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1 INTRODUCTION

This Safety Management System (SMS) Manual has been developed to direct all personnel in the safe operations of the organisation, in terms of all aspects of the business including flight safety and environmental safety. The manual defines the policy that governs the operation of the organisation. SMS is a pro‐active, integrated approach to safety management and is part of an overall management process that the organisation has adopted to achieve its goals and objectives. It embraces the principle that the proactive identification and management of risk increases the likelihood of achieving safe outcomes. Hazards can be identified and dealt with systematically through the Hazard Reporting Program that facilitates continuing improvement and professionalism. Auditing and monitoring processes ensure that operations are carried out in such a way as to not only minimize the risks inherent in the operation, but meet best practice in terms of other legislative responsibilities including environmental responsibility under the Resource Management Act 1991.

Compliance with this manual is intended to be the cornerstone of allowing the business to grow in a managed fashion, and coupled as it is with the AIRCARE™ Management System and the sector specific codes of practice, should enable the organisation to meet the expectations of all our regulators. To achieve a truly sustainable future this organisation must:

· Operate in compliance with the Civil Aviation Act and the Civil Aviation Rules and other applicable laws

· Maintain accreditation under the AIRCARE™ Program 

· Keep all personnel, visitors and customers free from harm

· Manage a realistic profit strategy

I invite all company personnel to adopt the rules, procedures and philosophies detailed in this manual.

Chief Executive Officer XXXXX Company        Dated



1.1 Compliance Flowchart
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1.5 Abbreviations


AEANZ
Aircraft Engineers Association of NZ a division of AIA

AIA

Aviation Industry Association of New Zealand Incorporated AMC

AIRCARE™ Management Committee
CAA

Civil Aviation Authority of New Zealand

CAR

Civil Aviation Rules

CEO

Chief Executive Officer/Owner/Manager

CPD

Continuing Professional Development

DGPS

Differential Global Positioning System

EMS
Emergency Medical Services Division of AIA, Formerly known as AA/AR

EO

Executive Officer

FLT TRG
Flight Training Division of AIA
GIS

Geographical Information System

HSE

Health and Safety in Employment 

IAW

In Accordance With

NZAAA
New Zealand Agricultural Aviation Association (A division of AIA)

NZHA

New Zealand Helicopter Association (A division of AIA)

PC

Personal Computer

QA

Quality Assurance

R & D

Research and Development

RMA

Resource Management Act 1991 and amendments

SMS

Safety Management System

SOP

Standard Operating Procedure

TALO

Take Off and Landing Area (Helicopters)

TFO

Tourist Flight Operators – a division of AIA



1.6 Definitions 



	AIRCARE™
	A brand owned by AIA

	Accreditation
	Confirmation that an Organisation has demonstrated compliance with selected rules and standards. For the purposes of AIRCARE™ Accreditation the rules and standards are those that appear or are referred to in this manual, the associated codes of practice and their appendices.

	Aircraft
	Fixed wing aeroplanes and helicopters.

	Amenity Values
	Those natural or physical qualities and characteristics of an area that contribute to people’s appreciation of its pleasantness, aesthetic coherence, and cultural and recreational attributes.

	Approved Pattern Tester
	A person approved by the Fertiliser Quality Council to carry out spread pattern testing of agricultural aircraft according to Spreadmark™ standards.

	AIRCARE™ Management Committee
	AIRCARE™ Environmental Management System committee being a sub-committee of AIA Council.

	Controlled
	A document that is dated and can be tracked.

	General Aviation  
	All aviation activity other than military and scheduled airline and regular cargo flights, both private and commercial.

	Hazard
	Something that has the potential to cause harm to a person, loss of or damage to equipment, property, the environment or cause a reduction in the ability to perform a prescribed function.

	Occurrence
	Any unplanned safety related event, including accidents and incidents that could impact the safety of guests, passengers, organisation personnel, equipment, property or the environment. In this manual whilst occurrences involving flight safety are referred to as occurrences or incidents, those relating to environmental safety are called events.




