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1. PURPOSE

This Advisory Circular (AC) provide guidance to organisations in establishing a Safety Management
System.

2. GENERAL INFORMATION/CANCELLATION

a. This Advisory Circular GCAA AC/AIR-021 is an initial issue on the subject and the effective date is
April 1, 2015.

b. Each aviation service provider registered and certificated in Guyana is required to have a safety
management system that complies with international standards and standards established by the
Authority. The safety management system must be properly described in the organisation's
procedures manual or safety manual.

c. Each operator must have a safety management programme which is required to achieve |an
acceptable level of safety (alos) for its respective types of operation.

d. Operators are required, as part of their safety programme, to implement a safety management
system acceptable to the Authority.

e. This AC applies to aerodrome operators, air traffic services providers, air operator certificate
holders and approved maintenance organisations.

3. RELEVANT REFERENCES

a. ICAO Annex 19.

b. 1CAO SMS Manual Doc. 9859.

4, Contact Information

Director General of Civil Aviation

@ Address and contact information shown in the header, or
Director, Aviation Safety Regulation

Phone: (592) 225 0778, Ext. 104
E-mail: dasr@gcaa-gy.org

BACKGROUND

a. A safety management system is an organized approach to managing safety, including the
necessary organisational structures, accountabilities, policies and procedures.

b. In any system it is necessary to set and measure performance outcomes in order to determine
whether the system is functioning in accordance with design expectations. To determine whether
a system is functioning as designed requires knowledge of the expected outcome and a method
of measuring any deviation from it. The deviation can then be corrected through a feedback loop
to ensure that the desired outcome is re-established. The desired outcome can be maintained by
having continuous monitoring and feedback to correct any deviation as it occurs or even predict
when it is likely to occur and take appropriate action.
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MINIMUM REQUIREMENTS OF A SAFETY MANAGEMENT SYSTEM

a. A safety management system is no different from any other system in terms of the principles
described in paragraph 6b. In the application of a safety management system at an organisation
it is necessary to ensure that the measures which are expected to assure an acceptable level of
safety do in fact, do so. The safety performance of the operation needs to be monitored, both
proactively and reactively, to ensure that an acceptable level of safety continues to be achieved.
This safety performance monitoring will be used as feedback to improve the system.

b. Asa minimum, a safety management system shall:
1) Identify safety hazards;

2) Ensure that remedial action necessary to maintain an acceptable level of safety is
implemented;

3) Provide for continuous monitoring and regular assessment of the safety levels achieved; and
4) Aim to make continuous improvements to the overall level of safety.

c. A key component of any SMS is to ensure compliance with relevant regulations and standards.
Many of these requirements, including the operational provisions, will form part of the SMS.

d. There are several ways of meeting the organisation's needs for safety management. It isimportant
to note that there is no single model that fits all situations. Size, complexity and type of operation
as well as the corporate safety culture and operating environment will influence the structure
most suited for the individual organisation. For example, every aerodrome is unique in respect
of parameters such as size of operation, layout of facilities, and frequency of aircraft movements,
therefore, in the case of a safety management system for an aerodrome, it must be specific to the
aerodrome and address site specific features.

SAFETY CULTURE IN A SAFETY MANAGEMENT SYSTEM

a. Effective safety management requires more than establishing an appropriate organisational
structure and promulgating rules and procedures to be followed. It requires a genuine
commitment to safety on the part of executive management. The attitudes, decisions and
methods of operation at the policy-making level demonstrate the priority given to safety. The
initial indication of corporate commitment to safety is in the organisation's stated safety policy
and objectives and whether staff believe that concerns for safety might, on occasion, override
production objectives.

b. A key indicator of management's commitment to safety is the adequacy of resource allocations.
Establishing an appropriate management structure, assigning responsibilities and
accountabilities, and allocating appropriate resources must be consistent with the organisation's
stated safety objectives. Sufficient experienced staff, relevant and timely training, and funding for
the necessary equipment and facilities are fundamental to creating a working environment in
which everyone takes safety seriously.

c. Before an organisation can effectively implement an effective SMS, it needs to possess an
appropriate safety culture. For an effective safety culture, there must be clear reporting lines,
clearly defined duties and well-understood procedures. Personnel must fully understand their
responsibilities and know what to report, to whom and when. Executive management reviews not
only the financial performance of the organisation but also its safety performance.
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8.1

8.2

8.2.1

SAFETY CULTURE IN A SAFETY MANAGEMENT SYSTEM, CONT'D

Safety culture relates to such intangibles as personal attitudes and the style of the organisation.
It is therefore difficult to measure, especially when the principal criterion for measuring safety is

the absence of accidents and incidents. Yet, personal attitudes and corporate style enable
facilitate the unsafe acts and conditions that are the precursors to accidents and incidents.

