Other States have taken a more comprehensive approach also including the regulatory function in the activities.

During the visits it has been emphasised that the ATS System consists of people, procedure and equipment with reference to the ICAO definition, and that it is a State responsibility to ensure safe provision of services through the establishment of a regulatory framework in compliance with the ICAO provisions.
It has been stressed that it is the responsibility of the management of the regulator to ensure that the regulations are consistent and covers all areas. Furthermore, it is the responsibility of the management of the service providers (airports and Air Navigation Service Providers) that the safety management systems are developed and implemented in compliance with the national regulations.

Although some positive development concerning management commitment has been observed during the programme, the current level is insufficient. More management commitment is required with a view to further enhance safety. As this is a regional trend, the issues should be addressed through the COSCAP-SA office in order to achieve regional benefits and synergetic effects. A continuous effort at a regional basis can contribute to an understanding of the importance of safety management. Such efforts should be directed against senior management of the regulator as well as senior management of the service providers.

Senior management could show commitment through initiating additional safety activities, thus generating safety awareness and addressing some of the safety issues in the organisations. The States should utilise the momentum gained through this programme by initiating further SMS programmes, preferably coordinated with the COSCAP-SA office and the other States in the region, to develop and harmonise the SMS efforts on a regional basis. This is considered the most efficient way to strengthen the safety processes as the use of international experts always attracts more attention to the issues.
If not senior management gets actively involved in the process, initially supporting the establishment of a strong regulator, effective safety management will not be possible.

2.2 Safety Regulation

Implementing the provisions stated in the ICAO annexes requires a strong and well organised regulator which, alongside having the necessary resources, should have established a comprehensive set of documentation translating the ICAO provisions into national regulations according to the national legislation for civil aviation. During the ICAO audits, the auditors will focus on the existence of a complete regulatory framework.

Integra’s experience from the visits to the States shows a number of problems:
· There exists a general misunderstanding that compliance with the ICAO Annexes will automatically result in a safe system. The understanding of the ICAO provisions as being the minimum requirements which need to be further detailed in the national regulation is not present in many of the States.
· Common for most States is that the effort invested in the regulation of safety management is performed without cooperation with other regulatory function units.
· The safety regulators are seriously understaffed and immediate actions to solve this issue should be invoked.
· There is generally a lack of knowledge of safety regulations in the region which results in a very weak safety regulatory authority.
· The concept of safety management systems, safety regulations and safety oversight is often mixed creating an unclear picture.
Integra has only experienced limited progress during the project programme within the area of safety regulation. Although emphasised as one of the most important areas of concern during the first round visits to all States, only one/two States have progressed with the establishment of safety regulation and this only at the preliminary stage. Regional initiatives are generally welcomed by the States in order to overcome some of the problems.
Integra has encouraged the safety regulators to benefit from synergies following internal cooperation with other regulatory areas such as Flight Safety, Aerodrome and ATS. These units will have many similarities in their responsibilities, activities and documentation wherefore close cooperation will be beneficial. Additionally, experience and knowledge transfer across the various areas can be utilised.

It is of vital importance for most of the States to expand the present knowledge level within the safety regulators and to support the establishment of a frame for the safety regulations. This should be done on a regional basis, as the skeleton for a safety regulation will be similar in all States. In addition, in the context of COSCAP-SA focus should be on the managerial level, not only to enhance the management commitment, but also to ensure the correct understanding of safety regulations.

Furthermore, it is highly recommended that the concept of organisational separation of the service provision from the regulation is explained in details by COSCAP-SA in order to facilitate further development in the region concerning organisational separation.

