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Drivers for Change

Globalization 
of aviation

▪ Industry is made up of an international web 
of networks and complex business 
arrangements that are challenging our 
traditional regulatory model

Need for international 
collaboration

Description Implications

Industry 
growth

▪ Industry expands and contracts much faster 
than the FAA in its current structure can 
manage

Stress on traditional AIR 
structure and processes 
creating a need for agility 

Heightened 
expectations

▪ The public, industry and government entities 
continue to increase their expectations of us 
to do things faster and without error

Pressure on AIR to become 
efficient and agile

Velocity of 
change

▪ Technological advances and business 
model changes are precipitating higher rates 
of change and increasing the need for 
organizational agility and adaptability as our 
environment changes

Complexity and volume of 
standards needs
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Presenter
Presentation Notes
We are all familiar with the challenges in the aviation system.
To meet these challenges, seizing opportunities to collaborate is increasingly important!
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Select permanent executives 
and deputies to stabilize the 
new functional organization

Realign Leadership 
Reorganize the Service into a 
functional model to align people and 
processes 

Complete strategic planning to reform our 
1980s-era policy and processes – keeping 
pace with technology and the global 
marketplace

Engage internal and external stakeholders 
to identify best practices and develop 
strategies to streamline certification and 
oversight

Engage Stakeholders
Further refine the organization by
allocating Resources to support AIR 
Transformation Goals

Refine Ongoing

Renew Approach 

Ongoing

Jul 2017 Dec 2017 May 2018

AIR TRANSFORMATION

AIR Transformation Timeline
Federal Aviation
Administration
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Presenter
Presentation Notes
RENEW APPROACH:
AIR Blueprint – Issued in March 2017, this document identifies the case for change and scope of AIR Transformation
Comprehensive Strategic Plan (CSP) – Issued in September of 2018, this document details the requirements for achieving the strategic vision.  Specifically, it identifies responsible offices, critical stakeholders, dependencies between activities and milestones.
Integrated Implementation Plan – Currently, UNDER DEVELOPMENT, this will be a compilation of short-term, individual implementation plans (developed by AIR Divisions and Industry) that will ensure coordination and successful implementation of the strategic plan

ENGAGE STAKEHOLDERS:
AIR continues to engage and secure commitment from all stakeholders – both internal and external – to fully realize the strategic vision captured in AIR’s Blueprint.  Some examples of these efforts include:
Establishing the Safety Oversight and Certification Aviation Rulemaking Committee (SOC-ARC):  Provides a venue for Industry stakeholders to identify and recommend initiatives to improve the efficiency and effectiveness of the certification and safety oversight system.  The SOC-ARC Charter was signed on January 5, 2018.
Fully institutionalizing and implementing the Certification Process Guide (CPG) led by Compliance & Airworthiness Division (AIR-700).
Implementing of integrated oversight of bilateral agreements.

REFINE:
Refinement is an inclusive, collaborative, second chapter in AIR’s reorganization, which includes the detailed design, permanent placement of staff, and phased operationalization of each functional division.
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AIR’s Current Organization

Supports aerospace 
innovation by creating 
novel means of 
compliance, develops 
and maintains AIR 
regulations, manages 
the CSTA program and 
overall fleet safety, as 
well as educational 
outreach.

Issues all design 
approvals for both 
domestic and foreign 
manufacturers as well 
as production and 
airworthiness 
certificates, executes 
COS processes, and 
provides flight test 
support.

Oversees all FAA 
approvals, certificates, 
and bilateral partners in 
addition to designee 
and delegation 
programs.

Monitors and assesses 
the overall internal 
health of AIR, and 
provides strategic 
leadership for planning 
and change 
management within the 
organization.

Provides core services 
that enable success 
throughout AIR, 
including human 
resources, financial 
management, 
workforce development, 
IT support and 
information 
management.

Provides liaison 
support to other FAA 
organizations, 
international U.S. 
government agencies, 
the International Civil 
Aviation Organization 
(ICAO) and other civil 
aviation authorities as 
the AIR international 
focal. 

