
Tutorial: SMS Policy and Objectives
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2022 Flight Test Safety Workshop
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3-5 May 2022



1. Gain insight into organizational “positive safety” culture;

2. Understand essential (required) elements of Safety Policy;

3. Boost knowledge of safety objectives and measurement;

4. Become familiar with voluntary standards   
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A test crew was performing up & away HQ testing and experienced a 
flap Nz exceedance. It’s only 0.2G over the published test card 
limitation so they decide to continue. You, as the test safety manager, 
find out a week later overhearing a water-cooler conversation about 
particularly forceful pilot personalities.     
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What might this say about your organizational culture?



 How is it defined?
 What are some characteristics?
 How is it cultivated?
 Who is responsible/accountable?
 Can it be measured?
 Should it be measured?
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How is it defined?



A safety culture consists of the shared values, 
actions, and behaviors that demonstrate a 
commitment to safety over competing goals and 
demands. In the desired safety culture, people 
acknowledge their accountability and act on their 
individual responsibility for safety. They trust, use, 
and rely on the organization’s processes for 
managing safety. There is good communication in 
the organization, and personnel continue to learn 
and develop through training and coaching.

Ref: FAA Order 8000.369B

An organization’s culture consists of its values, 
beliefs, legends, rituals, mission goals, 
performance measures, and sense of 
responsibility to its employees, customers, and 
the community.

Ref: Manuele, Fred A., On the Practice of Safety, John Wiley & Sons, 2003 
Hoboken, NJ.



“It is worth pointing out that if you are convinced that your
organization has a good safety culture, you are almost certainly 
mistaken…. A safety culture is something that is striven for but rarely
attained.”
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Cultivated How?

Who is Responsible/Accountable?



Without Positive Culture, SMS is DOA….

safety guy..



PATHOLOGICAL

REACTIVE

CALCULATIVE

PROACTIVE

GENERATIVE
Chronic  unease
Safety seen as a profit centre
New ideas are welcomed

We are serious, but why don’t they do what they’re told?
Endless discussions to re-classify accidents
Safety is high on the agenda after an accident

The lawyers said it was OK
Of course we have accidents, it’s a dangerous business
Sack the idiot who had the accident

Resources are available to fix things before an accident
Management is open but still obsessed with statistics
Procedures are “owned” by the workforce 

We cracked it!
Lots and lots of audits
EHS advisers chasing statistics

Presentation by Patrick Hudson of Leiden University to
Bristow Safety Conference, Lagos Nigeria, Feb 2011 
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Strengthened safety culture – An organization’s safety culture 
can be strengthened by making visible the commitment of 
management and actively involving personnel in the 
management of safety risk. When management actively 
endorses safety as a priority, it is typically well-received by 
personnel and becomes part of normal operations.
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Source: Doc 9859
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[Safety culture]…is reflected in the extent to which individuals and groups 
are:

a) aware of the risks and known hazards faced by the organization and its activities;

b) continuously behaving to preserve and enhance safety;

c) able to access the resources required for safe operations;

d) willing and able to adapt when facing safety issues;

e) willing to communicate safety issues; and

f) consistently assessing the safety related behaviors throughout the organization.
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Safety culture is subject to many influences and organizations may 
choose to assess their safety culture to:

a) understand how people feel about the organization and how importantly safety is 
perceived;

b) identify strengths and weaknesses;

c) identify differences between various groups (subcultures) within an organization; and

d) examine changes over time (e.g. in response to significant organizational changes 
such as following an accident, a change in senior management or altered industrial 
relations arrangement).

Source: Doc 9859
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There are a number of tools which are used to assess safety 
culture maturity, usually in combination:

a) questionnaires;

b) interviews and focus groups;

c) observations; and

d) document reviews.

Source: Doc 9859



 Within GAIN Flight Safety Handbook
◦ Questionnaires

 Other methods? 
◦ CAS/MCAS
◦ Command Climate Surveys
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APPENDIX D
SAFETY SURVEYS
&
AUDITS
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 “…key aspect that is essential to safety performance is the 
culture of the organization.”

 “The concept of safety culture underlies safety management 
and is the basis for the SMS requirements of Part 5.”
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 “..product of the values and actions of the organization’s 
leadership as well as the results of organizational learning.”

