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prefaCe
The civil aviation authority published advisory circular ac 00-4 
‘safety management systems’ in december 2012 to provide 
comprehensive guidance material to support organisations 
implementing a safety management system (sms). 

This booklet contains information designed to help aviation 
organisations that are certificated under the civil aviation rules 
mentioned in ac 00-4 and any other small aviation 
organisations keen to proactively improve their safety systems, 
implement an effective safety management system; one that is 
built-for-purpose, without being difficult or resource-intensive. 
This booklet has been written specifically for organisations that 
have a small number of staff and/or non-complex 
organisational activities. caa advisory circular ac 00-4 ‘safety 
management systems’ gives more specific definitions of what 
may constitute a ‘small organisation’.

This booklet may be read in conjunction with the other  
caa industry resource Kit booklets: 

•	 Booklet one – safety management systems (sms):  
an introduction

•	 Booklet two – from Quality management systems to 
safety management systems: an enhancement guide 

•	 Booklet four – aviation risk management; an introduction.



4

Ca
a 

in
du

sT
ry

 r
Es

Ou
rc

E 
Ki

T 
–

 B
OO

KL
ET

 T
hr

EE
 

im
pL

Em
En

Ti
ng

 s
af

ET
y 

m
an

ag
Em

En
T 

sy
sT

Em
s:

 
gu

id
el

in
es

 fo
r s

m
al

l a
vi

at
io

n 
Or

ga
ni

sa
tio

ns



Ca
a 

in
du

sT
ry

 r
Es

Ou
rc

E 
Ki

T 
–

 B
OO

KL
ET

 T
hr

EE
 

im
pL

Em
En

Ti
ng

 s
af

ET
y 

m
an

ag
Em

En
T 

sy
sT

Em
s:

 
gu

id
el

in
es

 fo
r s

m
al

l a
vi

at
io

n 
Or

ga
ni

sa
tio

ns

05

ImplementIng Safety management SyStemS  
for Small avIatIon organISatIonS: an overvIew 06

purpose of an sms 06

scaleability – What does it mean? 08

defining your sms implementation Objectives 08

Building confidence 08

unIque featureS of Small avIatIon organISatIonS 10

personnel resources 10

size and complexity 10

structures and processes 10

communication and Education 10

resources available to you 10

SCalIng the ImplementatIon of SmS 11

having a mix of proactive and reactive processes and activities 11

alignment with Existing processes 12

focusing on Effectiveness 12

finding creating Ways to achieve a scaled sms 12

guIdanCe for ImplementatIon 13

Stage 1: gap analySIS 14

review Elements and requirements of an sms 14

identify What you have 14

consider a gap analysis 14

Stage 2: deSIgn and development 16

Work Through Each Element to develop or confirm 16

document your sms 16

Stage 3: IntroduCtIon and rollout 18

get your people involved 18

communicate the changes 18

set a realistic Timeframe 18

Stage 4: Improvement and meaSurement 19

gather feedback 19

measure performance 19

continue to improve your sms 19

where to get aSSIStanCe 21

taBle of ContentS



Ca
a 

in
du

sT
ry

 r
Es

Ou
rc

E 
Ki

T 
–

 B
OO

KL
ET

 T
hr

EE
 

im
pL

Em
En

Ti
ng

 s
af

ET
y 

m
an

ag
Em

En
T 

sy
sT

Em
s:

 
gu

id
el

in
es

 fo
r s

m
al

l a
vi

at
io

n 
Or

ga
ni

sa
tio

ns

06

ImplementIng Safety management  
SyStemS for Small avIatIon  
organISatIonS: an overvIew

purpoSe of an SmS
a safETy managEmEnT sysTEm (sms) is simpLy an 
OrganisEd apprOach TO managing safETy. 

implementing an sms is not a new initiative for aviation, and 
there may be a lot of things you are already doing. here are 
some of the best parts: 

•	 It’s proactive – that is to say, it’s forward-looking. With an 
sms, small organisations no longer wait for something to 
happen to fix it, but see it coming.