A STEP BY STEP APPROACH TO ESTABLISHING A SAFETY MANAGEMENT SYSTEM
General

This AC will give guidance on ten steps for the establishment of an effective safety manageme

or

system. It is not expected that all the functions of an effective SMS would be implemented
simultaneously. Ideally, the steps would be addressed gradually. This would allow the
organisation to adapt to, and become acquainted with, the requirements and results of each step
before proceeding. As the various steps are implemented, progress may be monitored using the

confirmation checklist provided at Appendix A of this AC to highlight the necessary actions.

The ten steps are as follows:

1) Step 1- Planning;

2) Step 2 - Executive Management Commitment to Safety;

3) Step 3 - Organisation;

4) Step 4- Hazard |dentification;

5) Step 5 - Risk Management;

6) Step 6 - Investigation Capability;

7) Step 7 - Safety Analysis;

8) Step 8 - Safety Promotion and Training;

9) Step 9 - Safety Management Documentation and Information Management; and
10) Step 10 - Safety Oversight and Safety Performance Monitoring.

Step 1 - Planning
Organisation's Safety Culture

An organisation's attitude to safety, that is its safety culture, is established from the outset by t
extent to which executive management accepts responsibility for safe operations, particularly t
proactive management of risk.

In the planning phase, executive management can demonstrate its commitment by t
appointment of a small planning team of line manager under the Safety Manager to assess t
organisation's current capabilities for safety management (including experience, knowledg
processes, procedures, resources, etc.). For example, there may already be internal procedur
in place for the investigation of incidents, hazard identification, safety monitoring, etc.

2€,
es
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8.2.2

83

8.3.1

Organisation's Safety Culture, Cont'd

Existing procedures should be reviewed and shortcomings identified and rectified for integration
within the SMS. It is important that the organisation re-use as many existing procedures as
practicable, as there is no need to replace known and effective procedures and processes. By
building on such an experience base, the development of an SMS will be less disruptive.

During this review process, the planning team should also examine best industry practices for
safety management by consulting with other organisations of similar size and mission.

Planning Team

A planning team of experienced managers should be assigned to define safety performance
indicators and set safety performance targets for the organisation. These indicators and targets
must be realistic, taking into account the organisation's size, complexity, type of operation,
resource base, etc. A realistic time line for meeting the targets must also be agreed upon. Even
though setting the indicators and targets may be difficult, they provide the basis for evaluating
the success of the SMS.

Based on the agreed safety targets, the planning team can develop a realistic strategy for meeting
those needs and be a catalyst for the involvement of all staff in the organisation, and prepare the
way for effectively implementing change. The strategy should combine both reactive and
proactive elements. Consideration should be given to the types of safety processes and safety
activities that will be sought (as outlined in the 10 steps in paragraph 8.1 b.). Depending on the
number of new initiatives being considered and the resource availability, a phased approach may
be desirable.

The results of the planning phase should be a detailed plan for the development and
implementation of the SMS. Typically, the planning time frame will be one to three years. The
plan should consider such aspects as safety objectives, safety strategy, safety management
processes and activities, resource implications and time lines.

Step 2 - Executive Management Commitment
General

Regardless of the size, complexity or type of operation, the success of the SMS depends on the
extent to which executive management devotes the necessary time, resources and attention to
safety as a core management issue. What management visibly does for safety will determine the
safety culture (and hence the safety performance) of the organisation.

Safety policies and objectives set out what the organisation is striving to achieve and how it is
going to get there. Management's commitment to safety is first demonstrated to all personnel of
the organisation through its stated safety policy and objectives.
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8.3.2

833

8.4

Safety Policy

Management's commitment to safety should be formally expressed in a statement of the
organisation’s safety policy. This should reflect the organisation's philosophy of safety
management and become the foundation on which the organisation's SMS is built. The safety
policy outlines the methods and processes that the organisation will use to achieve desired safety
outcomes, and it serves as a reminder as to "how we do business here". The creation of a positjve

safety culture begins with the issue of a clear, unequivocal direction.

