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Human Factors Climate After Heorganisation
Part Il

« Gisele Richardson
WHIYs PROCEDURES?

“Whose procedures?" Gives decision-makers a good opportunity o check
their arrogance quotient: don’t presume that you know better than the
people who have wo carry out the procedures and systems that are instituted.
Set up task forces to work out which procedures and systems that are
instituted. Set up task forces o work out which procedures and systems
will prevail. Their objeciiSessk come up with something better
than existed in eithegEOMpanyth lanning is well done, the
emerging system il ‘superior (o the betiefof the two original ones.
Make sure your sk forces are well facilitated so that everybody is heard
and the decision is not taking place in a one-uplone-down atmosphere
again. Make use of outside facilitators who do not belong to either faction.
A “mine is better than yours" attitude is not conducive o creative
exploration. With regard to operational efficiency, bear in mind that if
vou impose o bad system vou are inviting malicions compliance and
its consequences. Task forces should be told, "Here are the guidelines -
you come up with the best solutions™.

An example of good thinking:

A merger of five mmpmhﬁ;ﬁﬂ using 737's. The chief pilots eloseted
themselves with the five sets of procedures, noted and adopted those
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We Are All Parn
Of A Team
- Richard Komarmiski
of Grey Owl Aviation Consuliants

hange is one of the hardest things
or humans to cope with, but for our
ndustry to survive, we all must
ntinue to change.

the word change - many of
s hate change, refuse to change,
islike the challenge, don’t want to
et out of our personal comfon zone.
ow many times have you heard
“This is the way we’ve always done
it, why change?" The aviation
industry is going through many
hanges: new equipment; new styles
f aircraft; and new methodologies
aircraft maintenance. We need
be willing to view change as an
pportunity, The days of the one-
an band around the aircralt are
ECOMINE extinct.

work in our industry is very
important for aircraft to be
intained and operated properly.
& can see by the illustration that it
oes not matter where we are in an
organization; there are many people
responsible to ensure the aircraft
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which are congruent, and worked through the others to come up with
the best system, and to standardize. In cases of strong disagreement,
they went back to the manufacturer. The focus was on coming up
with the best possible standard operating procedure. Ownership issues

competition — were acknowledged and worked through, There was
a high level of satisfaction at the outcome.

An example of sfoppy planming:

Because both airlines used the same equipment, no urgency was sensed
to review standard operating procedures. By scheduling mixed erews
before standardization, every take-off brought overt or covert
disagreement: “Flaps before gear!” *“Gear before flaps!™ And
unproductive discussions about lift in either case.

I was once invited to the flight deck early on in the merger and witnessed
an extended and ridiculous discussion about whal 15 the appropriate
time to ¢close the door — with each pilot clinging to the truths in HIS
tribe s prayer book!

In another case, following three quick acquisitions, pilots were laced,
for several months, with FOURTEEN different configurations in the

swilchery on the same type of aircrall.

Another example of poor stamdardizafion prrocess:

Cabin crews end up flving in three different types of aircraft following
a marger. A policy 15 announced reguiring standard equipment, and
standard equipment location, on all aircraft. It is not enforced. In
some cases, even the same tvpe of aircrafl has different equipment
and their locations vary. A salety audit reveals that the cabin crew
sometimes did not know the location of some of the cquipment.

Of course, there [5 a need for prompt attention to standardization and
the removal of ambiguily or confusion in the system. Too oflten.
however, these “solutions™ are power-hased decizions, delivered from
on high, when far more workable answers could come from the people
o the front line. Chite apart from the [act that the people most closely
invalved are most likely to come up with a better solution than senior
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management, there is obvious gain in releasing the creativity of stafl, creating
a climate of genuine partnership between staff and management, and
between staff of the two founding members and, perhaps most important,
ensuring staff ownership in the solutions they will have to implement.