In order to establish a comprehensive safety regulatory framework there is one issue that is considered safety-critical in all States. The safety regulators are seriously understaffed and immediate actions to solve this issue should be taken. The lack of resources has definitely limited the regulators’ ability to perform the safety activities recommended by Integra during the programme. This matter calls for senior management commitment.
Alongside the development of safety regulations and the establishment of a regulatory function with sufficient resources to undertake the tasks and responsibilities required, the context, tasks and requirements for performing safety oversight should also be considered. Safety oversight is described in further details in Annex I, but the activities also require considerations regarding the authority of the safety regulatory function. The responsibility and authority of the safety regulatory function is to be defined based on the institutional arrangement in the individual State.
2.3 Safety Assessment

An integrated part of the Safety Management System is the performance of Safety Assessments which is one of the most important tools available for increasing safety levels. In order to comply with the ICAO provisions the implementation of safety significant changes to a system must be safety assessed.
In addition to providing knowledge and evidence concerning the safety level of the system being assessed, the safety assessment also creates awareness about the safety issues, it involves experts from various fields of expertise, it establishes the necessary requirements and it generates the required documentation for the safe operation of the system considered.

During the visits to the States Integra has only seen in very few States initiatives to a structured use of safety assessment. Significant changes are being implemented without any safety assessment of the change, and only few States have planned to introduce safety assessment as a mandatory activity. Furthermore, the regulatory functions have limited requirements for safety assessment and only few required a safety case before approving the significant change for operational use in accordance with the ICAO provisions.

The problems encountered in most States were a lack of knowledge of safety assessment and a lack of qualified staff to perform essential parts of the safety assessments. Most of the States have safety staff with extensive knowledge of the aviation sector, but they had none or limited practical experience in performing safety management activities, hereunder safety assessment.

During the COSCAP-SA programme Integra performed a few safety assessments in order to demonstrate the efficiency and methodology of the activity. The results of the safety assessments were highly appreciated, and the participants certainly became aware of the strengths and benefits of the activity. More effort should be given to develop the practical knowledge of performing safety assessments as well as increasing the awareness and availability of the tool amongst the staff and management not initially involved in the activity.
It is important to communicate to all involved parties when to use the safety assessment methodology in accordance with the provision of ICAO. This requirement should be part of the safety regulation, wherefore the regulator must be involved in the process of introducing safety assessment as a safety activity. As for other safety management activities it is recommended that the regulator and service providers cooperate closely at the initial stages in order to benefit from the use of common resources and synergetic effects of common understanding.
The considerations concerning safety assessments can be divided into a regulator part and a service provider part. The regulator should require that safety assessments are carried out on all systems, however, with a realistic timeframe it can initially be a requirement for new systems or when changes are made to a system. This requires a regulatory framework establishing the technical and procedural requirements for such safety assessments. The regulatory framework should also outline the documentation required of such an activity.

Similarly, the service providers should establish internal procedures for how to conduct safety assessments as well as establishing a safety assessment plan for systems in use to be able to document that the systems are safe.

Common for all States is that safety assessments have not been performed and there are currently no regulatory requirements in this area. Only one State has initiated a safety assessment training programme, having trained the trainers.

2.4 Reporting Systems

The reporting system is a vital part of the safety management system impacting many different aspects of safety management. The reporting system is the cornerstone in safety monitoring and thereby in the establishment of safety target levels, which shall be defined by all States according to the new ICAO amendment. In addition the safety reporting system is important in the development of safety culture.

In some States the reporting systems are not used to a limited extent in practice, but generally knowledge of the reporting concept is present in all States. The reporting systems, if used, could be sufficient and suitable for the mandatory reporting, but the systems need to be expanded to cover also the safety occurrences. All States should in this respect define the Severity Classification Scheme in order to be able to identify and handle the most safety critical issues immediately.

The present safety culture and the legal framework do not support the use of the reporting systems. Therefore special attention should be given to measures which can improve the reporting culture. The reason is that the current reporting systems are not working as expected. To Integra’s knowledge many incidents throughout the region go unreported. This is in general due to two main reasons:

1) Fear of punishment; even where non-punitive systems are intended, this is not how the systems are perceived by the personnel. 

2) Lack of feedback; the general perception amongst the staff is that only limited actions are taken on reported issues, wherefore reporting to some extent is considered futile.

Parallel to the mandatory reporting the States are recommended to establish a Voluntary reporting system. The purpose of such system is to identify potential safety issues through an informal reporting of hazards associated with the current operations. Knowledge of these hazards will often indicate where safety assessments are beneficial to perform.

