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PART 1 – GENERAL REQUIREMENTS  

1. General Requirements  

1.1 Organisations approved or certified in accordance with the following UAEMAR requirements, 
shall develop, implement and maintain a safety management system as prescribed by this 
UAEMAR:  

a) UAEMAR 21 

b) UAEMAR M 

c) UAEMAR 145 

d) UAEMAR 147 

e) UAEMAR UAS (Certified category) 
 
1.2 The SMS shall be acceptable to the MAA. Organisations affected by point 1.1 above shall 
satisfactorily fill the SMS Gap Analysis Checklist in Appendix I to show compliance against this 
UAEMAR. MAA reserves the right to perform any required checks or surveillance audits to monitor 
the organisational effectiveness and acceptability of an SMS in compliance with this UAEMAR. 
 
1.3 When an organisation holds more than one approval/certificate issued under the scope listed 
under sub points a) – e) above, its SMS shall be integrated to cover all approval certificates it holds. 
This organisation will need to ensure the following when assessing one SMS covering multiple 
approvals/certifications:  

a) SMS monitoring policies and processes are consistently applied throughout the 
organisation;  

b) The following elements are documented:  

i. its policies and procedures for how safety data and safety information are shared, 
communications are relayed, decisions are made, and resources are allocated 
across the different activity areas and, where applicable, with different regulatory 
authorities;  

ii. the organisational structure and interfaces between different systems and activities 
in its system description; and 

iii. the scope of an SMS is clearly defined in the system description and details the 
individual activities.  

 
1.4 The SMS shall be commensurate with the size of the organisation and the nature and 
complexity of its activities, taking into account the hazards and associated risks inherent in these 
activities, and considering that:  

a) The organisation should prepare a system description to identify its organisational 
structures, processes, and business arrangements that it considers important to the 
safety management functions.  

b) Based on the system description, the organisation should identify or develop policy, 
processes, and procedures that establish its own means to comply with safety 
management requirements. Regardless of the organisation’s size and complexity, all 
elements of the SMS framework should apply. 

c) The following considerations may be used to determine that an SMS is commensurate 
with size and complexity:  
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i. availability of resources (including the committees and specific safety specialists as 

needed);  

ii. interfaces with external organisations;  

iii. operating environment;  

iv. number of types of operations;  

v. scopes of approvals;  

vi. number of approvals/certificates it holds;  

vii. fleet complexity —number of aircraft or aircraft types;  

viii. number of locations (bases);  

ix. maintenance —number of ratings, types of product ratings, specialised work, 
technologies employed, number of customers and sub-contractors;  

x. types of products and parts designed/manufactured;  

xi. Reserved;  

xii. Reserved;  

xiii. Reserved;  

xiv. extent of contracted activities; and  

xv. Reserved.  
 
1.5 When implementing a Safety Management System, organisations can use guidance available 
in Appendix II, and/or further guidance made available by international bodies, for example, EASA’s 
Management System Assessment Tool. 
 
1.6 Demonstration of compliance with the international industry standard SM-0001 ‘Implementing 
a Safety Management System in Design, Manufacturing and Maintenance Organisations’ is an 
acceptable means to demonstrate compliance with the safety management system requirements 
as applicable to design, production and maintenance organisations.  
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PART 2 – SAFETY MANAGEMENT SYSTEM 

1. Introduction 

1.1 This chapter provides guidance for service providers on the implementation of an SMS 
framework in accordance with ICAO Annex 19 and guidance for States on the oversight of SMS. 
 
1.2 The purpose of an SMS is to provide service providers with a systematic approach to 
managing safety. It is designed to continuously improve safety performance through: the 
identification of hazards, the collection and analysis of safety data and safety information, and the 
continuous assessment of safety risks. The SMS seeks to proactively mitigate safety risks before 
they result in aviation accidents and incidents. It allows service providers to effectively manage 
their activities, safety performance and resources, while gaining a greater understanding of their 
contribution to aviation safety. An effective SMS demonstrates to States the service provider’s 
ability to manage safety risks and provides for effective management of safety at the State level. 
 
1.3 International general aviation operators should determine the SMS criteria for the aircraft 
they are operating, as established by the State of Registry, and ensure their SMS is acceptable 
to the State of Registry. To facilitate the acceptability of the SMS, international general aviation 
operators should ask the State of Registry if the use of an industry code of practice is permitted. 
 
1.4 Operators of large or turbojet aeroplanes under multiple States of Registry with an AOC 
issued in accordance with ICAO Annex 6, Part I, are considered to be service providers, therefore, 
the SMS must be made acceptable to the State of the Operator. 

 

2. SMS Framework 

2.1 ICAO Annex 19 specifies the framework for the implementation and maintenance of an SMS. 
Regardless of the service provider’s size and complexity, all elements of the SMS framework apply. 
The implementation should be tailored to the organisation and its activities. 
 
2.2 The ICAO SMS framework is made up of the following four components and twelve elements: 

COMPONENT ELEMENT 

1. Safety policy and objectives 1.1 Management commitment 

1.2 Safety accountability and responsibilities 

1.3 Appointment of key safety personnel 

1.4 Coordination of emergency response planning 

1.5 SMS documentation 

2. Safety risk management 2.1 Hazard identification 

2.2 Safety risk assessment and mitigation 

3. Safety assurance 3.1 Safety performance monitoring and measurement 

3.2 The management of change 

3.3 Continuous improvement of the SMS 

4. Safety promotion 4.1 Training and education 

4.2 Safety communication 

Table 1. Components and elements of the ICAO SMS framework 
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3. Component 1: Safety Policy and Objectives 

3.1 The first component of the SMS framework focuses on creating an environment where safety 
management can be effective. It is founded on a safety policy and objectives that set out senior 
management’s commitment to safety, its goals and the supporting organisational structure. 
 
3.2 Management commitment and safety leadership is key to the implementation of an effective 
SMS and is asserted through the safety policy and the establishment of safety objectives. 
Management commitment to safety is demonstrated through management decision-making and 
allocation of resources; these decisions and actions should always be consistent with the safety 
policy and objectives to cultivate a positive safety culture. 
 
3.3 The safety policy should be developed and endorsed by senior management, and is to be 
signed by the accountable executive. Key safety personnel, and where appropriate, staff 
representative bodies (employee forums, trade unions) should be consulted in the development of 
the safety policy and safety objectives to promote a sense of shared responsibility. 
 
3.4 Management Commitment 

Safety policy 

3.4.1 The safety policy should be visibly endorsed by senior management and the accountable 
executive. “Visible endorsement” refers to making management’s active support of the safety 
policy visible to the rest of the organisation. This can be done via any means of communication 
and through the alignment of activities to the safety policy. 
 
3.4.2  It is the responsibility of management to communicate the safety policy throughout the 
organisation to ensure all personnel understand and work in accordance with the safety policy. 
 
3.4.3  To reflect the organisation’s commitment to safety, the safety policy should include a 
commitment to: 

a) continuously improve the level of safety performance; 

b) promote and maintain a positive safety culture within the organisation; 

c) comply with all applicable regulatory requirements; 

d) provide the necessary resources to deliver a safe product or service; 

e) ensure safety is a primary responsibility of all managers; and 

f) ensure it is understood, implemented and maintained at all levels. 
 
3.4.4 The safety policy should also make reference to the safety reporting system to encourage 
the reporting of safety issues and inform personnel of the disciplinary policy applied in the case of 
safety events or safety issues that are reported. 
 
3.4.5  The disciplinary policy is used to determine whether an error or rule breaking has occurred 
so that the organisation can establish whether any disciplinary action should be taken. To ensure 
the fair treatment of persons involved, it is essential that those responsible for making that 
determination have the necessary technical expertise so that the context of the event may be fully 
considered. 
 
3.4.6  A policy on the protection of safety data and safety information, as well as reporters, can 
have a positive effect on the reporting culture. The service provider and the State should allow for 
the de-identification and aggregation of reports to allow meaningful safety analyses to be conducted 
without having to implicate personnel or specific service providers. Because major occurrences may 
invoke processes and procedures outside of the service provider’s SMS, the relevant State authority 
may not permit the early de-identification of reports in all circumstances. Nonetheless, a policy 
allowing for the appropriate de-identification of reports can improve the quality of data collected. 
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Safety objectives 

3.4.7  Taking into consideration its safety policy, the service provider should also establish safety 
objectives to define what it aims to achieve in respect of safety outcomes. Safety objectives should 
be short, high-level statements of the organisation’s safety priorities and should address its most 
significant safety risks. Safety objectives may be included in the safety policy (or documented 
separately), and defines what the organisation intends to achieve in terms of safety. Safety 
performance indicators (SPIs) and safety performance targets (SPTs) are needed to monitor the 
achievement of these safety objectives and are further elaborated under Section 5, Component 3: 
Safety Assurance. 
 
3.4.8  The safety policy and safety objectives should be periodically reviewed to ensure they 
remain current (a change in the accountable executive would require its review for instance). 

 
3.5 Safety accountability and responsibilities 

Accountable executive 

3.5.1 The accountable executive, typically the chief executive officer, is the person who has 
ultimate authority over the safe operation of the organisation. The accountable executive 
establishes and promotes the safety policy and safety objectives that instill safety as a core 
organisational value. They should: have the authority to make decisions on behalf of the 
organisation, have control of resources, both financial and human, be responsible for ensuring 
appropriate actions are taken to address safety issues and safety risks, and they should be 
responsible for responding to accidents and incidents. 
 
3.5.2 There might be challenges for the service provider to identify the most appropriate 
person to be the accountable executive, especially in large complex organisations with multiple 
entities and multiple certificates, authorisations or approvals. It is important the person selected 
is organisationally situated at the highest level of the organisation, thus ensuring the right strategic 
safety decisions are made. 
 
3.5.3  The service provider is required to identify the accountable executive, placing the 
responsibility for the overall safety performance at a level in the organisation with the authority to 
take action to ensure the SMS is effective. Specific safety accountabilities of all members of 
management should be defined and their role in relation to the SMS should reflect how they can 
contribute towards a positive safety culture. The safety responsibilities, accountabilities and 
authorities should be documented and communicated throughout the organisation. The safety 
accountabilities of managers should include the allocation of the human, technical, financial or 
other resources necessary for the effective and efficient performance of the SMS. 

Note. —  The   term “accountability” refers to obligations which cannot be delegated. The term 
“responsibilities” refers to functions and activities which may be delegated. 

3.5.4  In the case where an SMS applies to several different certificates, authorisations or 
approvals that are all part of the same legal entity, there should be a single accountable 
executive. Where this is not possible, individual accountable executives should be identified for 
each organisational certificate, authorisation or approval and clear lines of accountability defined; it 
is also important to identify how their safety accountabilities will be coordinated. 
 
3.5.5 One of the most effective ways the accountable executive can be visibly involved, is by 
leading regular executive safety meetings. As they are ultimately responsible for the safety of the 
organisation, being actively involved in these meetings allows the accountable executive to: 

a)   review safety objectives; 

b)   monitor safety performance and the achievement of safety targets; 

c)   make timely safety decisions; 
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d)   allocate appropriate resources; 

e)   hold managers accountable for safety responsibilities, performance and implementation 
timelines; and 

f)    be seen by all personnel as an executive who is interested in, and in charge of, safety. 

 
3.5.6  The accountable executive is not usually involved in the day-to-day activities of the 
organisation or the problems faced in the workplace and should ensure there is an appropriate 
organisational structure to manage and operate the SMS. Safety management responsibility is 
often delegated to the senior management team and other key safety personnel. Although 
responsibility for the day-to-day operation of the SMS can be delegated, the accountable executive 
cannot delegate accountability for the system nor can decisions regarding safety risks be 
delegated. For example, the following safety accountabilities cannot be delegated: 

a)   ensuring safety policies are appropriate and communicated; 

b)   ensuring necessary allocation of resources (financing, personnel, training, acquisition); 
and 

c)   setting of the acceptable safety risk limits and resourcing of necessary controls. 

 
3.5.7  It is appropriate for the accountable executive to have the following safety accountabilities: 

a)   provide enough financial and human resources for the proper implementation of an 
effective SMS; 

b)   promote a positive safety culture; 

c)   establish and promote the safety policy; 

d)   establish the organisation’s safety objectives; 

e)   ensure the SMS is properly implemented and performing to requirements; and 

f)    see to the continuous improvement of the SMS. 
 
3.5.8  The accountable executive’s authorities include, but are not limited to, having final authority: 

a)   for the resolution of all safety issues; and 

b)   over operations under the certificate, authorisation or approval of the organisation, 
including the authority to stop the operation or activity. 

 
3.5.9 The authority to make decisions regarding safety risk tolerability should be defined. This 
includes who can make decisions on the acceptability of risks as well as the authority to agree that 
a change can be implemented. The authority may be assigned to an individual, a management 
position or a committee. 
 
3.5.10 Authority to make safety risk tolerability decisions should be commensurate with the 
manager's general decision-making and resource allocation authority. A lower level manager (or 
management group) may be authorised to make tolerability decisions up to a certain level. Risk 
levels that exceed the manager's authority must be escalated for consideration to a higher 
management level with greater authority. 

Accountability and responsibilities 

3.5.11 Accountabilities and responsibilities of all personnel, management and staff, involved in 
safety-related duties supporting the delivery of safe products and operations should be clearly 
defined. The safety responsibilities should focus on the staff member's contribution to the safety 
performance of the organisation (the organisational safety outcomes). The management of safety 
is a core function; as such every senior manager has a degree of involvement in the operation of 
the SMS. 
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3.5.12 All defined accountabilities, responsibilities and authorities should be stated in the service 
provider’s SMS documentation and should be communicated throughout the organisation.  The 
safety accountabilities and responsibilities of each senior manager are integral components of 
their job descriptions. This should also capture the different safety management functions between 
line managers and the safety manager (see 3.6 for further details). 
 
