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1 P-R-O-C-E-E-D-I-N-G-S

2 1:25 p.m.

3 MODERATOR KRAKOWSKI: Thank you, Tony.

4 It's a real privilege to be here today. I had

5 the privilege of attending the previous three

6 International Safety Forums and it's a real

7 privilege to be a moderator.

8 What's a real privilege and honor for

9 me, though, is to be up here with a distinguished

10 panel that's represented. And we'll start to my

11 right with Mark Rosenker who's the current

12 chairman of the National Transportation Safety

13 Board here in the United States.

14 Mark, thanks for coming.

15 Mike Romanowski, who's the vice

16 president of Civil Aviation for the Aerospace

17 Industries Association of America.

18 DR. ROMANOWSKI: Thank you, Mike.

19 MODERATOR KRAKOWSKI: We have Peter --

20 and I always get this wrong -- Stastny.

21 MR. STASTNY: Exactly right.

22 MODERATOR KRAKOWSKI: And Peter is the

23 head of safety regulations for the EUROCONTROL,

24 the air traffic organization in Europe.

25 We have Fred Junek who comes to us as
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1 the head of Safety -- vice president of Safety &

2 Regulatory Compliance, for -- I always get this

3 wrong. Express Jet Holdings, which I always think

4 of you as Continental Express.

5 MR. JUNEK: Most people do.

6 MODERATOR KRAKOWSKI: But, Fred and I

7 have worked together on the ASIAS Program and the

8 data-sharing program as well.

9 So, it's really good to have you here,

10 Fred.

11 MR. JUNEK: My pleasure.

12 MODERATOR KRAKOWSKI: And then, last,

13 certainly not least is Shane Carmody, who's the

14 new deputy executive -- chief executive officer

15 of the Civil Aviation Safety Authority in

16 Australia.

17 So, we'd like to welcome you all to

18 the Panel.

19 The topic is the globalization and the

20 integration of safety management systems as we

21 move forward. And this is particularly important

22 to me as this is my 60th day on the job with FAA,

23 and 61 days ago I bid my farewell to United

24 Airlines after a 30-year career.

25 And one of the things that I said to
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1 people as I left was, I remember when I got hired

2 in the late Seventies over at United. People

3 always think of the good old days and how nice it

4 was when you got hired, but I recall that the

5 most exotic thing United Airlines did at the time

6 was fly from O'Hare to Honolulu nonstop.

7 And now here, 30 years later, we're

8 going over the North Pole, nonstop flights from

9 Chicago to Beijing, Chicago to Hong Kong. We

10 have networks of regional carriers which have

11 joined the main airline, to also fly across

12 borders.

13 We have alliances, the Star Alliance,

14 One World, Sky Team, which are globalizing the

15 actual networks of air transportation in the

16 system. And, of course, business jets now have a

17 lot of long-range capabilities. They are even

18 talking about a supersonic business jet that's on

19 the design boards right now.

20 And, of course, the new area that I'm

21 just beginning to learn is commercial space

22 flight which is being developed here in the

23 United States and there's some activities

24 globally, as well.

25 So, what begins to really hit you when
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1 you heard some of this this morning, was the fact

2 that we are truly becoming a globalized network

3 where you literally can fly a person or a package

4 around the world, right to the other side of the

5 planet in less than 24 hours.

6 So, as such, as carriers from

7 different countries fly into other countries we

8 really are cohabitating the skies in almost every

9 area of the globe.

10 So, as such, as we think about SMS and

11 what it means to the air transportation system,

12 we do have to think about how we play together

13 and how we make this work in a global

14 transportation system.

15 So, with that, what we will do is talk

16 a bit about some of the challenges that we think

17 we're going to have to face and resolve as we do

18 move forward.

19 So, with that, I'd like to open my

20 first question for comment to Mike and then we'll

21 have some of the other panel members join in as

22 well.

23 Mike, the question for you that I

24 think is certainly on my mind and I think would

25 be valuable for everybody is: We all see the
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1 vision. We all see the global connectivity

2 that's happening, but when you think about SMS

3 and you think about how this system is going to

4 work, number one, is it feasible that we can put

5 this together? But more importantly, what drives

6 the alignment in the political force to make this

7 harmonize across the planet and from country-to-

8 country?

9 DR. ROMANOWSKI: Thanks, Mike.

10 The first thing I have to say is:

11 after hearing that inspirational speech at

12 lunchtime how could I say it's not possible? I

13 mean, it's true. This is something that is

14 doable. This is something that we can do. And

15 building off something Nick, I think, said this

16 morning, Nick said, I think, ask 20 people what

17 SMS is and you'll get 20 different answers.

18 I'll give you a 21st, and build into

19 this idea of it being possible. I'm going to say

20 it's possible because we're already doing many

21 elements of SMS internationally, nationally,

22 regionally, and locally at the corporate level

23 and with regions.

24 Now, folks, calling what we've been

25 doing SMS, but I'm going to take the liberty and
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1 probably irritate a few of the purists who are

2 pure on definition and the like, but let's look

3 at it this way: We've got already a global

4 network, a global framework for standards for

5 operations that take us from cradle to grave for

6 a product and its operations in the ICAO

7 framework.

8 We've got ICAO standards that talk

9 about certification of product. We have

10 standards that talk about the operation of those

11 products and the like. So, what we're -- we take

12 that down to the national level, we've got a

13 series of regulations that really are a safety

14 management system, if you want to take a loose

15 interpretation of that.

16 And then, those, again, count for

17 design, certification, production, operation,

18 maintenance, operator certification. All that,

19 netted together, gives a system that governs the

20 safety.

21 Couple that with the actions that

22 manufacturers and operators take in the

23 management of their own corporate entities for

24 years, decades, even, at that level, we've been

25 sharing data.
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1 We've been looking ahead at what are

2 the potential things that could lead to accidents

3 and taking advantage of those things and bringing

4 them in together to take action in advance of an

5 accident or serious incident.

6 What we're talking about here, Hank,

7 is really doing this on a much broader level.

8 We're talking about doing it on -- taking it from

9 a prescriptive approach that's in the regulations

10 now or the ICAO standards now and taking it into

11 a process management approach, a disciplined

12 systems-based approach versus a discreet

13 approach.

14 So, yes, it's doable. It's going to

15 take another thing that I think Nick and Yantiss

16 were talking about earlier, a cultural change.

17 It's going to take a cultural change of how we

18 view regulation and operation and in management

19 to the systems approach with recognition of risk,

20 recognize that all requirements, all regulations

21 are not equal in their impact. All actions out

22 there in the fleet are not equal in their impact.

23 Look at those things in the context of a full

24 risk management approach. Use data for that and

25 knit that together.
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1 As you're doing that cultural change,

2 we do have to wrestle and solve this issue of

3 what does safety management systems mean at each

4 level. It's going to mean something different at

5 the ICAO level. You're not going to have the

6 same degree of specificity, the same degree of

7 detail in an ICAO meted-out safety management

8 system, but you should have the agreement of

9 principle, you should have the agreement of

10 philosophy and interaction that flows down into

11 national regulations and flows down into

12 corporate practices as well.

13 So, with that, I'll turn that over and

14 hopefully that stimulates some thoughts.

15 MODERATOR KRAKOWSKI: So, Mike, if I

16 were to just expand on this a little bit, you

17 represent an industry that is basically

18 manufacturing --

19 DR. ROMANOWSKI: Yes.

20 MODERATOR KRAKOWSKI: -- is that right, of

21 aerospace?

22 DR. ROMANOWSKI: Right.

23 MODERATOR KRAKOWSKI: And it's truly an

24 international -- it's a global international

25 activity --
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1 DR. ROMANOWSKI: Yes.

2 MODERATOR KRAKOWSKI: -- is it not --

3 DR. ROMANOWSKI: Yes, it is.

4 MODERATOR KRAKOWSKI: -- where a lot

5 of pieces are made in different countries and

6 then assembled in other countries, correct?

7 DR. ROMANOWSKI: Correct.

8 MODERATOR KRAKOWSKI: So you suggest

9 a framework kind of exists for success --

10 DR. ROMANOWSKI: Yes.

11 MODERATOR KRAKOWSKI: -- of

12 manufacturing safe and quality machines, right?

13 DR. ROMANOWSKI: Right. And by

14 extension, we haven't gotten to the point where

15 aviation is the safest mode of transportation

16 around the world by accident. You know, we have

17 done that through a disciplined approach. Now,

18 that approach has to evolve to the next level to

19 get to the next level of safety improvement

20 because, as we improve, our vision, our views of

21 what is safe continue to evolve as well.

22 Ten years ago we were sitting in these

23 same types of rooms saying we're incredibly safe.

