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“I’ve never learned anything from anyone who agreed with me”

PLEASE DO CHALLENGE MY ARGUMENTS



MY PERSONAL OBSERVATION ABOUT THE CURRENT 

STATE OF THE COMMERCIAL AIR TRANSPORT INDUSTRY



DESPITE SOME FANTASTIC TRAINING PROGRAMMES DEVELOPED OVER THE 

YEARS AND DECADES AND STILL CURRENTLY DELIVERED TODAY,

NOWADAYS SOME ORGANISATIONS SEEM TO HAVE CONTRACTED A 

DEADLY DISEASE!

“SELF-PASED ONLINE/CBT FOR HF/CRM/SMS TRAINING”





ONE SIMPLE IDEA TO ADDRESS THREE CHALLENGES

YOU, TRAINERS CAN MAKE A REAL IMPACT!



three separate safety issues
one potential solution 



HAZARDS / RISKS / SAFETY ISSUES
 REMINDER - Hazard: A condition or an object with the potential to cause 

or contribute to an aircraft incident or accident. (ICAO Annex 19)

POTENTIAL ROOT CAUSESCONTRIBUTING FACTORSHAZARDS

Organisational Culture

Peer pressure

Leadership’s attitude

Lack of fear (Just Culture)

Ease of reporting

Nothing happens, why should I bother?

Lack of time, when am I going to report?

Under-reporting

Inevitable pressure to maintain 
approvals

Risk perception (Risk Homeostasis)

Too much driven by compliance

To much focus on significant events

Limited / Lack of monitoring culture 
(weak signals) in an organisation 

Training seen as a non-productive 
activity rather than opportunity to 
capture feedback from employees

Achieve compliance (following syllabus)

Ineffective recurrent training due to 
minimal or lack of interaction (i.e. 
computer based training becoming 
norm)
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TRANSFORM YOUR RECURRENT TRAINING SESSIONS
TO MONITOR YOUR SAFETY/RISK CULTURE &

ENABLE ORGANISATIONAL LEARNING 



BACKGROUND



Background

Currently we are redefining the safety issue to clarify the challenges
faced by various stakeholders. The following two slides include the
draft text. Please note that this is not finalised as it is going to be
discussed during the next HF-CAG meeting in June 2023.



Background (Redefining SI-3002)
Culture has a significant impact on human performance, but this is not generally recognised across the aviation industry. Culture can be defined as a set of values
and attitudes that bond the members of a particular group. Culture varies at many levels and depends on the scale (the size of the group of people) that we
consider: a continent, a nation, an industry, a company, a profession, a team, a family. It is important to note that we belong to many cultures at the same time. As
an international business, aviation is, by definition, multicultural. Different organisational cultures can have the effect that organisations and individuals can make
simple mistakes, such as adopting procedures or values and showing behaviours that are inappropriate for the context, with consequences for both safety, costs
and productivity. It is crucial therefore to recognise that because people do not perform as islands within an organisation, that human performance is affected by
organisational culture. Better understanding of how culture impacts human performance is vital to sustain and further improve organisational performance in
terms of the level of safety that the commercial air transport industry has achieved to date.

From a human factors and safety perspective, there is a vast amount of diverse and inconsistent information about how organisational culture affects safety. The
aviation industry has evolved the concept of safety culture. First described in the nuclear industry it has gained considerable traction in aviation. While literature
continues to discuss whether safety culture actually exists, the industry has moved on and is now focussing on how can it be measured, how it can be assessed and
how a positive safety culture can be developed as a result of an assessment. Becoming aware of how safety thinking permeates an organisational culture then
raises the challenge of how a positive safety culture might be sustained.

Some examples of specific issues related to culture can be summarised as follows:

 As part of an SMS, organisations are expected to conduct safety culture surveys regularly (annually/bi-annually). In many cases, the methodology used
for developing and conducting such surveys have very limited utility to better understand the culture in the organisation. For example, they sometimes
purely focus on collecting quantitative data but fail to capture the ‘lived experiences’ of frontline operators (including their supervisors/line managers)
which can be a valuable insight into the operational risk scenarios they face.