A safety policy may take different forms but will typically include statements concerning:

1)
2)

3)

4)
5)

The overall safety objective of the organisation;

The commitment of executive management to the goal of ensuring that all aspects of the
operation meet safety performance targets;

A commitment by the organisation to provide the necessary resources for the effectjve
management of safety;

A commitment by the organisation to make the maintenance of safety its highest priority; and

The organisation’s policy concerning responsibility and accountability for safety at all levels
of the organisation.

The safety policy should be a written document that is issued under the authority of the highest
level of management of the organisation, approved by the regulatory authority and
communicated to all staff. A sample corporate safety policy statement is included in Appendix B
This statement presents a tangible indication of executive management’s commitment to safety.
An alternative to this type of safety policy is a statement of commitment by the Chief Executjve
Officer (CEO) to the maintenance of the highest standards of safety. An example of topics that

might be included in a CEQ's statement of commitment to safety is included in Appendix C.

In preparing a safety policy, executive management should consult widely with key staff members
in charge of safety-critical areas. Consultation ensures that the document is relevant to staff and
gives them a sense of ownership in it. Corporate safety policy must also be consistent wijth

relevant civil aviation regulations.

Safety Objectives

Safety objectives should be clearly stated and documented along with the processes necessary to
meet the objectives. These should include organisation of the SMS, including the staffing
arrangements, and the assignment of individual and team responsibilities on safety matters.

Performance targets should be realistic and attainable.

Step 3 - Organisation

One of the first tasks of the accountable manager is to appoint one person within the organisation
to be responsible for managing the SMS. This person is the Safety Manager whose responsibilities
must be clearly defined. These responsibilities will include promoting safety awareness and
ensuring that safety management has the same level of priority throughout the organisation|as
any other process. In this respect he should report directly to the Chief Executive Officer so that
any reports, recommendations or urgent issues which impact safety can be assured of the highest

level of consideration. A sample job description of a Safety Manager is at Appendix D.
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8.4

8.5

Step 3 - Organisation, Cont'd

It is important to note however, that safety management is a responsibility that is shared by each
line manager and supported by the Safety Manager. Therefore, executive management should
not hold the Safety Manager accountable for line managers' action or inaction. The safety
manager’s accountability would be to render effective staff support to all line managers to ensure
the success of the SMS; he should not be held accountable for the safety performance of the
organisation.

Depending on the size of the organisation, the safety manager may need to be supported by a
safety action team or safety committee. This team would act as a source of expertise and advice
particularly with respect to safety recommendations and preparation of reports to executive
management.

The committee would also act as a forum for discussing organisational safety related issues.
Ideally the committee would be chaired by the safety manager and meet on a regular basis.
Minutes and action items are to be recorded as part of the normal functioning of the committee
and made available to staff.

Having staff who are competent for the tasks they are assigned to perform is a fundamental
prerequisite for safety. Competency requirement and where appropriate, licensing requirements
should be documented in the job description of all safety related positions. Line managers would
be accountable for ensuring the continuing competence of personnel in safety related positions
within their area of responsibility and for ensuring that any recurrent training requirements are
met. All training programmes should include training in those aspects of the SMS and associated
procedures that are relevant to the position.

Step 4 - Hazard Identification

A hazard is "a source of potential or a situation with a potential to cause loss". Effective hazard
identification programmes are fundamental to effective safety management. Hazard
identification schemes may be reactive or proactive in nature and include voluntary incident
reporting, safety surveys, operational safety audits, safety assessments, brainstorming by small
groups, checklist reviews of standards, procedures and systems. Trend monitoring, occurrence
reporting and investigations are essentially reactive. Other hazard identification processes
actively seek feedback by observing and analyzing routine day-to-day operations. An
organisation's willingness to utilise several different hazard identification processes is an example
of its commitment to safety. There are many ways of identifying hazards at the organisation.

To be successful, the hazard identification process must take place within a non-punitive safety
culture. Management's interest is in learning of potential weaknesses in the system's safety net
that could lead to an accident or otherwise compromise the efficiency of the operation. Blame is
only an issue when individuals are culpable of reckless or negligent behaviour. If workers operate
in a climate of fear of punishment for normal slips, lapses and mistakes in their daily duties, errors
and unsafe conditions are likely to remain hidden.