Femember that sometimes the losers were the better airline — the airline
with the better standards. Identify the better processes before pushing for
standardization. In aviation, the Hurry Up for standardization sometimes
precludes thinking through the

Various options.

Witness, for instance, another
example of doing it right. It
refers to the need to rationalize
flight crews, with career
conscquences even for the
survivors, some of whose
promotions: pay and pensions
will be affected:

One company thought through clear criteria for the desired outcome n the
staffing of the Might deck: numbers required in each position, strict equily.
final tab for remuneration, and so on, then supported the union of the affected
staft to come up with a solution that best meets the needs of the company
AND protects the interests of the staff. There was a good acceptance of
the outcome,

“Some people are faced with
the fact they will likely never
attain Captaincy.

- (rizele Richardson

Here is an example of how not to deo i

Pilots in each company were represented by a different union, with one
group significantly larger and more powerful than the other. In the absence
of clear puidelines provided by the company to protect the needs of the
smaller company, the larger union crushed the smaller group, with the latter
suffering the majority of demotions and dismissals, The surviving pilots
grudgingly exchanged seniority for security. The bad feelings that festered
as an outcome of the company abdication of their responsibility to set
guidelines about acceptable solutions became a safety problem, serious
enough to come to the attention of the civil aviation authorities who requested
a review of the situation.

It 15 almost inevitable that there will be severe personal pain for many
employees. Some pilots are faced with the fact they will likely never
attain captaincy; some fly with a more junior captain after having been
down-graded to First Officer; some captains are demoted; others retain
their salary but are al a standstill; some may never have another raise
before retirement. These are real personal tragedies. And similar
experiences may apply to the whole ol the staff, not just to the flight crews.
Some individuals will take it in stride; others will experience a painful and
visible loss of self-esteem; others will appear to lake it in stride but will, in
fact, be seriously troubled. This is especially true for the person who finds
it difficult to express feelings, to ask for support, and who generally would
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define himself as “weak™ were he
ta do 50,

It is legitimate to expect the
company te provide some emotional
support duning this transition. The
support should be institutionalized,
and not depend on the individual
requesting help. As mentioned in
the previous paragraph, sometimes
the person most in need is the one
least likely to be *ahle™ to reach out.

Bear m mind, too, thal when am unjust
outcome takes place, the emotional
consequences are not just the
losers™; it's a Pyrrhic victory even
for the winners, at least for the more
sensitive among them who can casily
put themselves in the shoes of the
losers with whom they are flying, and
who experience some guilt and
remorse until they, too, hegin to
question the trustworthiness of
management. 5o, 1n the end,
everybody loses.

Remember, (oo, that under the best
of circumstances, men and women
who bitched before will bitch after.
Employees who were problems
before the merger will be problem
employees after.  Their negative
impact on the rest of the group may
be more noxious because of the
underlving anxiety in the system.
Dealing with them 15 a personnel
issue.  The measure of success 15
that the majornity of the affected
employees’ (1) understand the
reasons for the decisions, and (2)
believe that they were made fairly.

UNITY THROUGH A
COMMON ENEMY OR
“Sometimes We Do The Right
Things For the Wrong

Heasons™

As long as The Enemy is the other

{Cant on page 4)
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donor company, change will be hard
o come by, A COmMMmMOon enemy
makes a big difference. As a safety
officer concerned with unity, your
contribution might be to help define
a new threat to both groups!

An organization composed of four
donor companies finds cohesiveness
in their life-and-death struggle
against a larger, more established
competitor. “Agreeing to salary
reductions to keep the airhine afloat
brought us together™, said a pilot. “It
was warm feelings for all; we all own
a hit of it now.

Two companies merze, and three
years later they are taken over by a
third company. The initial merger is
badly handled, and results in a long-
lasting chasm between the two
employee groups, even — or perhaps
especially where they were
integrated into functional work
teams. “But,"” says one of the
employees, “we're on the same side
now.” “How did that happen?™ asks
an innocent bystander. *Ch, now we
all hate company C which took us
over just last year!™

ARE YOU FEELING REALLY
IMPORTANT?