3.5.13 Lines of safety accountability throughout the organisation and how they are defined will 
depend on the type and complexity of the organisation, and their preferred communication 
methods. Typically, the safety accountabilities and responsibilities will be reflected in 
organisational charts, documents defining departmental responsibilities, and personnel job or role 
descriptions. 
 
3.5.14 The service provider should aim to avoid conflicts of interest between staff members’ safety 
responsibilities and their other organisational responsibilities. They should allocate their SMS 
accountabilities and responsibilities, in a way that minimises any overlaps and/or gaps. 

Accountability and responsibilities and in respect to external organisations 

3.5.15 A service provider is responsible for the safety performance of external organisations 
where there is an SMS interface. The service provider may be held accountable for the safety 
performance of products or services provided by external organisations supporting its activities 
even if the external organisations are not required to have an SMS. It is essential for the service 
provider’s SMS to interface with the safety systems of any external organisations that contribute to 
the safe delivery of their product or services. 
 
3.6 Appointment of key safety personnel 
 
3.6.1 Appointment of a competent person or persons to fulfil the role of safety manager is 
essential to an effectively implemented and functioning SMS. The safety manager may be identified 
by different titles. For the purposes of this manual, the generic term “safety manager” is used and 
refers to the function, not necessarily to the individual. The person carrying out the safety manager 
function is responsible to the accountable executive for the performance of the SMS and for the 
delivery of safety services to the other departments in the organisation. 
 
3.6.2  The safety manager advises the accountable executive and line managers on safety 
management matters, and is responsible for coordinating and communicating safety issues within 
the organisation as well as with external members of the aviation community. Functions of the 
safety manager include, but are not limited to: 

a)   manage the SMS implementation plan on behalf of the accountable executive (upon 
initial implementation); 

b)   perform/facilitate hazard identification and safety risk analysis; 

c)   monitor corrective actions and evaluate their results; 

d)   provide periodic reports on the organisation’s safety performance; 

e)   maintain SMS documentation and records; 

f)  plan and facilitate staff safety training; 

g)   provide independent advice on safety matters; 

h)   monitor safety concerns in the aviation industry and their perceived impact on the 
organisation’s operations aimed at product and service delivery; and 

i) coordinate and communicate (on behalf of the accountable executive) with the MAA and 
other State authorities as necessary on issues relating to safety. 

 
 
 

https://mod.gov.ae/regulations


Safety Management System UAEMAR SMS – AVIATION SAFETY MANAGEMENT SYSTEMS 

 
 

https://mod.gov.ae/regulations                                                                                                                                                         Page 13 of 57 | 31 January 2024 

 
3.6.3 In most organisations, an individual is appointed as the safety manager. Depending on the 
size, nature and complexity of the organisation, the safety manager role may be an exclusive 
function or it may be combined with other duties. Moreover, some organisations may need to 
allocate the role to a group of persons. The organisation must ensure that the option chosen does 
not result in any conflicts of interest. Where possible, the safety manager should not be directly 
involved in the product or service delivery but should have a working knowledge of these. The 
appointment should also consider potential conflicts of interest with other tasks and functions. Such 
conflicts of interest could include: 

a)   competition for funding (e.g. financial manager being the safety manager); 

b)   conflicting priorities for resources; and 

c)   where the safety manager has an operational role and the ability to assess the SMS 
effectiveness of the operational activities the safety manager is involved in. 

 
3.6.4  In cases where the function is allocated to a group of persons, (e.g. when service providers 
extend their SMS across multiple activities) one of the persons should be designated as “lead” 
safety manager, to maintain a direct and unequivocal reporting line to the accountable executive. 
 
3.6.5  The competencies for a safety manager should include, but not be limited to, the following: 

a)   safety/quality management experience; 

b) operational experience related to the product or service provided by the organisation; 

c)   technical background to understand the systems that support operations or the 
product/service provided; 

d)   interpersonal skills; 

e)   analytical and problem-solving skills; 

f) project management skills; 

g)   oral and written communications skills; and 

h)   an understanding of human factors. 

 
3.6.6  Depending on the size, nature and complexity of the organisation, additional staff may 
support the safety manager. The safety manager and supporting staff are responsible for ensuring 
the prompt collection and analysis of safety data and appropriate distribution within the 
organisation of related safety information such that safety risk decisions and controls, as 
necessary, can be made. 
 
3.6.7  Service providers should establish appropriate safety committees that support the SMS 
functions across the organisation. This should include determining who should be involved in the 
safety committee and frequency of the meetings. 
 
3.6.8  The highest-level safety committee, sometimes referred to as a safety review board (SRB), 
includes the accountable executive and senior managers with the safety manager participating in 
an advisory capacity. The SRB is strategic and deals with high-level issues related to safety 
policies, resource allocation and organisational performance. The SRB monitors the: 

a)   effectiveness of the SMS; 

b)   timely response in implementing necessary safety risk control actions; 

c)   safety performance against the organisation’s safety policy and objectives; 

d)   overall effectiveness of safety risk mitigation strategies; 

e)   effectiveness of the organisation’s safety management processes which support: 

i. the declared organisational priority of safety management; and 
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ii. promotion of safety across the organisation. 

 
3.6.9  Once a strategic direction has been developed by the highest-level safety committee, 
implementation of safety strategies should be coordinated throughout the organisation. This may be 
accomplished by creating safety action groups (SAGs) that are more operationally focused. SAGs 
are normally composed of managers and front-line personnel and are chaired by a designated 
manager. SAGs are tactical entities that deal with specific implementation issues in accordance 
with the strategies developed by the SRB. The SAGs: 

a)   monitor operational safety performance within their functional areas of the 
organisation and ensure that appropriate SRM activities are carried out; 

b)   review available safety data and identify the implementation of appropriate safety risk 
control strategies and ensure employee feedback is provided; 

c)   assess the safety impact related to the introduction of operational changes or new 
technologies; 

d)   coordinate the implementation of any actions related to safety risk controls and ensure 
that actions are taken promptly; and 

e)   review the effectiveness of specific safety risk controls. 

 
3.7 Coordination of emergency response planning 
 
3.7.1  By definition, an emergency is a sudden, unplanned situation or event requiring 
immediate action. Coordination of emergency response planning refers to planning for activities 
that take place within a limited period of time during an unplanned aviation operational emergency 
situation. An emergency response plan (ERP) is an integral component of a service provider’s SRM 
process to address aviation-related emergencies, crises or events. Where there is a possibility of a 
service provider’s aviation operations or activities being compromised by emergencies such as a 
public health emergency/pandemic, these scenarios should also be addressed in its ERP as 
appropriate. The ERP should address foreseeable emergencies as identified through the SMS 
and include mitigating actions, processes and controls to effectively manage aviation-related 
emergencies. 
 
3.7.2  The overall objective of the ERP is the safe continuation of operations and the return to 
normal operations as soon as possible. This should ensure an orderly and efficient transition 
from normal to emergency operations, including assignment of emergency responsibilities and 
delegation of authority. It includes the period of time required to re-establish “normal” operations 
following the emergency. The ERP identifies actions to be taken by responsible personnel 
during an emergency. Most emergencies will require coordinated action between different 
organisations, possibly with other service providers and with other external organisations such as 
non-aviation-related emergency services. The ERP should be easily accessible to the appropriate 
key personnel as well as to the coordinating external organisations. 

 
3.7.3  Coordination of emergency response planning applies only to those service providers 
required to establish and maintain an ERP. ICAO Annex 19 does not require the creation or 
development of an ERP; emergency response planning is applicable only to specific service 
providers as established in the relevant ICAO Annexes (different terms for provisions related to 
dealing with emergency situations may be used in other Annexes). This coordination should be 
exercised as part of the periodic testing of the ERP. 
 
3.8 SMS Documentation 
 
3.8.1  The SMS documentation should include a top-level “SMS manual”, which describes the 
service provider’s SMS policies, processes and procedures to facilitate the organisation’s internal 
administration, communication and maintenance of the SMS. It should help personnel to 
understand how the organisation’s SMS functions, and how the safety policy and objectives will 
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be met. The documentation should include a system description that provides the boundaries of 
the SMS. It should also help clarify the relationship between the various policies, processes, 
procedures and practices, and define how these link to the service provider’s safety policy and 
objectives. The documentation should be adapted and written to address the day-to-day safety 
management activities that can be easily understood by personnel throughout the organisation. 
 
3.8.2 The SMS manual also serves as a primary safety communication tool between the service 
provider and key safety stakeholders (e.g. MAA for the purpose of regulatory acceptance, 
assessment and subsequent monitoring of the SMS). The SMS manual may be a stand-alone 
document, or it may be integrated with other organisational 
documents (or documentation) maintained by the service provider. Where details of the 
organisation’s SMS processes are already addressed in existing documents, appropriate cross-
referencing to such documents is enough. This SMS document must be kept up to date. MAA 
agreement may be required before significant amendments are made to the 
SMS manual, as it is a controlled manual. 
 
3.8.3 The SMS manual should include a detailed description of the service provider’s policies, 
processes and procedures including: 

a)   safety policy and safety objectives; 

b)   reference to any applicable regulatory SMS requirements; 

c)   system description; 

d)   safety accountabilities and key safety personnel; 

e)   voluntary and mandatory safety reporting system processes and procedures; 

f) hazard identification and safety risk assessment processes and procedures; 

g)   safety investigation procedures; 

h)   procedures for establishing and monitoring safety performance indicators; 

i) SMS training processes and procedures and communication; 

j) safety communication processes and procedures; 

k)   internal audit procedures; 

l)  management of change procedures; 

m)  SMS documentation management procedures; and 

n)   where applicable, coordination of emergency response planning. 

 
3.8.4  SMS documentation also includes the compilation and maintenance of operational records 
substantiating the existence and ongoing operation of the SMS. Operational records are the 
outputs of the SMS processes and procedures such as the SRM and safety assurance activities. 
SMS operational records should be stored and kept in accordance with existing retention periods. 
Typical SMS operational records should include: 

a)   hazards register and hazard/safety reports; 

b)   SPIs and related charts; 

c)   record of completed safety risk assessments; 

d)   SMS internal review or audit records; 

e)   internal audit records; 

f)  records of SMS/safety training records; 

g)   SMS/safety committee meeting minutes; 

h)   SMS implementation plan (during the initial implementation); and  

i) gap analysis to support implementation plan. 
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4. Component 2: Safety Risk Management 

4.1 Service providers should ensure they are managing their safety risks. This process is known 
as safety risk management (SRM), which includes hazard identification, safety risk assessment and 
safety risk mitigation. 
 
4.2 The SRM process systematically identifies hazards that exist within the context of the 
delivery of its products or services. Hazards may be the result of systems that are deficient in their 
design, technical function, human interface or interactions with other processes and systems. They 
may also result from a failure of existing processes or systems to adapt to changes in the service 
provider’s operating environment. Careful analysis of these factors can often identify potential 
hazards at any point in the operation or activity life cycle. 
 
4.3 Understanding the system and its operating environment is essential for the achievement of 
high safety performance. Having a detailed system description that defines the system and its 
interfaces will help. Hazards may be identified throughout the operational life cycle from internal 
and external sources. Safety risk assessments and safety risk mitigations will need to be 
continuously reviewed to ensure they remain effective. Figure 1 provides an overview of the hazard 
identification and safety risk management process for a service provider. 

Note – Detailed guidance on hazard identification and safety risk assessment procedures is 
addressed in ICAO Annex 19 Chapter 2 (4th Edition). 

 

Figure 1. Hazard identification and risk management process 
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4.4 Hazard identification 
 
4.4.1  Hazard identification is the first step in the SRM process. The service provider should 
develop and maintain a formal process to identify hazards that could impact aviation safety in 
all areas of operation and activities. This includes equipment, facilities and systems. Any aviation 
safety-related hazard identified and controlled is beneficial for the safety of the operation. It is 
important to also consider hazards that may exist as a result of the SMS interfaces with external 
organisations. 

Sources for hazard identification 

4.4.2  There are a variety of sources for hazard identification, internal or external to the 
organisation. Some internal sources include: 

a)   Normal operations monitoring; this uses observational techniques to monitor the day-to-
day operations and activities such as line operations safety audit (LOSA). 

b)  Automated monitoring systems; this uses automated recording systems to monitor 
parameters that can be analysed such as flight data monitoring (FDM). 

c) Voluntary and mandatory safety reporting systems; this provides everyone, 
including staff from external organisations, with opportunities to report hazards and 
other safety issues to the organisation. 

d) Audits; these can be used to identify hazards in the task or process being audited. These 
should also be coordinated with organisational changes to identify hazards related to 
the implementation of the change. 

e)   Feedback from training; training that is interactive (two way) can facilitate identification 
of new hazards from participants. 

f)  Service provider safety investigations; hazards identified in internal safety investigation 
and follow-up reports on accidents/incidents. 

 
4.4.3  Examples of external sources for hazard identification include: 

 
a)   Aviation accident reports; reviewing accident reports; this may be related to accidents 

in the same State or to a similar aircraft type, region or operational environment. 

b)   State mandatory and voluntary safety reporting systems; some States provide summaries 
of the safety reports received from service providers. 

c)   State oversight audits and third-party audits; external audits can sometimes identify 
hazards. These may be documented as an unidentified hazard or captured less 
obviously within an audit finding. 

d) Trade associations and information exchange systems; many trade associations and 
industry groups are able to share safety data that may include identified hazards. 