 “Cultures are not really “created” or “implemented;” they 
emerge over time and as a result of experience.”

 “…management framework that facilitates decision making 
and shapes the environment which employees work is crucial 
to organizational performance…” 
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 “…part 5 does not include any requirement to have, measure, 
or assess safety culture.”

 “It is not intended that any D&M organization be required to 
demonstrate a “positive” safety culture.”



http://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=2ahUKEwiyjJi86_vcAhUHRqwKHUHkDXoQjRx6BAgBEAU&url=http%3A%2F%2Fwww.tbae.co.za%2Fleadership-outcome-based-team-building.htm&psig=AOvVaw2Awxrx6MJo288RxLb_7HzY&ust=1534861273961046
https://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=2ahUKEwiIvoHd6vvcAhVDA6wKHS0SCnEQjRx6BAgBEAU&url=https%3A%2F%2Fblog.downloadyouthministry.com%2Fstudent-leadership-basics-what-to-do-at-your-regular-meetings%2F&psig=AOvVaw2Awxrx6MJo288RxLb_7HzY&ust=1534861273961046


26

 Available Auditing SMS Protocols

◦ Voluntary SMS Assessment – FAA AIR
 Follows CFR Part 5 
 FAA VSMS Letter of Acceptance for D&M Organizations

◦ SM ICG

◦ ISBAO

◦ FTSC: both SM ICG & ISBAO-BASED
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You’re welcome…
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FT&SC Audit Forms 2014 
 

 
                                         FLIGHT TEST & SAFETY CONSULTANTS, LLC 

 
 
 

Operator:   
Address:   
Date:    
   

 
 
 
 
 

Flight Test & Safety Consultants, LLC 
The Biltmore Hotel Executive Office Center 

1200 Anastasia Ave, Suite 450, Coral Gables, FL 33134 
Tel 917-543-7387  

 
 

ISBAO-based protocol



FT&SC Audit Protocols
ref. Requirement Conform N/A References / Comments/ Evidence of 

Non-ConformitiesY N
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8.2  Detailed Audit Protocols 
3   Safety Management System 
3.2  Safety Management System Requirements 
3.2.1 Safety Policy and Objectives 
3.2.1a Management Commitment and Responsibility 

SOUND: Is there a safety policy that: 
• Reflects management’s 

commitment to safety? 
    

• Includes a clear statement about 
providing necessary resources? 

    

• Includes safety reporting 
procedures? 

    

• Is signed and dated by the 
Accountable Executive (AE)? 

    

• Is communicated, with visible 
endorsement, throughout the 
organization? 

    

• Indicates which types of behaviours 
that are unacceptable? 

    

• Includes the conditions under which 
exemption from disciplinary action 
would be applicable? 

    

• Is periodically reviewed to ensure it 
remains relevant and appropriate to 
the organization? 

    

 



FT&SC Audit Protocols
ref. Requirement Conform N/A References / Comments/ Evidence of 

Non-ConformitiesY N
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APPROPRIATE 
• Is the safety policy relevant to the 

scope and complexity of the 
organization’s operations? 

    

• Is everyone aware of the safety policy?     
EFFECTIVE 

• Is the safety policy reinforced by day-
to-day decisions? 

    

• Is everyone committed to enhancing 
safety performance? 

    

• Is there visible evidence of 
management demonstrating by 
example? 

    

• Have there been significant or frequent 
changes in ownership or senior 
management within the past three 
years? 

   Ref: GAIN 

• Have there been significant or frequent 
changes in the leadership of 
operational divisions within the 
company in the past three years? 

   Ref: GAIN 

• Have any managers of operational 
divisions resigned from the company 
because of disputes about safety 
matters, operating procedures or 
practices? 

   Ref: GAIN 

 



FT&SC Audit Protocols
ref. Requirement Conform N/A References / Comments/ Evidence of 

Non-ConformitiesY N
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 • Has the company recently 
experienced financial instability, a 
merger, an acquisition or major 
reorganisation? 

   Ref: GAIN 

 • Was explicit consideration given to 
safety matters during and following 
the period of instability, merger, 
acquisition or reorganisation? 