	Organisation
	A General Aviation company that is participating in the AIRCARE™ Program.

	Quality Assurance

(Quality Management)
	The process of verifying or determining whether products or services meet or exceed customer expectations

	Risk
	The effect of uncertainty on objectives.

	Safety
	The state in which the possibility of harm to persons, property or the environment is reduced to and maintained at or below a level through a continuing process of hazard identification and safety risk management.

	Safety Management System
	The comprehensive system designed to manage the safety, health, environmental and general risk aspects of industry. An SMS is the specific application of quality management to safety.

	Safety Officer

	The person who manages the SMS Program on behalf of the CEO.




1.7 Document Control



This manual shall be made available to members in electronic format as a MS Word document. Manual holders shall keep at least one copy in either electronic or printed format.

Part 1 of this manual is intended to be a framework that organisations may use to develop their own SMS Manual. Accordingly manual holders are at liberty to make their own changes to Part 1.

Part 2 of this Manual is a controlled document. Changes shall only be permitted by the substitution of pages authorised by the AIRCARE™ Management Committee and distributed to manual holders electronically in .pdf format. All manual holders, irrespective of whether their manual is kept in printed or electronic format, shall keep a record of amendments. 

Each amendment action shall be recorded on the page titled RECORD OF AMENDMENTS and the LIST OF AFFECTED PAGES changed to reflect the issue dates of the new pages.

Following is an example of a manual hierarchy typical for a 137/135 Operator. Manual holders may consider changing this chart to reflect their own circumstances.








Amendment control procedures are incorporated into each of the above documents. 



1.8 Scope
This SMS Manual is intended to fulfill two purposes and accordingly it is presented in two parts.

Part 1 details what aircraft owners and organisations can do to meet SMS requirements. It is the management system for managing safety in the air and on the ground. It is envisaged that organizations will add to this manual framework to include detail of their own structure and requirements. This management system embraces the following performance standard:

· Risk Management Standard NZS ISO 31000 (current issue)

Part 2 is the Safety Management System that is required to comply with the AIRCARE™ requirements. It details the rules and responsibilities for the AIRCARE™ Accreditation program. AIRCARE™ is the Safety Management System that sits above a number of codes of practice that have been adopted by different divisions of AIA. Each of these codes is a set of performance standards. Those codes currently include:

· NZS8409 Management of Agrichemicals (GROWSAFE® current issue)

· SPREADMARK™ Code of Practice – Aerial

· AIRCARE™ Code of Practice for Aerial Application of Vertebrate Toxic Agents

· AIRCARE™ Code of Practice for Noise Abatement
· AIRCARE™ Code of Practice for Flight Training
· Air Ambulance / Air SAR Standards
· AIRCARE™ Code of Practice for Fire Fighting
In terms of the RMA the first four codes are about managing discharges. Noise abatement is about preserving amenity values whilst Flight Training and Air Ambulance codes are performance standards.
This Manual replaces the NZAAA QA Manual in its entirety, as and with effect from 30 September 2011.

The manual is intended to be used by General Aviation enterprises who are members of the Aviation Industry Association. however organizations who are not members of AIA may have access to the AIRCARE™ codes and accreditation processes in certain circumstances.  These are detailed in SMS Manual Part 2 Section 2.2

1.9 NZ Legislation

This SMS Manual is intended to facilitate compliance with the CAA Act 1990 and Civil Aviation Rules, and other applicable legislation (which is referred to in the respective codes of practice). 

The principles laid out in this manual or any of the codes of practice do not replace, repeal or override any laws (including statutes, regulations and rules), contractual common or otherwise that may be in force from time to time, nor do they prejudice any other remedies available to any party at common law.

Organisations need to have robust methods to ensure that they become aware of changes in laws and the effects that those changes may have on their operations.
1.10 Compliance

For the purposes of this manual the word “shall” refers to practices that are mandatory for compliance with the SMS Manual and the word “should“ refers to practices that are advised, recommended or are industry best practice.