Aircraft Certification Service
AIR-1, Executive Director

Dorenda Baker

Policy & Innovation 
Division
(AIR-600)

Mike Romanowski

Compliance & 
Airworthiness Division 

(AIR-700)
Lance Gant

Systems Oversight Division
(AIR-800)

Jeff Duven

Organizational Performance 
Division
(AIR-300)

Colleen D’Alessandro 

Enterprise Operations 
Division 
(AIR-900)

Suzanne Chandler

AIR-2, Deputy Executive Director, 
Regulatory Operations

David Hempe

AIR-3, Deputy Executive Director, 
Strategic Initiatives

Chris Carter

International Division
(AIR-400)

Amer Younossi, Acting

Alternative Fuels 
Program Staff 

(AIR-20)
Peter White

Executive 
Technical Support 

Staff
(AIR-10)

Brian Morris
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Presenter
Presentation Notes
LEADERSHIP:
The “Refinement” of the organization will take place over an extended period of time. This phase may drive additional organizational shifts for some employees and managers.
During Refinement, Division Leadership will partner with the Division Management Teams to review the previously developed organizational design to determine how to best achieve full functional alignment in the new organization. 



Federal Aviation
Administration

Benefits of AIR Transformation 
• Encourages early industry engagement and 

risk-based system surveillance to 
streamline certification

• Improves consistency and standardization 
by establishing single functional lines for 1) 
certification, 2) standards and 3) system 
oversight

• Fosters innovation by engaging industry 
applicants early to understand new 
concepts and ensure viable path to 
compliance 

• Provides agility and adaptability to meet the 
challenges of the dynamic global aviation 
industry

• Establishes business practices for utilizing 
metrics for determining efficacy of 
Industry/FAA associated with 
compliance/safety and time to market 

AIR’s Current Focus 

Compliance

Systems 
Oversight

Standards

AIR’s Future Focus 

Standards

Systems 
Oversight 

Compliance
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Presenter
Presentation Notes
NOTE:  Bubble size is not directly related to resources. It simply depicts a shift in focus. We want to spend more time engaging with industry during the planning and scoping phases of a project and more time conducting oversight, assuring compliance to the regulations and working with industry to mature systems. In shifting our focus to before and after the “critical path,” we expect we’ll be able to appropriately focus our involvement on areas of highest safety risk, minimizing our impact on your certification project timelines.
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• Safety Oversight and Certification Aviation Rulemaking 
Committee (SOC-ARC)
– The Charter was signed by former FAA Administrator Michael Huerta 

January 5, 2018
– The ARC remains in existence for 24 months

AIR Transformation: Industry & Labor Engagement
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• Sponsor: Dorenda Baker, AIR-1
• Co-Chairs: 

– Chris Carter, AIR-3
– Michael Thacker, Bell Helicopter

• Union Representatives
– AFSCME: Moin Abulhosn
– NATCA: Scott Odle
– PASS-MIDO: Jim Pratt

Presenter
Presentation Notes
FAA chartered an SOC-ARC to serve as the avenue for collaboration. It will provide a forum in which Industry may evaluate the aircraft certification and safety oversight system and make recommendations for changes to the current regulations and guidance material. The sponsor of the SOC-ARC is the Executive Director of the Aircraft Certification Service.


https://www.faa.gov/regulations_policies/rulemaking/committees/documents/media/SOC%20ARC%20Charter%20Signed%20Jan%205%202018.pdf
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AIR’s Comprehensive Strategic Plan (CSP)
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Informs

Detailed requirements for achieving 
transformational change across all components 
of the future Aircraft Certification Safety System

Informs
Detailed plans for 
ensuring successful 
implementations

High level messaging for broad audiences 
internal and external to the Aircraft 
Certification Safety System

Collaboration with 
stakeholders to identify 

requirements, 
including actions &  

timeframes

Comprehensive 
Strategic Plan

Integrated Implementation Plan

Blueprint: 
Strategic Vision 

Presenter
Presentation Notes
The Comprehensive Strategic Plan is part of a larger strategic framework that AIR has adopted. The first piece of that framework is AIR’s Blueprint. The Blueprint is a high level messaging document. It describes AIR’s case for change and our Vision for Transforming the Aircraft Certification Safety System. 

The CSP is the document that describes WHAT we need to achieve that transformed system.