   Ref: GAIN 

 • Are safety-related technological 
advances implemented before they 
are dictated by regulatory 
requirement, i.e., is the company 
proactive in using technology to 
meet safety objectives? 

   Ref: GAIN 

3.2.1.b Safety Accountabilities 
 
SOUND: Does the SMS 
documentation identify the AE and the 
safety responsibilities, accountabilities 
and authorities of all personnel, to 
include a definition of the levels of 
management with authority to make 
decisions regarding safety risk 
tolerability? 

    

APPROPRIATE 
• Do the AE’s terms of reference 

indicate his/her ultimate 
responsibility for the SMS? 

    

• Are there clear lines of safety 
accountabilities throughout the 
organisation? 

    

EFFECTIVE 
• Are the resources available to 

manage risks effectively? 
    

• Does everyone know their role in 
the SMS and participate 
accordingly? 

    

 



FT&SC Audit Protocols
ref. Requirement Conform N/A References / Comments/ Evidence of 

Non-ConformitiesY N
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3.2.1c Appointment of Key Safety 
Personnel 
 
SOUND: Does the SMS 
documentation include an 
appointment of a safety manager? 

    

Does the department/safety officer 
report directly to senior corporate 
management, to the 
CEO or the board of directors? 
 

   Ref: GAIN 

APPROPRIATE 
Is the safety manager properly 
trained? 

   Ref: GAIN 

Is there a formal management-
selection process? 

   Ref: GAIN 

 



FT&SC Audit Protocols
ref. Requirement Conform N/A References / Comments/ Evidence of 

Non-ConformitiesY N
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Are there well-defined management-
selection criteria? 

   Ref: GAIN 

Is management selected from inside or 
outside the company? 

   Ref: GAIN 

Is operational background and 
experience a formal requirement in the 
selection of management personnel? 

   Ref: GAIN 

Are first-line operations managers 
selected from the most operationally 
qualified candidates? 

   Ref: GAIN 

Do new management personnel receive 
formal safety indoctrination or training? 

   Ref: GAIN 

Is there a well-defined career path for 
operations managers? 

   Ref: GAIN 

Is there a formal process for the annual 
evaluation of managers? 

   Ref: GAIN 

Is the implementation of safety programs 
a specific management objective 
considered in 
the evaluation? 

   Ref: GAIN 

EFFECTIVE 
Are the results of safety management 
activities formally recorded and 
analysed? 

    

 



FT&SC Audit Protocols
ref. Requirement Conform N/A References / Comments/ Evidence of 

Non-ConformitiesY N
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3.2.1d Coordination of ERP 
 
SOUND: Does the SMS 
documentation include an ERP that is 
properly coordinated with the 
emergency response plans of those 
organizations it must interface with 
during the provision of its services? 

    

APPROPRIATE 
Is there a procedure for periodic 
review of the ERP to ensure its 
continuing relevance and 
effectiveness? 

    

EFFECTIVE 
Is the ERP regularly tested and 
updated including coordination with 
other organisations as appropriate? 

    

 



FT&SC Audit Protocols
ref. Requirement Conform N/A References / Comments/ Evidence of 

Non-ConformitiesY N
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3.2.1e SMS Documentation 
 
SOUND: Does the SMS 
documentation include: 
• A plan that defines the 

organization‘s approach to meet the 
safety objectives;  

    

Are Company safety standards set 
primarily by the company or by the 
appropriate regulatory authority? 
 
 

   Ref: GAIN 
 
 

 
Does the Company set higher safety 
standards than those required by the 
regulatory 
authority? 

    

Do the Company’s safety standards 
meet or exceed U.S. Federal Aviation 
Regulations 
(FARs)/European Joint Aviation 
Requirements (JARs) criteria? 

   Ref: GAIN 

Does the Company have a 
constructive, co-operative relationship 
with the regulatory authority? 

   Ref: GAIN 

Has the Company been subject to 
recent safety-enforcement action by 
the regulatory 
authority? 

   Ref: GAIN 

Does the regulatory authority refuse 
to recognise the licenses issued by 
some other countries? 

   Ref: GAIN 

Does the Company evaluate the 
licensing requirements of other 
countries when deciding whether to 
hire personnel who hold licenses 
issued by those countries? 