Even in situations of change where
the human aspects are well
managed, the members of both
groups, some more than others, will
experience gneving. Men generally
being so il equipped to recognize and
legitimize feelings, this is a “display”
they too often choose to ignore. All
change brings about loss. Ewven
positive change. The newly-wed is
excited and happy about his new
life; nevertheless he is losing some
freedom, he 15 losing the opportunity
to explore all those other attractive
ladies, he i3 losing some connection

with his male friends, he is losing the familiarity and habits of his bachelor
life. These feelings are real. Likewise, even in a positive merger situation
where there 15 excitement and hope for the future and perhaps relief from
anxiety, there 15 a loss,

Losas entails feelings. The greater the loss, the more overwhelming the
feelings. There is a recognized process of grieving which is pretty universal;
people can be helped through this process, and yet aviation companies
seldom make use of 1. A forum is needed to encourage the expression
and sharing of these feelings, and to work them through. For some people,
individual counseling might be indicated; for the majority . group meetings
can easily be — but rarely are = set up.

Latin Americans are much more attuned to this aspect of management
than North Americans and Europeans. Our clients there taught us the
need for an intervention that was not on our list of offerings: the departing
President asked us to work with his people to help then shafi their loyalty to
his replacement to ensure the continuing success of the company. It is the
rare manager who understands the emotional impact of transitions.

THE JOKER IN THE PACK
And then, there is the union.

Each donor company's relations with their union is part of the package
they bring to the new family, part of their culture. And this is a factor that
has predictive value.
Clearly, the unions have to be brought on board. The unions have to be
consulted on every maiter. The process is long and complicated and
generally imperfect.

One company genuinely determined to meld — in their case - FOUR
collective agreements. They set up commitiees to resolve outstanding
issues and grievances; they debated which clause would be taken from
which of the collective agreements,and put out letters of intent which are
amended as new information was available. And yet, they say, rmefully,
they were unable to foresee all possible issues. A perfectly plausible clause
on hiring practices taken from one agreement, for instance, was later found
to conflict with perfecily plausible clause on lay-offs and recall taken another
agreement. “There is”, they say, “simply not enough time to foresee or
discuss all possible issues™. Trust raises its head again. What is the level
of trust? If there i3 no trust , every small difficulty becomes a major
obstacle. IF there is no trust, the guiding rule will be, “Don’t give an inch’
take no prisoners”.

[T there is trust, there will be good will and some measure of flexibility on
both sides to come to an agreement. Expect there to be a flurry of increased
grievances; people will still tend to interpret the agreement according to
their old book, based on historical precedent. If these do not taper off in
the course of the first year, some genuine frustrations are not being heard,

(Cont on page )

<O



fCon't from page !, Human Factors..)

THERE IS NO QUICK-FIX HERE, It has to be worked out over time.
Once again, trust will be the oil that eases the machinery.

A last word on the Big Company/Small unions [ mentioned earlier. You will
remember that the frustrations and conflict among the pilots is such that the
CAA attempied to intervene. “However”, says a FAX | received a few
days ago, implemented to the letter, even though the employment situation,
society’s living conditions and the industry outlook has changed since the
agreement was signed. The ‘swallower® airline, even though they have
tried to alleviate the impact of the agreement by all types of support to the
unfortunate pilots, are unable/funwilling to take on a fight with the unions.
Consequently, they have taken the stand that any pilot failing the flightdeck
resource management concept on the grounds of being unable to accept
the required flightdeck authority
grachent, shall be removed from flight
duty.™

The CAA 15 painfully aware that this
15 an explosive situation with potential
safety consequences, vet feels
jl't'.ll'l-l.'!lhll'l[ tie 'il'ltEl".-'tl'Il"_‘.

IT you want conperative
behaviour, provide training
in interpersonal skills and
conflict resolution.