1.11 Referenced Documents

· Resource Management Act 1991 including the RM Amendment Act 2009

· AS/NZS ISO 31000 2009 Risk Management (Previously NZS 4360)

· Aerosafe Risk Management for Aviation 2011

· Navigatus Consulting Ltd GA Risk Matrix
· International Civil Aviation Organization Safety Management Manual (2nd edition (2008)


2 SMS Manual PART 1
2.1 Safety Management Plan

Safety holds the key to this organisation’s future and affects everything we do. This SMS Manual defines the organisation’s Safety Management Plan. The Safety Management Plan is the tool used to define how SMS supports the organisation’s business objectives. Management is committed to the SMS, and is required to give leadership to the program and demonstrate through everyday actions, the commitment the organisation has to safety and that it places equal priority on safety and achieving its operational goals. The processes in place in the Safety Management Plan include the active involvement of all managers and/or supervisors and staff who, through planning and review, must continue to drive efforts for continuing improvement in safety and safety performance. The key focus is the safe operations of airworthy aircraft.  Safety audits are essential components of the Safety Management Plan. They review systems, identify safety issues, prioritise safety issues, involve all personnel, and enhance the safety of operations.

2.2 Safety Policy

Management is committed to providing safe, healthy, secure work conditions and attitudes with the objective of having an accident‐free workplace. The organisation’s CEO is committed to:

· Ongoing dedication to an accident free workplace, including no harm to people, no damage to equipment, the environment or property

· A culture of open reporting of all safety hazards in which management shall not initiate disciplinary action against any personnel who, in good faith, disclose a hazard or safety occurrence due to unintentional conduct.

· A culture of open reporting of all hazards

· Support for safety training and awareness programs and hazard identification

· Support for continuous professional development of employees

· Conducting regular audits of safety policies, procedures and practices

· Monitoring industry activity to ensure best safety practices are incorporated into the organisation

· Achieving and maintaining the organisation’s AIRCARE™ Accreditation

· Providing the necessary resources to support this policy

· Requiring all employees to have the duty to maintain a safe work environment through adherence to approved policies, procedures, and training, and shall familiarise themselves, and comply with safety policies and procedures

· All levels of management are accountable for safety performance, starting with the CEO

· The organisation is strengthened by making safety excellence an integral part of all activities

The above shall all be included in the CEO’s employment agreement. The organisation is required to develop a Safety Policy Statement and display it at appropriate places throughout the business. (See example Annex E)

2.3 Safety Principles

Management embraces the following safety principles:

· Always operate in the safest manner practicable

· A culture of open reporting of all safety hazards in which management shall not initiate disciplinary action against any person, who in good faith, due to unintentional conduct, discloses a hazard or safety occurrence

· Never take unnecessary risks

· Safe does not mean risk free

· Everyone is responsible for the identification and management of risk

· Familiarity and prolonged exposure without a mishap leads to a loss of appreciation of risk
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2.4 Compliance with Standards

All personnel have the duty to comply with standards adopted by the organisation. These include: 

· Organisation policy as detailed in the manual suite

· Aircraft manufacturer’s operating and maintenance procedures, and limitations 

· AIRCARE™ Codes of Practice 

· The organisation’s Standard Operating Procedures (SoPs)  

· Applicable legislation (including all statutes, rules and regulations), and the common law

Research shows that once you start deviating from the rules, you are almost twice as likely to commit an error with serious consequences. Breaking the rules usually does not result in an accident; however, it always results in greater risk for the operation, and this organisation supports the principle of, “NEVER take unnecessary risks.”

2.5 Intentional Non‐compliance with Standards

Behaviour is a function of consequences. Management is committed to identifying deviations from standards and taking immediate corrective action. Corrective action can include counselling, training, discipline, grounding or removal. Corrective action must be consistent and fair. The management makes a clear distinction between honest mistakes and intentional non‐compliance with standards. Honest mistakes occur, and they should be addressed through counselling and training. Research has shown that most accidents involve some form of flawed decision making. This most often involves some form of non‐compliance with known standards. 