 While it is accepted that safety is delivered at the frontline, operational level many surveys focus purely on data collected from frontline operators and
line management. This path fails to explore the culture of the boardroom and how senior executives create the need for safety and reflect its importance
throughout an organisation.

 While constructs such as ‘Just Culture’ make perfect sense in theory, in practice their implementation can be problematic for a variety of reasons.
Ultimately the organisations’ aim should more focus on achieving organisational learning.

 Sometimes the discussions around assessment of safety culture fail to capture how operational risk scenarios are identified, assessed, mitigated,
communicated and monitored at all levels in the organisation. ‘Risk Culture’ which is heavily studied on some of other sectors can/should be considered
as one of the key dimensions of ‘Safety Culture’.



Background (Redefining SI-3002)
The picture from the regulatory perspective is equally nebulous. Regulation accepts the existence of organisational culture and goes some way to trying to
reinforce it but realistically, from an aviation standards/regulations point of view, the following factual observations can be made.

 The term ‘organisational culture’ appears in ICAO Annex 19 Edition 1 but no mention of ‘safety culture’ or ‘just culture’ in this edition.

 The term ‘positive safety culture’ appears in ICAO Annex 19 Edition 2 but no mention of the term ‘just culture’.

 The terms ‘organisational culture’, ‘safety culture’ and ‘just culture’ appear in various editions of the ICAO Doc. 9859 Safety Management Manual but no
mention of the term ‘just culture’ in the latest edition (the 4th Edition) of the ICAO Doc 9859.

 The main EU reporting regulation 376/2014 includes the term ‘just culture’ several times including a definition.

 The use of the terms ‘safety culture’ and ‘just culture’ in various domain specific regulations (EU OPS, ATM, Aerodromes, Continuing Airworthiness)
varies. While some of the certification specifications, AMC’s/GM’s related to certain domains cover the subject, others do not even mention these terms.

 Some of the previous versions of the EU ATM regulations related to performance scheme for air navigation services and network functions required the
measurement of ‘just culture’.

Some may argue that trying to regulate topics such as culture is impossible or meaningless while others strongly believe that using such terms like ‘just culture’ in
enforceable regulations is the only way to make progress in this challenging area of developing a positive safety culture.

All of these observations clearly demonstrate a big challenge from regulatory, safety and human factors perspectives; therefore this safety issue needs to be
considered for a further study and careful in-depth analysis. Because the fundamental challenge for the leadership, senior executives, middle managers and the
frontline operators working in all stakeholders in the industry is to better understand how organisational and safety culture influence their performance but also
how they can influence the culture in their organisation to achieve a positive change.



SOME FUNDAMENTAL QUESTIONS?

WHAT IS CULTURE/SAFETY CULTURE?

CAN WE MEASURE/ASSESS IT?















SIMPLER / PRAGMATIC DEFINITIONS

“The way we do things around here”

“How people behave in relation to safety and risk 
when no one is watching” (ICAO SMM Edition 4)



Professor Emeritus Geert Hofstede

'the unwritten rules
of the social game'

Commercial Air Transport: ‘A Complex Socio-technical System’Commercial Air Transport: ‘A Complex Socio-technical System’



WHY RISK
WHY CULTURE

WHY RISK CULTURE



www.riskculture.org



CRAP - Compulsive Risk Assessment Psychosis

Risk management: cutting the CRAP - Compulsive Risk Assessment Psychosis,
Psychosis: noun - a severe mental disorder in which contact with reality is lost or highly distorted.
I was recently invited to address a conference of psychiatrists on the subject of risk. They, like the rest of the medical profession,
practice defensively for fear of litigation, and labour under incessant demands for the assessment of every imaginable risk, however
small. I offered for their consideration a new mental illness that I called obsessive risk assessment disorder. One of them proposed that
the disorder I described was sufficiently serious to merit the label psychosis – hence
Compulsive Risk Assessment Psychosis, or CRAP. There is a lot of it about, and numbers of new cases are growing rapidly.
http://john-adams.co.uk/wp-content/uploads/2008/09/crap-for-irm21.pdf

“Risk management: it’s not rocket science.
It’s more complicated than that.”