It is of vital importance that the problems encountered in the reporting systems are addressed nationally and on a regional basis. The States, both regulators and service providers, must get a basic understanding of the importance of safety reporting including topics as:
· The importance of the existence of a voluntary reporting system;
· Reporting procedures, safety records, safety target levels and safety monitoring;
· Assessment reports;
· The safety manager’s role in the safety reporting;
· Non-punitive environment.
Only through detailed knowledge of the nature of safety reporting, the States will be able to actively use safety reporting in order to increase the safety levels in the region.
Assessment procedures in reporting systems
In order to approach the problems illustrated in bullet 2) above, a reporting system should contain procedures for the assessment of reported issues. This also requires considerations concerning a supportive organisational setup of the reporting system and the channels used to collect the data. It is recommended to use any possible channel in order to collect the largest amount of information for the safety process. Such channels could be formal forms, reporting through safety managers, mentors or senior colleagues, confidential reporting, safety concern sessions, safety committees, etc.

The reporting system must be followed up by a structured and systematic approach to assessing and evaluating the safety issues raised. In this process safety assessments, safety committees and other safety improving activities become essential elements.

All results following safety reports and accompanying safety activities and assessments must be communicated to the organisation and specifically to the person raising the safety concern. Explicit and timely feedback is a key factor in motivating safety thinking.
2.5 Safety Culture

During the many ICAO workshops performed concerning safety management, the safety culture has always been pointed out as being amongst the most difficult issues, as many cultures in the world do not support a strong safety culture. For this reason ICAO has in their guidelines emphasised the importance of establishing a good and healthy safety culture.

The same pattern was identified within the COSCAP-SA States, all of which are having severe problems in creating a good and healthy safety culture supporting the efficient use of safety management systems. Many of the participants in Integra’s workshops pointed out that the safety culture was the most difficult issue to address and subsequently solve in the implementation of safety management systems. The reasons for the difficulties were amongst others:
· The absence of an open attitude to criticise colleagues and management;
· No feedback on safety reports in case of reporting;
· Lack of understanding of safety management in the organisation.
It has to be stressed that the situation varies considerably across the region, but a general problem exists in all States. Progress has been observed during the project, as attention was put on safety management both at management level and at lower levels. The culture development process was strengthened by the fact that the attention came from ICAO. Many States pointed out that the pressure of building safety management systems and implementing safety cultures has to come from ICAO in order to have effective influence in the region.
It is highly recommended that ICAO maintains a certain pressure on the States with a view to further support the implementation of safety management and to develop the safety cultures. ICAO can be the necessary tool to get safety management really implemented in the States.
Safety Culture Aspects

The management of safety in the organisations, both regulators and service providers, and the successful utilisation of the safety management concept are highly dependent on the safety culture. Safety regulation and safety management systems are structured, systematic and explicit systems documented in manuals, procedures and instructions which eventually should be a compliancy response to ICAO to meet the international requirements and obligations.

In order for the safety regulation and safety management system to actually function as intended, it must be supported by a safety culture which characterises and influences the deployment and effectiveness of the resources and elements of the systems.
During the project it has become evident that the States have some difficulties in implementing the safety management concept. One of the main reasons for this is the lack of active development of safety cultures throughout the region. Beginning with the management commitment, the organisations must initiate the development of an environment which fosters the concept of safety thinking.
It should be underlined that the idea and intention of operating safely is certainly embedded within the individual staff. However, whereas the individual undoubtedly seeks to provide safe services, the organisations and supporting environments are not structured or prepared to handle the required tasks and challenges. It is important that there is “coherence” in terms of safety values and attitudes throughout the different vertical layers of the organisation. Likewise, if the values and assumptions of safety are not expressed through actual safety activities, the management of safety will not be performing as desired.
The safety culture consists of the organisational attitude, awareness, understanding and motivation for the safety work. The components of such organisational safety culture are the individuals’ attitudes, perceptions and beliefs. These elements do not suddenly appear in the optimal structure and setup, and management must beware that the social construction of the organisation will require decision-making and resources for continuous development.