Organisation policy agrees with the following conclusions:

· Compliance with known procedures produces known outcomes

· Compliance with standards helps guarantee repeatable results

· Complacency affects the safe operation of the aircraft and cannot be tolerated

· Standards are mechanisms for change

· The hardest thing to do, and the right thing to do are often the same thing
2.6 Rewards

Reward systems sometimes send the wrong message. Reinforced bad behaviour breeds continued bad behaviour and that is unacceptable. This organisation is committed to the principle that people should be rewarded for normal, positive performance of their duties that comply with organisation standards. Personnel shall not be rewarded for getting the job done by breaking the rules.

The organisation’s reward for demonstrating compliance with operations in accordance with relevant AIRCARE™ Codes of Practice is Accreditation under the AIRCARE™ program. 


2.7 Safety Promotion

Safety is promoted as a core value. Procedures, practices and allocation of resources and training must clearly demonstrate the organisation’s commitment to safety. 
There is a perception in NZ that a can-do attitude is what is most important - no matter the risk. This attitude does not promote safety.

The following methods are used to promote safety:

· Posting the Safety Policy in prominent locations around the base of operations

· Starting meetings with a review of safety issues

· Having a safety notice board

· Having an employee safety feedback process

· Having an open reporting culture

3 Organisation Structure
The organisation’s structure detail follows. (The example is representative of an organisation that operates four or more aircraft) Manual holders shall amend this flow chart to represent their own circumstances













4 Safety Accountabilities

The following responsibilities listed are those individual’s safety responsibilities and these are additional to those detailed in the other manuals that make up the manual suite.

4.1 CEO Responsibilities:


CEO’s shall demonstrate a commitment to safety by:

· Recruiting a management team appropriate to the size and complexity of the organisation

· Developing and disseminating a safety policy and safety objectives

· Creating and adequately resourcing the SMS program

· Specifying roles, responsibilities and accountabilities of the management team in relation to safety

· Implementing management systems that will establish and maintain safe work practices

· Recognising that safety and profitability are directly linked together

· Deploying sufficient resources to fund the requirements of the management systems

· Always letting pilots make their own decision as to whether to fly or not. To this end the management should avoid putting pressure on pilots. This may 
take the form of direct pressure e.g. in doubtful weather, or it may be indirect, for example by sharing the business’s financial stress with the pilot
4.2 Safety Officer Responsibilities


The Safety Officers duties shall include but are not limited to:

· Implementation, maintenance, review and revision of the SMS

· Provide safety information and advice to management and staff

· Promotion of safety awareness and a positive safety culture

· Oversee the reduction of hazards to ensure they are as low as reasonably possible

· Ensure SMS induction and recurrent training are conducted IAW the SMS Manual

· Identifying on-going safety training requirements to support the SMS program objectives

· Oversee the internal and external audit programmes

· Maintains all safety related information including reports, data, meeting minutes, information on hazard and risk analysis, risk management, remedial action, occurrence and accident investigations, and audit reports

· Provides risk assessment and data analysis

· Investigates safety occurrences

· Completes monthly operational checklists

· Ensures that staff are trained in emergency preparedness relative to their roles in the organisation and that they have recurrent training every year. This may take the form of drills or simulated emergencies.

4.3 Operations Manager/Chief Pilot Responsibilities:

The Operations Manager/Chief Pilot Responsibilities shall include but are not limited to:

· Ensuring all flight operations personnel understand applicable regulatory requirements, standards, and organisation safety policies and procedures

· Identification and development of resources to achieve safe flight operations

· Observe and control safety systems by monitoring and supervision of aircrews

· Measure aircrew performance compliance with organisation goals, objectives and regulatory requirements

· Review standards and the practices of organisation personnel as they impact safety

4.4 Maintenance Controller Responsibilities:

The Maintenance Controller’s duties shall include but are not limited to:

· Ensuring all flight maintenance personnel understand applicable current regulatory requirements, standards, and organisation safety policies and procedures

· Identification and development of resources to achieve safe maintenance operations

· Observe and control safety systems by monitoring and supervision of maintenance personnel

· Measure maintenance personnel performance compliance with organisation goals, objectives and regulatory requirements

· Review standards and the practices of maintenance personnel as they impact

safety


5 Reserved

6  Hazard Identification and Risk Management
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The systematic identification and control of all major hazards is the foundation. The success of the organisation depends on the effectiveness of the Hazard Management Program. Hazards are identified through employee reporting, safety meetings, audits and inspections.