Risk management: cutting the CRAP
Psychosis: noun - a severe mental disorder in which contact with reality is lost or highly distorted.
I was recently invited to address a conference of psychiatrists on the subject of risk. They, like the rest of the medical profession, practice
defensively for fear of litigation, and labour under incessant demands for the assessment of every imaginable risk, however small. I
offered for their consideration a new mental illness that I called obsessive risk assessment disorder. One of them proposed that the
disorder I described was sufficiently serious to merit the label psychosis – hence
Compulsive Risk Assessment Psychosis, or CRAP. There is a lot of it about, and numbers of new cases are growing rapidly.
http://john-adams.co.uk/wp-content/uploads/2008/09/crap-for-irm21.pdf



RISK = SEVERITY X LIKELIHOOD

Safety risk is the projected likelihood and severity of
the consequences or outcomes from an existing

hazard or situation.
Source: ICAO SMM

RISKS
(FUTURE)

HAZARDS
(PRESENT)



UNCERTAINTY

OPPORTUNITY



based on many different factors

‘perception of risk’
‘risk attitude’

‘risk tolerability’

‘acceptable level of safety’

here are some examples

‘risk appetite’











CULTURE IS AN IMPORTANT ENABLER 
FOR MANAGING SAFETY/RISK 



http://www.youtube.com/watch?v=oxTFA1kh1m8&feature=player_embedded

CULTURE: 
“Admittedly 

difficult to define”

“CULTURE: You 
know it when 

you see it



YOU KNOW IT WHEN YOU SEE IT



COMMON UNDERSTANDING OF RISK AND 
COMMUNICATION OF RISK ACROSS DIFFERENT 

LEVELS IS VITAL FOR ITS EFFECTIVE MANAGEMENT



risk culture?

just culture
reporting culture

flexible culture

learning culture

1
9
9
7

Prof. J Reason

REASON – AN INFORMED SAFETY CULTURE (1997)

2016











COMPETING GOALS



COMPETING GOALS



COMPETING GOALS



PARADOXES & 
DILEMMAS



criminalisation of accidents,
and the litigation culture in society, …

CAN SAFETY & JUSTICE CO-EXIST?



does ‘compensation culture’ lead to …
‘risk blindness’ in society?

https://www.change.org/p/airline-pilots-maintenance-engineers-technicians-call-for-a-vote-to-stop-enforcement-action-against-airlines-for-not-paying-compensation-due-to-technical-delays

“Safety is a paradox; people demand safety once they have taken risks.”
René Amalberti



EU FUTURE SKY SAFETY PROJECT
EU PILOT CULTURE STUDY (2016)

7239 PILOTS



HOWEVER THE SURVEY DIDN’T CAPTURE THEIR EXPERIENCES. WE NEED TO
UNDERSTAND WHAT THOSE RISKS ARE TO BE ABLE TO MITIGATE THEM BETTER.

FUTURE SKY SAFETY SURVEY (2016)

‘EUROPEAN PILOTS’ PERCEPTION OF SAFETY CULTURE’

(RUMSFELD’S) KNOWN UNKNOWNS

Agree or Strongly Agree

7.39% of 7239 pilots
(over 500 pilots)

Neither Agree Nor Disagree

Disagree or Strongly Disagree

RISK HANDLING

“I have to take risks that make me 

feel uncomfortable about safety”

Agreed or Strongly Agreed



HOWEVER THE SURVEY DIDN’T CAPTURE THEIR EXPERIENCES. WE NEED TO
UNDERSTAND WHAT THOSE DEVIATIONS ARE TO ADDRESS THEM

FUTURE SKY SAFETY SURVEY (2016)