24 We're the safest form of transportation in the

25 world, and we put a challenge out for ourselves
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1 to reduce the accident rate in the U.S. by 80

2 percent and do, you know, and comparable

3 improvements around the world as well.

4 And when we said that, I think all of

5 us looked at it and said, "Well, that's

6 impossible." Well, going on the theme we heard

7 at lunch, it's not impossible and today we've

8 effectively done that. So now, where are we

9 going to go?

10 These tools, the data-sharing, the

11 process-driven safety management systems are the

12 tools that can help us get there to that next

13 level, so we're going to look back ten years from

14 now and say, "Boy, we were naive at the time

15 thinking that we were so safe."

16 DR. ROMANOWSKI: So, what's the diving

17 force that then-- from the panel now on this

18 question -- that drives this together politically

19 across the planet?

20 MR. CARMODY: Well, let me start and

21 say there are a couple of drives. I'll answer

22 your question, but in a slightly different way.

23 I think that there are various ways you can look

24 at safety management systems and about driving

25 them together.
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1 In some areas, like manufacturing, for

2 example, or parts manufacturing, you can probably

3 come up with some metrics that are useable and

4 find ways to drive the system and come out with a

5 evaluation criteria for safety management systems

6 that work.

7 In other areas where safety is less

8 specific, then we have a challenge, I think, of

9 working a bit, as Mike said, about trying to look

10 at specifics and prescription versus a reasonably

11 free-flying system.

12 So, I think for us the challenge is

13 trying to find ways that we can drive safety

14 management systems together at one level and

15 create a safety management system, but without

16 driving it to the level of prescription where it

17 becomes a compliance-based system.

18 And once it becomes a compliance-based

19 system then, in a lot of ways, it's unusable

20 because it's less based on outcomes and more

21 based on tics in boxes.

22 MR. ROSENKER: I don't know if my

23 microphone is on or not. Is it on? Can people

24 hear me? Hello? You can't hear me?

25 MODERATOR KRAKOWSKI: No.

202-234-4433

Neal R. Gross and Co., Inc.

Page 14

1 MR. ROSENKER: The light is on. The

2 light is on.

3 MODERATOR KRAKOWSKI: I'll have a

4 techie come out and help you out there.

5 MR. ROSENKER: All right. Well, the

6 tech can come up.

7 DR. ROMANOWSKI: Why doesn't somebody

8 else answer the question?

9 MR. STASTNY: I'd like to come back in

10 on something that was mentioned --

11 MODERATOR KRAKOWSKI: Okay. Please.

12 MR. STASTNY: -- up front there.

13 We've done a lot of work in Europe,

14 particularly with the service providers and also

15 the regulatory authorities on the installation of

16 SMS and that work has taken us to looking in an

17 assessment-type way at exactly what is there now,

18 pre-SMS if you want to look at it that way,

19 versus what needs to be there in the future. And

20 there's actually not that much of a gap in

21 practice.

22 As was mentioned, a lot of the things

23 that we expect to be done via an SMS were already

24 there. The component parts were being operated

25 in their own right in their own way, but what was
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1 not being realized was the collective benefit of

2 operating them all together in a coherent system,

3 and the cultural benefits within the

4 organizations that could result from that because

5 clearly one of the big, big things that we have

6 to achieve is this question of cultural

7 awareness.

8 People have to become aware of what

9 safety management is, why we need to do it, and

10 what benefits it can really bring. And that, to

11 me, I think, is one of the big steps that we've

12 got to take, and I think that should underpin all

13 of the work we now do in formulating new

14 international policies for safety management

15 systems.

16 MODERATOR KRAKOWSKI: Are you up and

17 running?

18 MR. ROSENKER: Am I on the air now?

19 MODERATOR KRAKOWSKI: It sounds like

20 it. Okay. Go ahead, Mark.

21 MR. ROSENKER: I would agree with all

22 of my colleagues, but there are times for

23 standards, prescriptions, if you will, and then

24 there are innovative process, innovative thought.

25 And I think what we're beginning to see through
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1 the safety management program, safety management

2 systems, are ways of really examining things

3 through a different viewpoint, through a

4 different understanding.

5 And when we talk in terms of metrics

6 I really believe the answer in metrics is "No

7 accidents." You know you've succeeded when, in

8 fact, you have operated in a safe manner and in

9 an efficient manner and in an environmentally-

10 friendly manner.

11 That's really where I believe we have

12 to get to if, in fact, we really understand where

13 we have been in the past, over the past since

14 we've created ICAO and since we've created a very

15 dynamic, a very healthy aviation community.

16 It is amazing to me in the various

17 modes that we examined at the NTSB how safe the

18 commercial aviation business has become. We

19 don't market, for example, how safe we are. Each

20 company doesn't say, "My company, X Airline, is

21 the safest airline."

22 It's a given. The entire community

23 believes it is a safe industry, otherwise -- and

24 perhaps the difference here is no one would get

25 in an aluminum tube, fly at 550 miles an hour at
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1 39,000 feet if they really didn't believe they

2 were going get to their destination.

3 So, in a strange way, I have to

4 disagree a bit with our distinguished and very

5 inspiring speaker, the astronaut Gene Cernan,

6 when he talked about the issues of where the

7 future is and that we must be bold and innovative

8 and we must take risks.

9 I don't want to take a risk in civil

10 aviation. I want to know that when we get on

11 that aircraft, we will have a hundred percent

12 expectation and demand of getting from where I am

13 to where I want to be.

14 This is not a place where we will do

15 experimentation and create, if you will, great

16 risk. I'm reminded of the great risk assessment

17 manager, Dr. Dennis Levinson, where he was a

18 doctor of veterinary medicine and a taxidermist.

19 His slogan was, "Either way, you get your dog

20 back."

21 That is risk management.

22 MODERATOR KRAKOWSKI: I'm going to

23 steal that. Thank you.

24 MR. ROSENKER: You may use that.

25 MODERATOR KRAKOWSKI: You know, as
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1 Captain Yantiss was talking this morning at the

2 first session, he was talking about how

3 complicated this business is. And as we think

4 about the SMS system, the airlines are growing up

5 their system with their regulators, their traffic

6 control in some cases is growing up, their

7 systems.

8 And Peter Stastny, head of safety for

9 EUROCONTROL, one of the questions we have for you

10 is we're seeing a lot of safety risks, not just

11 within the cockpits with airplanes getting close

12 to the ground, a lot of it occurs in the

13 interaction between controllers and pilots,

14 controllers-to-controllers, ground operations at

15 airports.

16 So, since that seems to be a place

17 where there is a lot of safety activity, from

18 your point of view, particularly with the

19 challenges you have in Europe trying to bring

20 everything together under EUROCONTROL, how do you

21 see this evolving globally?

22 MR. STASTNY: Well, Hank, you

23 certainly put your finger on one of the big

24 challenges that we're facing in Europe,

25 particularly. Here we are trying to actually

202-234-4433

Neal R. Gross and Co., Inc.

Page 19

1 bring together in a coordinated way the actions

2 of, in the case of EUROCONTROL, 38 member

3 countries, to implement safety through SMS and

4 other measures in a coordinated and harmonized

5 way to achieve an optimum result.

6 So, the question, really, of course,

7 is that we operate in an air traffic world. As

8 the question posed indicates we have to interface

9 with airport operations, airline operations,

10 other forms of aviation, all of whom have their

11 own interpretation, their own adaptation of SMS.

12 And where we stand today, of course,

13 is in the very early stages of trying to bring

14 this all together. If you look into, for

15 example, the ICAO annexes right now, you look in

16 Annex 11 for air traffic services. You look in

17 Annex 14. The SMS requirements are different,

18 and different again in Annexes 6, 8 and others,

19 too.

20 And one of the first challenges we've

21 got, I think, is to come together to agree on an

22 international set of objectives for what an SMS

23 should be. And I take Shane's point very -- very

24 much to heart.

25 It has to be objective-based. It has
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1 to be at the high level, not prescriptive,

2 because SMS cannot operate in exactly the same

3 way in all these different sectors.

4 We face it -- I'll give you a

5 particular example. We face it day-to-day on the

6 question of runway safety, where in Europe we

7 have many airports whose operations are managed

8 by one company, but the air traffic service

9 operated at those airports is perhaps contracted

10 to another company with a different culture and a

11 different SMS. And somewhere, we've got to bring

12 all of this together to make an integrated whole.

13 At the regulatory level, of course, it

14 does mean you have to have a consistent set of

15 regulations that will apply across the board,

16 whether it's at the ICAO level, at the European

17 level, which is now what we're working on through

18 the establishment of the European Aviation Safety

19 Agency, and very shortly they will begin a

20 consultation on the expansion of that agency to

21 take into account regulation of airports and air

22 traffic management.