•	 It’s holistic – an sms is designed to cover all parts of 
your organisation, and also fit with others you work with 

(eg the aerodrome you’re based on, the maintenance 
organisations you use).

•	 It helps develop a good safety culture – making safe 
decisions and safety-conscious behaviours become the 
norm in your business, rather than something you have to 
push for every day. 

One of the important things you need to remember is that while 
you’re primarily doing this for your own organisation, you’re also 
doing it for the others you work with, and for the regulator, to gain 
and maintain confidence in the safety of your operations. 
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why do Small organISatIonS need 
an SmS? hErE arE sOmE BEnEfiTs
for Safety reaSonS
•	 It helps you proactively reduce the risk of accidents and 

incidents. accidents and incidents often have complex 
causal factors. an sms helps you identify these causal 
factors before they cause harm. 

for fInanCIal reaSonS
•	 It can save you money in lots of little ways. an sms helps 

to prevent or minimise ‘the little things’ such as minor 
injuries that lead to a day or two ‘lost time injury’, damage 
that only causes minimal down time, legal costs, etc. it’s 
the multitude of little things that can add up to pose a 
greater risk to your day-to-day operations.

•	 It improves your financial profile. financial institutions and 
insurers are risk averse. They assess lending criteria on risk 
factors which they have built up over many years. showing 
them that you understand and are managing your risks will 
give them greater confidence in your organisation.

for regulatory reaSonS
•	 It’s a way to meet a number of different regulatory 

requirements. The need to comply with the law will always 

exist, and an sms can be a good umbrella for a number of 
legislative requirements, including your health, safety and 
Environmental (hsE) obligations. for example, if you have 
a reporting system that captures all of your hazards and 
risks, it’s easier to meet all hsE reporting requirements  
as well. a good reporting system lets you address the 
known hazards. 

for management of all BuSIneSS rISkS
•	 It can help you identify all risks, not just safety ones. 

Taking a risk-based approach to safety management gives 
you the opportunity to use the same systems and 
processes to identify, assess and control other types of 
risk. for example, a risk assessment on a new business 
opportunity may highlight safety risks, but can also 
identify risks to your reputation, to financial viability, etc. 

for overall BuSIneSS management
•	 It can open up more business opportunities. several small 

organisations in new Zealand have won contracts as a result 
of demonstrating they had an sms. in turn, having an sms 
facilitates more business opportunities as a result of being 
more efficient. These can be big advantages for a small 
company. an sms can facilitate effective business practices.
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SCaleaBIlIty 
WhaT dOEs iT mEan?
There is no one-size-fits-all sms. you can make your systems, 
processes and activities as small or large as required, as long 
as they meet sms objectives. for example, a management 
review of your sms effectiveness could take you half a day, and 
include a couple of pages of documented results; this wouldn’t 
be the case in a large, complex organisation. small aviation 
organisations around new Zealand have started implementing 
sms (and some have finished); it absolutely is possible.

scaling, or sizing your sms doesn’t mean that you pick and 
choose which elements of an sms to implement. it’s important 
that all elements of an sms are in place for an effective 
outcome. however, being a small organisation, the size and 
scope of your implementation of these elements will generally 
be much smaller than for a large company. 

defInIng your SmS 
ImplementatIon oBJeCtIveS
The secret to success in starting to implement an sms is to 
choose some realistic objectives. for example, you could start 
by reviewing Booklet One for an overview of an sms, work out 

what you don’t have in place, and what you most likely need 
first. make this your first objective and give yourself a 
timeframe to complete it. start with actions that have the most 
impact, as this will be a good motivator. 

BuIldIng ConfIdenCe
it’s critical for you to remember that implementing a successful 
sms is only possible with on-going effort and focus. you’ve got 
a lot of it in place already, so just choose what to tackle next, 
building your system step by step.
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unIque featureS of  
Small avIatIon organISatIonS
perSonnel reSourCeS
your ability to accommodate the additional management 
responsibilities of an sms will depend on current company 
structure and systems. you may need to increase your staff to 
manage the sms. however, this investment will bring 
efficiencies and safety benefits. you’ll also find that an sms 
helps structure the tasks of your staff and the relationships 
between them. 

