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Why Focus on Middle Managers?

PROJECT #5
SAFE PERFORMANCE SYSTEM

Quite a bit is known
about safety leadership
atthe top

Very little study has taken
Middle place on this layer, yet

Management \ they are key for enacting
, safety

Operational, There is a large body of
Engineering & Support Staff knowledge about safety at
the ‘sharp end’
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Middle managers are managers who have other managers
reporting to them and who hold budget responsibilities.
There can be several layers of middle managementin an

organization.

They are in-between the top-management
(Executive Level) / company vision, and first
line managers / reality from the field.

Their practices can have a moderating effect
on safety, either positive or negative

Survival of unit
Stakeholders Procedures
admin TIme pressure

Problems Boss's goals

Meetings

Reputation
Staffing EO

Market pressures

Budgets Regulations
Competition
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Objectives )

* Understand how MMs currently take safety into
consideration in their daily activities, and what
influences the way they do it

* Find out what could help them do it better

————————————

mmmm,! nmm

1 1 |

» Do thisfor arange of aviation organizations i
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Methodology

* Perform MM interviews

 Come-up with a draft bottom-up model
* Confrontitto the literature

* Adjust/validate it through a further set of MM interviews

* Combine the insights on the various influencing
aspects to produce guidelines
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Where are we in the process? )
* 30 MM interviews performed
ENAV, Eurocontrol, Boeing RTE, Airbus
» All data analyzed using scientific tools
* An extensive literature review on MMs & Safety
* Adraft model developed
* Anew interview guideline developed

« 2"dwave interview plan started
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What did we learn from the interviews so far?

* Insights on MM’s role

* Insights on how MMs currently take safety into
consideration in their daily activities

* Insights on what influences the way they do it
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The basic building blocks )

MINDSET - their personal beliefs and values,
what they actually think about safety?

PRACTICES - what do they actually do in their
job w.r.t. safety, their decisions,actions,
strategies?

WORKING ENVIRONMENT - what is their
‘latitude’, what are their constraints?

OVERALL ENVIRONMENT - what are the major
‘drivers’ or obstacles inside and outside the
organization?
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A coding frame derived from the interviews*

MM MINDSET

MM ACTIONS ALD STRATEGIES

MM MANAGING
INFORMATION

A\ 4

MM MAKING
DECISIONS

A\ 4

MM INFLUENCING
OTHERS

MM IMMEDIATE
WORKING
ENVIRONMENT

OVERALL
ENVIRONMENT
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* MM Mindset - the MM ‘person’/cognitive frame - who he/she is, the stable patterns,

values and attitudes, and their personal approach to safety

MM Managing information - anything related to the information the MM receives,
has access to or looks for, or would like to receive/have access to in practice to
support him/her in his decisions or influencing practices. The category refers to the
MM’s ‘independent’ management of information

MM Making decisions - the way the MM interviewed makes decision in practice
(what s/he relies on, who s/he interacts with).

MM Influencing others - anything related to the way the MM influences others in
practice (peers, management, staff, other stakeholders), whom s/he interacts with,
how s/he makes his/her voice heard.

MM Immediate working environment - the specific context/environment within
which the MM operates. This includes both the formal organisational aspects and
the actual practices and culture in place that characterise the the
unit/sector/departmentin which the MM operates/acts.

Overall environment - the context and environment in which the MM’s
department is embedded, which can influence the MM in his/her
job/actions/decisions
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Managing Influencing
information others

Making
decisions
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A scientific analysis of interview data

* Allinterviews re-coded using the trial coding frame using NVivo (v.11 Pro for
Windows, ©QSR International Pty Ltd.)

MM _Categorisation_PilotPhase.nvp - NVivo Pro ? - &

ATE DATA AMALYZE QUERY EXPLORE LAYOUT VIEW

< | Look for - Search In + | Modes Find Mow Clear Advanced Find
Nodes [ ircraft manuf - MM2 incl com [
% Name Sourc © Referen |* Click to edit
=) MM MINDSET 0 0 expert In my team will Tocus on the Tiignt data analysis and | will IS0 make ne rest of B | EN EREE
() Background experic 11 19 the teams available to provide him with all the support he needs. 5 % 85
—~ . . . _ . i ) ) 5 alg
(O Fundamental values 13 47 It will require as it always does negotiations with our programs clients. The difficulty is to E g 2|7
— _ ~ . _ - = aho
() Personal approach t 26 116 resist the pressure from the commitments made. It translates into e-mails piling up from = T afs
- . . = 0 8
2 () MM MANAGING INFO 0 0 clients asking for explanations for the delay. & &g
H =
() Type of information 19 52 What | dois to warn them in advance. 2 2
() Perceived challenge 20 51 — i ) ) . i E
_ i Yet, they ask for justifications. For me, it translates into additional work on top of what is z
() Source of informati 23 59 ) . : =
required by the situation.
E-(0) MM MAKING DECISIO 0 0
i Anyway, in my culture, it is always the rest that comes after safety.
() Perceived challenge 12 46
() Actors involved 14 40 What helps is that we are in an organization that shares the same culture.
(7 Practices 18 77 . . b
= Once, a program leader/chief engineer accepted to delay by several months the i
() Type of trade-offs 25 E - - - ) . . ) H
ceriification of a big modification on his program because on a different system, we had g