Risk management is the identification and control of risk. It is the responsibility of every member of the organisation. The first goal of risk management is to avoid the hazard. The organisation should establish sufficient independent and effective barriers, controls and recovery measures to manage the risk posed by hazards to a level as low as practicable. These barriers, controls and recovery measures can be equipment, work processes, standard operating procedures, training or other means to prevent the release of hazards and limit their consequences should they be released. The organisation should ensure that all individuals responsible for safety critical barriers, controls, and recovery measures are aware of their responsibilities and competent to carry them out. The organisation shall establish who is doing what to manage key risks and ensure that these people, are up to the task.


The organisation CEO is responsible for accepting or denying operations, and manages risk through the Risk Assessment Matrix (RAM). When a major change in operations, equipment or services is anticipated, the management of change process shall include hazard identification and risk management processes. The RAM is a graphic portrayal of risk as the product of probability on one axis (exposure, frequency or likelihood) and potential consequence on the other axis (loss generated from the outcome).The Risk Assessment Matrix shows an assigned value, and has a broad application for qualitative risk determination as well as graphically presenting risk criteria. The data from the risk assessment(s) is entered into the risk assessment form and is maintained by the Safety Officer. These risk assessment forms make up the list of hazards for the organisation and typically replace those forms used for Hazard ID as required by the HSE Act 1992.
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Sample Risk Assessment Forms and Occurrence and Hazard Identification Reports appear as Annex D of this SMS Manual.

The key components of Risk Management are:

· Communicate and consult

· Establish the context

· Identify risks

· Analyse risks

· Evaluate risks

· Treat/Mitigate risks

· Monitor and review mitigation effectiveness

It is recommended good practice for someone external to the organisation (e.g. Internal Auditor retained on a contract basis) to review the Risk Assessment(s) to ensure objectivity in the processes and outcomes.
7 Occurrences

When the Safety Officer is required to complete an occurrence investigation, all staff shall be invited to make comment but senior personnel are required to make comments. The Safety Officer is responsible to ensure all these relevant comments from other personnel and the safety actions they have agreed are recorded in the report. The report therefore, shall include all the relevant comments and also the agreed remedial actions. Reports are closed when all remedial actions have been taken. Occurrences shall be reviewed at the regular meetings. Personnel may anonymously report hazards using the same report. Personnel who report shall be treated fairly and justly, without punitive action from management except in the case of known reckless disregard for regulations and standards, or repeated substandard performance.

The “Just Culture” Process shown is used when deciding if disciplinary action is appropriate. 

7.1 Just Culture Process
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7.2 Occurrence Investigation and Analysis
All occurrences are investigated by the Safety Officer or his designee, and shall be reviewed by the CEO in the first instance then by all staff at the next Safety Meeting. The Safety Officer shall review the database for previous occurrences in order to identify trends. Checklists can be found in the Forms Register. (Write your own)
8 Safety Assurance Oversight Programs

The organisation conducts monthly base inspections. Records of base inspections and the resolution of actions are maintained by the Safety Officer. Issues identified during inspections are included in the agenda of the safety meeting. The form to be used is the Monthly Operational Checklist located in the Forms Register. (Write your own) The Safety Officer is responsible for filing these documents in the compliance file. At periods not exceeding six months an internal audit shall be carried out to measure compliance and assess all Occurrence reports. This audit should be carried out by an auditor external to the organisation. The Safety Officer shall manage and file audit reports, which include findings and recommended corrective actions in the same folder as the Occurrence reports are filed. Positive findings shall also be recorded. Findings and recommended actions should be communicated to all personnel. 