23 So this is going to be, then, the

24 total system approach to aviation that safety

25 requires. But that's just at the regulatory

202-234-4433

Neal R. Gross and Co., Inc.

Page 21

1 level, of course. Beyond that, safety is

2 delivered through all of these different

3 operating companies that we need to actually

4 harmonize in some way.

5 My answer to it is continued

6 international coordination and consultation,

7 starting with the kind of event that we're now

8 participating in today, but also through the more

9 formalized mechanisms in ICAO and other bodies.

10 I say "other bodies" because it's not

11 all about regulations. I shouldn't say that as a

12 regulator, I know, but it does demand a bit of

13 regulation, but it also demands a lot of

14 consensus within the industry on exactly what

15 successful SMS should look like, and what it

16 should look like in each of these sectors.

17 So, I think that's the aim we've got

18 to have.

19 MODERATOR KRAKOWSKI: Well, we'll

20 certainly be looking at what you're doing in

21 Europe as, I think, a really good foundation for

22 how we do this globally.

23 Any other thoughts on the global piece

24 here?

25 Fred, would you like to --
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1 MR. JUNEK: No. I just couldn't agree

2 more. Whatever we end up with as far as sort of

3 global SMS standards, I think, has to be result-

4 oriented. It has to -- it can't be prescriptive.

5 That will stymie the value of the program.

6 MODERATOR KRAKOWSKI: Anyone else?

7 Okay. Well, Fred, I have a question

8 for you. Okay?

9 Fred has had -- I've had the privilege

10 of working with Fred as we have tried to figure

11 out how we share data across the airline industry

12 here in the United States. We all grew up, our

13 FOQA programs and our ASAP programs, but what we

14 were missing, we're finding common threads, and

15 also looking at events such as interactions with

16 air traffic control and interactions at airports

17 that all the different airlines, you know,

18 operate at.

19 And the new system that Nick talked

20 about today, ASIAS, wouldn't be possible without

21 Fred's hard work, as well as many others who

22 worked on the program. So, I thank you and

23 acknowledge that.

24 But, you know, you work hard at this,

25 and I watched this work go on in the working
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1 groups for many, many years when we tried to

2 figure out how do we share data without hurting

3 each other, and how do we trust each other and

4 how do we consolidate and make this all work.

5 So, when I think about how we're going

6 to do this globally through SMS and data-sharing

7 and in solution, and problem-solving, I'd like to

8 hear your point of view of what you went through

9 in just this small little effort here in the

10 United States, which is about ready to reach

11 maturity.

12 MR. JUNEK: Well, when I think about

13 it, it gives me a headache. You know, Nick

14 touched on it a little bit this morning. There

15 are various elements to that. You know, Congress

16 has empowered the FAA to enact rulemaking to

17 protect the data and that's certainly a first

18 step and a necessary step.

19 Beyond that, we -- you know, when the

20 FAA enacted the rules concerning FOQA and ASAP

21 programs and the protection of that data and the

22 sharing, actually, of that information, one of

23 the challenges became how do we do that and at

24 the end of the day, leave that meeting and still

25 be friends -- kind of what you were talking about
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1 earlier.

2 And it was a -- it was a two so long

3 process. A lot of people in this room

4 participated in this process. And, you know,

5 getting the regulators, the three stakeholders,

6 really, the regulators, the representatives of

7 the employee groups and the companies, the

8 industry together, got in the same room to figure

9 out a process that could make that happen that

10 everyone would be comfortable with.

11 And we put a subcommittee of the art

12 together to work on that. A lot of people in

13 this room participated in it and came up with a

14 governance document, originally called base-up

15 document, now called the ASIAS that we had proven

16 works.

17 We have shared data using that process

18 many, many times and so we've proven that concept

19 works. So that sort of framework is already out

20 there. It exists. And, you know, I think as far

21 as sort of expanding that a little bit more, I

22 think we might be able to use that as a point to

23 begin our discussions for how to do this

24 globally.

25 MODERATOR KRAKOWSKI: It sounds like
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1 the take-away -- and I remember some of the

2 conversations in the meetings that we had, nobody

3 was willing to actually even expand that one

4 showing data until we got some documentation of

5 how we're going to play and act together and

6 protect each other and all of that.

7 It sounds like one of the first

8 fundamental steps we'd have to do.

9 MR. JUNEK: It is. And from my

10 perspective it's very, very important that all of

11 the stakeholders be included in those

12 discussions, because every stakeholder has input,

13 and every stakeholder's input is valuable.

14 MODERATOR KRAKOWSKI: And they also

15 have something at risk if, indeed, they get

16 implicated and are not part of the process.

17 MR. JUNEK: Absolutely. Absolutely.

18 MODERATOR KRAKOWSKI: Do you have any

19 thoughts on this?

20 MR. ROSENKER: Well, you can see the

21 great value, it seems to me, in information-

22 sharing, data-sharing, it has -- it was

23 innovative at the time. It was something new.

24 No one thought in terms of being able to have

25 this information which was of great value,
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1 perhaps, personally to your particular company.

2 How it could be utilized across-the-

3 board to make not only your company, but the

4 entire industry a much safer and much more

5 efficient operation.

6 So, I congratulate you. I applaud

7 you. We want to see more of this around the

8 world so that we can bring up the level of safety

9 in those regions right now that are not enjoying

10 the kind of record that we do here and that we

11 see in so many of the other agencies.

12 MR. JUNEK: You know, we've come a

13 long way. I think we have the tools in place to

14 be -- SMS is the next logical step in the

15 evolution of safety. If you think about it, less

16 than ten years ago, if you had even mentioned the

17 prospect of sharing FOQA data, as an example,

18 that -- just that discussion would have had you

19 laughed out of the room.

20 Today it's occurring. It's working.

21 We're this close to being able to -- with ASIAS

22 with ASIAS to being able to accomplish some

23 really measurable benefits from the aggregation

24 and the sharing of the data.

25 MR. CARMODY: If I may make just one
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1 observation.

2 MR. JUNEK: Okay.

3 MR. CARMODY: I would -- some nations

4 have much more sophisticated data collection and

5 evaluation capabilities than others, and some are

6 much more advanced than others. In fact, in many

7 cases in some countries we've -- we're looking

8 back at the data that everybody has individually,

9 and working out how it is we're going to share it

10 and what arrangements we're going to put in place

11 to protect one another to share the data.

12 Where I think we can make a bit of a

13 difference in SMS is for countries that don't

14 have any data at all, that when they're starting

15 to think about the types of data they can -- the

16 type of data that will be used -- accumulated and

17 used, that right at the outset, it's planned to

18 be shared, it's considered from a different

19 paradigm than ours, whereas we collect -- tended

20 to collect in many cases the data for our own

21 reasons, and then decided to share it in an SMS

22 context.

23 I think one of the things that we can

24 do, or one of the take-outs for those nations

25 that don't have as sophisticated data collection
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1 facilities as some others, is to start very early

2 in the sharing paradigm and see whether they can

3 develop their SMS concepts from the other end.

4 MODERATOR KRAKOWSKI: Well, Mark, you

5 and I were talking beforehand -- Mark Rosenker

6 from the NTSB here -- about your thoughts 20

7 years ago when the big buzz word was "quality and

8 total quality management systems," and you were

9 kind of saying this feels kind of the same, but

10 it's different. What are your thoughts on that?

11 MR. ROSENKER: Well, let me tell you

12 when I first heard about quality and we all went

13 on the quality journey. How many of you out

14 there went on the quality journey?

15 I was hoping that we weren't going to

16 get into that type of a feeling that here is the

17 next issue of buzz word. But quality did, in

18 fact, make a great difference. If we take a look

19 at where we are today as industry in the United

20 States -- and frankly around the world -- quality

21 propelled industry to where, in fact, the kinds

22 of incredible increases of reliability that have

23 been translated from decades old of research and

24 development into manufacturing and ultimately

25 operations.
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1 We have reliability today because of,

2 I believe, that quality movement that we saw 20,

3 25 years ago. It was painful. It was extremely

4 painful. People didn't understand what quality

5 really meant.

6 We saw it in competition. We didn't

7 understand how we could get there, and the

8 commitment needed to be from the entire company.

9 It wasn't just from the CEO. I believe that same

10 type of series of characteristics are kind of

11 there in the beginnings of SMS.

12 Now, if we're going to talk about

13 Deming, if you will, of the father of quality,

14 perhaps Nick Sabatini can be part of the

15 parenting, if you will, of SMS. I think he'd be

16 very proud to hear that he is in that level, in

17 that league.

18 But I really think we are kind of in

19 that same area, in that same kind of concept to

20 be improving the safety capability and the safety

21 operations and what we ultimately are looking

22 for, and that ultimately is 100 percent of

23 perfection when we're talking about aviation

24 operations.