A respectful suggestion, Captain - Gisele Richardson

Giranaas: that a seminar might be

organized [or the regulators from each

country to discuss the need to stipulate a broader range of their
responsibilities in the event of a merger. Its purpose might be to clarify the
need and means for more intense and careful meonitoring of the emaotional
climate in a newly-merged company, and to develop wavs to intervene with
authority in simations of conflict in the realization that psychological issues,
too, are part of their responsibility in ensuring safety. It seems that the

willingness is there but the teeth are weak.

(If the Authorities can declare an aircrafl not airworthy and ground it, why
can they not declare a group of pilots” unfit-to-fly and ground them? The
very existence of such a threat might “wonderfully crystallize the mind™ of
the two disputing parties).

FOR MANAGEMENT

In short, then, some of the prerequisites for a successful merger of people:
allocate as much importance and time to the human infrastructure for this
to be done well, and in a timely way — that is, before and at the very
beginning of joint operations.

Allocate sufficient intemal and external resources to develop workable way
to deal with feelings and to allow resistance to emerge early and deal with
them; make sure you wind up with leams with the same values and
objectives. Conduct a Temperature-Taking to identify how people feel
about the merger before and at regular intervals after, and identify subject
arcas or groups of people where there is a need to clear up some of the
negabive energy.

GroundEffects™

Management must clarify its
objectives, its philosophy, its vision
of the organization, and
communicalte, communicate,
communicate. Employees need to
feel that they are heard and that
ideas are needed from all about
what needs to be done. Minor {or
major) frustrations must be
identified and dealt with promptly.
Provide the necessary skills:

contrary to popular belief,
teamwork 15 nol a genetic
inheritance. If you want

cooperative behavior, provide
training in interpersonal skills and
conflict resolution. Invest in building
cohesive teams.

So, action management can take to

smooth the road:

= Clanfy culture, values and their
effect on the merger.

= Hawve a clear vision of the new
organization and communicate
it clearly and repeatedly and
consistently to the emplovees,

®  Enszure that senior and other
management teams have dealt
with their differences and are
ready to work together.

= Avoid top-down decisions,
consult with the operational
ETOU .

= Admit yvour mistakes and re-
open and remedy issues that
were inapproprate]y handled.

" Announce changes in systems
and procedures and staffing
only when the criteria have
been thoroughly considered,
and comimunicate the criteria
as well as the decisions.

= Critical success factors must be

(Cont on page &)
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identified and communicated to the emplovees and used as a motivational
tool.
= Keep the lines of communication open.
=  Walk-the-talk: if vou proclaim safety-mindedness, don't cut budgets
dangerously; if you proclaim fairmess, don’t demonstrate cronyism.
=  Tell the truth.
Management too often assumes they have to present the employee with a
cake that is already mixed, baked and iced. Management has a fear to be
seen as not knowing what they 're doing but, in fact, much of the time, they
don’t know what they re doing and could use some help from the staff in
getting themselves clear.
It iz a source of constant amazement to me that companies willing to pay
enormous legal fees will balk at the minor investment of money for climate
surveys, canflict resolution, and team-building that would put the company
on the right track.

REMEDIAL WORK

This, of course, is the tough part,

If management has been insensitive to these issues in the past, the chances

are the level of discomfort will be quite high now before they wake up.

Here are some symploms of incomplete digestion of a merger that cry out

for attention:

= Lots of gossip (we're working for a GOLD medal now!)"

