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This presentation shows how the reporting culture was developed at IBERIA 
Maintenance since the implementation of the SMS.
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SMS was introduced at IBERIA Maintenance in 2009 following the ICAO SMM 9859 
2nd Edition (https://www.icao.int/safety/fsix/Library/DOC_9859_FULL_EN.pdf)

In the SMS framework the 4th component is the Safety Promotion.

Safety Promotion has two elements:

4.1 Training and education
The [organization] shall develop and maintain a safety training programe that 
ensures that personnel are trained and competent to perform the SMS duties. The 
scope of the safety training shall be appropriate to each individual’s involvement in 
the SMS.

4.2 Safety communication
The [organization] shall develop and maintain formal means for safety 
communication that ensures that all personnel are fully aware of the SMS, conveys 
safety-critical information, and explains why particular safety actions are taken and 
why safety procedures are introduced or changed.
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We realized staff did not relay on the organization to report
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Senior Management was not duly involved in the SMS.
Management felt SMS to be a waste of time and money. Safety investigators were 
thought as “internal affairs” investigators that, instead of helping organization to 
produce more and better results, were interfering with the normal way of working 
with their safety recommendations.

Safety Policies written in the SMS Manual were not perceived by staff in their daily 
work. Unintentional errors were punished without applying Just Culture principles. 
During the training sessions staff always asked the same question “Has our manager 
already received this training?”

Staff were afraid of reporting because this could produce their peers to accuse them 
of being informers. So they preferred not to report because this could produce them 
to get into troubles. As an example, the SMS training course was known by staff as 
the “Informer’s course”. 

Some of these problems were not detected during the SMS implementation, 
because it was done following step by step the guideline without realizing each 
organization is different, including the cultural background and safety perception of 
the staff and the management.
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Safety department did all the efforts to convince staff to report, but this could not be 
effective without the support and the engagement of the Senior Management with 
the SMS.
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We expected Reporting culture to change, but this was not possible while the 
management was doing the same things. 

The only solutions at that point were: 

• the senior management to change their safety attitude, or, 

• to have new senior management with positive safety attitude.

This last one finally occurred in 2016,

For other organizations in the same situation, management should realize the 
competitive environment were they work and the safety to be one of their priorities,
not as a waste of time and resources, but a way to be the best in the class.
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Now things have significantly changed :

- All management levels are driven to be engaged with the safety principles. Senior 
Management have also impulse, as part of their engagement with safety, to made 
big investments on training to improve the knowledge of the people, to change 
the attitude of the staff towards safety with the apprenticeship school, and to 
provide support for any difficult that technicians could find in their daily work with 
the Production Trainers.

- Any meeting, daily briefing, communication…  starts always with safety as the first 
subject. It has become a priority with the lemma “Fly Safe”

- Safety and Just Culture are not only policies written in the SMS manual. Staff feel 
all the management levels are involved and they are continuously encouraged by 
their managers to report any abnormal/unsafe situation they could detect

- Reporting is also consider an essential part of the business and staff is 
recompensed because of the reporting level
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All these changes have produce a tremendous change on the reporting culture, 
increasing the number of yearly reports to such figures that we could never have 
expected before

11



Have we already got the desired level of reporting culture?
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Unfortunately, reporting trend shows a decrease in the reporting level for this 2018 
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How is it possible that all the euphoria of the staff is decreasing?

We created great expectations for the staff when reporting, that we are not really 
satisfying.

People who report expect, basically:

• Feedback to be received in a short time after report is sent
• Feedback containing all the mitigation actions put in place
• Mitigation actions to be effective, so the problem has completely disappeared

Current situation is that such big amount of reports is difficult to be managed in a 
timely manner and this produce that we are not providing an adequate feedback to 
the staff.

The immediate consequence is staff to start loosing the confidence in the SMS, and 
this could have severe effects.
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We cannot accept this situation as is and we have to work to change it

16



17



To produce better feedbacks for staff we need to develop strategies to analyze such 
amount of reports in an effective manner.

Three examples of report analysis have been explained:

- Risk Based reports classification

- Content Based reports classification -> Clustering

- Improvement of the Preventive reporting
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This slide explains the different feedback and outputs depending on the risk level.

This strategy results effective to assign the priority and determine the required level 
of investigation in order to speed up the answers to the reporters.
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This is likely one of the best ways to analyze big amount of reports, instead of trying 
to perform an independent investigation for each report received.

Action plans are established for the most contributing clusters.

This analysis should not be understood as KPI because the groups (clusters) can 
change from one quarter to another.
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Goal of safety reporting is to identify hazards before they produce adverse 
consequences. 

This is typically a mature SMS state where the staff have fully awareness of the 
importance of preventive actions instead of reactive ones.

For the safety analysis this should contributive

- Have less safety reports, because hazards are analyzed before being evident

- Concentrate the investigation efforts on preventive, not just running every time a 
new event occurrs

- Receive more valuable reports related with relevant issues
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Final Tips to summarize the presentation
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Farewell
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Example of the 5x5 Risk Matrix used for Risk Assessment
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