 
Safety reporting system 

4.4.4  One of the main sources for identifying hazards is the safety reporting system, especially 
the voluntary safety reporting system. Whereas the mandatory system is normally used for incidents 
that have occurred, the voluntary system provides an additional reporting channel for potential 
safety issues such as hazards, near misses or errors. They can provide valuable information to the 
State and service provider on lower consequence events. 
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4.4.5  It is important that service providers provide appropriate protections to encourage people 
to report what they see or experience. For example, enforcement action may be waived for reports 
of errors, or in some circumstances, rule-breaking. It should be clearly stated that reported 
information will be used solely to support the enhancement of safety. The intent is to promote an 
effective reporting culture and proactive identification of potential safety deficiencies. 
 
4.4.6  Voluntary safety reporting systems should be confidential, requiring that any identifying 
information about the reporter is known only to the custodian to allow for follow-up action. The role 
of custodian should be kept to a few individuals, typically restricted to the safety manager and 
personnel involved in the safety investigation. 
 
4.4.7 Maintaining confidentiality will help facilitate the disclosure of hazards leading to human 
error, without fear of retribution or embarrassment. Voluntary safety reports may be de-identified 
and archived once necessary follow-up actions are taken. 
 
4.4.8 De-identified reports can support future trending analyses to track the effectiveness of risk 
mitigation and to identify emerging hazards. 
 
4.4.9  Personnel at all levels and across all disciplines are encouraged to identify and report 
hazards and other safety issues through their safety reporting systems. To be effective, safety 
reporting systems should be readily accessible to all personnel. Depending on the situation, a 
paper-based, web-based or desktop form can be used. Having multiple entry methods available 
maximises the likelihood of staff engagement. Everyone should be made aware of the benefits of 
safety reporting and what should be reported. 
 
4.4.10 Anybody who submits a safety report should receive feedback on what decisions or 
actions have been taken. The alignment of reporting system requirements, analysis tools and 
methods can facilitate exchange of safety information as well as comparisons of certain safety 
performance indicators. Feedback to reporters in voluntary reporting schemes also serves to 
demonstrate that such reports are considered seriously. This helps to promote a positive safety 
culture and encourage future reporting. 
 
4.4.11 There may be a need to filter reports on entry when there are a large number of safety 
reports. This may involve an initial safety risk assessment to determine whether further 
investigation is necessary and what level of investigation is required. 
 
4.4.12 Safety reports are often filtered through the use of a taxonomy, or a classification 
system. Filtering information using a taxonomy can make it easier to identify common issues and 
trends. The service provider should develop taxonomies that cover their type(s) of operation. The 
disadvantage of using a taxonomy is that sometimes the identified hazard does not fit cleanly into 
any of the defined categories. The challenge then is to use taxonomies with the appropriate degree 
of detail; specific enough that hazards are easy to allocate, yet generic enough that the hazards are 
valuable for analysis. Some States and international trade associations have developed taxonomies 
that could be used. ICAO Annex 19 Chapter 5 (4th Edition) contains additional information on 
taxonomies. 
 
4.4.13 Other methods of hazard identification include workshops or meetings in which subject 
matter experts conduct detailed analysis scenarios. These sessions benefit from the contributions 
of a range of experienced operational and technical personnel. Existing safety committee meetings 
(SRB, SAG, etc.) could be used for such activities; the same group may also be used to assess 
associated safety risks. 
 
4.4.14 Identified hazards and their potential consequences should be documented. This will be 
used for safety risk assessment processes. 
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4.4.15 The hazard identification process considers all possible hazards that may exist within the 
scope of the service provider’s aviation activities including interfaces with other systems, both within 
and external to the organisation. Once hazards are identified, their consequences (i.e. any specific 
events or outcomes) should be determined. 
 
Investigation of hazards 

4.4.16 Hazard identification should be continuous and part of the service provider’s ongoing 
activities. Some conditions may merit more detailed investigation. These may include: 

a)  instances where the organisation experiences an unexplained increase in aviation 
safety-related events or regulatory non-compliance; or 

 
b)   significant changes to the organisation or its activities. 

 
4.5 Service provider safety investigation 
 
4.5.1 Effective safety management depends on quality investigations to analyse safety 
occurrences and safety hazards, and report findings and recommendations to improve safety in the 
operating environment. 
 
4.5.2 There is a clear distinction between accident and incident investigations under ICAO 
Annex 13 and service provider safety investigations. Investigation of accidents and serious 
incidents under Annex 13 are the responsibility of the State, as defined in Annex 13. This type of 
information is essential to disseminate lessons learnt from accidents and incidents. Service 
provider safety investigations are conducted by service providers as part of their SMS to support 
hazard identification and risk assessment processes. There are many safety occurrences that fall 
outside of Annex 13 that could provide a valuable source of hazard identification or identify 
weaknesses in risk controls. These problems might be revealed and remedied by a safety 
investigation led by the service provider. 
 
4.5.3 The primary objective of the service provider safety investigation is to understand what 
happened, and how to prevent similar situations from occurring in the future by eliminating or 
mitigating safety deficiencies. This is achieved through careful and methodical examination of the 
event and by applying the lessons learnt to reduce the probability and/or consequence of future 
recurrences. Service provider safety investigations are an integral part of the service provider's 
SMS. 
 
4.5.4 Service provider investigations of safety occurrences and hazards are an essential activity 
of the overall risk management process in aviation. The benefits of conducting a safety investigation 
include: 

a) gaining a better understanding of the events leading up to the occurrence; 

b)   identifying contributing human, technical and organisational factors; 

c)   identifying hazards and conducting risk assessments; 

d)   making recommendations to reduce or eliminate unacceptable risks; and 

e)  identifying lessons learnt that should be shared with the appropriate members of 
the aviation community. 

 
Investigation triggers 

4.5.5 A service provider safety investigation is usually triggered by a notification (report) 
submitted through the safety reporting system. Figure 2 outlines the safety investigation decision 
process and the distinction between when a service provider safety investigation should take place 
and when an investigation under ICAO Annex 13 provisions should be initiated. 
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Figure 2. Safety investigation decision process 

4.5.6  Not all occurrences or hazards can or should be investigated; the decision to conduct an 
investigation and its depth should depend on the actual or potential consequences of the occurrence 
or hazard. Occurrences and hazards considered to have a high-risk potential are more likely to be 
investigated and should be investigated in greater depth than those with lower risk potential. 
Service providers should use a structured decision-making approach with defined trigger points. 
These will guide the safety investigation decisions: what to investigate and the scope of the 
investigation. This could include: 
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a)   the severity or potential severity of the outcome; 

b)   regulatory or organisational requirements to carry out an investigation; 

c)   safety value to be gained; 

d)   opportunity for safety action to be taken; 

e)   risks associated with not investigating; 

f)  contribution to targeted safety programmes; 

g)   identified trends; 

h)   training benefit; and 

i) resources availability. 

 
Assigning an investigator 

4.5.7  If an investigation is to commence, the first action will be to appoint an investigator or where 
the resources are available, an investigation team with the required skills and expertise. The size 
of the team and the expertise profile of its members depend on the nature and severity of the 
occurrence being investigated. The investigating team may require the assistance of other 
specialists. Often, a single person is assigned to carry out an internal investigation, with support 
from operations and safety office experts. 
 
4.5.8  Service provider safety investigators are ideally organisationally independent from the area 
associated with the occurrence or identified hazard. Better results will be obtained if the 
investigator(s) are knowledgeable (trained) and skilled (experienced) in service provider safety 
investigations. The investigators would ideally be chosen for the role because of their knowledge, 
skills and character traits, which should include: integrity, objectivity, logical thinking, 
pragmatism, and lateral thinking. 

The investigation process 

4.5.9  The investigation should identify what happened and why it happened and this may require 
root cause analysis to be applied as part of the investigation. Ideally, the people involved in the 
event should be interviewed as soon as possible after the event. The investigation should include: 

a)   establishing timelines of key events, including the actions of the people involved; 

b)   review of any policies and procedures related to the activities; 

c)   review of any decisions made related to the event; 

d)   identifying any risk controls that were in place that should have prevented the event 
occurring; and 

e)   reviewing safety data for any previous or similar events. 

 
4.5.10 The safety investigation should focus on the identified hazards and safety risks and 
opportunities for improvement, not on blame or punishment. The way the investigation is conducted, 
and most importantly, how the report is written, will influence the likely safety impact, the future 
safety culture of the organisation, and the effectiveness of future safety initiatives. 
 
4.5.11 The investigation should conclude with clearly defined findings and recommendations 
that eliminate or mitigate safety deficiencies. 
 
4.6 Safety risk assessment and mitigation 
 
4.6.1 The service provider must develop a safety risk assessment model and procedures which 
will allow a consistent and systematic approach for the assessment of safety risks. This should 
include a method that will help determine what safety risks are acceptable or unacceptable and to 
prioritise actions. 
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4.6.2  The SRM tools used may need to be reviewed and customised periodically to ensure they 
are suitable for the service provider’s operating environment. The service provider may find more 
sophisticated approaches that better reflect the needs of their operation as their SMS matures. The 
service provider and MAA should agree on a methodology. 
 
4.6.3 More sophisticated approaches to safety risk classification are available. These may be more 
suitable if the service provider is experienced with safety management or operating in a high-risk 
environment. 
 
4.6.4  The safety risk assessment process should use whatever safety data and safety 
information is available. Once safety risks have been assessed, the service provider will engage 
in a data-driven decision-making process to determine what safety risk controls are needed. 
 
4.6.5 Safety risk assessments sometimes have to use qualitative information (expert judgement) 
rather than quantitative data due to unavailability of data. Using the safety risk matrix allows the 
user to express the safety risk(s) associated with the identified hazard in a quantitative format. 
This enables direct magnitude comparison between identified safety risks. A qualitative safety 
risk assessment criterion such as “likely to occur” or “improbable” may be assigned to each 
identified safety risk where quantitative data is not available. 
 
4.6.6 For service providers that have operations in multiple locations with specific operating 
environments, it may be more effective to establish local safety committees to conduct safety 
risk assessments and safety risk control identification. Advice is often sought from a specialist in 
the operational area (internal or external to the service provider). Final decisions or control 
acceptance may be required from higher authorities so that the appropriate resources are 
provided. 
 
4.6.7  How service providers go about prioritising their safety risk assessments and adopting safety 
risk controls is their decision. As a guide, the service provider should find the prioritisation process: 

a)   assesses and controls highest safety risk; 

b)   allocates resources to highest safety risks; 

c)   effectively maintains or improves safety; 

d)   achieves the stated and agreed safety objectives and SPTs; and 

e)   satisfies the requirements of the State's regulations with regard to control of safety risks. 

 
4.6.8 After safety risks have been assessed, appropriate safety risk controls can be implemented. 
It is important to involve the “end users” and subject matter experts in determining appropriate 
safety risk controls. Ensuring the right people are involved will maximise the practicality of safety 
risk chosen mitigations. A determination of any unintended consequences, particularly the 
introduction of new hazards, should be made prior to the implementation of any safety risk controls. 
 
4.6.9 Once the safety risk control has been agreed and implemented, the safety performance 
should be monitored to assure the effectiveness of the safety risk control. This is necessary to 
verify the integrity, efficiency and effectiveness of the new safety risk controls under operational 
conditions. 
 
4.6.10 The SRM outputs should be documented. This should include the hazard and any 
consequences, the safety risk assessment and any safety risk control actions taken. These are 
often captured in a register so they can be tracked and monitored. This SRM documentation 
becomes a historical source of organisational safety knowledge which can be used as reference 
when making safety decisions and for safety information exchange. This safety knowledge 
provides material for safety trend analyses and safety training and communication. It is also useful 
for internal audits to assess whether safety risk controls and actions have been implemented and 
are effective. 
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5. Component 3: Safety Assurance 

5.1 ICAO Annex 19, Appendix 2, 3.1.1 requires that service providers develop and maintain the 
means to verify the safety performance of the organisation and to validate the effectiveness of 
safety risk controls. The safety assurance component of the service provider’s SMS provides these 
capabilities. 
 
5.2 Safety assurance consists of processes and activities undertaken to determine whether the 
SMS is operating according to expectations and requirements. This involves continuously 
monitoring its processes as well as its operating environment to detect changes or deviations that 
may introduce emerging safety risks or the degradation of existing safety risk controls. Such 
changes or deviations may then be addressed through the SRM process. 
 
5.3 Safety assurance activities should include the development and implementation of 
actions taken in response to any identified issues having a potential safety impact. These actions 
continuously improve the performance of the service provider’s SMS. 
 
5.4 Safety performance monitoring and measurement 
 
5.4.1 To verify the safety performance and validate the effectiveness of safety risk controls 
requires the use of a combination of internal audits and the establishment and monitoring of SPIs. 
Assessing the effectiveness of the safety risk controls is important as their application does not 
always achieve the results intended. This will help identify whether the right safety risk control 
was selected and may result in the application of a different safety risk control strategy. 

Internal audit 

5.4.2  Internal audits are performed to assess the effectiveness of the SMS and identify areas 
for potential improvement. Most aviation safety regulations are generic safety risk controls that 
have been established by the State. Ensuring compliance with the regulations through the internal 
audit is a principle aspect of safety assurance. 
 
5.4.3  It is also necessary to ensure that any safety risk controls are effectively implemented and 
monitored. The causes and contributing factors should be investigated and analysed where non-
conformances and other issues are identified. The main focus of the internal audit is on the policies, 
processes and procedures that provide the safety risk controls. 
 