Some hazards may be obvious, such as ineffective bird management at an aerodrome, or they
may be more subtle, such as utilizing inexperienced or untrained staff for any task that may have
an impact on safety of operations.
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8.6

8.7

Step 5 - Risk Management

Risk management comprises three essential elements: hazard identification, risk assessment a
risk mitigation. When hazards have been identified at the organisation, they then need to
critically assessed and ranked in order of risk potential. Factors to consider are the likelihood
occurrence and the severity of the consequences. In assessing risks, the defenses that have been

put in place to protect against hazards must also be evaluated. A determination can then be made

on whether the risk is being appropriately managed or controlled. If the risks are at an acceptab
level, the operation may continue. If they are unacceptable, then strategies must be put in pl3
to remove or manage the hazard. Having decided upon a course of action, management must
then communicate its safety concerns and planned actions to all affected persons.

It is also important to recognize that hazard identification and risk assessment are not static

processes which are necessary to be performed whenever:

1) A major organisational change is being planned;

2) The organisation is undergoing rapid expansion or contraction;

3) The introduction of new equipment or facilities is being considered;
4) Existing equipment is being decommissioned;

5) The introduction of new procedures is being planned;

6) Existing procedures are being revised; and

7) Changes to key personnel are taking place;

Step 6 - Investigation Capability

Investigations of occurrences can identify warning signs, enabling similar warning signs to
recognized in the future before they lead to safety occurrences. An effective SMS includes t
capability to investigate such occurrences from an organisation's perspective using a structur
methodology in order to efficiently assess and prioritize the risks and to recommend a
necessary actions in the interest of safety. Determination of blame is not relevant to such safety
investigations.

The procedures for investigating reports need to be clearly spelt out so they are transparent to
users.

Identifying the lessons to be learned from a safety occurrence requires an understanding of n
just what happened, but why it happened. A complete understanding of why an occurren
happened requires an investigation that looks beyond the obvious causes and focuses
identifying all the contributory factors, some of which may be related to weaknesses in {
system's defenses or other organisational issues.

The SMS needs to include an ongoing hazard reporting, recording and action taking process. St
should be able to report hazards or safety concerns as they become aware of them.

For best results, and greatest acceptance amongst staff, the hazard reporting system should
just, confidential, simple and convenient to use. Once hazards are reported, they need to
acknowledged and investigated. Feedback about the hazard also needs to be provided in
appropriate manner. Feedback is essential in letting staff know that the reporting system| i
working.
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8.8

8.9

8.10

Step 7 - Safety Analysis Capability

Safety analysis involves a methodical and objective evaluation of facts in order to arrive at valid
conclusions.

Safety analysis has application in such areas as:
1) Trend analysis;

2) Occurrence investigation;

3) Hazard identification;

4) Risk assessment;

5) Evaluation of risk mitigation measures; and
6) Monitoring of safety performance.

Step 8 - Safety Promotion and Training

The person designated as safety manager in the organisation would be the most logical person to
promote safety in the organisation. Staff must be kept informed about current safety issues
through relevant training, safety literature, participation in safety courses and seminars, etc. For
new employees, initial training should describe the organisation's SMS functions and emphasize
"how we do business here". More experienced employees may need refresher training for
particular safety processes where their direct involvement may be required, Regardless of their
experience level, all employees benefit from feedback on hazards identified, safety actions taken,
safety lessons learned, etc.

The SMS should provide for staff training and competency, including the review and evaluation of
the adequacy of the training and the system for testing competencies. Both induction and
recurrent training need to be considered. New employees should be trained in the organisations
safety philosophies and SMS as part of "job specific training". Through this process they will need
to be encouraged to adopt the safety practices of the organisation. Recurrent training is an
essential element of any SMS, as it reinforces the positive aspects of a safe working environment
and safe work practices.

The SMS would also need to detail the procedures for training of staff when new equipment, new
facilities, new technologies or processes are being introduced to the organisation.

Step 9 - Safety Management Documentation and Information Management

A safety management manual or document is required to describe the safety management system
and make clear the relationship of safety management within the organisation and how it relates
to the organisation’s safety policy. The manual should document all aspects of the SMS, including
the safety policy, individual safety accountabilities, safety procedures, etc. Where the SMS
Manual is a stand-alone document it should be subject to document control procedures, with a
person assigned as the Manual Controller. A system will need to be put in place to update and
distribute the document.
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8.10 Step 9 - Safety Management Documentation and Information Management, Cont'd

b. Operating a safety management system generates significant amounts of information in both
paper and electronic forms, such as occurrence reports, hazard identification notices, accident
statistics, etc. There must be a disciplined approach to documentation and information
management. With careful management, this information can serve the SMS well, particularly the
risk management process. Without the tools and skills to record, store, secure and retrieve the
necessary information, such information is essentially useless and its collection a waste of time.
The SMS will also necessitate a reliable recording system for all internal safety audits, technical
inspections and specialist reports. The system should enable easy retrieval of this information

c. The SMS document should also clearly indicate the process the organisation has in place for
monitoring and updating the manual in line with changes in the Regulations that govern |its
activities.