In order for the safety culture to develop in the desired direction, management must be committed to establish the necessary inter-organisational cooperation, provide resource and initiate safety promotion and awareness training. This should be done in parallel with the more technical disciplines of establishing reporting systems, performing safety assessments, auditing and documentation development, as well as establishing safety committees.
Management has the responsibility to motivate the development of the safety culture in the respective organisations. This will require supporting both the extrinsic and intrinsic motivation of the staff, where the former contains elements like recognition of safety thinking, clearly defined safety project goals and constructive feedback on the safety work. The latter consists of environmental stimulants such as open attitude, proactive approach to safety, supervisory safety encouragement, group work supports (i.e. safety committees, safety assessment sessions, etc.) and sufficient resources.
Through the development of a safety culture, management should aim at increasing the social capital of the organisation, developing open attitude networks, establishing the desired safety norms and embedding a mutual trust across organisational boundaries. The means to initiate this process is management commitment, organisational motivation and support in terms of resources, decision-making and responsibility definition.
2.6 Experience and Practical Knowledge of Safety Management

The present project has indeed increased the knowledge and awareness of safety management amongst the participants. At the completion of the last round of visits several workshop participants expressed interest for more safety related activities. This is viewed as an acknowledgement that more expertise is required within the organisations in order to establish comprehensive safety management systems.

The future development of safety management in the responsible organisations in the COSCAP-SA region is, however, obstructed by the need for practical knowledge and experience with safety management and the related implementation processes. The organisations still do not have the knowledge, skills and attitude to fulfil the ICAO provisions.

In order for the organisations to reach a level where safety management becomes a natural part of the daily work, there is a need for more training. The aim should certainly be to generate sufficient awareness, desired behaviour and technical knowledge of the safety management disciplines in order to get above the “critical mass” level. This level is the minimum level required for the organisations to be able to perform their duties and to generate sufficient safety knowledge internally. Especially the organisations of smaller States (worldwide) have problems in achieving and maintaining such level, wherefore regional knowledge sharing and cooperation is essential.

In the present situation getting above the critical mass will require external expertise, but in turn such training should lead to a self-generating knowledge level in the COSCAP-SA. Therefore it is important that the States require extensive knowledge transfer from the external support.
The practical knowledge and safety culture should be developed in parallel through training programmes, establishment of safety committees, definition of safety responsibilities, inter-regional cooperation through the COSCAP-SA office, etc. initiated by the display of management commitment.
Recommendations
It is important that the momentum created during the project is maintained and that the investments made in safety work under the responsibility of COSCAP-SA are utilised while the knowledge is still present in the organisations. During the project Integra has focused on creating a solid base upon which the national safety activities may be continued to the benefit of the aviation sector.
In connection with the termination of the project Integra has, together with COSCAP-SA, reviewed the status of the implementation of safety in the region, including whether or not additional COSCAP-SA activities are required in order to maintain the momentum. This review led to the conclusion that for many of the States it is important to maintain activities at the COSCAP-SA level. Otherwise, safety regulatory activities and/or safety management activities will not be continued to the required level resulting in the States not being compliant with the ICAO provisions.

As the COSCAP-SA resources are limited a full scale assistance programme cannot be implemented, wherefore a programme maintaining the pressure on the States to develop the necessary regulatory framework and to implement efficient safety management systems has been discussed and agreed with COSCAP-SA. This programme includes two main components as follows:
· Training/knowledge transfer in safety regulation and safety assessment;
· Close monitoring/follow-up by COSCAP-SA staff.
Both measures are short term. After the performance of these activities, a review should be performed based on the feedback from the States to evaluate whether or not additional effort is required from COSCAP-SA within the safety management domain. 