5.4.4 Internal audits are most effective when conducted by persons or departments independent 
of the functions being audited. Such audits should provide the accountable executive and senior 
management with feedback on the status of: 

a)   compliance with regulations; 

b)   compliance with policies, processes and procedures; 

c)   the effectiveness of safety risk controls; 

d)   the effectiveness of corrective actions; and 

e)   the effectiveness of the SMS. 

 
5.4.5 Some organisations cannot ensure appropriate independence of an internal audit, in 
such cases, the service provider should consider engaging external auditors (e.g. independent 
auditors or auditors from another organisation). 
 
5.4.6  Planning of internal audits should take into account the safety criticality of the processes, 
the results of previous audits and assessments (from all sources), and the implemented safety risk 
controls. Internal audits should identify non-compliance with regulations and policies, processes 
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and procedures. They should also identify system deficiencies, lack of effectiveness of safety risk 
controls and opportunities for improvement. 
 
5.4.7 Assessing for compliance and effectiveness are both essential to achieving safety 
performance. The internal audit process can be used to determine both compliance and 
effectiveness. The following questions can be asked to assess compliance and effectiveness of 
each process or procedure: 

a)   Determining compliance 

i. Does the required process or procedure exist? 

ii. Is the process or procedure documented (inputs, activities, interfaces and 
outputs defined)? 

iii. Does the process or procedure meet requirements (criteria)? 

iv. Is the process or procedure being used? 

v. Are all affected personnel following the process or procedure consistently? 

vi. Are the defined outputs being produced? 

vii. Has a process or procedure change been documented and implemented? 
 

b)   Assessing effectiveness 

i. Do users understand the process or procedure? 

ii. Is the purpose of the process or procedure being achieved consistently? 

iii. Are the results of the process or procedure what the “customer” asked for? 

iv. Is the process or procedure regularly reviewed? 

v. Is a safety risk assessment conducted when there are changes to the process or 
procedure? 

vi. Have process or procedure improvements resulted in the expected benefits? 
 

5.4.8 In addition, internal audits should monitor progress in closing previously identified non-
compliances. These should have been addressed through root cause analysis and the 
development and implementation of corrective and preventive action plans. The results from 
analysis of cause(s) and contributing factors for any non-compliance should feed into the service 
provider’s SRM processes. 
 
5.4.9  The results of the internal audit process become one of the various inputs to the SRM 
and safety assurance functions. Internal audits inform the service provider’s management of the 
level of compliance within the organisation, the degree to which safety risk controls are effective 
and where corrective or preventive action is required. 
 
5.4.10 MAAs may provide additional feedback on the status of compliance with regulations, and 
the effectiveness of the SMS and industry associations or other third parties selected by the service 
provider to audit their organisation and processes. Results of such second- and third-party audits 
are inputs to the safety assurance function, providing the service provider with indications of the 
effectiveness of their internal audit processes and opportunities to improve their SMS. 

Safety performance monitoring 

5.4.11 Safety performance monitoring is conducted through the collection of safety data and 
safety information from a variety of sources typically available to an organisation. Data availability 
to support informed decision-making is one of the most important aspects of the SMS. Using this 
data for safety performance monitoring and measurement are essential activities that generate the 
information necessary for safety risk decision-making. 
 
5.4.12 Safety performance monitoring and measurement should be conducted observing some 
basic principles. The safety performance achieved is an indication of organisational behavior and is 
also a measure of the effectiveness of the SMS. This requires the organisation to define: 
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a)  Safety objectives, which should be established first to reflect the strategic 

achievements or desired outcomes related to safety concerns specific to the 
organisation’s operational context; 

b)   SPIs, which are tactical parameters related to the safety objectives and therefore are 
the reference for data collection; and 

c)   SPTs, which are also tactical parameters used to monitor progress towards the 
achievement of the safety objectives. 

5.4.13 A more complete and realistic picture of the service provider’s safety performance will be 
achieved if SPIs encompass a wide spectrum of indicators. This should include: 

a)   low probability/high severity events (e.g. accidents and serious incidents); 

b) high probability/low severity events (e.g. uneventful operational events, non-
conformance reports, deviations etc.); and 

c)   process performance (e.g. training, system improvements and report processing). 

 
5.4.14 SPIs are used to measure operational safety performance of the service provider and the 
performance of their SMS. SPIs rely on the monitoring of data and information from various 
sources including the safety reporting system. They should be specific to the individual service 
provider and be linked to the safety objectives already established. 
 
5.4.15 When establishing SPIs service providers should consider: 

a)   Measuring the right things: Determine the best SPIs that will show the organisation 
is on track to achieving its safety objectives. Also consider what are the biggest safety 
issues and safety risks faced by the organisation, and identify SPIs which will show 
effective control of these. 

b)   Availability of data: Is there data available which aligns with what the organisation 
wants to measure? If there isn’t, there may be a need to establish additional data 
collection sources.  For small organisations with limited amounts of data, the pooling 
of data sets may also help to identify trends. This may be supported by industry 
associations who can collate safety data from multiple organisations. 

c) Reliability of the data: Data may be unreliable either because of its subjectivity or 
because it is incomplete. 

d)   Common industry SPIs: It may be useful to agree on common SPIs with similar 
organisations so that comparisons can be made between organisations. The regulator 
or industry associations may enable these. 

5.4.16 Once SPIs have been established the service provider should consider whether it 
appropriate to identify SPTs and alert levels. SPTs are useful in driving safety improvements but, 
implemented poorly, they have been known to lead to undesirable behaviors - that is, individuals 
and departments becoming too focused on achieving the target and perhaps losing sight of what 
the target was intended to achieve - rather than an improvement in organisational safety 
performance. In such cases it may be more appropriate to monitor the SPI for trends. 
 
5.4.17 The following activities can provide sources to monitor and measure safety performance: 

a)   Safety studies are analyses to gain a deeper understanding of safety issues or better 
understand a trend in safety performance. 

b)   Safety data analysis uses the safety reporting data to uncover common issues or 
trends that might warrant further investigation. 

c)   Safety surveys examine procedures or processes related to a specific operation. 
Safety surveys may involve the use of checklists, questionnaires and informal 
confidential interviews. Safety surveys generally provide qualitative information.  
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This may require validation via data collection to determine if corrective action is 
required. Nonetheless, surveys may provide an inexpensive and valuable source of 
safety information. 

d)  Safety audits focus on assessing the integrity of the service provider’s SMS and 
supporting systems. Safety audits can also be used to evaluate the effectiveness of 
installed safety risk controls or to monitor compliance with safety regulations. 
Ensuring independence and objectivity is a challenge for safety audits. Independence 
and objectivity can be achieved by engaging external entities or internal audits with 
protections in place - policies, procedures, roles, communication protocols. 

e)   Findings and recommendations from safety investigations can provide useful safety 
information that can be analysed against other collected safety data. 

f)  Operational data collection systems such as Flight Data Analysis (FDA), radar 
information can provide useful data of events and operational performance. 

 
5.4.18 The development of SPIs should be linked to the safety objectives and be based on the 
analysis of data that is available or obtainable.  The monitoring and measurement process involves 
the use of selected safety performance indicators, corresponding SPTs and safety triggers. 
 
5.4.19 The organisation should monitor the performance of established SPIs and SPTs to 
identify abnormal changes in safety performance. SPTs should be realistic, context specific and 
achievable when considering the resources available to the organisation and the associated 
aviation sector. 
 
5.4.20 Primarily, safety performance monitoring and measurement provides a means to verify 
the effectiveness of safety risk controls. In addition, they provide a measure of the integrity and 
effectiveness of SMS processes and activities. 
 
5.4.21 The State may have specific processes for the acceptance of SPIs and SPTs that will 
need to be followed. Therefore, during development of SPIs and SPTs, the service provider 
should consult with the organisation’s regulatory authority or any related information that the State 
has published. 
 
5.4.22 For more information about safety performance management, refer to ICAO Annex 19 
Chapter 4 (4th Edition). 
 
5.5 The management of change 

5.5.1 Service providers experience change due to a number of factors including, but not limited to: 

a)   organisational expansion or contraction; 

b)   business improvements that impact safety; these may result in changes to internal 
systems, processes or procedures that support the safe delivery of the products and 
services; 

c)   changes to the organisation’s operating environment; 

d)   changes to the SMS interfaces with external organisations; and 

e)   external regulatory changes, economic changes and emerging risks. 

 
5.5.2  Change may affect the effectiveness of existing safety risk controls. In addition, new 
hazards and related safety risks may be inadvertently introduced into an operation when change 
occurs. Hazards should be identified and related safety risks assessed and controlled as defined 
in the organisation’s existing hazard identification or SRM procedures. 
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5.5.3 The organisation’s management of change process should take into account the following 
considerations: 

a) Criticality. How critical is the change? The service provider should consider the 
impact on their organisation’s activities, and the impact on other organisations and the 
aviation system. 

b)   Availability of subject matter experts. It is important that key members of the aviation 
community are involved in the change management activities; this may include 
individuals from external organisations. 

c) Availability of safety performance data and information. What data and information is 
available that can be used to give information on the situation and enable analysis of the 
change? 

5.5.4  Small incremental changes often go unnoticed, but the cumulative effect can be 
considerable. Changes, large and small, might affect the organisation’s system description, and 
may lead to the need for its revision. Therefore, the system description should be regularly reviewed 
to determine its continued validity, given that most service providers experience regular, or even 
continuous, change.  
 
5.5.5 The service provider should define the trigger for the formal change process. Changes that 
are likely to trigger formal change management include: 

a)   introduction of new technology or equipment; 

b)   changes in the operating environment; 

c)   changes in key personnel; 

d)   significant changes in staffing levels; 

e)   changes in safety regulatory requirements; 

f)  significant restructuring of the organisation; and 

g)   physical changes (new facility or base, aerodrome layout changes etc.). 

 
5.5.6  The service provider should also consider the impact of the change on personnel. This could 
affect the way the change is accepted by those affected. Early communication and engagement 
will normally improve the way the change is perceived and implemented. 
 
5.5.7  The change management process should include the following activities: 

a) understand and define the change; this should include a description of the change and 
why it is being implemented; 

b) understand and define who and what it will affect; this may be individuals within the 
organisation, other departments or external people or organisations. Equipment, 
systems and processes may also be impacted. A review of the system description and 
organisations’ interfaces may be needed. This is an opportunity to determine who 
should be involved in the change. Changes might affect risk controls already in place 
to mitigate other risks, and therefore change could increase risks in areas that are not 
immediately obvious; 

c) identify hazards related to the change and carry out a safety risk assessment; this 
should identify any hazards directly related to the change. The impact on existing 
hazards and safety risk controls that may be affected by the change should also be 
reviewed.  This step should use the existing organisation’s SRM processes; 

d) develop an action plan; this should define what is to be done, by whom and by when. 
There should be a clear plan describing how the change will be implemented and who 
will be responsible for which actions, and the sequencing and scheduling of each task; 
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e) sign off on the change; this is to confirm that the change is safe to implement. The 

individual with overall responsibility and authority for implementing the change should 
sign the change plan; and 

f) assurance plan; this is to determine what follow-up action is needed. Consider how the 
change will be communicated and whether additional activities (such as audits) are 
needed during or after the change. Any assumptions made need to be tested. 

 
5.6 Continuous improvement of the SMS 
 
5.6.1 ICAO Annex 19, Appendix 2, 3.3 requires that “the service provider monitor and assess its 
SMS processes to maintain or continuously improve the overall effectiveness of the SMS.” 
Maintenance and continuous improvement of the service provider’s SMS effectiveness is 
supported by safety assurance activities that include the verification and follow up of actions and 
the internal audit processes. It should be recognised that maintaining and continuously 
improving the SMS is an ongoing journey as the organisation itself and the operational environment 
will be constantly changing. 
 
5.6.2  Internal audits involve assessment of the service provider’s aviation activities that can 
provide information useful to the organisation’s decision-making processes. The internal audit 
function includes evaluation of all of the safety management functions throughout the organisation. 
 
5.6.3 SMS effectiveness should not be based solely on SPIs; service providers should aim to 
implement a variety of methods to determine its effectiveness, measure outputs as well as 
outcomes of the processes, and assess the information gathered through these activities. Such 
methods may include: 

a) Audits; this includes internal audits and audits carried out by other organisations. 

b)   Assessments; includes assessments of safety culture and SMS effectiveness. 

c) Monitoring of occurrences: monitor the recurrence of safety events including accidents 
and incidents as well as errors and rule-breaking situations. 

d) Safety surveys; including cultural surveys providing useful feedback on staff 
engagement with the SMS. It may also provide an indicator of the safety culture of the 
organisation. 

e) Management reviews; examine whether the safety objectives are being achieved by 
the organisation and are an opportunity to look at all the available safety performance 
information to identify overall trends. It is important that senior management review 
the effectiveness of the SMS. This may be carried out as one of the functions of the 
highest-level safety committee. 

f)  Evaluation of SPIs and SPTs; possibly as part of the management review. It considers 
trends and, when appropriate data is available, can be compared to other service 
providers or State or global data. 

g)   Addressing lessons learnt; from safety reporting systems and service provider safety 
investigations. 

These should lead to safety improvements being implemented. 
 