‘EUROPEAN PILOTS’ PERCEPTION OF SAFETY CULTURE’

(RUMSFELD’S) KNOWN UNKNOWNS

Agree or Strongly Agree

5.55% of 7239 pilots
(over 360 pilots)

Neither Agree Nor Disagree

Disagree or Strongly Disagree

RISK HANDLING

“We often have to deviate from 

procedures for safety reasons”

Agreed or Strongly Agreed



MAIN ARGUMENT



In 1900, Wilbur wrote to his father, 

“Carelessness & overconfidence,” he 

said, “are usually than

deliberately accepted risks.”

over a century later, I argue differently



addressing human reliability and particularly individuals’ attitude towards risk is much more challenging
than preventing errors therefore I believe factors driving/encouraging professionals to accept certain risks
pose more significant threat to flight safety.



SHOULDN’T WE ALSO CONSIDER 

RISK CULTURE?
HOW RISK IS PERCEIVED ACROSS THE ORGANISATION AND

HOW RISK DECISIONS ARE MADE AT DIFFERENT LEVELS?

SHOULDN’T WE ALSO CONSIDER 

RISK CULTURE?
HOW RISK IS PERCEIVED ACROSS THE ORGANISATION AND

HOW RISK DECISIONS ARE MADE AT DIFFERENT LEVELS?

IF
managing safety = managing risk



21 April 2023 69

2016

2017

2018

2021

1st RISK CULTURE SURVEY IN CAT INDUSTRY

2nd RISK CULTURE SURVEY IN CAT INDUSTRY

DEVELOPMENT OF ORGANISATIONAL RISK 
BEHAVIOUR FRAMEWORK

COLLABORATIVE STUDY (BALPA, CRANFIELD, 
COGNITIVE EDGE) VALIDATION OF FRAMEWORK
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2

A scenario & decision on most 
significant ‘accepted/acceptable risk’

A scenario & decision on most 
significant ‘unacceptable/rejected risk’

1
FOCUS ON TWO FUNDAMENTAL QUESTIONS

1. Risk Decision Making

Individual vs Organisational

2. Factors encouraging / 
discouraging people to take 
such safety risks.

& SUB-QUESTIONS



2017 (n=123)2016 (n=165)
13%1618%30Strongly Disagree / Disagree
16%2020%33Neither Agree Nor Disagree

71%8762%102Strongly Agree / Agree

Operational targets (such as 'on-time performance',
'availability', 'technical dispatch reliability'), can
encourage pilots, engineers and their managers to
take SIGNIFICANT risks potentially impacting on flight
safety.

You may not necessarily agree with this statement. For example, some people argue that nowadays, particularly professionals (pilots & engineers/technicians)
in large organisations do not have much discretion any more and considering the strict rules and regulations, they really cannot take any risks. However the
counter argument is that there will always be circumstances that a pilot or engineer/technician must use judgement based on his/her technical knowledge and
perception of risk before making a decision such as releasing or accepting an aircraft to service.

Operational targets (such as 'on-time performance',
'availability', 'technical dispatch reliability'), can
encourage "EXCESSIVE' / 'UNNECESSARY' risk taking
behaviour impacting on flight safety.

2016 2017



114

98

51

34

17

0 20 40 60 80 100 120

Organisational factors

Individual traits

Industry level factors

Legal factors

Media's attitude

Organisational factors i.e. safety culture, leadership's attitude towards risk
Individual traits i.e. 'can do' attitude or 'thrill seeking‘
Industry level factors i.e. policies, growth in the industry, competition
Legal factors i.e. litigation, unrealistic expectations about passenger rights legislation
Media's attitude i.e. victimisation of individuals who make mistakes



Defects / Damages (Release to Service)