Finally, the Integrated Implementation Plan will be a roll-up of the different plans that capture HOW we will implement the strategy. 

https://www.faa.gov/about/office_org/headquarters_offices/avs/offices/air/transformation/blueprint/media/AIR_Blueprint.pdf
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The CSP Team used the principles of Systems Engineering to:
– Consider multiple inputs from AIR’s division leadership team, division management 

teams, and SOC-ARC
– Discuss the Transformation as a system change
– Capture an initial set of actions to achieve that change
– Use logic modeling to review the actions 

(Action  Condition  Outcome)
– Reorganize and consolidate the actions based on the Outcomes they supported

How Was the CSP Developed?
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Activity

Activity

Activity

Output

Output

Outcome

Outcome

Outcome

FAA and Industry need to 
do this…

…to create these 
conditions…

…and achieve these 
impacts

Notional Example of a Logic Model

Presenter
Presentation Notes
The CSP team followed a methodical process to develop the document. First, they really focused on stakeholder engagement. The team worked across AIR and with the SOC-ARC and the working groups to collect inputs. They kept their discussions at the system level. When an action was proposed, they asked how it impacted the whole system. Then, after collecting all of that input and discussing it, they mapped it out using a logic model. They identified discrete activities and walked through the logic: if we do this activity, it creates this condition, which results in this impact on the system. After doing that, the team were able to bucket activities that achieved similar conditions and similar outcomes, and reorganize the whole set of inputs into the structure you see today.
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The CSP Contains:

• 10 Initiatives
– Organized by the 5 

Strategic Areas of the 
House

– Aligned to the 8 Blueprint 
Vision Elements

• 4 Transformation 
Outcomes

• 2 Appendices

10

See page 9 of the CSP

Presenter
Presentation Notes
There’s a lot of information in the CSP. If you go to page 9, you’ll see this graphic takes up the whole page. It basically summarizes the entire CSP on a single page. 
You’ll see the house in the middle. Each of the boxes points to a piece of the house, or “strategic area.” The title of that strategic area is the blue, bolded text at the top of the box. 
The strategic areas are each roughly aligned with two of the eight vision elements from the Blueprint. These are noted at the bottom of the call-out box. You can see “Secure Industry Commitment” in the top left hand corner is aligned with “Strengthen AIR-Industry Relationships” and “Embrace the Accountability Framework” 
The initiatives that fall within that strategic area are sandwiched between those two elements. In that top left hand box, you’ll see there are three initiatives (read from slide)
To the right of each initiative, you’ll see icons. These icons represent the Transformation Outcomes. This helps provide that “system perspective.” So you can see there are 5 initiatives that support “Manage operational safety risk across the safety continuum:” Initiatives 1, 2, 3, 7, and 9.

So you can see, We have ten initiatives. They’re aligned to the strategic areas and the vision elements. They support four Transformation Outcomes. 

There are also two appendices. These have some Key Concepts that are in the CSP and a list of our FY’19 activities: our first set of projects that will have implementation plans.
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How the Initiatives 
are Structured
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Initiative Title
Initiative Description

Why It Matters
Describes role of the 
initiative in the context of 
the overall Transformation

Output of this Initiative
Describes what we expect 
the Initiative to achieve 
and link to Transformation 
outcomes

Actions to Achieve this Initiative

A. Describes each action AIR must take to achieve the 
initiative.

B. These inform the development of Implementation Plans

Complementary Stakeholder Actions

• Lists supporting actions AIR’s stakeholders can take to 
maximize the impact of each initiative

Vision Elements  & Strategic Area

Each initiative follows the same 
structure. Most initiatives fit on a 
single page.

Presenter
Presentation Notes
Initiative Title: provides a brief description of the initiative.
Why it Matters: describes the role of the initiative in the context of the overall Transformation.
Output of this Initiative: describes what we expect the initiative to achieve and how it is linked to the Transformation outcomes. Detailed information on how we will monitor the outputs can be found on AIR’s strategy website.
Actions to Achieve this Initiative: describes each action that AIR must take to achieve the initiative. These actions will inform the development of more specific Implementation Plans.
Complementary Stakeholder Actions: lists supporting actions identified by AIR and stakeholders to maximize the impact of each initiative. Our system includes multiple stakeholders internal and external to FAA, so we will have ongoing engagements with these stakeholders as we transform our system.
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Transformation Outcomes
AIR Transformation Outcome Outcome Metric Description

Manage operational safety 
risk across the Safety 
Continuum 

Safety Performance: Early resolution of 
noncompliance and potential unsafe 
conditions 

Safety Confidence: Maturity level of 
Industry safety systems 

Safety Resource Allocation: Alignment 
to risk

Reduce the time for 
approval decisions 

Timely Project Approval: Time from 
initial application submission to 
application approval 