5.6.4  In summary, the monitoring of the safety performance and internal audit processes 
contributes to the service provider’s ability to continuously improve its safety performance. 
Ongoing monitoring of the SMS, its related safety risk controls and support systems assures the 
service provider and the State that the safety management processes are achieving their desired 
safety performance objectives. 
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6. Component 4: Safety Promotion 

6.1 Safety promotion encourages a positive safety culture and helps achieve the service 
provider’s safety objectives through the combination of technical competence that is continually 
enhanced through training and education, effective communication, and information-sharing. 
Senior management provides the leadership to promote the safety culture throughout an 
organisation. 
 
6.2 Effective safety management cannot be achieved solely by mandate or strict adherence to 
policies and procedures. Safety promotion affects both individual and organisational behavior, and 
supplements the organisation’s policies, procedures and processes, providing a value system that 
supports safety efforts. 
 
6.3 The service provider should establish and implement processes and procedures that 
facilitate effective two-way communication throughout all levels of the organisation. This should 
include clear strategic direction from the top of the organisation and the enabling of “bottom-up” 
communication that encourages open and constructive feedback from all personnel. 
 
6.4 Training and education 
 
6.4.1 ICAO Annex 19 requires that “the service provider shall develop and maintain a safety 
training programme that ensures that personnel are trained and competent to perform their SMS 
duties.” It also requires that “the scope of the safety training programme be appropriate to each 
individual’s involvement in the SMS.” The safety manager is responsible for ensuring there is 
a suitable safety training programme in place. This includes providing appropriate safety 
information relevant to specific safety issues met by the organisation. Personnel who are trained 
and competent to perform their SMS duties, regardless of their level in the organisation, is an 
indication of management’s commitment to an effective SMS. The training programme should 
include initial and recurrent training requirements to maintain competencies. Initial safety training 
should consider, as a minimum, the following: 

a)   organisational safety policies and safety objectives; 

b)   organisational roles and responsibilities related to safety; 

c)   basic SRM principles; 

d)   safety reporting systems; 

e)   the organisation’s SMS processes and procedures; and 

f) human factors. 

 
6.4.2  Recurrent safety training should focus on changes to the SMS policies, processes and 
procedures, and should highlight any specific safety issues relevant to the organisation or lessons 
learnt. 
 
6.4.3 The training programme should be tailored to the needs of the individual’s role within 
the SMS. For example, the level and depth of training for managers involved in the organisation's 
safety committees will be more extensive than for personnel directly involved with delivery of the 
organisation’s product or services. Personnel not directly involved in the operations may require 
only a high level overview of the organisation’s SMS. 

Training needs analysis 

6.4.4 For most organisations, a formal training needs analysis (TNA) is necessary to ensure 
there is a clear understanding of the operation, the safety duties of the personnel and the available 
training. A typical TNA will normally start by conducting an audience analysis, which usually includes 
the following steps: 
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a) Every one of the service provider’s staff will be affected by the implementation of the 

SMS, but not in the same ways or to the same degree. Identify each staff grouping and 
in what ways they will interact with the safety management processes, inputs and 
outputs - in particular with safety duties. This information should be available from the 
position/role descriptions. Normally groupings of individuals will start to emerge that 
have similar learning needs. The service provider should consider whether it is valuable 
to extend the analysis to staff in external interfacing organisations. 

b) Identify the knowledge and competencies needed to perform each safety duty and 
required by each staff grouping. 

c) Conduct an analysis to identify the gap between the current safety skill and knowledge 
across the workforce and those needed to effectively perform the allocated safety 
duties. 

d) Identify the most appropriate skills and knowledge development approach for each 
group with the aim of developing a training programme appropriate to each individual 
or group’s involvement in safety management. The training programme should also 
consider the staff’s ongoing safety knowledge and competency needs; these needs wil l 
typically be met through a recurrent training programme. 

 
6.4.5  It is also important to identify the appropriate method for training delivery. The main 
objective is that, on completion of the training, personnel are competent to perform their SMS 
duties. Competent trainers are usually the single most important consideration; their commitment, 
teaching skills and safety management expertise will have a 
significant impact on the effectiveness of the training delivered. The safety training programme 
should also specify responsibilities for development of training content and scheduling as well 
as training and competency records management. 
 
6.4.6  The organisation should determine who should be trained and to what depth, and this will 
depend on their involvement in the SMS. Most people working in the organisation have some direct 
or indirect relationship with aviation safety, and therefore have some SMS duties. This applies to 
any personnel directly involved in the delivery of products and services, and personnel involved 
in the organisation's safety committees. Some administrative and support personnel will have 
limited SMS duties and will need some SMS training, as their work may still have an indirect impact 
on aviation safety. 
 
6.4.7  The service provider should identify the SMS duties of personnel and use the information 
to examine the safety training programme and ensure each individual receives training aligned 
with their involvement with SMS. The safety training programme should specify the content of 
safety training for support staff, operational personnel, managers and supervisors, senior 
managers and the accountable executive. 
 
6.4.8  There should be specific safety training for the accountable executive and senior managers 
that includes the following topics: 

a) specific awareness training for new accountable executives and post holders on their 
SMS accountabilities and responsibilities; 

b) importance of compliance with national and organisational safety requirements; 

c) management commitment; 

d) allocation of resources; 

e) promotion of the safety policy and the SMS;  

f) promotion of a positive safety culture; 

g) effective interdepartmental safety communication; 

h) safety objective, SPTs and alert levels; and 

i) disciplinary policy. 
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6.4.9 The main purpose of the safety training programme is to ensure that personnel, at all 
levels of the organisation, maintain their competence to fulfil their safety roles; therefore, 
competencies of personnel should be reviewed on a regular basis. 
 
6.5 Safety communication 
 
6.5.1 The service provider should communicate the organisation’s SMS objectives and 
procedures to all appropriate personnel. There should be a communication strategy that enables 
safety communication to be delivered by the most appropriate method based on the individual’s role 
and need to receive safety related information. This may be done through safety newsletters, 
notices, bulletins, briefings or training courses. The safety manager should also ensure that lessons 
learnt from investigations and case histories or experiences, both internally and from other 
organisations, are distributed widely. Safety communication therefore aims to: 

a) ensure that staff are fully aware of the SMS; this is a good way of promoting the 
organisation’s safety policy and safety objectives. 

b) convey safety-critical information; Safety critical information is specific information 
related to safety issues and safety risks that could expose the organisation to safety 
risk. This could be from safety information gathered from internal or external sources 
such as lessons learnt or related to safety risk controls. The service provider 
determines what information is considered safety critical and the timeliness of its 
communication. 

c) raise awareness of new safety risk controls and corrective actions; The safety risks 
faced by the service provider will change over time, and whether this is a new safety 
risk that has been identified or changes to safety risk controls, these changes will 
need to be communicated to the appropriate personnel. 

d) provide information on new or amended safety procedures; when safety procedures 
are updated it is important that the appropriate people are made aware of these 
changes. 

e) promote a positive safety culture and encourage personnel to identify and report 
hazards; safety communication is two-way. It is important that all personnel 
communicate safety issues to the organisation through the safety reporting system. 

f) provide feedback; provide feedback to personnel submitting safety reports on what 
actions have been taken to address any concerns identified. 

 
6.5.2  Service providers should consider whether any of the safety information listed above 
needs to be communicated to external organisations. 
 
6.5.3 Service providers should assess the effectiveness of their safety communication by 
checking personnel have received and understood any safety critical information that has been 
distributed. This can be done as part of the internal audit activities or when assessing the SMS 
effectiveness. 
 
6.5.4 Safety promotion activities should be carried out throughout the life cycle of the SMS, 
not only at the beginning. 
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7. Implementation Planning 

7.1 System description 
 
7.1.1 A system description helps to identify the organisational processes, including any interfaces, 
to define the scope of the SMS. This provides an opportunity to identify any gaps related to the 
service provider’s SMS components and elements and may serve as a starting point to identify 
organisational and operational hazards. A system description  
serves to identify the features of the product, the service or the activity so that SRM and safety 
assurance can be effective. 
 
7.1.2  Most organisations are made up of a complex network of interfaces and interactions 
involving different internal departments as well as different external organisations that all 
contribute to the safe operation of the organisation. The use of a system description enables the 
organisation to have a clearer picture of its many interactions and interfaces. This will enable better 
management of safety risk and safety risk controls if they are described, and help in understanding 
the impact of changes to the SMS processes and procedures. 
 
7.1.3 When considering a system description, it is important to understand that a “system” is a 
set of things working together as parts of an interconnecting network. In an SMS, it is any of an 
organisation’s products, people, processes, procedures, facilities, services, and other aspects 
(including external factors), which are related to, and can  
affect, the organisation’s aviation safety activities. Often, a “system” is a collection of systems, 
which may also be viewed as a system with subsystems. These systems and their interactions 
with one another make up the sources of hazards and contribute to the control of safety risks. The 
important systems include both those which could directly  
impact aviation safety and those which affect the ability or capacity of an organisation to 
perform effective safety management. 
 
7.1.4  An overview of the system description and the SMS interfaces should be included in the 
SMS documentation. A system description may include a bulleted list with references to policies 
and procedures. A graphic depiction, such as a process flow chart or annotated organisation chart, 
may be enough for some organisations. An organisation should use a method and format that works 
for that organisation. 
 
7.1.5  Because each organisation is unique, there is no “one size fits all” method for SMS 
implementation. It is expected that each organisation will implement an SMS that works for its 
unique situation. Each organisation should define for itself how it intends to go about fulfilling the 
fundamental requirements. To accomplish this, it is important that  
each organisation prepare a system description that identifies its organisational structures, 
processes, and business arrangements that it considers important to safety management 
functions. Based on the system description, the organisation should identify or develop policy, 
processes, and procedures that establish its own safety management requirements. 
 
7.1.6  When an organisation elects to make a significant or substantive change to the processes 
identified in the system description, the changes should be viewed as potentially affecting its 
baseline safety risk assessment. Thus, the system description should be reviewed as part of the 
management of change processes. 
 
7.2 Interface management 
 
7.2.1 Safety risks faced by service providers are affected by interfaces. Interfaces can be 
either internal (e.g. between departments) or external (e.g. other service providers or contracted 
services,). By identifying and managing these interfaces the service provider will have more 
control over any safety risks related to the interfaces. These interfaces should be defined within the 
system description. 
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7.3 Identification of SMS interfaces 
 
7.3.1  Initially service providers should concentrate on interfaces in relation to its business 
activities. The identification of these interfaces should be detailed in the system description that 
sets out the scope of the SMS and should include internal and external interfaces. 
 
7.3.2  Figure 3 is an example of how a service provider could map out the different organisations 
it interacts with to identify any SMS interfaces. The objective of this review is to produce a 
comprehensive list of all interfaces. The rationale for this exercise is that there may be SMS 
interfaces which an organisation is not necessarily fully aware of. There may be interfaces where 
there are no formal agreements in place, such as with the power supply or building maintenance 
companies. 
 

Figure 3. Example of air traffic service provider SMS interfaces 

7.3.3  Some of the internal interfaces may be with business areas not directly associated with 
safety, such as marketing, finance, legal and human resources. These areas can impact safety 
through their decisions which impact on internal resources and investment, as well as through 
agreements and contracts with external organisations, and may not necessarily address safety. 
 
7.3.4 Once the SMS interfaces have been identified, the service provider should consider their 
relative criticality. This enables the service provider to prioritise the management of the more critical 
interfaces, and their potential safety risks. Things to consider are: 

a) what is being provided; 

b) why it is needed; 

c) whether the organisations involved has an SMS or another management system in 
place; and 

d) whether the interface involves the sharing of safety data / information. 
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Assessing safety impact of interfaces 

7.3.5  The service provider should then identify any hazards related to the interfaces and carry 
out a safety risk assessment using its existing hazard identification and safety risk assessment 
processes. 
 
7.3.6  Based on the safety risks identified, the service provider may consider working with the other 
organisation to determine and define an appropriate safety risk control strategy. By involving the 
other organisation, they may be able to contribute to identifying hazards, assessing the safety risk 
as well as determining the appropriate safety risk control. This collaborative effort is needed 
because the perception of safety risks may not be the same for each organisation. The risk control 
could be carried out by either the service provider or the external organisation. 
 
7.3.7  It is also important to recognise that each organisation involved has the responsibility to 
identify and manage hazards that affect their own organisation. This may mean the critical nature 
of the interface is different for each organisation as they may apply different safety risk 
classifications and have different safety risk priorities (in term of safety performance, resources, 
time, etc.). 

Managing and monitoring interfaces 

7.3.8  The service provider is responsible for managing and monitoring the interfaces to ensure the 
safe provision of their services and products. This will ensure the interfaces are managed effectively 
and remain current and relevant. Formal agreements are an effective way to accomplish this as 
the interfaces and associated responsibilities can be  
clearly defined. Any changes in the interfaces and associated impacts should be 
communicated to the relevant organisations. 
 
7.3.9  Challenges associated with the service provider’s ability to manage interface safety risks 
include: 
 

a) one organisation’s safety risk controls are not compatible with the other organisations’; 

b) willingness of both organisations to accept changes to their own processes and 
procedures; 

c) insufficient resources or technical expertise available to manage and monitor the 
interface; and 

d)   number and location of interfaces. 

 
7.3.10 It is important to recognise the need for coordination between the organisations involved 
in the interface. Effective coordination should include: 
 

a) clarification of each organisation’s roles and responsibilities; 

b) agreement of decisions on the actions to be taken (e.g. safety risk control actions and 
timescales); 

c) identification of what safety information needs to be shared and communicated; 

d) how and when coordination should take place (task force, regular meetings, ad hoc or 
dedicated meetings); and 

e) agreeing on solutions that benefit both organisations but that do not impair the 
effectiveness of the SMS. 