25 MODERATOR KRAKOWSKI: You know, this
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1 is interesting because I remembered Ben Yantiss

2 and I working with IATA in the early days of SMS.

3 We actually were calling it SQMS, Safety Quality

4 Management Systems. So, there does seem to be

5 kind of a natural alignment.

6 Obviously, in your industry, Mike,

7 this certainly has proven itself.

8 DR. ROMANOWSKI: It has, is my point.

9 There are a lot of similarities here. What

10 you're talking about, when we went from -- with

11 the quality revolution we went from a lot of

12 discreet-type inspect the quality into the

13 product by an inspector to a process point of

14 view that included all the key stakeholders.

15 You know, it involved a change in how

16 you design and manufacture products. You didn't

17 have engineers design the product, then turn the

18 designs over to manufacturing, and they looked at

19 it and said, "Well, how the heck are we going to

20 produce this?"

21 They were in the room along with the

22 operators and the maintainers early in the design

23 process. So you can work out all of these

24 interface issues up front.

25 We're at the same mode with the safety
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1 management systems and data-sharing. We are now

2 talking about all the key players together,

3 whether they are industry or government,

4 examining the data, looking for the key elements

5 under a process that will lead to a dramatic

6 improvement, step change in improvement.

7 You know, it gets to that law of tens

8 that we've used in the manufacturing side of

9 industry for a while, that if you catch something

10 early in the design phase and the conceptual

11 phase, it's ten times cheaper to fix than once

12 you start detail design. And that's ten times

13 cheaper to fix than when you're into production.

14 And that, you know, ten times less expensive than

15 to fix once it's out in the field.

16 We're in that mode with safety

17 management going into this with SMS, Hank, where

18 we are now going to be able to look at very

19 discreet data, much lower-level data and

20 aggregate than we've seen with even incident-

21 level data to identify those things and take easy

22 preemptions and enhancements against those things

23 as we move forward.

24 MODERATOR KRAKOWSKI: Other thoughts?

25 MR. STASTNY: I'd like to --
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1 MODERATOR KRAKOWSKI: Fred.

2 MR. STASTNY: Yes. I'd like to come

3 in, if you like, more on the cultural aspects of

4 this development, because there are distinct

5 parallels there between what we saw two decades

6 ago, perhaps, in the quality area and today in

7 SMS.

8 Because, underlying it all, has to be

9 the awareness amongst those who are the front-

10 line practitioners of what it is they're doing

11 and why they're doing it and what the safety

12 effect of what they are doing is.

13 And the SMS approach will foster that,

14 will grow that in such a way that we no longer

15 then would talk about best practice, we would

16 talk about common practice. We would talk about

17 habitual practice so that habitually people in

18 their working lives would do things with the

19 safety criteria already in their thoughts

20 subconsciously.

21 And this is where we go to, I think,

22 a lot of the time with quality management, that

23 people would actually look at every part of their

24 job and say, "How does this conform with the

25 objectives of the quality system?" Well, we need
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1 to do that again with the safety system, I think,

2 so that we need to examine every part of the job.

3 And I think it was mentioned in the

4 panel earlier that by Dan, perhaps, the

5 moderator, that those who can affect the job the

6 most are those doing the job. And you have to

7 get to those people.

8 What I would say, though, is we should

9 not underestimate the CEO effect, if I could call

10 it that. In our work that we've done with the

11 European states, we've noticed that by far the

12 greatest progress has been made where there has

13 been a very personal commitment by those at the

14 top of the organizations and they've driven the

15 changes forward. And that is very powerful and

16 we work a lot with the CEO's in order to try and

17 move that further forward.

18 And once you have the top management

19 on board, in fact, rolling those changes out and

20 explaining to the workforce generally what the

21 rationale is, why are we asking you to do this,

22 becomes much, much more easier.

23 MODERATOR KRAKOWSKI: So it's a great

24 segue to my first question to my first question

25 for Shane over there.
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1 This SMS concept is actually the

2 bubbling up from safety professionals and people

3 who are working within the industry, but many

4 corporations and many airlines are actually being

5 run by business people now, people who not

6 necessarily were rooted in aviation or aviation

7 systems.

8 So, how do we get this kind of buy-in

9 up at the senior executive level to make sure

10 that that gets driven into the different

11 organizations?

12 MR. CARMODY: Thanks, Hank.

13 Senior level buy-in is really

14 critical. One of our strengths where I come from

15 is that -- or one of my weaknesses is that I'm

16 not from the aviation business. I'm not a pilot

17 and I'm not an engineer. And one of the

18 strengths is that I'm not a pilot and I'm not an

19 engineer. And it provides an opportunity to look

20 at things very, very differently.

21 SMS, if we're not careful, has the

22 potential, if it's not solved well, to senior

23 management, just to be like jargon. I take the

24 point on -- I take the point that Mark's made a

25 number of others on totally -- total quality
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1 management.

2 I remember it got to a point about 20

3 years ago that it was a point about 20 years ago

4 when you couldn't get in the door without

5 mentioning total quality or quality, and about 18

6 years ago if you knocked on the door where we'd

7 throw you out.

8 We didn't want anybody to come in and

9 give us any more quality. We'd had enough of

10 being sold "quality." We need to find a way to

11 manage the message to CEO's a little bit

12 differently.

13 It is important to grab CEO's. As

14 Peter said, "Nothing happens in organizations in

15 reality without a CEO or without senior level

16 commitment." Everybody in this room has got

17 somebody that they're working for, somebody that

18 they try to get buy-in from on anything they try

19 and achieve.

20 We've been working very much on trying

21 to get CEO buy-in because the point was made that

22 many are not aviators. I'd like -- as I'm not.

23 And we're trying to get the message to CEO's that

24 if you're responsible for the bottom line, you

25 can understand that. You can understand that
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1 you're responsible for the money, you're

2 responsible for the people, and safety costs a

3 lot of money.

4 But you can actually make the point to

5 them that safety doesn't cost anywhere as much as

6 an accident costs. You can start talking about

7 why CEO's need to be aware of safety and why they

8 need to be accountable.

9 It wasn't that long ago, and in some

10 places still now when you go out and talk in the

11 industry, people say, "I've got a safety manager.

12 And somebody at that level looks after that. You

13 go and talk to my safety manager and he'll tell

14 you how we're doing the business."

15 What we're saying to CEO's in

16 Australia, and I presume happening elsewhere as

17 well in Europe, is that "That safety manager

18 isn't responsible for the business. You are.

19 You are the accountable officer. We really have to

20 make sure that that person understands where

21 their accountabilities lie.

22 One of the things that we've said a

23 lot is that if you're accountable for it, it pays

24 to run it. If at the end of the day you're going

25 to be on the hook, then you really need to start
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1 focusing on safety.

2 And once you get a senior level

3 commitment to safety management systems and start

4 to drive it through, the point was made that you

5 can drive it down through the organization.

6 Leaving it with the technical specialists, as

7 happened a few years ago, was not enough.

8 And we've come a long way from that

9 and we understand a lot more of that crew

10 resources management, a lot more about FR&S, so

11 it's not only a technical problem, but we still

12 need to get it up to the point where the board

13 understands all there is to know about its

14 accountabilities.

15 Just to finish, if I may, one of the

16 ways that we've tried to attack this problem is

17 we produced a little booklet called Safety

18 Management and the CEO. It's only about eight or

19 ten pages long and we've given it to all of our

20 chief executive officers through the industry and

21 said -- you know, we go out and talk to them

22 quite often, CEO to CEO, but we've said, "These

23 are your accountabilities. These are the things

24 that you should really be focused on."

25 And right up front and all the way
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1 through that document is about safety management

2 systems, where their responsibilities lie and how

3 they've got a real responsibility and

4 accountability to drive it through.

5 So, I'm a hundred percent with the

6 lead-in that I got. That's the way to get

7 engagement. But without engagement there is a

8 real potential, as we've felt a few times, for

9 people to say, "I haven't had an accident on

10 site." Well, we've got to get a long way past

11 that. Thank you.

12 DR. ROMANOWSKI: If I could make a

13 build off something you said, Shane, it's

14 critical to have that top-level buy-in, and one

15 of the things you said, we've been working at the

16 technical level on a lot of this.

17 One of the dangers that we have

18 working at the technical level that really brings

19 the need to elevate it up to a top -- I'll say

20 corporate level, but when I say that, the same

21 goes for national level with the FAA or what have

22 you.

23 You don't have a safety management

24 system for engineering. You don't have a safety

25 management system for manufacturing or

202-234-4433

Neal R. Gross and Co., Inc.

Page 39

1 operations. You need to have an integrated

2 safety management system, and that has to become

3 the culture of the operation.

4 And as we go forward, the only way to

5 drive that culture is top-down through the

6 organization and accountability expectations for

7 that, I believe.