Interim Milestone Completion Time: 
Time from initial application submission to 
project milestone 

Increase the schedule 
predictability of approval 
decisions 

Schedule predictability: Variance for 
product approvals based on estimated 
completion date 

Approval Predictability: Variance for 
each kind of product approval 

Increase AIR’s productivity Approval Productivity: Hours per AIR 
approval 

Overall Productivity: Approvals issued 
per Full Time Equivalent 

Desired outcomes will be 
attained through assumed 
cause-and-effect relationships 
with supporting initiatives. 
Outcomes serve as a constant 
benchmark for assessing 
progress toward the initiatives. 

Both the method and metrics for 
monitoring progress will mature over 
time.

See pages 23-24 of the CSP
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Presenter
Presentation Notes
You’ll see the Transformation Outcomes in the center of the strategy, next to the AIR Transformation House. Because Transformation is complex, we know that as we work on initiatives that work will have impacts across the system. We’ll measure those impacts in terms of these four Transformation outcomes. Each initiative has outputs, and each project will have measures. As we learn and improve, we may change the way we track progress for each activity, but we’ll always circle back to these outcomes to understand the system change.
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Change Management
Change management is a 
strategic area and essential to 
ensure that the initiatives in 
this strategic plan are 
implemented successfully. It 
will be proactively integrated 
and communicated across 
implementation plans to 
identify and manage the 
people side of change efforts. 

Foundational Action necessary to 
support implementing the strategy. 

Develop an enterprise change 
management program. This 
includes implementing a scalable 
change management methodology. 
It also includes identifying and 
developing organizational change 
management capabilities and 
competencies to improve results 
and outcomes of initiatives. 

See page 8 of the CSP
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Presenter
Presentation Notes
You’ll see we don’t have any initiatives for Change Management. That’s because we know we need to apply change management to all projects. We know that to be effective, we can not ignore the people side of change. You’ll see change management is right next to the house, in the center of the strategy.

AIR’s work to develop an enterprise change management program is a long term part of our strategy. In the near term, AIR is focusing on implementing change management well at the project level and on developing change management as an organizational competency. 
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CSP Initiatives: 1, 2, 3, 4, 5, 7 & 8
Where in the CSP is Industry?
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The Strategy for AIR Transformation

Initiative & Action Current Activity
1.A. Establish a model that prescribes AIR’s retention of 
responsibilities as a function of demonstrated 
applicant/holder capabilities (maturity model). • *Implementation of Applicant Showing Only1.B. Incorporate applicant/holder maturity assessments 
and corresponding responsibilities in working 
agreements with AIR.
1.B. Incorporate applicant/holder maturity assessments 
and corresponding responsibilities in working • Project Specific Certification Plans (PSCP)
agreements with AIR.

1.C. Establish expectations for collaboration and • Organization Designation Authorization 
feedback (ODA) Continuous Improvement Team (CIT)

2.A. Create a system oversight model that integrates • *AIR Integrated Oversight (AIO)AIR’s domestic and international processes. 

3.A. Formalize expectations for Industry self-correction 
and voluntary disclosure.

• Implementation of Compliance Philosophy
3.B. Monitor and improve system safety and 
performance.

4.A. Establish a process for applicant engagement with • *Innovation Project Process PilotAIR well in advance of application.

8.C. Provide information management solutions that • Industry portal for sharing of safety failures 
maximize efficiency and eliminate redundancy. (i.e. Aviation Data Exchange (AVDEX))

[1 of 2]

Presenter
Presentation Notes
The SOC-ARC had sub-teams provide recommendations in 4 Vision Elements. These teams provided a set of recommendations that were reviewed and incorporated into the CSP. 

The initiatives in the CSP identify stakeholder complementary actions that are integral to Transformation. Joint implementation of the initiatives in this plan will, in many areas, require research and experimentation through limited pilot projects. The SOC-ARC will coordinate those activities, collecting lessons learned that can be employed in the next round of experimentation and contribute to recommendations for regulations and policy. Additionally, the SOC-ARC will spearhead Industry’s collaboration with AIR to develop shared performance metrics and support the collection and analysis of Industry data under appropriate safeguards. The SOC-ARC will provide a channel for necessary dialogue to support coordination between AIR and Industry. 
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CSP Initiatives: 1, 2, 3, 4, 5, 7 & 8
Where in the CSP is Industry?
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The Strategy for AIR Transformation

Initiative & Action Current Activity

Multiple: 1.A., 3.A., 5.A., 7.A.