 
7.3.11 All safety issues or safety risks related to the interfaces should be documented and made 
accessible to each organisation for sharing and review. This will allow the sharing of lessons learnt 
and the pooling of safety data that will be valuable for both organisations. Operational safety 
benefits may be achieved through an enhancement of safety reached by each organisation as the 
result of shared ownership of safety risks and responsibility. 
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7.4 SMS Scalability 
 
7.4.1 The organisation’s SMS, including the policies, processes and procedures, should reflect 
the size and complexity of the organisation and its activities. It should consider: 
 

a) the organisational structure and availability of resources; 

b) size and complexity of the organisation (including multiple sites and bases); and 

c) complexity of the activities and the interfaces with external organisations. 

 
7.4.2  The service provider should carry out an analysis of its activities to determine the right level 
of resources to manage the SMS. This should include the determination of the organisational 
structure needed to manage the SMS. This would include considerations of who will be 
responsible for managing and maintaining the SMS, what safety committees are needed, if any, 
and the need for specific safety specialists. 

Safety risk considerations 

7.4.3  Regardless of the size of the service provider, scalability should also be a function of the 
inherent safety risk of the service provider’s activities. Even small organisations may be involved in 
activities that may entail significant aviation safety risks. Therefore, safety management capability 
should be commensurate with the safety risk to be managed. 

Safety data and safety information and its analysis 

7.4.4 For small organisations, the low volume of data may mean that it is more difficult to 
identify trends or changes in the safety performance. This may require meetings to raise and 
discuss safety issues with appropriate experts. This may be more qualitative than quantitative but 
will help identify hazards and risks for the service provider. Collaborating with other service 
providers or industry associations can be helpful, since these may have data that the service 
provider does not have. For example, smaller service providers   can   exchange with similar 
organisations/operations to share safety risk information and identify safety performance trends. 
Service providers should adequately analyse and process their internal data even though it may be 
limited. 
 
7.4.5  Service providers with many interactions and interfaces will need to consider how they 
gather safety data and safety information from multiple organisations. This may result in large 
volumes of data being collected to be collated and analysed later. These service providers 
should utilise an appropriate method of managing such data. Consideration should also be given 
to the quality of the data collected and the use of taxonomies to help with the analysis of the 
data. 
 
7.5 Integration of management systems 
 
7.5.1 Safety management should be considered as part of a management system (and not 
in isolation). Therefore, a service provider may implement an integrated management system that 
includes the SMS. An integrated management system may be used to capture multiple certificates, 
authorisations or approvals or to cover other business management systems such as quality, 
security, occupational health and environmental management systems. This is done to remove 
duplication and exploit synergies by managing safety risks across multiple activities. For 
example, where a service provider holds multiple certificates it may choose to implement a single 
management system to cover all of its activities. The service provider should decide the best means 
to integrate or segregate its SMS to suit its business or organisational needs. 
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7.5.2  A typical integrated management system may include a: 
 

a) quality management system (QMS); 

b) safety management system (SMS); 

c) security management system (SeMS), further guidance may be found in the Aviation 
Security Manual (Doc 8973 — Restricted); 

d) environmental management system (EMS); 

e) occupational health and safety management system (OHSMS);  

f) financial management system (FMS); 

g) documentation management system (DMS); and 

h) fatigue risk management system (FRMS). 

 

7.5.3  A service provider may choose to integrate these management systems based on their 
unique needs. Risk management processes and internal audit processes are essential features 
of most of these management systems. It should be recognised that the risks and risk controls 
developed in any of these systems could have an impact on other systems. In addition, there 
may be other operational systems associated with the business activities that may also be 
integrated, such as supplier management, facilities management, etc. 
 
7.5.4 A service provider may also consider applying the SMS to other areas that do not have a 
current regulatory requirement for an SMS. Service providers should determine the most 
suitable means to integrate or segregate their management system to suit their business model, 
operating environment, regulatory, and statutory requirements as well as the expectations of the 
aviation community. Whichever option is taken; it should still ensure that it meets the SMS 
requirements. 

Benefits and challenges of management system integration 

7.5.5 Integrating the different areas under a single management system will improve efficiency 
by: 

a) reducing duplication and overlapping of processes and resources; 

b) reducing potentially conflicting responsibilities and relationships; 

c) considering the wider impacts of risks and opportunities across all activities; and 

d) allowing effective monitoring and management of performance across all activities. 

 
7.5.6 Possible challenges of management system integration include: 

 

a) existing systems may have different functional managers who resist the integration; this 
could result in conflict; 

b) there may be resistance to change for personnel impacted by the integration as this will 
require greater cooperation and coordination; 

c) impact on the overall safety culture within the organisation as there may be different 
cultures in respect of each system; this could create conflicts; 

d) regulations may prevent such an integration or the different regulators and standards 
bodies may have diverging expectations on how their requirements should be met; and 

e) integrating different management systems (such as QMS and SMS) may create 
additional work to be able to demonstrate that the separate requirements are being met. 

7.5.7  To maximise the benefits of integration and address the related challenges, senior 
management commitment and leadership is essential to manage the change effectively. It is 
important to identify the person who has overall responsibility for the integrated management 
system. 

https://mod.gov.ae/regulations


Safety Management System UAEMAR SMS – AVIATION SAFETY MANAGEMENT SYSTEMS 

 
 

https://mod.gov.ae/regulations                                                                                                                                                         Page 37 of 57 | 31 January 2024 

 
7.6 SMS and QMS integration 
 
7.6.1 Some service providers have both an SMS and QMS. These sometimes are integrated 
into a single management system. The QMS is generally defined as the organisational structure 
and associated accountabilities, resources, processes and procedures necessary to establish and 
promote a system of continuous quality assurance and improvement while delivering a product or 
service. 
 
7.6.2  Both systems are complementary; the SMS focuses on managing safety risks and safety 
performance while the QMS focuses on compliance with prescriptive regulations and requirements 
to meet customer expectations and contractual obligations. The objectives of an SMS are to 
identify hazards, assess the associated safety risk and implement effective safety risk controls. In 
contrast, the QMS focuses on the consistent delivery of products and services that meet relevant 
specifications. Nonetheless, both the SMS and the QMS: 

a) should be planned and managed; 

b) involve all organisational functions related to the delivery of aviation products and 
services; 

c) identify ineffective processes and procedures; 

d) strive for continuous improvement; and 

e) have the same goal of providing safe and reliable products and services to customers. 

 
7.6.3  The SMS focuses on: 

a) identification of safety-related hazards facing the organisation; 

b) assessment of the associated safety risk; 

c) implementation of effective safety risk controls to mitigate safety risks; 

d) measuring safety performance; and 

e) maintaining an appropriate resource allocation to meet safety performance 
requirements. 

 
7.6.4  The QMS focuses on: 

a) compliance with regulations and requirements; 

b) consistency in the delivery of products and services; 

c) meeting the specified performance standards; and 

d) delivery of products and services that are “fit for purpose” and free of defects or errors. 

 
7.6.5  Monitoring compliance with regulations is necessary to ensure that safety risk controls, 
applied in the form of regulations, are effectively implemented and monitored by the service provider. 
The causes and contributing factors of any non-compliance should also be analysed and addressed. 
 
7.6.6 Given the complementary aspects of SMS and QMS, it is possible to integrate both 
systems without compromising each function. This can be summarised as follows: 

a) an SMS is supported by QMS processes such as auditing, inspection, 
investigation, root cause analysis, process design, and preventive actions; 

b) a QMS may identify safety issues or weaknesses in safety risk controls; 

c) a QMS may foresee safety issues that exist despite the organisation’s compliance with 
standards and specifications; 
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d) quality principles, policies and practices should be aligned with the objectives of safety 
management; and 

e)   QMS activities should consider identified hazards and safety risk controls for the 
planning and performance of internal audits. 

 
7.6.7  In conclusion, in an integrated management system with unified goals and decision-making 
that considers the wider impacts across all activities, quality management and safety management 
processes will be highly complementary and will support the achievement of the overall safety goals. 
 
7.7 SMS gap analysis and implementation 
 
7.7.1  Before implementing an SMS, the service provider should carry out a gap analysis (refer 
to APPENDIX I – SMS GAP ANALYSIS CHECKLIST). This compares the service provider’s 
existing safety management processes and procedures with the SMS requirements as determined 
by the State. It is likely that the service provider already has some of the SMS functions in place. 
The development of an SMS should build upon existing organisational policies and processes. The 
gap analysis identifies the gaps that should be addressed through an SMS implementation plan that 
defines the actions needed to implement a fully functioning and effective SMS. 
 
7.7.2 The SMS implementation plan should provide a clear picture of the resources, tasks 
and processes required to implement the SMS. The timing and sequencing of the implementation 
plan may depend on a variety of factors that will be specific to each organisation, such as: 

a) regulatory, customer and statutory requirements; 

b) multiple certificates held (with possibly different regulatory implementation dates); 

c) the extent to which the SMS may build upon existing structures and processes; 

d) the availability of resources and budgets; 

e) interdependencies between different steps (a reporting system should be implemented 
before establishing a data analysis system); and 

f) the existing safety culture. 

 
7.7.3 The SMS implementation plan should be developed in consultation with the accountable 
executive and other senior managers, and should include who is responsible for the actions along 
with timelines. The plan should address coordination with external organisations or contractors 
where applicable. 
 
7.7.4 The SMS implementation plan may be documented in different forms, varying from a simple 
spread sheet to specialised project management software. The plan should be monitored 
regularly and updated as necessary. It should also clarify when a specific element can be 
considered successfully implemented. 
 
7.7.5 Both the State and the service provider should recognise that achieving an effective SMS 
may take several years. Service providers should refer to their State as there may be 
requirements for a phased approach for SMS implementation. 
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APPENDIX I – SMS GAP ANALYSIS CHECKLIST 

1. Gap Analysis Checklist 

1.1 The gap analysis checklist in Table 2 can be used as a template to conduct the first step of an 
SMS gap analysis. This format with its overall “No/Partial/Yes” responses will provide an initial 
indication of the broad scope of gaps and hence overall workload to be expected. This initial 
information should be useful to senior management in anticipating the scale of the SMS 
implementation effort and hence the resources to be provided. 
 
1.2 A “Yes” answer indicates that the organisation meets or exceeds the expectation of the 
question concerned. A “No” answer indicates a substantial gap in the existing system with respect 
to the question’s expectation. A “Partial” answer indicates that further enhancement or development 
work is required to an existing process in order to meet the question’s expectations. 

Component 1 — Safety Policy and Objectives 

Element 1.1 — Management commitment and responsibility 

Req # Requirement Guidance 
chapters 

Compliance 
reference 

Statement of 
compliance  

1.1-1 Is there a safety policy in place? 3.4.1 to 3.4.6  

Appendix II – 
Phase 2 

  No 

 Partial 

 Yes 

1.1-2 Does the safety policy reflect senior 

management’s commitment regarding safety 

management? 

3.4.1 to 3.4.6   No 

 Partial 

 Yes 

1.1-3 Is the safety policy appropriate to the size, nature 

and complexity of the organisation? 

3.4.1 to 3.4.6   No 

 Partial 

 Yes 

1.1-4 Is the safety policy relevant to aviation safety? 3.4.1 to 3.4.6   No 

 Partial 

 Yes 

1.1-5 Is the safety policy signed by the accountable 

executive? 

3.4.1 to 3.4.6 

Appendix II – 
Phase 2 

  No 

 Partial 

 Yes 

1.1-6 Is the safety policy communicated, with visible 

endorsement, throughout the [Organisation]? 

Appendix II – 
Phase 2 

  No 

 Partial 

 Yes 

1.1-7 Is the safety policy periodically reviewed to 

ensure it remains relevant and appropriate to the 

[Organisation]? 

Appendix II – 
Phase 2 

  No 

 Partial 

 Yes 
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Element 1.2 — Safety accountabilities 

Req # Requirement Guidance 
chapters 

Compliance 
reference 

Statement of 
compliance  

1.2-1 Has [Organisation] identified an accountable 

executive who, irrespective of other functions, 

shall have ultimate responsibility and 

accountability, on behalf of the [Organisation], for 

the implementation and maintenance of the 

SMS? 

3.5 

Appendix II – 
Phase 1 

  No 

 Partial 

 Yes 

1.2-2 Does the accountable executive have full control 

of the financial and human resources required for 

the operations authorised to be conducted under 

the operations certificate? 

3.5   No 

 Partial 

 Yes 

1.2-3 Does the Accountable Executive have final 

authority over all aviation activities of his 

organisation? 

3.5   No 

 Partial 

 Yes 

1.2-4 Has [Organisation] identified and documented 

the safety accountabilities of management as 

well as operational personnel, with respect to the 

SMS? 

3.5   No 

 Partial 

 Yes 

1.2-5 Is there a safety committee or review board for 

the purpose of reviewing SMS and safety 

performance? 

3.6 

3.8 

  No 

 Partial 

 Yes 

1.2-6 Is the safety committee chaired by the 

accountable executive or by an appropriately 

assigned deputy, duly substantiated in the SMS 

manual? 

3.6 

3.8 

  No 

 Partial 

 Yes 

1.2-7 Does the safety committee include relevant 

operational or departmental heads as applicable? 

3.6 

3.8 

  No 

 Partial 

 Yes 

1.2-8 Are there safety action groups that work in 

conjunction with the safety committee (especially 

for large/complex organisations)? 

3.6 

3.8 

  No 

 Partial 

 Yes 
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Element 1.3 — Appointment of key safety personnel 

Req # Requirement Guidance 
chapters 

Compliance 
reference 

Statement of 
compliance  

1.3-1 Has [Organisation] appointed a qualified person 

to manage and oversee the day-to-day operation 

of the SMS? 