8.1 Management Reviews

At periods not exceeding three months management reviews shall take place. Their purpose is to ensure that all relevant requirements, standards, procedures, and instructions are adequately defined, documented, continue to be appropriate, and are being complied with. The CEO shall carry out the reviews in the company of the Safety Officer. In most small to medium enterprises this meeting may be arranged to coincide with the regular staff meetings that shall take place at periods not exceeding three months. A management review shall take place within three weeks of an internal or external audit.

9 Safety Management Training Requirements

Employees shall receive SMS training at the time of induction and thereafter every two years. A record of training shall be kept in the employee’s personal file. The training to satisfy SMS shall include:

· Organisation commitment to safety

· Organisation’s safety policy

· Employee’s role in the SMS

· Process for reporting occurrences

· Applicable emergency procedures
Training Record Forms are found in the Forms Register (Write your own)
Formal training in SMS is not a prerequisite for this program however participation in risk and hazard management training is encouraged. AIA shall offer training courses tailored towards professional development of participants in the AIRCARE™ Program. These courses shall be presented either; face to face, and/or webinar and/or distance learning.

AIA is also investigating options to provide a reporting mechanism under AIRCARE™ that is not CAA aligned that will disseminate safety information to the industry on a regular basis. This will assist organisations to set some of their safety goals and targets on the basis of industry wide best practice. These could be included in the organisation’s processes for educating staff about specific hazards and their management in that organisation.

10 Management of Change (MOC)
Procedures are established and maintained to manage changes associated with safety. The systematic approach to managing and monitoring organisational change is part of the risk management process. Safety issues associated with change are identified and standards associated with change are maintained during the change process.

Procedures for managing change include:

· Risk assessment

· Identification of the goals and objectives and nature of the proposed change

· Operational procedures are identified

· Changes in location, equipment or operating conditions are analyzed

· Maintenance and organisation manuals are posted with current changes

· All personnel are made aware of and understand changes

· Only the CEO has authority to approve changes identified although this can be delegated to the Safety Officer

· The responsibility for reviewing, evaluating and recording the potential safety hazards from the change or its implementation

· Approval of the agreed change and the implementation procedure(s)

The MOC process has 4 basic phases: screening, review, approval and implementation. Both the effect of change and the effect of implementing change 
are considered. There are methods for managing the introduction of new technology. All personnel shall be consulted when changes to the work environment, process or practices could have health or safety implications. Changes to resource levels and competencies and associated risks are assessed as part of the change control procedure.

The flow chart on the following page shows the MOC process used by this organisation.
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11 Emergency Preparedness and Response

The detail of the Emergency Response Plan is contained in the Operations Manual, The Health and Safety Manual and a number of the AIRCARE™ Codes of Practice. The Safety Officer is responsible for assuring that all employees are trained to handle organisation emergencies based on their role in the organisation. Emergency drills or simulated emergencies shall be conducted at least annually to ensure employees are competent.

Emergency contact numbers shall be posted and kept current at every operations base, every aircraft and every support vehicle. Note that some of the codes of practice included in this program have specific emergency response requirements of their own and those organisations that include those standards in their accreditation shall meet the emergency response requirements of those standards.

12 Continual Improvement

Continual improvement to safety and exemplary service to customers is a core value.  Delivering quality services with minimal environmental impact is another.

Safety performance is measured by the following performance measures:

· Reduce the number occurrences that cause damage and the amount of damage

· Reduce the number of occurrence per 1,000 hours flown

· Reduce the number of Injuries to employees, visitors and passengers

· Increase the number of actions raised from safety meetings

· Reduce the number of near‐miss events

· Increase compliance with the safety occurrence management process (reporting, classification, root cause investigation, and implementation of corrective actions)

· Reduce the number of non‐compliances with standard flight operations procedures as measured by observation or flight data monitoring

· Reduce the number of complaints received in respect to diminished amenity values and discharges to land, air and water

The CEO is responsible for ensuring that the organisation performance is reviewed annually and employees are adequately informed of the results of the review.
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