8 So, that's one of the key elements of

9 having that top-level buy-in.

10 MR. ROSENKER: I would agree. I think

11 both Mike and Shane have hit it. But, it starts

12 with the CEO and then emanates through the entire

13 organization. It creates the culture. Without

14 the culture, without the real belief, without the

15 real commitment it is a sloganeering, it is that

16 nebulous safety management program that's going

17 to make me safer.

18 Well, it won't make you safer unless

19 it's a practice, a daily practice. And it should

20 be the best practice, and it should be shared

21 because, once again, safety is not competition.

22 Safety is for all of us if we're going to

23 continue with that goal of perfection, one

24 hundred percent, guaranteeing that we will get

25 our passengers to where they deserve and wish to
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1 be.

2 MODERATOR KRAKOWSKI: Well, I'll tell

3 you worries me, because I experienced this

4 myself. When I first began to learn about SMS and

5 what the theory was behind it, there were so many

6 acronyms, it was so ethereal, it was so

7 conceptual, my eyes began to glaze over and I've

8 watched other corporate executives' eyes glaze

9 over.

10 I'd like to suggest and maybe hear

11 some comments from all of you in the audience

12 when we get into the Q&A section: How can we

13 describe this better, because I worry that if we

14 don't make it feel like something -- feel like

15 it's something actionable, we may not get the

16 support that we really deserve from the higher

17 levels of the corporation or the international

18 community at large.

19 DR. ROMANOWSKI: Can I start? Shane

20 hit it when he said, you know, you have to put

21 this in business terms. You have to turn it into

22 impact on the business and how you operate the

23 business.

24 It's the same thing with quality.

25 It's the same thing, Hank, as you know, when we
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1 were looking at past safety enhancements, we had

2 to build a business case for that. The same

3 thing applies for the systems in a corporation or

4 within a country or region. You have to build

5 the business case to say this is what it's going

6 to bring. This is the change in culture that

7 will result. This is the improvement in safety

8 and operational efficiency that will occur.

9 It reminds me of another in analog

10 back to the days of when we introduced ETOPS

11 operations. ETOPS operations at first viewed as

12 incredibly risky by a number of people. We

13 started gaining the experience with it.

14 Companies started gaining experience with the

15 maintenance practices that were involved with

16 ETOPS and they found something very interesting.

17 They found that their products became

18 so much more reliable under that type of schedule

19 that -- and they were saving so much money in

20 doing those operations that they started applying

21 those same practices to the non-ETOPS fleet and

22 driving into a common practice.

23 So, the same type of things would

24 apply, just as they did with quality. When you

25 move to SMS, you start looking at the data at a
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1 different level. It's the continuous improvement

2 mind set that you have launched into. You

3 understand your processes. You understand where

4 the difficulties occur. You put process changes

5 in place to eliminate those difficulties and, as

6 a result, you've optimized the business towards

7 doing this SMS lends that possibility and it has

8 to be put in those terms to sell it.

9 MR. ROSENKER: I think it was

10 interesting when Shane talked about in the

11 initial stages of quality, everyone, again, early

12 on, the eyes glazed over, they didn't understand

13 what it meant. They didn't understand where we

14 were trying to go.

15 Later, we were getting there, and we

16 knew we had gotten there when you went to the

17 door and said, "I want to talk about quality, but

18 you have already gotten it and you're tired of

19 talking about quality because you have, in

20 reality, moved into that journey. You understood

21 it."

22 When we get to where people start

23 saying, "I'm tired of hearing about the safety

24 management system," we will have succeeded. We

25 will have succeeded.
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1 MR. CARMODY: I think that's right.

2 And we've got a little way to go before we get

3 there. The other thing -- the other point that

4 I'd like to make is that it's really all about

5 managing risk. And even -- people within the

6 aviation industry understand risk from a

7 particular perspective.

8 The people in the corporate world

9 understand risk from a different perspective. It

10 may be the organization's bottom line. And what

11 we've got to do in message management is to make

12 sure those things come together.

13 If you can start describing, if we

14 start describing safety management systems in

15 terms of risk, and it feels -- it's almost

16 intuitive to us, but managing the message is

17 very, very important.

18 And so, if we can get the message out

19 in that terminology -- and we've had lots of

20 discussion -- listening to the presentations

21 today, we've had performance focus in other

22 sessions, outcomes focus. We've had risk, we've

23 had safety management systems. These are all --

24 these things are all bread and butter to us.

25 I think in terms of engaging our

202-234-4433

Neal R. Gross and Co., Inc.

Page 44

1 organizations, we need to make sure that it

2 becomes bread and butter to them and to some of

3 the senior leadership, to make sure they engage

4 on the terms that they understand.

5 MODERATOR KRAKOWSKI: Okay. And our

6 challenge is certain a global one, which is the

7 topic of this panel. We've all been playing with

8 this individually, within manufacturing companies

9 or airlines or as regulators, but we do have to

10 migrate this across the globe.

11 So, let's open it up to you for your

12 comments, your questions, your curiosities or

13 challenges about that which you may have heard

14 here up at the panel today.

15 I see a couple of hands up. Off to

16 the left. I see one right back there, Barbara.

17 I see a hand up way back there.

18 MR. McSWEENY: Tom McSweeny with

19 Boeing. Getting back to the real topic of

20 standards, there was some discussion up front

21 about should there be an international standard

22 or whatever, and I assume people are looking to

23 ICAO for that responsibility.

24 But we must remember that except maybe

25 for noise and emissions, ICAO doesn't issue
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1 detail standards, and even with noise and

2 emissions, states must issue their own

3 regulations.

4 And I think that is the difficulty

5 with this and other concepts like this. If I'm

6 an operator I generally have one state of

7 operation. I have an authority who approves my

8 operating certificate, and if that authority has

9 the requirement for SMS, it's pretty easy for me

10 as an operator to meet that requirement. I can

11 internationally under ICAO requirements, or

12 regulations, excuse me.

13 If I'm an MRO, I might have two

14 certificates. I might have three, four, five.

15 At least we know there are EASA and FAA

16 certificates that many repair stations hold.

17 Now, if each one of those countries has an SMS

18 requirement associated with their certificate

19 issuance, as an MRO, which SMS do I use? What if

20 those requirements are not the same?

21 If I'm a designer of products, I have

22 -- will probably have an SMS that I have to meet

23 because I have continued operational safety

24 requirements. I have a state of design whose

25 requirements I must meet. But when my aircraft
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1 get registered in another state, they also

2 generally issue a type certificate.

3 They will have their own SMS

4 requirements that apply to their manufacturers.

5 Certainly it's fair to say they should apply to

6 imported products.

7 So, as a designer, you now have the

8 possibility of a multitude of SMS's that you are

9 going to have to meet. And if you look even

10 within one state -- and I'll just pick the United

11 States -- if there's an SMS for operators and an

12 SMS for repair stations and an SMS for designers,

13 and an SMS for production certificate holders and

14 an SMS for training certificate holders.

15 I can name one company that I know

16 very well who holds all those certificates. We

17 all know that the best SMS is one that a single

18 system that encompasses all your safety

19 functions.

20 So, these dimensional issues about

21 regulation, I think, are at the heart of what we

22 ought to be talking about as well. How are we

23 going to resolve those as well as the other

24 issues that I absolutely align with, corporate

25 culture and all that kind of stuff?
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1 Will, in fact, a state of registry

2 that issues its own type certificate on an

3 aircraft, accept that aircraft that was designed

4 under SMS principles by the state of design?

5 Will an MRO in a country be able to use its SMS

6 that that authority mandated when, in fact, it

7 goes for a repair station certificate approval

8 from another country?

9 Those, I think, are issues that we

10 have to deal with alongside of all the technical

11 issues and procedural issues of how do we

12 regulate SMS, period. Thank you.

13 MODERATOR KRAKOWSKI: Well, I

14 appreciate that question because I think it is

15 exactly at the heart. Our aspiration is to get

16 to many of the places that you've talked about.

17 Europe is trying to pull some of that together

18 over many countries, so I'd like to ask Peter to

19 talk a bit about kind of your view of how you see

20 that evolving.

21 MR. STASTNY: Thank you and yes.

22 In fact, it breaks down, as I see if,

23 if I've understood the question correctly, to two

24 things: It's harmonizing what we mean by SMS and

25 the standards that would go with it, and on the
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1 other hand, it's the whole question of mutual

2 recognition and the relationship between states

3 and between authorities on this subject.

4 I think it was Mike, in an earlier

5 intervention, came to the point that there's not

6 several SMS's, there's one SMS which must embrace

7 the entire aviation system. And what that looks

8 like in one sector may have to be practically

9 very -- practically slightly different from the

10 sector next door, but the principles and the

11 objectives are all the same.