d. Itisimportant that the organisation maintain a record of the measures taken to control risks and
to ensure that adequate levels of safety are maintained. Records should be maintained in
sufficient detail to ensure traceability of all safety-related decisions.

8.11 Step 10 - Safety Oversight and Safety Performance Monitoring
8.11.1 Safety Oversight by the Guyana Civil Aviation Authority (GCAA)

When the operators' SMS is in place, GCAA inspectors will assess its effectiveness as part of jts
surveillance process.

8.11.2 Internal Audits and Safety Performance Monitoring by the Operators

a. Itis the responsibility of the Chief Executive Officer of the organisation to ensure that the SMYis
reviewed and evaluated at regular intervals. As already emphasized, feedback is an essentjal
component of any system and performance monitoring allows validation of the SMS by
confirming that personnel are doing what is expected of them and that the organisation is
achieving its safety objectives. Feedback and performance monitoring can be achieved through
internal safety audits or assessments to check that correct procedures are being followed. They
should also include a check of the activities of third parties such as contractors and consultants.

qQ

b. Procedures that provide for internal safety audit of the system need to be clearly stated so that
there is no confusion over the role of the auditor or audit team.

c. Asecond aspect of the internal safety audit process is the thorough investigation of all near misses
incidents and accidents. Remembering of course that the primary purpose of the investigation|is
to uncover the root causes and contributing factors to the incident and not to apportion blame.

d. Every incident/ accident offers the opportunity to learn, not only what happened, but also why} it
happened. This is only revealed however, if incidents and accidents are thoroughly investigated.
A full and open investigation will reveal the human and organisational factors behind the incident.

WM
Zulficar Mohamed

Director General of Civil Aviation
Guyana Civil Aviation Authority
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APPENDIX: A
A SAFETY MANAGEMENT SYSTEM CHECKLIST

This checklist is designed to assist organisations in preparing an SMS for their organisation. This is not intended
to be an exhaustive list, merely a starting point based on the 10- Step Method described in this Advisory

Circular.

PLANNING YES |NO | N/A

1. Has a safety planning team been designated? \

2. Has a safety manager been designated?

3. Does the planning team comprise of an appropriate experience base?

4. Does the planning team meet regularly with executive management?

5.  Does the planning team receive resources including time for meetings)?

6. Has the planning team developed a realistic strategy and implementation plan for an
SMS that will meet the organisation’s safety needs?

7.  Has executive management endorsed the plan?

EXECUTIVE MANAGEMENT'S COMMITMENT TO SAFETY

8. Is executive management involved in, and committed to, the SMS?

9. Has executive management approved the organisation’s safety policy and safety
objectives, the SMS implementation plan and operational safety standards?

10. Are these communicated to all staff, with visible endorsement by executive
management?

11. Has the safety policy been developed by management and staff and signed by the
CEO?

12. Does the safety policy enjoy the commitment and involvement of all staff?

13. Has the safety policy been aligned with other operational policies?

14. Does the safety policy provide direction for implementing the policy?

15. Does the safety policy state the responsibilities and accountabilities for directors,
managers and employees?

16. Is the safety policy reflected in the actions and decisions of all staff?

17. Has the safety policy been communicated to all staff?

18. Is the safety policy reviewed periodically?

19. Are safety objectives and goals practical and achievable?

20. Are safety objectives and goals regularly reviewed for relevance?

21. Are performance standards including deadlines) established?

22. Are responsibilities for actions clearly understood?

23. Do managers follow through and hold those responsible to account for their progress
towards the safety goals?

24. Are appropriate resources allocated to support the safety manager?

25. Does executive management commit resources to correct hazards posing
unacceptable risks?

26. Has executive management established an appropriate reporting chain for safety
issues?

27. Does executive management actively encourage participation in the various safety
programmes of the SMS?

28. Does executive management promote a positive safety culture whereby safety
information is actively sought?

29. Does executive management promote a positive safety culture whereby personnel
are trained for their safety responsibilities?
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