3.6   No 

 Partial 

 Yes 

1.3-2 Does the qualified person have direct access or 

reporting to the accountable executive 

concerning the implementation and operation of 

the SMS? 

3.6 

6.1 

Appendix II – 
Phase 1 

  No 

 Partial 

 Yes 

1.3-3 Does the manager responsible for administering 

the SMS hold other responsibilities that may 

conflict or impair his role as SMS manager? 

3.6 

6.1 

 

  No 

 Partial 

 Yes 

1.3-4 Is the SMS manager’s position a senior 

management position not lower than or 

subservient to other operational or production 

positions? 

3.6 

6.1 

 

  No 

 Partial 

 Yes 

 

Element 1.4 — Coordination of emergency response planning 

Req # Requirement Guidance 
chapters 

Compliance 
reference 

Statement of 
compliance  

1.4-1 Does [Organisation] have an emergency 

response/contingency plan appropriate to the 

size, nature and complexity of the organisation? 

3.7   No 

 Partial 

 Yes 

1.4-2 Does the emergency/contingency plan address all 

possible or likely emergency/crisis scenarios 

relating to the organisation’s aviation product or 

service deliveries? 

3.7   No 

 Partial 

 Yes 

1.4-3 Does the ERP include procedures for the 

continuing safe production, delivery or support of 

its aviation products or services during such 

emergencies or contingencies? 

3.7   No 

 Partial 

 Yes 

1.4-4 Is there a plan and record for drills or exercises 

with respect to the ERP? 

3.7   No 

 Partial 

 Yes 

1.4-5 Does the ERP address the necessary 

coordination of its emergency 

response/contingency procedures with the 

emergency/response contingency procedures of 

other organisations where applicable? 

3.7   No 

 Partial 

 Yes 

1.4-6 Does [Organisation] have a process to distribute 

and communicate the ERP to all relevant 

personnel, including relevant external 

organisations? 

3.7   No 

 Partial 

 Yes 

1.4-7 Is there a procedure for periodic review of the 

ERP to ensure its continuing relevance and 

effectiveness? 

3.7   No 

 Partial 

 Yes 
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Element 1.5 — SMS documentation 

Req # Requirement Guidance 
chapters 

Compliance 
reference 

Statement of 
compliance  

1.5-1 Is there a top-level SMS summary or exposition 

document which is approved by the accountable 

manager and accepted by the MAA? 

3.8   No 

 Partial 

 Yes 

1.5-2 Does the SMS documentation address the 

organisation’s SMS and its associated 

components and elements? 

3.8 

7.1 

  No 

 Partial 

 Yes 

1.5-3 Is [Organisation] SMS framework in alignment 

with the regulatory SMS framework? 

3.8 

7.1 

  No 

 Partial 

 Yes 

1.5-4 Does [Organisation] maintain a record of relevant 

supporting documentation pertinent to the 

implementation and operation of the SMS? 

3.8 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

1.5-5 Does [Organisation] have an SMS 

implementation plan to establish its SMS 

implementation process, including specific tasks 

and their relevant implementation milestones? 

7.7   No 

 Partial 

 Yes 

1.5-6 Does the SMS implementation plan address the 

coordination between the service provider’s SMS 

and the SMS of external organisations where 

applicable? 

7.7   No 

 Partial 

 Yes 

1.5-7 Is the SMS implementation plan endorsed by the 

accountable executive? 

7.7 

Appendix II – 
Phase 1 

  No 

 Partial 

 Yes 
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Component 2 — Safety Risk Management 

Element 2.1 — Hazard identification 

Req # Requirement Guidance 
chapters 

Compliance 
reference 

Statement of 
compliance  

2.1-1 Is there a process for voluntary hazards/threats 

reporting by all employees? 

4.4 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

2.1-2 Is the voluntary hazard/threats reporting simple, 

available to all personnel involved in safety-

related duties and commensurate with the size of 

the service provider? 

4.4   No 

 Partial 

 Yes 

2.1-3 Does [Organisation] Safety Data Collection and 

Processing Systems (SDCPS) include 

procedures for incident/accident reporting by 

operational or production personnel? 

4.4.4 to 
4.4.16 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

2.1-4 Is incident/accident reporting simple, accessible 

to all personnel involved in safety-related duties 

and commensurate with the size of the service 

provider? 

4.4.4 to 
4.4.16 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

2.1-5 Does [Organisation] have procedures for 

investigation of all reported incident/accidents? 

4.4.4 to 
4.4.16 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

2.1-6 Are there procedures to ensure that 

hazards/threats identified or uncovered during 

incident/accident investigation processes are 

appropriately accounted for and integrated into 

the organisation’s hazard collection and risk 

mitigation procedure? 

4.4 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

2.1-7 Are there procedures to review hazards/threats 

from relevant industry reports for follow-up actions 

or risk evaluation where applicable? 

4.4 

 

  No 

 Partial 

 Yes 
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Element 2.2 — Safety risk assessment and mitigation 

Req # Requirement Guidance 
chapters 

Compliance 
reference 

Statement of 
compliance  

2.2-1 Is there a documented hazard identification and 

risk mitigation (HIRM) procedure involving the 

use of objective risk analysis tools? 

4.1 to 4.4 

4.6 

  No 

 Partial 

 Yes 

2.2-2 Is the risk assessment reports approved by 

departmental managers or at a higher level 

where appropriate? 

4.6 

 

  No 

 Partial 

 Yes 

2.2-3 Is there a procedure for periodic review of 

existing risk mitigation records? 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

2.2-4 Is there a procedure to account for mitigation 

actions whenever unacceptable risk levels are 

identified? 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

2.2-5 Is there a procedure to prioritise identified 

hazards for risk mitigation actions? 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

2.2-6 Is there a programme for systematic and 

progressive review of all aviation safety-related 

operations, processes, facilities and equipment 

subject to the HIRM process as identified by the 

organisation? 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 
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Component 3 — Safety Assurance 

Element 3.1 — Safety performance monitoring and measurement 

Req # Requirement Guidance 
chapters 

Compliance 
reference 

Statement of 
compliance  

3.1-1 Are there identified safety performance indicators 

for measuring and monitoring the safety 

performance of the organisation’s aviation 

activities? 

4.4 

5.4 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

3.1-2 Are the safety performance indicators relevant to 

the organisation’s safety policy as well as 

management’s high-level safety 

objectives/goals? 

4.4 

5.4 

 

  No 

 Partial 

 Yes 

3.1-3 Do the safety performance indicators include 

alert/target settings to define unacceptable 

performance regions and planned improvement 

goals? 

4.4 

5.4 

Appendix II - 
Phase 3 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

3.1-4 Is the setting of alert levels or out-of-control 

criteria based on objective safety metrics 

principles? 

4.4 

5.4 

 

  No 

 Partial 

 Yes 

3.1-5 Do the safety performance indicators include 

quantitative monitoring of high-consequence 

safety outcomes (e.g. accident and serious 

incident rates) as well as lower-consequence 

events (e.g. rate of non-compliance, deviations)? 

4.4 

5.4 

Appendix II - 
Phase 3 
Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

3.1-6 Are safety performance indicators and their 

associated performance settings developed in 

consultation with, and subject to, the MAA’s 

agreement? 

4.4 

5.4 

Appendix II - 
Phase 3 
Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

3.1-7 Is there a procedure for corrective or follow-up 

action to be taken when targets are not achieved 

and alert levels are exceeded/ breached? 

5.4 

 

  No 

 Partial 

 Yes 

3.1-8 Are the safety performance indicators periodically 

reviewed? 

5.4 

 

  No 

 Partial 

 Yes 
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Element 3.2 — The management of change 

Req # Requirement Guidance 
chapters 

Compliance 
reference 

Statement of 
compliance  

3.2-1 Is there a procedure for review of relevant 

existing aviation safety-related facilities and 

equipment (including HIRM records) whenever 

there are pertinent changes to those facilities or 

equipment? 

5.5.1 to 5.5.7 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

3.2-2 Is there a procedure for review of relevant 

existing aviation safety-related operations and 

processes (including any HIRM records) 

whenever there are pertinent changes to those 

operations or processes? 

5.5.1 to 5.5.7 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

3.2-3 Is there a procedure for review of new aviation 

safety-related operations and processes for 

hazards/risks before they are commissioned? 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

3.2-4 Is there a procedure for review of relevant 

existing facilities, equipment, operations or 

processes (including HIRM records) whenever 

there are pertinent changes external to the 

organisation such as regulatory/industry 

standards, best practices or technology? 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

 

Element 3.3 — Continuous improvement of the SMS 

Req # Requirement Guidance 
chapters 

Compliance 
reference 

Statement of 
compliance  

3.3-1 Is there a procedure for periodic internal 

audit/assessment of the SMS? 

5.6  

Appendix II - 
Phase 3 
Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

3.3-2 Is there a current internal SMS audit/assessment 

plan? 

5.6 

Appendix II - 
Phase 3 
Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

3.3-3 Does the SMS audit plan include the sampling of 

completed/existing safety risk assessments? 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

3.3-4 Does the SMS audit plan include the sampling of 

safety performance indicators for data currency 

and their target/alert settings performance? 

5.4 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

3.3-5 Does the SMS audit plan cover the SMS 

interface with subcontractors or customers where 

applicable? 

7.1 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

3.3-6 Is there a process for SMS audit/assessment 

reports to be submitted or highlighted for the 

accountable manager’s attention where 

appropriate? 

5.6 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 
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Component 4 — Safety Promotion 

Element 4.1 — Training and education 

Req # Requirement Guidance 
chapters 

Compliance 
evidence / 
reference 

Statement of 
compliance  

4.1-1 Is there a programme to provide SMS 

training/familiarisation to personnel involved in 

the implementation or operation of the SMS? 

6.4 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

4.1-2 Has the accountable executive undergone 

appropriate SMS familiarisation, briefing or 

training? 

6.4 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

4.1-3 Are personnel involved in conducting risk 

mitigation provided with appropriate risk 

management training or familiarisation? 

6.4 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

4.1-4 Is there evidence of organisation-wide SMS 

education or awareness efforts? 

6.4 

Appendix II - 
Phase 3 

  No 

 Partial 

 Yes 

 

 

Element 4.2 — Safety communication 

Req # Requirement Guidance 
chapters 

Compliance 
reference 

Statement of 
compliance  

4.2-1 Does [Organisation] participate in sharing safety 

information with relevant external industry 

product and service providers or organisations, 

including the relevant aviation regulatory 

organisations? 

6.5 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

4.2-2 Is there evidence of a safety (SMS) publication, 

circular or channel for communicating safety 

(SMS) matters to employees? 

6.5 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

4.2-3 Are [Organisation] SMS manual and related 

guidance material accessible or disseminated to 

all relevant personnel? 

6.5 

Appendix II - 
Phase 4 

  No 

 Partial 

 Yes 

Table 2. Gap analysis checklist 
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APPENDIX II –  SMS IMPLEMENTATION  

PHASED IMPLEMENTATION APPROACH  

1. General  

1.1. The objective of this section is to introduce an example of the four SMS implementation 

phases. The implementation of an SMS is a systematic process. Nevertheless, this process may be 

quite a challenging task depending on factors, such as the availability of guidance material and 

resources required for implementation, as well as the service provider’s pre-existing knowledge of 

SMS processes and procedures. 

 
1.2. The reasons for a phased approach to SMS implementation include: 

a) the provision of a manageable series of steps to follow in implementing an SMS, including 

allocation of resources; 

b) the need to allow implementation of SMS framework elements in various sequences, 

depending upon the results of each service provider’s gap analysis; 

c) the initial availability of data and analytic processes to support reactive, proactive and 

predictive safety management practices; and 

d) the need for a methodical process to ensure effective and sustainable SMS 

implementation. 

 
1.3. The phased approach recognises that implementation of a fully mature SMS is a multi-year 

process. A phased implementation approach permits the SMS to become more robust as each 

implementation phase is completed. Fundamental safety management processes are completed 

before moving to successive phases involving processes of greater complexity. 

 
1.4. Four implementation phases are proposed for an SMS. Each phase is associated with 

various elements (or sub-elements) as per the ICAO SMS framework. It is apparent that the particular 

configuration of elements in this guidance material is not meant to be absolute. States and service 

providers may choose to make adjustments as may be deemed appropriate for the circumstances. 

A summary of the four phases of SMS implementation and their corresponding elements are shown 

in Table 3. 
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Phase 1 (12 months*) 

1.   SMS Element 1.1 (i): 
a) identify the SMS accountable executive; 
b) establish an SMS implementation team; 
c) define the scope of the SMS; 
d) perform an SMS gap analysis. 

2.   SMS Element 1.5 (i): 
a) develop an SMS implementation plan. 

3.   SMS Element 1.3: 
a) establish a key person/office responsible for the administration and maintenance of the SMS. 

4.   SMS Element 4.1 (i): 
a) establish an SMS training programme for personnel, with priority for the SMS implementation team. 

5.   SMS Element 4.2 (i): 
a) initiate SMS/safety communication channels. 

Phase 2 (12 months) 

1.   SMS Element 1.1 (ii): 
a) establish the safety policy and objectives, 

2.   SMS Element 1.2: 
a) define safety management responsibilities and accountabilities across relevant departments of the organisation; 
b) establish an SMS/safety coordination mechanism/ committee; 
c) establish departmental/ divisional SAGs where applicable. 

3.   SMS Element 1.4: 
a) establish an emergency response plan. 

4.   SMS Element 1.5 (ii): 
a) initiate progressive development of an SMS document/manual and other supporting documentation. 