*  Chques: employees from company A only have lunch together and
Vice-versa'

®  Frequent references to “the company of origin™,

= Criticism ol existing rules without attempts to correct them,

= Unwillingness to accept existing rules even when they have been
adequately explored and substantiated,

= Continuing animosity towards “the other™,

=  Malicious obedience,

®=  Lack ol imbative and involvement,

=  Low energy

= Inadequate relationships between management and staff,

= Lack of cooperation between interfaces,

® Nojoy inthe workplace (this is good diagnostic indicator), depression,
conflicts,

In an unfinished merger, the pastime of “Ain"t It Awful™ is alive and well:

instead of tending to business, employees spend their ime and energy saying

Aan't It Awlul about why the merger won't work, and Ain't It Awful about

the latest outrage that THEY have perpetrated on US,

| repeat that the use of outside — objective — assistance is a must. Do
Temperature-Taking: interviews — alone or in groups — of the key employees,

or of the troubled employees, of
senior management, and establish a
diagnosis, Which of the frustrations
and discomfors are inherent in the
process and which are susceptible
to reduction? Mot all problems are
tractable. There WILL be some
emplovees fired; there WILL be
unfamabiar rules and routines. WNor
are all problems related to the
METger.

In an unfinished merger,
the pastime of “Ain"t It
Awlul™ is alive and well.

- (rivele Richardsomn

If management is willing to consider
these issues, problems which lie in
inadequate svstems and procedures
can be dealt with readily enough.
Management has to be willing to re-
open “closed” discussions and 1o
review carlier decisions,

Most imporlant, in my view, the
feelings, beliefs, attitudes that have
developed are the key to change’
these cannot be dealt with by
lectures  from management.
Aszsistance HAS to be provided for
the healing process. And the
prerequisite is a genuine desire by
management to examine itself, and
to make the necessary changes, not
only in systems and procedures, but
in their own attitudes and to offer
genuine support for the process of
getting back on track.

WHAT CAN
OFFICERS DO?
Perhaps you are sighing and thinking
that | am speaking to the wrong
audience. You are right. The person

SAFETY

Cont on puge 7}
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who can most influence these aspects of the merger is the CEQ Suill, the
safety officer is not helpless or impotent. There are some actions you can
take:

Make yourself heard: voice your needs and concerns BEFORE the
merger takes place so that they can be taken into account in the
planning.

Learn from others® experience; some of the common pitfalls are well
knowi

Keep your ear to the ground, and make sure you are aware of mumhlings
of discontent and discomfort and of their potential impact on safety.
Pay attention to frustrations and bring them to management’s attention.
Make friends with your Human Resources department — they may be
one of vour best allies, and together you can devise a winning strategy
to reinforce the human side of the business.

Identify senior managers who are most open to these discussions and
who have clout, and cultivate them. Create a “positive Mafia™ in the
company. Remember, vou need all the help vou can get.

Work with your Training Department to ensure that the training program
for the merger vear (or twao) gives priority to much more intensive
human element training which focuses on helping people explore their
feelings about the merger, and enables them to transcend any real loss
the new situation represents for them, and to understand and adopt a
teamm pur};pcutix'u based on collaboration, support and trast,

Don't forget Maintenance, too often the Cinderella in most flight
operations.

In case of severe concern — or eéven less severe — call for a safety
audit which has a strong psychological component, and make sure it is
conducted by a person or a group competent 1o deal with the human
aspects and credible to senior management.

IHOIMNG T RIGHT
Domng it right takes commitment, time and money. But like accident
prevention, it is cheaper than the alternative.

Each case will be similar to every other in some ways and will also be
unique in some important ways., There are no cut-and-dried recipes. By
definition, the human process is messy! Bul we can leamn from others’
experience, we can benefil from objective assistance, we can do it better
than last time!

Gisele Richardson -
President and founder of
Richardson Management
Associates Ltd, Montreal
Cuebhec.

GroundEffects™
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operates properly and safely. As
professionals, we must be aware that
it only takes one person {(owner,
manager, supervisor, or employee)
coming to work with a personal
agenda other than to work together
o start the chain of events that can
lead to an incident.

Have you ever worked with someone
who comes to work evervday
motivated to make life miserable for
others? Their goal 15 o play mind
games with peers and management.
I cannot beheve that with the
responsibilities we have as
techmicians that there are siill people
i our rmidst who come to work with
such attitudes. A well-worn
quotation stll rings true: “If you are
not part of the solution, then YO are
part of the problem.”