Diversion / Fuel / Go-around Decisions

Fatigue

Weather

Maintenance Certification

Maintenance Practices

Non-compliance with SOPs

Take-off Decisions

Tire Wear

Management - Post occurrence

Carrying Dangerous Goods

Loading - Mass & Balance Calculation

Management - Recruitment

42
23

10
10

7
7
7
7

4
3

2
2
2
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GOOD
UNDERSTANDING

OF RISK

RISK
IGNORANT

RISK
CAVALIER

RISK
AVERSE

RISK
SENSIBLE

TYPOLOGY OF ORGANISATIONAL RISK BEHAVIOUR
Based on the concept of “Four States of Man” coined by Hon. Lord Justice Charles Haddon-Cave

POOR
UNDERSTANDING

OF RISK

HIGH RISK PROTECTION
Reduced Exposure

LOW RISK PROTECTION
Increased Exposure



THE AIM IS NOT TO LABEL ANY INDIVIDUAL, 
DEPARTMENT, PROFESSIONAL GROUP OR THE ENTIRE 

ORGANISATION BASED ON THIS FRAMEWORK



THE AIM IS TO IDENTIFY OPERATIONAL RISK 
DECISIONS AND BY DIALOGUE TO CREATE A 

COMMON UNDERSTANDING OF RISK AND MOVE 
TOWARDS A ‘RISK SENSIBLE’ POSITION.
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A Collaborative Study



FIRST SHARE YOUR ‘LIVED EXPERIENCE’

THEN ANALYSE YOUR OWN STORY BY ANSWERING UNIQUE QUESTIONS



Results of the ‘Making Sense of Aviation’ Study
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MECO-WORKERSMANAGEMENT

RISK AS ANALYSED/ASSESSED vs RISK AS MANAGED/TOLERATEDResults of the ‘Making Sense of Aviation’ Study
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MANAGEMENTCO-WORKERSME

RISK AS ANALYSED/ASSESSED vs RISK AS MANAGED/TOLERATED

Data was collected between May 2021 and Jan 2022 as part of a collaborative study between BALPA, Cognitive Edge and Cranfield University. 
A total of 125 pilots responded and shared their operational experiences about complex scenarios they faced during the pandemic.
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Data was collected between May 2021 and Jan 2022 as part of a collaborative study between BALPA, Cognitive Edge and Cranfield University. 
A total of 125 pilots responded and shared their operational experiences about complex scenarios they faced during the pandemic.



ME CO-WORKERS MANAGEMENT

RISK AS ANALYSED/ASSESSED vs RISK AS MANAGED/TOLERATED

Data was collected between May 2021 and Jan 2022 as part of a collaborative study between BALPA, Cognitive Edge and Cranfield University. 
A total of 125 pilots responded and shared their operational experiences about complex scenarios they faced during the pandemic.



KEY TAKEAWAYS



DETECTING WEAK SIGNALS IN A COMPLEX
SOCIOTECHNICAL ECO SYSTEM IS IMPORTANT



TRANSFORMING SAFETY DATA
INTO SAFETY WISDOM



OUR AIM SHOULD BE TO ACHIEVE WISDOM

WE NEED TO AVOID ANALYSIS PARALYSIS



BIG DATA vs THICK DATA vs RICH DATA



If You Torture the Data Long Enough, 
It Will Confess to Anything

Ronald Coase? Irving John Good? Charles D. Hendrix? Robert W. Flower? Bulent Gultekin? Anonymous?

Source: https://quoteinvestigator.com/2021/01/18/confess/



BIG DATA NEEDS THICK DATA - ETHNOGRAPHY

https://www.linkedin.com/pulse/thick-data-vs-big-ahmed-banafa/

https://www.ted.com/talks/tricia_wang_the_human_insights_missing_from_big_data?language=en



https://skybrary.aero/articles/weak-signals-approach-ansp-safety-performance 



2014 2021

2022





DO YOU HAVE
A STORY

TO TELL ABOUT 
EXCESSIVE OR 
UNNECESSARY
RISK TAKING



PLEASE DO GET IN TOUCH
I AM HERE TO LISTEN

www.riskculture.org
email@riskculture.org



THANK YOU FOR YOUR ATTENTION