Phase 3 (18 months) 

1.   SMS Element 2.1 (i): 
a) establish a voluntary hazard reporting procedure. 

2.   SMS Element 2.2: 
a) establish safety risk management procedures. 

3.   SMS Element 3.1 (i): 
a) establish occurrence reporting and investigation procedures; 
b) establish a safety data collection and processing system for high-consequence outcomes; 
c) develop high-consequence SPIs and associated targets and alert settings. 

4.   SMS Element 3.2: 
a) establish a management of change procedure that includes safety risk assessment. 

5.   SMS Element 3.3 (i): 
a) establish an internal quality audit programme; 
b) establish an external quality audit programme. 

Phase 4 (18 months) 

1.   SMS Element 1.1 (iii): 
a) enhance the existing disciplinary procedure/ policy with due consideration of unintentional errors or mistakes from deliberate 

or gross violations. 

2.   SMS Element 2.1 (ii): 
a) integrate hazards identified from occurrence investigation reports with the voluntary hazard reporting system; 
b) integrate hazard identification and risk management procedures with the subcontractor’s or customer’s SMS where 

applicable. 

3.   SMS Element 3.1 (ii): 
a) enhance the safety data collection and processing system to include lower- consequence events; 
b) develop lower-consequence SPIs and associated targets/alert settings. 

4.   SMS Element 3.3 (ii): 
a) establish SMS audit programmes or integrate them into existing internal and external audit programmes; 
b) establish other operational SMS review/survey programmes where appropriate. 

5.   SMS Element 4.1 (ii): 
a) ensure that the SMS training programme for all relevant personnel has been completed. 

6.   SMS Element 4.2 (ii): 
a) promote safety information sharing and exchange internally and externally. 

SMS Element 1.5: SMS documentation (Phases 1 to 4) 
 

SMS Elements 4.1 and 4.2: SMS training, education and communication (Phases 1 and thereafter) 
 

Note 1.— The implementation period indicated is an approximation. The actual implementation period is dependent on 
the scope of actions required for each element allocated and the size/complexity of the organisation. 
 
Note 2.— The SMS element numbers indicated correspond to the ICAO SMS element numbers. Suffixes such as a), b) 
and c) indicate that the element has been subdivided to facilitate the phased implementation approach. 

Table 3. Four phases of SMS implementation
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2. Phase 1  

2.1 The objective of Phase 1 of SMS implementation is to provide a blueprint of how the SMS         

requirements will be met and integrated into the organisation’s control systems, as well as an 

accountability framework for the implementation of the SMS. 

 

2.2 During Phase 1, basic planning and assignment of responsibilities are established. Central to 

Phase 1 is the gap analysis. From the gap analysis, an organisation can determine the status of its 

existing safety management processes and can begin planning for the development of further safety 

management processes. The significant output of Phase 1 is the SMS implementation plan. 

 
2.3 At the completion of Phase 1, the following activities should be finalised in such a manner that 

meets the expectations of the oversight authority, as set forth in relevant requirements and guidance 

material: 

 
2.4 Management commitment and responsibility — Element 1.1 (i) 

a) Identify the accountable executive and the safety accountabilities of managers. This 

activity is based on Elements 1.1 and 1.2 of the ICAO SMS framework. 

b) Establish an SMS implementation team. The team should be comprised of representatives 

from the relevant departments. The team’s role is to drive the SMS implementation from 

the planning stage to its final implementation. Other functions of the implementation team 

will include but not be limited to: 

i. developing the SMS implementation plan; 

ii. ensuring the adequate SMS training and technical expertise of the team in order 
to effectively implement the SMS elements and related processes; and 

iii. monitoring of and reporting on the progress of the SMS implementation, providing 
regular updates and coordinating with the SMS accountable executive. 

 
c) Define the scope of the organisation’s activities (departments/divisions) to which the SMS 

will be applicable. The scope of the organisation’s SMS applicability will subsequently 

need to be described in the SMS document as appropriate. This activity is based on 

Element 1.5 of the ICAO SMS framework. Guidance on the system description is provided 

in chapter 7.1. 

d) Conduct a gap analysis of the organisation’s current systems and processes in relation to 

the ICAO SMS framework requirements (or the relevant SMS regulatory requirements). 

Guidance on an SMS gap analysis for a service provider is provided in Appendix 1 to this 

chapter.

 

2.5 SMS implementation plan — Element 1.5 (i) 

a) Develop an SMS implementation plan on how the organisation will implement the SMS on 

the basis of the identified system and process gaps resulting from the gap analysis. An 

example of a basic SMS implementation plan is provided in chapter 7. 
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2.6 Appointment of key safety personnel — Element 1.3 

a) Identify the key SMS person (safety/quality function) within the organisation who will be 

responsible for administering the SMS on behalf of the accountable executive. 

b) Establish the safety services office. 

 
2.7 Training and education — Element 4.1 (i) 

a) Conduct a training needs analysis. 

b) Organise and set up schedules for appropriate training of all staff according to their 

individual responsibilities and involvement in the SMS. 

c) Develop safety training considering: 

i. initial (general safety) job-specific training; and 

ii. recurrent training. 

d) Identify the costs associated with training. 

e) Develop a validation process that measures the effectiveness of training. 

f) Establish a safety training records system. 

 
2.8 Safety communication — Element 4.2 (i) 

a) Initiate a mechanism or medium for safety communication. 

b) Establish a means to convey safety information through any of: 

i. safety newsletters, notices and bulletins; 

ii. websites; 

iii. email. 
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3. Phase 2  

3.1 The objective of Phase 2 is to implement essential safety management processes, while at the 

same time correcting potential deficiencies in existing safety management processes. Most 

organisations will have some basic safety management activities in place at different levels of 

implementation. This phase aims at consolidating existing activities and developing those which do 

not yet exist. 

 

3.2 Management commitment and responsibility — Element 1.1 (ii) 

a) Develop a safety policy. 

b) Have the accountable executive sign the safety policy. 

c) Communicate the safety policy throughout the organisation. 

d) Establish a review schedule for the safety policy to ensure it remains relevant and 
appropriate to the organisation. 

e) Establish safety objectives for the SMS by developing safety performance standards in 
terms of: 

i. safety performance indicators; 

ii. safety performance targets and alert levels; and 

iii. action plans. 

f) Establish the SMS requirements for subcontractors: 

i. establish a procedure to write SMS requirements into the contracting process; and 

ii. establish the SMS requirements in the bidding documentation. 

 
3.3 Safety accountabilities — Element 1.2 

a) Define safety accountabilities and communicate them throughout the organisation. 

b) Establish the safety action group (SAG). 

c) Establish the safety/SMS coordination committee. 

d) Define clear functions for the SAG and the safety/SMS coordination committee. 

e) Establish lines of communication between the safety services office, the accountable 
executive, the SAG and the safety/SMS coordination committee. 

f) Appoint the accountable executive as the chairperson of the safety/SMS coordination 
committee. 

g) Develop a schedule of meetings for the safety services office to meet with the safety/SMS 
coordination committee and SAG as needed. 
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3.4 Coordination of emergency response planning — Element 1.4 

a) Review the outline of the ERP related to the delegation of authority and assignment of 
emergency responsibilities. 

b) Establish coordination procedures for action by key personnel during the emergency and 
the return to normal operations. 

c) Identify external entities that will interact with the organisation during emergency situations. 

d) Assess the respective ERPs of the external entities. 

e) Establish coordination between the different ERPs. 

f) Incorporate information about the coordination between the different ERPs in the 
organisation’s SMS documentation. 

 
Note: See PART 2 - Chapter 3.7 for further guidance on ERP. 
 

3.5 SMS documentation — Element 1.5 (ii) 

a) Create an SMS documentation system to describe, store, retrieve and archive all SMS-

related information and records by: 

i. developing an SMS document that is either a stand-alone manual or a distinct 
section within an existing controlled organisation manual (refer to Appendix 1 for 
guidance on developing an SMS manual); 

ii. establishing an SMS filing system to collect and maintain current records relating to 
the organisation’s ongoing SMS processes; 

iii. maintaining records to provide a historical reference as well as the current status of 
all SMS processes such as: a hazard register; an index of completed safety 
assessments; SMS/safety training records; current SPIs and associated safety 
objectives; internal SMS audit reports; SMS/safety committee meeting minutes and 
the SMS implementation plan; 

iv. maintaining records that will serve as evidence of the SMS operation and activities 
during internal or external assessment or audit of the SMS. 
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4. Phase 3  

4.1 The objective of Phase 3 is to establish safety risk management processes. Towards the end 

of Phase 3, the organisation will be ready to collect safety data and perform safety analyses based 

on information obtained through the various reporting systems. 

 
4.2 Hazard identification — Element 2.1 (i) 

a) Establish a voluntary reporting procedure. Refer to chapter 4 for guidance. 

b) Establish a programme/schedule for systematic review of all applicable aviation safety-

related processes/equipment that are eligible for the HIRM process. 

c) Establish a process for prioritisation and assignment of identified hazards for risk 

mitigation. 

 
4.3 Safety risk assessment and mitigation — Element 2.2 

 
a) Establish a safety risk management procedure, including its approval and periodic review 

process. 

b) Develop and adopt safety risk matrices relevant to the organisation’s operational or 
production processes. 

c) Include adopted safety risk matrices and associated instructions in the organisation’s SMS 
or risk management training material. 

 
4.4 Safety performance monitoring and measurement — Element 3.1 (i) 

a) Establish an internal occurrence reporting and investigation procedure. This may include 

mandatory or major defect reports (MDR) where applicable. 

b) Establish safety data collection, processing and analysis of high-consequence outcomes. 

 

c) Establish high consequence safety indicators (initial ALoSP) and their associated target 

and alert settings. Examples of high-consequence safety indicators are accident rates, 

serious incident rates and monitoring of high risk non-compliance outcomes. Refer to 

chapter 5 for guidance on safety performance indicators. 

d) Reach an agreement with the State oversight authority on safety performance indicators 

and safety performance targets. 

 
4.5 The management of change — Element 3.2 

a) Establish a formal process for the management of change that considers: 

i. the vulnerability of systems and activities; 

ii. the stability of systems and operational environments; 

iii. past performance; 

iv. regulatory, industry and technological changes. 
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b) Ensure that management of change procedures address the impact on existing safety 

performance and risk mitigation records before implementing new changes. 

c) Establish procedures to ensure that safety assessment of new aviation safety-related 

operations, processes and equipment are conducted (or accounted for) as applicable, 

before they are commissioned. 

 
4.6 Continuous improvement of the SMS — Element 3.3 (i) 

a) Develop forms for internal evaluations. 

b) Define an internal audit process. 

c) Define an external audit process. 

d) Define a schedule for evaluation of facilities, equipment, documentation and procedures 

to be completed through audits and surveys. 

Develop documentation relevant to operational safety assurance. 
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5. Phase 4  

5.1 Phase 4 is the final phase of SMS implementation. This phase involves the mature 

implementation of safety risk management and safety assurance. In this phase operational safety 

assurance is assessed through the implementation of periodic monitoring, feedback and continuous 

corrective action to maintain the effectiveness of safety risk controls. 

 
5.2 Management commitment and responsibility — Element 1.1 (iii) 

a) Enhance the existing disciplinary procedure/policy with due consideration of unintentional 

errors/ mistakes from deliberate/gross violations. 

 
5.3 Hazard identification — Element 2.1 (ii) 

a) Integrate the hazards identified from occurrence investigation reports with the voluntary 

reporting system. 

b) Integrate hazard identification and risk management procedures with the subcontractor or 

customer SMS where applicable. 

c) If necessary, develop a process for prioritising collected hazards for risk mitigation based 

on areas of greater need or concern. Refer to chapter 4 for guidance. 

 
5.4 Safety performance monitoring and measurement — Element 3.1 (ii) 

 
a) Enhance the safety data collection and processing system to include lower-consequence 

events. 

b) Establish lower-consequence safety/quality indicators with target/alert level monitoring as 

appropriate (mature ALoSP). 

c) Reach an agreement with the State oversight authority on lower-consequence safety 

performance indicators and safety performance target/alert levels. 

 
5.5 Continuous improvement of the SMS — Element 3.3 (ii) 

 
a) Establish SMS audits or integrate them into existing internal and external audit 

programmes. 

b) Establish other operational SMS review/survey programmes where appropriate. 

 
5.6 Training and education — Element 4.1 (ii) 

 
a) Complete an SMS training programme for all relevant personnel. 

 
5.7 Safety communication — Element 4.2 (ii) 

 
a) Establish mechanisms to promote safety information sharing and exchange internally and 

externally. 
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5.8 SMS elements progressively implemented throughout Phases 1 to 4 

 
a) In the phased approach implementation, the following three key elements are 

progressively implemented throughout each phase: 

 
5.9 SMS documentation — Element 1.5 

 
a) As the SMS progressively matures the relevant SMS manual and safety documentation 

must be revised and updated accordingly. This activity will be inherent to all phases of 

SMS implementation and must be maintained after implementation as well. 

 
5.10 Training and education — Element 4.1 and Safety communication — Element 4.2 

 
a) As with SMS documentation, training, education and safety communication are important 

ongoing activities throughout all phases of SMS implementation. As the SMS evolves, new 

processes, procedures or regulations may come into effect or existing procedures may 

change to cater for the SMS requirements. To ensure these changes are effectively 

understood and implemented by all personnel involved in safety- related duties it is vital 

that training and communication remain as ongoing activities throughout and after the 

complete implementation of the SMS. 
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