I have worked within oth positive
and negative environments during my
career. In the positive environment,
teamwork was evervone's goal and
vision. In the negative one, there was
very hittle teamwork. Looking back
al the cultures of the organizations, |
recall that the positive place was a
very busy operation with no time for
idle hands. It had a very professional
group of people who were not afraid
of putting in a day’s work. In the
negative environment, employees
were very competent people, but
they were not busy and enjoyed “stir-
ring the pot™ and making life difficult
for others.,

If you ever have the oppormunity o
work tnoan organization where
teamwork was part of the culture,
vou will find that the aircraft are
operated efficiently and profitably.
Evervone benefits. There is nothing
like the fecling of satisfaction that

fCcam & rem Ferge T
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one peis when “everyone”
{maintenance, cargo handlers,
fuelers, pilots, flight attendants,
dispatch, agents, supervisors and
management) carries their load in
order to dispatch an aircraft. There
usually 15 no trace of “them versus
ua” when teamwork 15 present.

Teamwork does mof just
happen by mistake.

= Rickard Komarniskt

Teamwork does not just happen by
mistake. A lot of constructive communication needs to take place by all
departments involved in order to facilitate teamwork. Where there is trust
and good communication among all employees; teamwork develops.
Additionally, morale increases and the error rate decreases. | wonder why?
With almost any kind of team, its success, its very existence, depends upon
the way in which all play together. Good teamwork fosters high quahity
relationships and the effective team leader needs to be very much a part
of the team.

Characteristics of a good team include having the right balance of skills,
abilities and aspirations with people who can and do express themselves
honestly and openly. Mistakes are faced openly and used as vehicles for
learming.

Good relationships exist with other teams and departments. Each values
and respects the other and meetings are productive and stimulating, with
everyone participating and feeling responsible for the results of the decisions
made.,

Finally, communication as a whole is elfective - up, down, across the
orgamzation, and with the outside world.

If the organization possesses these characteristics, then “work™ is a happy
place to be. We all have a choice: to play to win as a team or to lose
i ivadizlly.

The 33 Greatest Lies in Aviation..

1. I'm from the FAA and I'm here to help you,

2. Me? I've never busted minimum's.

3. We will be on time, maybe even early.

4. Pardon me, ma‘am, | seem to have lost my jet keys.

3, I have no interest in [Iving for the airlines.

6. I fixed it right the first time, it must have failed for other reasons.
7. All that turbulence spoiled my landing.

E. I'm a member of the mile high club.

9. 1 only need glasses for reading.

(Con't on page B

10, [ broke out nght at minimum’s,
11. The weather is gonna be
alright; it"s clearing to VFR.

12. Don"t worry about the weight
and balance — it"1I fly.

13. If we get a little lower | think
we'll see the lights.

14. I'm 22, pot 6000 hours, a four
vear degree and 3000 hours in a
Lear.

15. We shipped the pan yesterday.
16, I'd love to have a woman co-
pilot.

17. All you have to do is follow the
book.

18, This planc outperforms the
beok by 20 percent.

19, We in aviation are overpaid,
underworked and well respected.
20, Oh sure, no problem, I"ve got
over 2000 hours in that aircraft.
21. I have 5004} hours total time,
3200 are actual imstrument.

22, Mo need to look that up, I"ve
zot it all memonsed.
23, Sure I can fly it
wings, doesn't it?
24, We'll be home by lunchtime.
23, Your plane will be ready by 2
o'clock.

26. I'm always pglad to see the

FAa A,

27. We fly every day — we don't
need recurrent training.

28. It just came out of annual —
how could anyihing be wrong?

29. I thought YOU took care of
that.

30, I've got the field in sight.

31. I've got the traffic in sight.

32, Of course [ know where we
are,

33. I'm SURE the gear was down.

it has

DO



MNow What?