   Ref: GAIN 

Does the Company consider the 
differing experience levels and other 
licensing standards of other countries 
when reviewing applications for 
employment? 

   Ref: GAIN 

Does the regulatory authority routinely 
evaluate the Company’s compliance 
with required 
safety standards? 

   Ref: GAIN 

 



 To be “conforming?”

 To be readable?

 To be understandable?

 To be believable?
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Management commitment and responsibility, including the obligation to do the following:

• Define a safety policy and safety objectives as a basis for performance measurement;

• Implement safety reporting procedures, applying just culture principles. 

• Safety accountabilities, including the obligation to document and communicate safety responsibilities, 
accountabilities and authorities;

• Appointment of key safety personnel, including the appointment of a safety manager;

• Coordination of emergency response planning; and 

• SMS documentation, including the development of an SMS manual and processes. 



 “Set objectives, assign responsibilities, and set standards.”

 “…where management conveys commitment to the safety 
performance of the organization to its employees.”

 If positive aspects of culture are to emerge, the organization’s 
management must set up the policies and processes that 
create a working environment that fosters routine safety 
behaviors. That is the purpose of the SMS processes.”
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 Open reporting – disclosure of error without reprisal

 Just Culture – distinguish good vs undesirable behaviors

 Personnel involvement – line and management personnel

 Use of information – actionable intelligence
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 Commitment to Risk Reduction – hazard ID and mitigations

 Vigilance – assess risk controls & ID new hazards

 Flexibility – make adjustments and apply resources

 Learning – learn from failures and make corrections
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 Should have these elements:

◦ Accountable Executive commitment to safety
◦ Establishing of safety objectives
◦ Commitment to provide necessary resources
◦ Confidential reporting system without fear of reprisal
◦ Illegal or intentional violations subject to disciplinary actions
◦ Signed by Accountable Executive(CEO)
◦ Published widely
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Capture elements of safety policy for your organization
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Having top-level management support and commitment is probably the 
single most important attribute of a positive safety culture. 

Someone once asked me what to do if this support wasn’t present. My 
response: “Find another job.” 

Without management support, the prospects of a thriving safety culture are 
slim to nil.
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Develop safety policy statements for a flight test organization
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 Safety Objectives are derived from Safety Goals
 Safety goals are general and enduring
◦ High level 
◦ Updated infrequently
◦ Touch every level of the safety program

 Safety Objectives are specific and measurable
◦ Targeted to each safety goal
◦ Are clear, specific, and in sentence form
◦ Reviewed and updated regularly
◦ Basis for developing Key Performance Indicators (KPIs) or Safety 

Performance Indicators (SPIs)
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Develop safety objectives for a flight test organization
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 Rod Huete – President, Flight Test & Safety Consultants, LLC

 Walter Kraujalis – President, AeronomX, LLC

 Sonnie Bates – CEO Wyvern, Ltd
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A test crew was performing up & away HQ testing and experienced a 
flap Nz exceedance. It’s only 0.2G over the published test card 
limitation so they decide to continue. You, as the test safety manager, 
find out a week later overhearing a water-cooler conversation about 
particularly forceful pilot personalities.     
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What might this say about your organizational culture?
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PATHOLOGICAL

REACTIVE

CALCULATIVE

PROACTIVE

GENERATIVE
Chronic  unease
Safety seen as a profit centre
New ideas are welcomed

We are serious, but why don’t they do what they’re told?
Endless discussions to re-classify accidents
Safety is high on the agenda after an accident

The lawyers said it was OK
Of course we have accidents, it’s a dangerous business
Sack the idiot who had the accident

Resources are available to fix things before an accident
Management is open but still obsessed with statistics
Procedures are “owned” by the workforce 

We cracked it!
Lots and lots of audits
EHS advisers chasing statistics

Presentation by Patrick Hudson of Leiden University to
Bristow Safety Conference, Lagos Nigeria, Feb 2011 



 SMS is something you DO, not something you HAVE
 Culture is King
 Leaders must walk the talk
 What gets measured, gets improved
 Safety is a team sport – YOU can make the difference
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Handout Review



Thank you for your attendance and engagement!
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Find resources here: flighttestsafety.org
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