Multiple: 1.B., 1.C., 4.A., 7.C.

Multiple: 3.A., 3.B., 7.A., 7.C.

• Planned SMS Rulemaking

*Implementation of FAA and Industry Guide 
to Product Certification (CPG), including 
Partnership for Safety Plans (PSP)
Performance Based Oversight (PBO), expand 
the scope and number of pilot program 
participants

•

•

Complementary Stakeholder Actions:
• Recognize Applicant Responsibility

– Title 14 CFR Part 21.20 requirement
• Engage in stakeholder collaboration through the SOC-ARC
• Proactively mature Compliance Assurance Systems 

– Voluntarily implement Safety Management Systems
• Transparently and systematically disclose and correct safety 

issues and noncompliances
• Leverage early engagement mechanisms
• Support the development of consensus standards, including 

collaboration with foreign CAAs and ICAO 
• Proactively share safety data and collaborating on COS

[2 of 2]

Presenter
Presentation Notes
The last foundational element recognizes that AIR is not the only one who must change. A successful Transformation requires industry’s commitment to engage early and build a compliance culture. 
There is an emphasis on Applicant Responsibility:  Title 14 CFR Part 21.20 requirement to show compliance with all applicable requirements and provide a statement certifying compliance with the applicable requirements

AIR is working collaboratively with Industry to move forward towards a successful Transformation.  Some examples include:
Safety Management Systems (SMS) National Aerospace Standard 9927 - Part 21 Rulemaking effort is underway and, once completed, will formalize a commitment between AIR and Industry to take a systems approach to safety. In the meantime, AIR’s voluntary SMS program—coupled with an industry standard, Safety Management System Practices for Design and Manufacturing or NAS 9927 (accepted June 2016)- is already paving the way for this to happen.
AIR is working proactively with eight companies that want to start programs ahead of an expected Safety Management System (SMS) mandate from the FAA. A Voluntary SMS Guide, which defines the standardized assessment criteria used to determine if an SMS meets legal requirements, is available to the companies participating in the program.
On December 12, 2018, AIR issued the first Letter of Acceptance acknowledging the review and assessment of an SMS using the Voluntary SMS Guide to one of the first companies to express interest in the program, GE Aviation. 
AIR has recognized the second TC/PC holders SMS under the Voluntary SMS program. Bell Helicopter was recognized in a ceremony on Mar 21 for meeting the requirements detailed in the National Aerospace Standard 9927 as assessed by a team from the FAA
Certification Process Guide (CPG)- Under FAA Order 8110.4 Type Certification, AIR released the 3rd edition of the FAA and Industry Certification Process Guide (CPG) in May 2017. The revised CPG, developed in collaboration with industry, will benefit all stakeholders involved in the certification of aviation products by establishing a clear, up-front understanding of the needs and expectations of all parties in the product certification process. In other words, the CPG helps improve accountability and the ability to manage, measure, and improve both FAA and company performance.
SOC-ARC - January 5, 2018, former FAA Administrator Michael Huerta signed the Safety Oversight and Certification Aviation Rulemaking Committee (SOC-ARC) Charter.
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Benefits of Transformation
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Presenter
Presentation Notes
This slide illustrates some examples of benefits of Transformation at work:
Dynon STC  for Skyview HDX integrated avionics system – demonstrates what can now be done in one week!
737-10 – demonstrates that we’re out in front of issue papers and certification MOCs and engaging early; FAA & China
E-vehicles – demonstrates our ability to work these projects holistically, across AIR (versus by product-based Directorate)
All-electric “Surefly” octocopter - On January 2, 2018, Vandalia MIDO Section conducted an airworthiness inspection and issued the experimental airworthiness certificate for the purpose of Research and Development, which cleared the path for first flight of the all-electric octocopter.
NORSEE - AIR made progress on various initiatives that helped modernize the existing general aviation (GA) fleet.  By ensuring the appropriate support, these efforts facilitate the implementation of safety features in GA airplanes that have the ability to prevent the leading causes of GA accidents, including loss of control and controlled flight into terrain.
Innovation Centers – AIR is actively working with 20 industry stakeholders.
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Comments & Questions

www.faa.gov/go/AIRTransformation
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