12 We're chasing the same aim. And it's

13 the harmonization of those aims, those

14 objectives, those principles that I see as our

15 current major challenge because I don't believe

16 that they've all been tied together in a total

17 system way.

18 And we need to do that because within

19 the system as a whole, risks are going to shift

20 with time. If you look at some of the plans that

21 we've got for the future, in my own sector, for

22 example, the air traffic system, the NEXTGEN

23 In Europe this is our program. We're

24 talking about developments, operating

25 developments, technological developments which
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1 can shift where those risks will sit in the

2 overall aviation system.

3 And if we don't have one integrated

4 SMS that covers it all then we're going to miss

5 something. We're going to run into problems with

6 doing that.

7 So, for me, I think that's one of the

8 key challenges that we've got up front.

9 MODERATOR KRAKOWSKI: So how did this

10 happen in Europe where you took all these

11 different air traffic control organizations by

12 different states and you're starting to bring

13 them together? I think that's the question at

14 hand, "What's the driving force that allowed that

15 kind of harmonization to begin?"

16 MR. STASTNY: I think there were two

17 things. I think there was a realization by all

18 of the stakeholders concerned, not just the

19 states, but also the operating companies that

20 something had to be done. We had to operate with

21 a common set of operating rules, if you like,

22 within the European theater.

23 And based on that, we then went into

24 a period of development of European regulations

25 that underpin that.
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1 Now, I would stress, once again, that

2 was part of the foundation of the whole thing.

3 We had to move beyond just, though, the pure

4 regulation into working very closely with the

5 states, with the service providers, the

6 operators' concern and also with the regulatory

7 bodies in the states to make sure that the

8 harmonization became a reality. And we had to

9 work very intensively on that front.

10 And we're still doing that today. One

11 of the questions my colleague Erick Merchkx this

12 morning mentioned the safety maturity

13 measurements that we make. In there -- what

14 we're measuring there is the ability and the

15 degree of harmonization that we have within those

16 stakeholder bodies that we need to actually try

17 and harmonize together.

18 So, it's a persistent adherence to

19 that objective that we must keep in focus.

20 MR. ROSENKER: I would agree. Clearly

21 the challenges that our colleague from Boeing

22 talked about today are critical, and the only

23 place I believe you could effectively discuss and

24 resolve is perhaps through the working group

25 process of ICAO.
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1 It is the venue that we have agreed to

2 that has been the aviation specialized agency of

3 the UM that represents the aviation community,

4 and has worked for the most part fairly

5 effectively since the Chicago convention in 1944.

6 So, I would encourage these types of

7 discussions and these types of challenges to be

8 brought up through the working groups, and I

9 believe we will get resolution.

10 It's worked now for almost 63 years.

11 As we've seen the evolutions of improvements and

12 changes in this industry it is, it seems to me,

13 is the only viable place that we can all gather

14 to resolve these challenges.

15 MODERATOR KRAKOWSKI: Okay. More

16 questions, comments? In the back.

17 MR. MERCHKX: Thank you. Good

18 afternoon. Erick Merchkx from EUROCONTROL.

19 Suppose we have all of this now in

20 place where we've got one, beautiful, nice,

21 integrated SMS which covers everything. How are

22 we going to ensure that the various organizations

23 in the community talk to each other?

24 Let me give an example. We looked --

25 when we look in Europe at certain types of
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1 incidents that occur, the top three priorities

2 for the moment are runway incursions. I think

3 that's a global one. We have level busts and we

4 have air space infringements.

5 Now, in terms of at least runway

6 incursions and level busts, we have to ensure

7 that the airlines pretty good SMS speak to the

8 service providers very good SMS.

9 When we're talking about air space

10 infringement, we're talking about events that

11 take place between commercial airlines, corporate

12 jets, red-eye jets, military airplanes, and I

13 assume that everybody by a certain time will have

14 at good SMS in place, but how, in practice, are

15 we going to make sure that organizations talk to

16 each other, because I do believe that for the

17 future the interface between the various

18 organizations is going to be even more important

19 than today? Thank you.

20 DR. ROMANOWSKI: I'd like to take that

21 one. I guess I'd just start by taking the

22 premise that you started with in your -- at the

23 beginning of your question, saying that we've

24 reached a point where we do have integrated SMS,

25 that in and of itself, in at least, my definition

202-234-4433

Neal R. Gross and Co., Inc.

Page 53

1 of what an SMS is, means that you will, in fact,

2 have those engagements going around between the

3 affected parties.

4 And those are the key elements of a

5 building block, is that all the stakeholders

6 involved in an issue are brought to bear in

7 addressing -- in identifying and addressing that

8 issue.

9 Very similar to Mark's quality analog,

10 if you want to build a quality product, you have

11 to engage and bring your suppliers in and your

12 customers in to ensure not only can the suppliers

13 deliver what you need and you have a mutual

14 understanding of the concerns and the

15 requirements, but also that that is what, in

16 fact, the customers of the product want to have.

17 Same thing goes whether it's operators

18 and air traffic controllers and pilots, they've

19 got to be netted together to ensure that they do

20 identify and address the common issue.

21 MODERATOR KRAKOWSKI: Any thoughts?

22 MR. CARMODY: Only one thought, and

23 that is I'd like to be dealing with that problem

24 at that point when we do have a fully integrated

25 system.

202-234-4433

Neal R. Gross and Co., Inc.

Page 54

1 I endorse the comments of my

2 colleague. I think that if the fundamentals of

3 safety management systems are that we go identify

4 risks and then we're looking at the

5 identification of risk and hazard, we're looking

6 at ways to mediate it. We're continually

7 improving. We're continuing to identify risks.

8 If that is, in fact, systemized and

9 works in the global system that was being

10 discussed, then we're already a long way there.

11 Now, I think some of the elements -- if we're at

12 that point and then we're only working the

13 scenes, then I think that we're a long way

14 further forward than we are at the moment.

15 If we're only working the gaps between

16 -- but at the moment we're a long way short of

17 that.

18 MODERATOR KRAKOWSKI: Another

19 question? Oh, go ahead, please.

20 MR. STASTNY: I was just going to come

21 back and say that one of the answers is you have

22 to provide the right forum to do that, whether

23 it's at a regional level like we do in Europe

24 where we have the organization like EUROCONTROL

25 where all of the stakeholders can get around the
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1 table.

2 You have to provide a structure in

3 some way that will bring those people together

4 and I think that links into the point that was

5 made earlier.

6 Beyond that, of course, you have to

7 facilitate that to get the right result. What

8 you have to have is a situation where

9 stakeholders that come to that forum where

10 perhaps risks are analyzed and actions are

11 identified need to have the authority to take

12 those actions away and actually put them into

13 place.

14 And that, obviously, is a very

15 responsible, a very difficult thing in some cases

16 to achieve, because it's very nice and very

17 convenient to sit around a table, but then you

18 have to actually go away and make something

19 happen in your company because of an identified

20 risk that's been brought to the table. And then

21 it starts to -- you start to feel it more

22 practically in that way.

23 MODERATOR KRAKOWSKI: Any questions,

24 comments? Hi, Scott. Is that mic on? Get a

25 little closer.
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1 MR. SCHLEIFFER: One thing that

2 strikes me is that an SMS, like the quality thing

3 which I reluctantly was involved in many years

4 ago, there was a, if you will, a quality

5 assurance piece to the whole process which means

6 it continuously improved itself.

7 So, let's say the air space

8 infringement issue that was brought up as a

9 question, came up and it became something we

10 hadn't previously thought about, while we would

11 go in and continuously improve our process and

12 provide, we would create a new forum if we had

13 to.

14 We would find a way to improve the

15 process of improving process, I mean, because SMS

16 is entirely, at least structurally, it's entirely

17 a process-driven system.

18 I know there's another panel later

19 today about culture, but I wondered if you would

20 care to comment. I mean, everyone up there,

21 everyone in there has been involved with

22 regulatory work. We've managed to do regulations

23 we never thought we could do. It's a solvable

24 problem.

25 I'm more concerned about breaking the
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1 tough nut of changing culture, because changing

2 culture and getting employee buy-in and at all

3 levels I think is a far more complex problem, and

4 I wondered if you would care to comment on that

5 in the context of the panel.

6 MR. ROSENKER: Scott, I have be along

7 your side when I reluctantly joined the quality

8 movement. It was not easy for me. Change is

9 very difficult.

10 This, again, is a form of change, it

11 seems to me. While we do need some discipline

12 and standard kind of thinking in the SMS, it can

13 also, I believe, be kind of an innovative free

14 thought where we kind of strive for the best

15 practices. It may not be there.

16 And when, in fact, we've created these

17 best practices we can then share them. This is

18 more of a sharing thing than I believe the

19 quality program was.