2.7 Training/Knowledge Transfer
A comprehensive training/knowledge transfer programme could be established with 3 to 6 months stay in the States combined with extensive training. However, as mentioned before, the COSCAP-SA funding is not sufficient to support such a programme. Instead, the future training/knowledge transfer should be focusing on bringing the States in compliance with the ICAO provisions not only on paper, but also implemented. 
During the next phase of the implementation process the necessity for training/knowledge transfer in two important areas have been identified: the transfer of the ICAO provisions within safety into national legislation and regulation, and the ICAO requirement for the performance of safety assessments of any significant change. Both these areas are of vital importance for the implementation of efficient national safety management systems.
It is highly recommended that the two training programmes are performed with the following approximate content:

· Safety Regulations; with the objective of supporting the States in establishing a Safety Regulatory Framework in compliance with the ICAO provisions including addressing the requirements concerning a National Safety Target Level. The training shall enable the participants to develop the Safety Regulatory Framework and give the participants a set of tools in the further proceedings.

The course shall cover safety regulations in all types of aviation activities, so it is relevant for safety regulators in Air Traffic Management, Airports and Commercial Aircraft Operators. The course shall have duration of two weeks. No follow-up activities are included, but the course will be a part of the general support provided by COSCAP-SA.
· Safety Assessment; with the objective of giving the participants detailed knowledge of the concept of safety assessments and when to use safety assessments. Many topics shall be touched in connection with the training including how to staff safety assessment activities, hazard identification, involvement of other staff, etc.

The course shall give the participants the necessary background to perform safety assessments.
Additional knowledge transfer is required on a longer term. However, it is highly recommendable that this will be identified after the above described workshops have been performed. The States have only limited resources and cannot as such cope with many simultaneous workshops, visits, etc. as this will compromise safety levels. It is recommended that after the workshops have been performed, visits to the States are performed to analyse the need for additional knowledge transfer.
2.8 Close Monitoring/Follow-up
It is essential that the present resources in COSCAP-SA are used to the extent possible in order to ensure further progress on the safety work in the region. The combination of local COSCAP-SA resources and international knowledge transfer is considered to be optimal, as this will not only increase the knowledge level in the region, but also ensure the international attention to the safety work.
COSCAP-SA currently has one person with ATM experience employed. For the purpose of the continuous international support it is highly recommended that this regional safety expert is working closely together with the States and supports them whenever needed. In addition the expert should monitor the progress of the safety work.
Activities to be performed by the COSCAP-SA expert are:

· Monitoring of the development of safety regulatory frameworks through visits to the States and through receiving copies of developed frameworks.
· Verifying the existence of Safety Management Systems through on-the-spot checks and by offering reviewing any developed Safety Management Systems.
· Working intensively with the States where regulator and service provider have not yet been separated to facilitate a separation of the two functions.
· Participating in specific Safety Assessment activities performed in connection with significant changes and reviewing the outcome of the assessments.
· Assisting the regulators in exercising their duties and obligations within the safety area.
· Promoting safety reporting based on non-punitive environments, hereunder guiding the organisations in establishing the required infrastructure and assessment procedures.
· Supporting regional knowledge transfer where safety information is made available for all interesting parties (lesson dissemination).
· Identifying significant safety problems and specifying/promoting regional solutions to these problems.
· Developing, in close cooperation with each State, State specific programmes for assistance from COSCAP-SA, as this will indicate the States’ status on the safety implementation.
It is important that the regional safety expert plays a pro-active role by i.e. identifying significant changes and requesting the developed safety documentation, if possible. It is also recommendable that the regional safety expert where possible makes use of international experts to support his work.
As the ATM and Airports are very similar in connection with safety, it is also highly recommended that the COSCAP-SA experts within these fields work closely together avoiding some of the previous problems with inconsistency in advice given from COSCAP-SA.
2.9 Benefits

In section 3 the following main issues were identified as major problems within the safety domain in the region:

1) The visibility of Management Commitment to safety management, hereunder providing resources, extending training programmes and initiating safety related activities varies significantly in the region, but in general more senior management involvement would be appreciated.

2) The development of Safety Regulatory Functions is very limited throughout the region. The functions are understaffed and not prepared to undertake the responsibilities and duties intended.