= Richarnd Eormarmski
of Grey Owl Aviation Consultants

For the past year and a half, I have wntten about the human factors that
affect our judgment, commonly referred to as the “Dirty Dozen”. These
human factors are alive and well in our work environment, impacting our
professional judgment every day. As an industry, what have we learned
in the last five vears since we have initiated and moved forward with
human factors awareness training?

In ODctober 1998, leaders in the industry gatheraed with the National
Transportation Safety Board to discuss the current state of human factors
training - what we have accomplished and where do we po forward in
the future with human factors training? The main discussion was about
b [ keep motivated and not to lose sight of this mission in our growing
industry,

With turnover in our industry, including retivement of senier technicians, a
lot of new, young blood is being introduced to the industry. This presents
a recurring challenge to ensure that the valuable lessons of the past are
not forgotten and relived as new errors or major incidents. The safety
nets we have built over the past vears must be reaffirmed and passed
down,

During the October conference, most aviation companies who did not
have a program appeared to come 1o the realization that some form of
human factors training 15 needed to reduce maintenance error in their
organtzation. Since most of the errors in maintenance that occur are human
2rrors, it is becoming more apparent that training both management and
technicians on how to avoid making human errors 1s a worthwhile effort,

In general, human factors training can lead to improved guality, a safer
environment, and a more involved and responsible work force. More
specifically, the reduction of even minor errors can provide measurable
benefits including cost reductions, fewer missed deadlines, reduction in
work related injuries, reduction of warranty ¢laims and reduction in more

significant events which can be

traced back to maintenance error,

During the conference there
wered many gquestions and
comments, A few thoughts on
what is required for a successful
human factors program, based on
comiments by those attending the
meeting include:

“Management needs to
understand the potential
benefits of human facotrs
training.”
- Richard Komarniski

Ea L s Management needs o

understand the potential benefits
of human factors training

GroundEffects™

» Management needs to allocate
resources o plan, develop and
implement a training program

= Employvees need to see the
support for the program from their
supervisors (more than just lip
service)

® Human Factors traiming provides
a common language and
understanding of what causes
errors and how to prevent them

»  Measurement of errors, through
the creation of a data base 1s
essential in order to identify
trends for recurrent training
requirgments, to correct latent
failures, and also a means to
MOonitor progress

= Companies must be willing to
change culture and procedures
when required, otherwise
employees will feel frustrated

= Companies have o develop a
rmission statement and a long term
plan and goal for training support

*  Define what evervone’s role is
to support the mission statement.
What is in it for management and
what is in it for emplovees?

Given the facts that 80 to 85 percent
of aviation incidents are directly
attributed to human error, an alarming
trend has been identified. Per NTSB
findings, maintenance is playing a
major role in at least 50 percent of
major aviation incidents recently as
compared to a 25 percent role just a
few years ago. What is causing the
10 percent increaseT The
mantenance community cannot take
these figures lightly.

(Cort on page N
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Mo ¥ from page 9 Now Whar? )

Today, more than ever, with the stress, pressures and demands for perfor-
mance of individuals, the Maintenance Department has to be recognized
for its professional level of work. We must be given the tools to work with,
especially in regard to the Human Factors. The Regulations, give us the
regulatory structure to comply with, and the Labour Code/OSHA provid

ing workplace safety rules.