20 This is to make aviation significantly

21 safer. And it is safe today. But when we took

22 it from ten years ago, the numbers that we have

23 reduced them to where the objective was to reduce

24 the accident level by 80 percent, and we are

25 somewhere in the 70's. That's amazing, because
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1 I'm not sure if people believed they could have

2 gotten there.

3 The SMS, I believe, is a series of

4 words, a concept that's going to -- and I don't

5 believe that we got to this number by low-hanging

6 fruit. There's more to it than getting the low-

7 hanging fruit.

8 We worked hard. We, as this

9 community, worked hard to do what was necessary

10 to get the numbers to where they are today. But,

11 I agree with Mr. Cernan. We can do better, and

12 we will do better because we now have this

13 concept we're dealing in which will take us, I

14 believe, to the next level.

15 MODERATOR KRAKOWSKI: Shane.

16 MR. CARMODY: Thank you. The issue of

17 culture, I think, is critical. It can never be

18 underestimated, and it varies -- it varies much

19 organizationally, and it varies very much

20 nationally.

21 You've got organization cultures and

22 national cultures and we've got individual

23 cultures as well, and these things will all play

24 a part in how safety management systems actually

25 work.
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1 Cultural change, quite often, is

2 caused by, or you're encouraged towards cultural

3 change by a catastrophic event which makes you

4 decide that it's about time you changed your

5 organizational culture and focused on something

6 else. I think for us, we've got to make sure the

7 message of safety management systems is that

8 there are cultural issues in there.

9 We've got to deal with -- we've got to

10 deal with entrenched organizational cultures,

11 everything from the way we think, the way we

12 think about safety to the way, as a regulator, to

13 the way my inspectors inspect and evaluate

14 safety.

15 So, there's a lot of cultural work to

16 be done and I think one of the -- that's probably

17 the most common element across all nations, is

18 the fact that actually have a slightly different

19 cultural fix and we can't underestimate it.

20 If I go back to the point I was making

21 before, I actually think a lot of that stuff

22 starts -- a lot of that stuff is about management

23 and leadership, and you've got to work -- you

24 really have to work those issues very, very hard,

25 and it actually starts at particular points.
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1 You don't get senior leadership and

2 senior buy-in, and if you don't lead and drive

3 that through the organization, you won't achieve

4 cultural change in any sense. If you don't

5 achieve that cultural change, the realities, we

6 won't get to safety management systems.

7 The difference -- the only difference

8 I see or one of the differences I see between

9 quality and safety management, though, is that

10 you can make the connection for everybody in

11 safety management systems for aviation.

12 If I'm producing a widget, you know,

13 at the end of the day, I get a bonus because I

14 got 100 percent of them produced correctly for

15 quality reasons. Nearly everybody flies and

16 eventually everybody will fly, and we can get the

17 level of buy-in that we need and I think that's

18 one of the ways we can change the culture.

19 DR. ROMANOWSKI: There is a cultural

20 aspect that -- we've been talking a lot about the

21 corporate aspect of SMS and getting by in there,

22 but we do also have to really focus on the

23 regulatory culture change that would be required

24 to do SMS effectively because, as it flows down

25 through large authority workforces or smaller
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1 authority workforces, it is a mind set change to

2 really, truly understand and appreciate the risk

3 management practices and principles that are

4 embodied in the concept in database safety

5 management.

6 We've made a remarkable amount of

7 progress over the last 10 or 15 years in the

8 acceptance of risk management in the authorities

9 world, but we're going to have an additional

10 amount that's going to have to occur over the --

11 particularly -- not as much at the senior levels

12 now.

13 I think it's almost an inverse -- you

14 know, where we were talking about the corporate

15 issue where as the bottoms-up, you need them to

16 get the top-level buy-in.

17 I think in the regulatory world we

18 have pretty well the top-level buy-in,

19 particularly in light of limited resources that

20 authorities have to bring to bear on a

21 continually-growing aviation environment, but we

22 do have a large entrenched workforce that is

23 well-schooled in the discreet regulation-by-

24 regulation, inspect the quality in mind set that

25 that cultural change is going to have to occur
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1 and it's going to be continued pressure from the

2 top, but also it continued demonstration of

3 effectiveness that's going to lead to it, I

4 think.

5 I don't know if there are any other

6 thoughts on how you --

7 MODERATOR KRAKOWSKI: Actually, if you

8 don't mind, I'd like to spice this up and maybe

9 ask the audience a little bit.

10 I think about what a global SMS would

11 look like where you have countries which have a

12 tendency to criminalize human error. And can

13 that coexist in a global SMS structure or do

14 countries that have those philosophies, can they

15 actually work in a system like this?

16 MR. SCHLEIFFER: No.

17 MODERATOR KRAKOWSKI: Well, why don't

18 you talk to that? Can you expand on that?

19 MR. SCHLEIFFER: Sure. I'll be happy

20 to try.

21 MODERATOR KRAKOWSKI: Okay, Scott.

22 MR. SCHLEIFFER: It's impossible

23 because you can't have an SMS, whether it's in a

24 small bush airline or United Airlines or a

25 foreign airline or an MRO, you can't have it
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1 unless every employee from the top to the bottom

2 is engaged in the entire thing.

3 And when every employee is free from

4 at least punishment from an error, because we

5 know we're going to make errors. The idea is

6 catch the errors. If you don't catch them,

7 report them, find the problem, you know, systemic

8 correction and all that.

9 Criminalization is a part of the blame

10 thing and it just -- it's just -- it's a failure,

11 which is why the culture change from now to

12 transition to where we dream we want to be,

13 that's the whole thing.

14 Every employee has to feel a sense

15 that they can do their job and they're not going

16 to get thrown in jail or have their job in

17 jeopardy for doing their job.

18 I'm a proponent of a just culture.

19 When someone goes outside of the bounds of normal

20 conduct, that's a different situation, but when

21 they're trying to do their job, that's -- they

22 have to have some sense of confidence.

23 MODERATOR KRAKOWSKI: Okay. We have

24 a participant back here.

25 MR. SCHLUMBERGER: Thank you. Charles
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1 Schlumberger from the World Bank.

2 One of the biggest enemy for culture

3 change and for introduction of SMS is the problem

4 of governance, and if we talk -- we analyze

5 developing countries and we realize that problems

6 of governance or, let's say corruption, that goes

7 from favorites because the airline is connected

8 to somebody in the government to plain just

9 accepting $100 and walking away from the airplane

10 that is unsafe.

11 The problem is not as easy. If the

12 public sector pays salaries that are insufficient

13 for the official to make a living, he depends on

14 that system. And there culture change is

15 extremely difficult.

16 Now, what we observe is the only

17 institution that sometimes doesn't have that

18 problem is the Central Bank because they have a

19 special status and they make money.

20 At the Civil Aviation Authority, the

21 small country in the developing world in the

22 ministry of transport which is not the ministry

23 that is the most attractive one for a government,

24 that they have adequate salaries when the rest of

25 the public sector doesn't, this is one of the
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1 challenges we face where we have to say, "Well,

2 it's not just air transport, it is public sector

3 reform."

4 I think this is, in the poorest part

5 of the world with the worst record, one of the

6 biggest challenges, do you have thoughts how to

7 address this problem?

8 MODERATOR KRAKOWSKI: Would anyone

9 like to respond to that?

10 MR. ROSENKER: I wish there was a

11 silver bullet. There are no silver bullets for

12 that. We're changing the world. You're changing

13 cultures that, in fact, have been there for

14 hundreds of years, thousands of years in some

15 cases.

16 This community, though, does enjoy a

17 special status. It's different. The aviation

18 community is unique. And, in fact, it's new in

19 relative terms to the rest of the culture.

20 They've had cars for years. They've been dealing

21 in trains for years. They've been dealing in

22 ships for years. But aviation is a relatively

23 new mode of transportation when you put it in

24 perspective.

25 And we, as bad as it is, in some
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1 place, and it is bad, and we must make some

2 changes, it is still something which, in fact, is

3 an credible form of transportation. We want to

4 raise that.

5 There are certain regions which the

6 credibility is extremely low, but still we -- I

7 believe -- I'm an optimist. I believe we can

8 make that difference, and it may well be -- the

9 gentleman talked about the Central Bank was --

10 was the area that, in fact, there was no

11 corruption.

12 Well, you know, we, in the aviation

13 business have shown some leadership in a lot of

14 communities and a lot of -- a lot of the

15 successes that we have enjoyed have evolved into

16 other modes of transportation and even right now,

17 I give you an example, that the medical community

18 is very interested in how we operate CRM, and how

19 they can then translate that into operating rooms

20 and make better judgments and fewer errors

21 through using CRM and checklist types of

22 processes.