3) Safety Assessments are not yet being performed and only few States have initiated the training activity. As a consequence of the immaturity of the Safety Regulatory Functions, these units do not have the competences to evaluate and approve the outcome of safety assessments.

4) The Reporting Systems are in general not working satisfactory.

5) Most States have significant problems in developing Safety Cultures supporting the safety management systems.

6) There is a lack of practical knowledge of safety management preventing further development and implementation of adequate safety management systems.

In the development of the recommendation, Integra has focused on how the recommendations could help on the major issues. Integra has tried to make a cross reference between the main issues and the recommendations in the table below.
	Main Issue
	Knowledge Transfer
	Assistance from COSCAP-SA

	Management Commitment
	
	√

	Safety Regulation
	√
	√

	Safety Assessments
	√
	√

	Reporting Systems
	
	√


	Safety Culture
	√
	√

	Lack of practical knowledge
	√
	√


Integra has recommended that safety regulation and safety assessment, including training, should be the focus areas during the next phase. As it can be seen the knowledge transfer will focus on these two areas, but in addition such training will have an impact on the safety culture and the practical knowledge. The general support from COSCAP-SA should be within all identified major issues.
Annex I

Role of the Safety Regulatory Function

This section summarises the role and duties of the safety regulatory function in the field of safety management. The outline should be seen as a supplement to the reports submitted following the visits.

The safety regulatory function is the unit under the Civil Aviation Authority (CAA) performing the safety regulation of services provided for the airspace, where the State is responsible for providing such services according to its international obligations.

Safety regulation, being part of the safety management programme for the civil aviation of the State, contains two primary elements: Rule-making and Oversight. The former concerns the establishment of safety regulatory requirements; the latter verifies that the former is being effectively met by the service providers.

The objective of safety regulation is to improve safety levels by ensuring that the number of accidents and incidents do not increase – and where possible decrease – and by ensuring that the safety performance is within the National Acceptable Levels of Safety which are to be developed by the CAA.

The safety regulator meets this objective by ensuring that the service providers meet the standards and requirements set by the CAA, and by ensuring that the services delivered by the service providers are always at least at the National Acceptable Level of Safety.

Rule-making

Rule-making includes:
· Establishment of National Acceptable Level of Safety;
· Establishment of objectives, requirements and standards, based on:
· SARPs contained in ICAO Annexes and related ICAO documents;
· National requirements covering areas not covered by ICAO documents but necessary in order to meet the safety objectives;
· Publication of the objectives, requirements and standards to be applied;
· Establishment of procedures for initiation, verification and publishing of such documents;
· Establishment of procedures for immediate rule-making when circumstances demand it;
Oversight

Oversight includes:
· Monitoring of safety performance; hereunder identifying the proper means such as:
· Oversight and review of the reporting systems;
· Utilizing the contents and assessments of the reports and safety regulatory audits;
· Verification of compliance with requirements and standards; hereunder defining the process for verification (safety regulatory audit) for:
· Continuous compliance;
· Compliance of proposed new systems, including transition into operational use, or proposed changes to the existing systems;
· Compliance with new safety directives issued by the regulator;
· Initial and on-going safety oversight.
Organisation

To ensure the independence and objectivity of safety regulation, the placement of the safety regulatory function should be carefully considered as it should be separated from the service provision as well as covering the three elements of people, procedure and equipment. The placement should also allow the unit to perform its duties impartially.

In addition the unit should have the authority to impose sanctions if the safety regulatory requirements are not met by the service provider. This also calls for impartiality.

Separation between rule-making and oversight is also recommended.
A generic organisation of the unit could take the form:


[image: image3]
Responsibilities

The regulator must define individual safety responsibilities to all positions involved in safety related activities as well as defining the responsibilities of the managers for the performance of their organisational units.