SIZe and CompleXIty
you could have very few staff and a rather complex  
organisation (eg with several certificates). in this case the 
benefits of implementing an sms are even more pronounced,  
as the risk management aspects will help you keep a handle  
on the different types of operational risks and manage  
growth opportunities. 

StruCtureS and proCeSSeS
most small aviation organisations don’t need complex, formal 
structures and processes; this is simply not how work gets 
done. your sms will add a few formalities, but it doesn’t need to 
be overwhelming, and the benefits will outweigh the effort 
required to set up your system. 

CommunICatIon and eduCatIon
internal communication in small organisations is generally 
straightforward. This will work to your advantage in promoting 
a safety culture and sharing safety critical information. There 
will also be fewer people to familiarise and train in the skills 
and knowledge they need. 

reSourCeS avaIlaBle to you
There are lots of freely-available resources to help you 
implement an sms. carry out your own research, and use 
information and advice from the caa and industry associations. 
nobody understands your business and operations better than 
you so start with what you are already doing well and 
understand where you need to improve.
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SCalIng the 
ImplementatIon of SmS
There are some important considerations when deciding the size and complexity of your sms. 

havIng a mIX of proaCtIve and reaCtIve proCeSSeS and aCtIvItIeS
it’s important to have both proactive and reactive elements in your sms. here are some examples: 

eXampleS of proaCtIve proCeSSeS and aCtIvItIeS eXampleS of reaCtIve proCeSSeS and aCtIvItIeS

•	 developing an Emergency response plan 

•	 risk management plan on new venture or  
operational activity

•	 processing of safety reports about a hazard or risk

•	 Trend analysis to predict future safety risks 

•	 documenting your safety processes and activities so all 
staff can learn

•	 activating an Emergency response plan to handle an 
occurrence

•	 safety investigation 

•	 processing of safety reports about an incident

•	 reviewing safety processes and activities that haven’t 
been followed

•	 communication of safety incidents and accidents
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alIgnment wIth eXIStIng proCeSSeS
When deciding how you go about implementing an sms, 
consider how any new processes and practices can be aligned 
with what you are currently doing. The following diagram 
illustrates the concept that you are building on what you have, 
not starting from scratch. 

foCuSIng on effeCtIveneSS
do what works. There is a wide range of options for 
implementing the 13 elements; focusing on what’s effective  
for your organisation is vital. Think about how you will know 
whether your sms is effective and how you will demonstrate 
this (eg achieving your safety goals).

fIndIng CreatIve wayS to aChIeve a SCaled SmS
The secret to an appropriately scaled sms is finding the most 
cost-effective way to achieve a successful result. for example, 
it may not be necessary to invest in a complex electronic 
reporting system, when you could create a simple spreadsheet 
to capture information (even if this is just initially). 

© aerosafe 2004

additional  
safety 
management

existing 
supporting 
processes 
(eg regulations, policies, 
doctrine, orders, sops,  
licencing, certification etc)

finding the balance with the application of safety management 
processes and practices in respect of existing supporting processes 
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implementation guide

Stage 1 gap analysis review elements and requirements for sms

identify what you have

identify what you need

develop your implementation plan

Stage 2 design and deVelopment develop your sms

Work through each element to develop it or confirm it is 
already in place and effective

Stage 3 introduction and rollout Engage the organisation

formally introduce the plan

implement against realistic timeline

Stage 4 improVement and 
measurement

gather feedback

refine the system 

measure performance

continue to improve your sms

guIdanCe for ImplementatIon
The following is a summary of the main considerations when implementing an sms in a small aviation organisation. for more 
detailed information on these stages refer to the advisory circular (ac 00-4).
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Stage 1: gap analySIS 
revIew elementS and requIrementS of an SmS
find out what an ideal sms looks like and consider this in the 
light of your organisation. The following resources and actions 
should help. 