23 Perhaps whatever is happening in the

24 Central Bank, those best practices can be

25 translated into the aviation side to make that a
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1 less type of a -- a more honest and less

2 controversial type of operation.

3 MR. STASTNY: I'd like to comment and,

4 in fact, pick up the two questions, because I

5 think the two questions between them show one

6 fact, and that is that aviation has to operate as

7 part of a wider world.

8 And while we all might within aviation

9 agree on the way in which we want things to be

10 done, to get that agreed, that way of working

11 agreed by the wider local community is often very

12 difficult.

13 We've spent a lot of time working with

14 European states on the question of just culture.

15 We've held many workshops. We've had the

16 aviation legal people in to see how we can

17 actually move that forward, addressing the whole

18 question of criminalization of accidents and so

19 on.

20 And amongst the aviation community,

21 there's a commonality of view, there's a

22 willingness to move this forward, but back home,

23 each of those legal people have to then convince

24 their national judicial organizations, and they

25 vary in each case.
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1 And that's the real difficulty because

2 then you bump up against national cultures, wider

3 aspects which then make it handle differently in

4 each case, and we're not over that hill yet. I

5 mean, we're still working away at that.

6 MODERATOR KRAKOWSKI: Shane.

7 MR. CARMODY: A brief comment if I

8 may. I may be a bit of a heretic in terms of

9 safety management systems, but I personally am

10 not convinced that the ideal safety management

11 system suits everyone.

12 Some safety management systems are

13 going to be standards-based and compliance-based.

14 And some safety management systems in reality are

15 going to become outcomes-based.

16 There are some organizations and dare

17 I say, some states, that are not ready yet in a

18 cultural sense or in a sophisticated aviation

19 sense to move straightaway to a total outcome-

20 based safety management system with a range of

21 conditions and oversight methodologies that

22 reflect that line of business.

23 I think the overarching safety

24 management system concept from ICAO is clearly

25 workable, but I do think there will be
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1 differences within there, and some -- and there

2 is going to have to be difference.

3 There are going to be some areas where

4 you want to mandate absolute compliance because

5 there are -- or where the nation itself, where

6 the state itself wants to run a more compliance-

7 based system for its own reasons.

8 I actually think they can peacefully

9 coexist.

10 MODERATOR KRAKOWSKI: Other questions

11 comments?

12 I think I see -- do I see a hand over

13 there? Okay. Well, this panel has been about

14 setting the global framework, the global strategy

15 of integration, consistent global policies and

16 regulations that support SMS on a global fashion.

17 So, why don't we wrap up with each of

18 our participants to have a closing statement.

19 We'll start with Mark Rosenker from NTSB.

20 MR. ROSENKER: Well, when we talk

21 about one size fits all, I think Shane hit it

22 right on the target. There is no one size fits

23 all. There are clearly more advanced regions and

24 there are those that need significant help and

25 discipline.
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1 And when, in fact, you create the

2 kinds of systems that really provide for

3 compliance, really provide a basis for improving

4 safety, then I think we have the basis for

5 improving safety.

6 So, I believe we are entering an era

7 now with the recognition of the value of SMS and

8 the value of what we can do to begin closing this

9 safety gap from those that are extremely advanced

10 to those that need significant help, and it is an

11 issue of committing to helping, committing to

12 sharing and committing to the goal of 100 percent

13 guarantee that when you take off, you will land

14 at the place you want to land in a safe way.

15 MODERATOR KRAKOWSKI: Mike Romanowski

16 from Aerospace Industries Association.

17 DR. ROMANOWSKI: Okay. Thanks. Mark,

18 some excellent points there that really we all

19 need to think about because you're spot-on there.

20 Come back to the beginning of where we started

21 here. Is this possible?

22 Like Mark, I'm an optimist. I think

23 we have made remarkable progress over the years

24 with global frameworks, national, regional

25 frameworks and local frameworks that will still

202-234-4433

Neal R. Gross and Co., Inc.

Page 71

1 continue to exist and, in particular, it will

2 receive more emphasis in certain regions than

3 others in that framework, in that shape.

4 But as we move forward, if we focus at

5 the top level on what are the principles that

6 bind us for safety management, what are the

7 outcomes we desire and build from that at the top

8 level of ICAO with the principles and policies,

9 flowing that into the national variance.

10 Again, key two principles, maybe a

11 little bit more structure to their principles as

12 well, so Tom, we have the opportunity for

13 interoperability between those systems and the

14 not the insertion of new barriers, but continuing

15 to flow those down into both the authority's

16 operational practices and the cultural and mind

17 set changes that are going to be required, as

18 well as those in industry to make sure that those

19 are consistently shared across the way.

20 We will get there. It's not going to

21 be an instantaneously flip the switch and

22 solution to get there uniformly. It's going to

23 be a journey over a number of years. It's going

24 to take a lot of concerted effort, but we will

25 get there.
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1 MODERATOR KRAKOWSKI: Thank you, Peter.

2 Let's hear from EUROCONTROL.

3 MR. STASTNY: I think I'd like to make

4 two or three points, one or two of which haven't

5 come up so far this afternoon yet.

6 We talked earlier about de-mystifying

7 SMS, how can we de-jargonize it. Fundamentally,

8 SMS is part of management. If you manage an

9 organization you manage the safety of that

10 organization in whatever form that safety takes.

11 And this is, I think, something which

12 we have spoken about the CEO effect and the

13 realization by management of their corporate

14 responsibilities in respect to SMS.

15 But, in fact, operating in SMS is no

16 different to operating any other part of the

17 business. You do all the same things. You try

18 and forecast the risks. You try and manage the

19 risks. You measure the outcome. You do all the

20 same things that you would do for financial

21 performance or any other kind of performance of

22 the company or the organization that you're

23 operating.

24 SMS, therefore, -- it's not something

25 separate that's going on over in the corner of
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1 the room somewhere. It's part of the life blood

2 of the organization and it should be viewed that

3 way and it should be capitalized upon that way.

4 And that leads me into the point I

5 wanted to make about business benefits because we

6 haven't spoken too much so far in this conference

7 about the business benefits of SMS. And I

8 believe they are considerable. I'll give you two

9 examples, if I may.

10 The creation of an international

11 standard for SMS. This was discussed and

12 concluded on in this morning's session. If such

13 a standard were to exist and be built upon what

14 we already have, and I whole-heartedly support

15 that, incidentally.

16 If we have that it creates a level

17 playing field. It creates an environment in

18 which all businesses are operating to a common

19 set of rules.

20 The other thing, and I speak here from

21 personal experience as a regulator within the

22 national administration, it dramatically reduces

23 the regulatory overhead of organizations.

24 If an operating organization has a

25 fully-working SMS, the amount of time and effort
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1 taken by the regulator to have proper oversight

2 of that organization is a small fraction, and I

3 do mean a small fraction of what it would be if

4 there were no SMS in place.

5 So, there's just two things I think

6 where having an SMS is good business, apart from

7 all the other benefits we would see from it.

8 MODERATOR KRAKOWSKI: Frank Janek from

9 Express Jet Holdings.

10 MR. JUNEK: I just have a couple of

11 things to add. First of all, I was encouraged by

12 the discussion this morning and the consensus

13 that a global SMS standard is desirable.

14 I personally believe that it is

15 absolutely doable. I agree with my panel members

16 up here. We've got some challenges. We've got

17 some obstacles to overcome, but absolutely, we

18 can do it.

19 SMS is the natural evolution to the

20 safety programs that we're already running today,

21 we already have in place today. And I

22 steadfastly believe, having dabbled in it a

23 little bit, I steadfastly believe that we'll be

24 able to go from the sort of proactive approach

25 that we're generally taking with safety today to
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1 a more predictive approach to safety. I believe,

2 absolutely believe that SMS will take us there.

3 MODERATOR KRAKOWSKI: And lastly,

4 Shane Carmody from CASA Australia.

5 MR. CARMODY: Thanks, Hank.

6 I'll be brief and to the point. I do

7 think that SMS is the next great leap forward.

8 It provides us the opportunity we need to make

9 those real safety advances. As was indicated

10 before, a lot of the low-hanging fruit is gone.

11 This is possibly the next great evolution.

12 In terms of standards, a standard is

13 tough and putting SMS together in its entirety

14 will be difficult, but it certainly -- because of

15 the cultural and all of the issues that we

16 covered, but certainly it's doable. It's

17 certainly achievable and as I said, I think it's

18 the next great leap forward in aviation safety.

19 MR. CARMODY: Thank you.

20 MODERATOR KRAKOWSKI: Okay. And I'd

21 like to thank all of you for your good questions

22 and your attention today and I want to thank this

23 great panel for a good conversation.

24 (Whereupon, the above matter was

25 concluded at 2:49 p.m.)
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