The responsibilities of the organisational elements could include:

Head
· Leading and supervising the functions of the unit;
· Reporting within the CAA on the results of safety oversight and other safety related issues;
· Ensuring the competency and qualifications of the personnel;
· Defining the training requirements for the personnel and ensuring the necessary training;
· Issuing rules, requirements and directives for the safety regulation;
· Ensuring the existence of an updated Safety Oversight Manual and other required directives for the execution of the functions of the safety regulator;
· Coordinating with other CAA functions;
· Maintaining relations with the service providers.
Rule-making
· Defining objectives, requirements, standards and practices ensuring compliance with the National Acceptable Levels of Safety;
· Preparing and maintaining requirements, standards, directives and other safety regulatory documentation, such as guidance material, for the regulation of the service providers;
· Issuing safety approvals.
Safety Oversight
· Preparing documentation for executing safety oversights;
· Developing safety oversight schedules;
· Executing safety oversight;
· Preparing reports on safety oversight.
Analysis & Statistics
· Establishing and maintaining an occurrence report database;
· Filing and analysing occurrence reports;
· Identifying trends and key risk areas;
· Elaborating statistics;
· Preparing reports on outcome of analyses.
It should be emphasised that aspects raised in this section are not a complete outline of the Safety Regulatory Function. Each State should consider the items described according to the respective situations in the State, but also elaborate on and extent the aspects mentioned.
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Annex III
List of Training Material

Integra prepared and developed various presentations during the visits, relevant to the different activities (introduction, analyses, workshops, etc.). The list below outlines the topics considered, but due to interactive approach used by Integra, elements like management commitment, safety promotion and safety culture are continuously related to the topics discussed.
The presentations used in the individual States and the additional documentation were provided to each State at the end of each visit.

In addition to these presentations various analyses, discussions and workshops were performed leading to the results of the reports delivered. The presentations should be seen as inspiration to the interactive approach used by Integra.

The following elements have been considered during the project:
· Introduction to the COSCAP-SA Safety Management Systems Implementation Programme;
· ICAO Provisions: introduction to the safety management baseline;
· Safety Management Perspectives: why we consider safety management, the concepts and the relationships;
· Safety Management Issues: how to manage safety, management commitment, safety culture, creativity, proactive approach and the relations to the safety management system;
· Introduction to Safety Management Systems: an overview of the concept of safety management and elements included;
· General Structure: subject to organisational and functional separation, including the relationship between the regulation and other documentation and the related responsibilities of each unit;
· Safety Policy: for both regulator and service provider;
· Acceptable Levels of Safety: including Severity Classification Scheme, likelihood classification, National Risk Classification Scheme, the ALARP principle and Contributing Factors;
· Reporting System: elaborating on the concepts, establishment, assessment and process requirements of the reporting systems including the problematic aspects that should be considered;
· Safety Assessment: introduction to the Seven Steps Approach and the relationship to the elements mentioned under the Acceptable Levels of Safety;
· Safety Assessment Project: outlining the approval process, the activities performed by the regulator and service provider and the steps included from the regulatory requirements through project phases and transition period to the system certification;
· Safety Organisation: within the regulatory function as well as the service provider, including the tasks of the various units, safety committees and personnel;
· Safety Staff: a description of the personnel to be recruited within the regulator and the service provider and the personalities and qualifications required and desired;
· Training Programme: establishing a training plan, including the training and resource requirements;
· Safety Regulatory Framework: outlining a possible structure and content of the regulation and the impact on the SMS and accompanying documentation (manuals, procedures, instructions, etc.) of the service providers;
· Safety Regulatory Function Implementation Plan: scoping the activities and support required in order for the regulatory function to be prepared to undertake its duties and responsibilities of establishing the regulatory framework and performing safety oversight;
· SMS Implementation Plan for the Air Navigation Service Providers: providing a possible structure of how to approach the implementation process;
· Safety Regulatory Function Handbook: outlining the purpose, content and elements of such document, including the objective of safety regulation, organisation, responsibilities, safety policy, principles, tasks, rule-making and oversight (as generally described in Annex I);
· Safety Oversight Manual: detailing the safety oversight outlining the objectives, standards, means, processes and procedures of auditing, reporting assessment and recording.
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