Maintenance personnel need Human Factors training and the insight it
provides to help us understand our own work habits and those of our co

workers, We have to avoid the blame zame and get down to the root
causes. Human Factors Training will change a blame culture to a learning
culture,

Implementing a human factors training program involves changing atti-
tudes and behavior in employees, attributes which are difficult to change
in individuals, But, with a Little perseverance, as more people complete the
program, they begin to speak a comimon language. Soon, behavioral change
starts to be evident within the organization - changes that will provide
long-term and lasting benefiiz. But, few companies are willing to open
themselves up to such a culture change incorporating an open reporting
culture and improved communications - many companies believe that they
are “safe enough™,

The results of providing human factors awareness training have been dem

onstrated in our industry. These programs have been strongly endorsed by
the FAA  Transport Canada, the NTSB. the CAA, PAMA, NBAA, and
ANy ot het 2overnment :'|_'_'I.'||-;'il.':-i and aviation l.'||'_|_"_:'|l'|I:-':i11-\._'rII.-; However.
many companies are still reluctant to make the commitment. They have a
lot of reasons for not implementing human factors awareness programs.
lhey want to continue to study the 1ssue and approaches and talk about
what should or should not be included in human factors training in their
airlime of repair facility. Isn't it time for less talk and more action?

AVIATION HUMOUR

HERMAN"

Richard Komarmski, President of
Grey Owl Aviation Consultants Inc,
has been active in the aircraft main-
tenance ficld for 27 yvears. He holds
Canadian and 11.5. Pilot and Aar-
craft Mechanic Certificates. He has
been providing Human Factors
Imaining to varosus aviation mainte-
nance depariments during the last
¥ yvears, Forinformation on Human
Factors training or assistance in sct-
ting up a MEM Program, contact
Cirey Crhwl Aviation Consultants Inc.,
Box 233, Unanole, MB REOJ INO
Canada tel (204) 848-T355 or fax
(204) B4B-4605,
www. erevowl.com 0O
richardiz erevowl.com.
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From the Editor!

Welcome to the twenty-second edition of GroundEffects.

This edition of GE has the long awaited conclusion of Human Factors Climate After
Reorganisation by Gisele Richardson of Richardson Management Associates, Lid.
In the conclusion Gisele again points out all the different aspects of a company
merger that affects the employees. After reading this article, 1 seem to think that
having companies merge together into one holds many tremendous tasks that most
people would never think of... It appears that many people ofien under estimate the confusion and inner
dynamics that merging two different groups of people together can create.

We also have two wonderful articles from Richard Komarniski of Grey Owl Aviation Consultants
(www.greyowl.com). Richard’s first article entitled We Are All Part of A Team deals with change and how
difficult it can be for humans to cope with this. No one likes change. As humans we like our own personal
comfort zone, we like routine, we like to know ahead of time what is going on and we have little patience.
Everyone has started new employment at one time or another... Can you remember the feeling in the pit of your
stormach as vou walked into vour new place of emplovment? Can vou remember feeling a little anxiety? Thas
feeling is not a feeling that any of us enjoy. When two companies merge, the same feeling hikely will be
present... The feeling of walking into the unknown. It can be a very scary time for emplovees. As Richard
points out - teamwork in our industry 15 very important for aircraft to be maintained and operated properly.
Teamwork 15 essential in our industry. We must learn o exceptl change and not resist k... We must learn o
communicate constructively with others. If we can accomplish this than we can make work a “happier’ place
tor b

Richard’s second article, Now What? Refers to what is happening now... It refers to what is happening in
Human Factors training and how hard it 15 for some companies to accept human factors training into their
company. Richard points out the 80 - 85% of aviation incidents are directly attributed to human error. This is
alarming trend that is making many aviation companies sit up and start to take notice 1o Human Factors Training,

To lighten the edition up a little, 1 have added a little humor with the 33 Greatest Lies in Aviation and a cartoon,
It seems that it is time to start thinking about Fall and Winter... Hard to believe that our summer is almost over
and the bad weather is starting to take over. This means that we need to be extra careful with many things. Be
happy and think safe!

Eenée Seabrook

| ! Help ! !
Yes, we need vour help.
As you know, we publish a quarterly newsletter, *Ground-
Effects’. Our editor has been having trouble finding suit-

able articles for inclusion, so, you send us an article, and
we will give you a year’s “GroundEffects’ free, delivered
to your door.
Editor’s judgment is final!!
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