* An evaluation performed to assess:
- coding consistency/ability to support the codification/description of the data
- internal/external validity, in content analysis process
- inter-reliability performed during the coding process
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Some preliminary insights — examples .+
Mindset — what may help
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« Safety-related experience (safety activity or safety
event)

* “No safety no business” mindset i.e. safety is part of
what we do, not the “big thing” on top of daily business

MM
Mindset
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Managing information

Sources of information

They are varied: documentation,
safety department/manager and
an important source is people
(e.g. staff, peers, experts) through
informal ways

Managing
Not many safety messages from informatio
above :
Seek information from external
interfaces (A/L, ACCs, suppliers)
Challenges

Some preliminary insights — examples
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Type of information

Safety analysis
Event reports

Qualitative info and expert
judgment

Informal info. (incl. rumours)

Statistics although mixed feelings
about their meaning & relevance

Access to data: some don’t have, some don’t have time to analyse them
Use of operational data: not always possible (restricted use); pure numbers without

context are meaningless
Lack of relevant safety indicators
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Practices

Some preliminary insights —examples x>~

Making decisions

Collective discussions involving
various viewpoints (or just safety
manager)

Escalation process if no consensus
Some cases where formal process,

safety assessment & safety .
threshold
Making
decisions
Challenges
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Types of trade-offs

Resources allocation

Cost & business case
Time/delay
Production/capacity
Quality
Industrial/business setting

* Grey areas where there is no industry standards or lots of uncertainty
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Some preliminary insights —examples x>~

: -
Influencing others '
A Who
Practices
e Explaining, giving meanin o Peers

e Show added-value or interests to

the ones to influence * Management

* External stakeholders (sub-

* Daily work with them ,
contractors, partners, Auhtority)

Influencing
others

Challenges
e Thereisno Truth

* No “business case” for grey areas
* Not necessarily an official share of voice on safety € can be listened to... or not
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Immediate working environment
Culture Resources
 Supported by their « Safety experts either within the
managers to maintain division or in dedicated groups
decisions with Safety ° Standard processes

Impact « Data/information

Safety first means |
something vs delivering on omaton  others
time & within budget is the s

main target (1 pers.)

Challenges

Keep developing experience on the job area and safety expertise build-up vs HR policy
on mobility

Developing people safety mindset vs short-term cost reduction
Connecting separate teams e.g. safety and other teams

Complexity of systems, processes...
SAFETY | FUTURE SKY FSS conference, Brussels, 8 & 9 March 2017, 17



Some preliminary insights —examples x>~

Overall environment

Culture
e Open &trust culture
e Safety mindset there

Challenges

* Resisting pressure
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What may help... or not

The way safety is organized
within the organization

Methods to perform safety
analysis

Variety of reviewers both
internal & external having
different decision powers
and being independent

* More processes & procedures may dilute reflection and reduce the sense of

responsibility

SAFETY | FUTURE SKY
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A draft model. ..

Managing Influencing /
\ informatior others

MM
Mindset

L]

Making decisions

A
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MMs safety wisdom
consideration are
heavily influenced by

organizational aspects
on top of personal
aspects
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Next steps

* Second wave of interviews (March - June 2017)
 Enhanced and validated model

* Guidance on common problems and how to overcome
them

* A White Paper for the aviation industry (Xmas 2017)
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Consortium

Stichting Nationaal Lucht- en Ruimtevaartlaboratorium Civil Aviation Authority UK Russian Central Aerohydrodynamic Institute TSAGI
Deutsches Zentrum fiir Luft- und Raumfahrt Airbus SAS Ente Nazionale di Assistenza al Volo Spa

Office national d’études et de recherches aérospatiales Airbus Operations SAS Boeing Research and Technology Europe SLU
Centro para a Exceléncia e Inovacgdo na Industria Automoével  Airbus Defence and Space London School of Economics and Political Science
Centro Italiano Ricerche Aerospaziali Thales Avionics SAS Alenia Aermacchi

Centre Suisse d’Electronique et Microtechnique SA Thales Air Systems SA Cranfield University

Institutul National de Cercetari Aerospatiale “Elie Carafoli” Deep Blue SRL Trinity College Dublin

Instituto Nacional de Técnica Aeroespacial Technische Universitat Miinchen Zodiac Aerosafety Systems

Wzkumny a zkuSebni letecky Ustav, a.s. Deutsche Lufthansa Aktiengesellschaft Institut Polytechnique de Bordeaux
Totalforsvarets FOrskningsinstitut Service Technique de 'Aviation Civile Koninklijke Luchtvaart Maatschappij

European Organisation for the Safety of Air Navigation Embraer Portugal Estruturas em Compositos SA  Sistemi Innovativi per il Controllo del Traffico Aereo

~
http://www.futuresky.eu/projects/safety
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