Use the CAA SMS resources 

ac 00-4 has lots of useful information, and it’s an 
amalgamation of the best parts of numerous pieces of 
guidance material from around the world. put aside the time to 
read it thoroughly. if this seems too much, ask yourself 
whether 3-4 hours is too long to invest in a new management 
system for your organisation. next, review Booklets One and 
Two once more for the highlights and practical advice.

Work together: industry and Regulator

Work with similar or partner organisations and industry groups 
to compare and contrast your understanding of what’s 
required. don’t aim for a cut-and-paste solution though; it won’t 
work well and may actually waste time and effort. The caa is 
happy to answer your questions and suggest other resources.

IdentIfy what you have
While you are reading through ac 00-4, jot down some notes 
about what you already do, and particularly what you do well. 
use the language your organisation understands in your sms. 
you don’t need to use new or long-winded terms.

ConSIder a gap analySIS
here’s the part where a lot of organisations feel initially 
overwhelmed by all the things they may not have in place (and 
then promptly fail to start the gap analysis!). if you follow 
these steps, you’ll end up with an easy, manageable list of 
actions to focus on. 

a gap analysis doesn’t have to take too long or be overly complex 
– you could even do an initial pass as you read through the ac. 
on the next page is an example of a simple table to capture results. 

implementation guide

Stage 1 gap analysis

Stage 2 design and deVelopment

Stage 3 introduction and rollout

Stage 4 improVement and measurement
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now you need to do it for the other 12 elements (see Booklet One).

01. Set Some Safety performanCe meaSureS 

you can read all about safety performance measures in  
ac 00-4, but essentially they’re tangible ways to measure how 
well you are doing. it’s important to set them now, so you have 
a yard-stick later on when you’re evaluating effectiveness.

02. revIew the aCtIonS IdentIfIed, and prIorItISe them 

come up with sensible timeframes and then include these 
actions in your implementation plan. it’s also useful to do a quick 
sensibility check, to ask yourself, ‘do i really need everything i’ve 
identified to achieve a successful system?’ This is a good time to 
see if your actions sufficiently address the gaps identified.

no. element what we have what we don’t have aCtIonS

1 safety policy and 
accountability

•	 Quality policy (with 
safety mentioned

•	 hsE rep

•	 safety commitment 
statement 

•	 safety objectives for 
2014

•	 cEO to develop and 
sign commitment 
statement

•	 Workshop 
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Stage 2: deSIgn  
and development 
in this stage, it will be important to involve the person you’ve 
designated as your sms manager or coordinator. if it’s just you, 
consider seeking help or support from a partnering company or 
industry association. 

work through eaCh element to develop or ConfIrm
using the action item list from the gap analysis, go through and 
introduce all underdeveloped or absent elements. Be sure you 
keep telling your staff what’s happening and what their role is 
in implementing the sms. 

Just a few things to consider while you do this: 

•	 Think about each action – does it require the development 
of a philosophy (eg, safety goals), a process (eg, safety 
reporting system) or a practice (eg, risk assessment 
tool)? it can help to differentiate these to make sure you 
have the philosophies sorted out first

•	 You don’t need to have everything up and running 
straight away – based on your priorities from stage 1, 
develop a plan to implement the actions in a phased manner 

•	 Go with what works – don’t try and force a process or 
activity that clearly has no place in your business. for 
example, if you are developing a risk assessment process, 
think about how complex you want to make this process; 
make it practical and keep a focus on what you’re trying to 
achieve (eg, identifying the safety and business risks for  
a new venture). 

doCument your SmS
you need to document the processes and activities you 
currently carry out, and the ones you plan to introduce. a 
sensible approach is to add your sms processes and activities 
to the documentation you already have, such as your 
Operations manual. 

implementation guide

Stage 1 gap analysis

Stage 2 design and deVelopment

Stage 3 introduction and rollout

Stage 4 improVement and measurement
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Stage 3: IntroduCtIon 
and rollout 
get your people Involved
no matter how small your organisation, failing to get your 
people involved is generally a showstopper. so be sure your 
people are on-board and understand what you’re trying to 
achieve. a clear safety policy and commitment from the chief 
Executive is the best place to start. a good safety culture 
begins with the chief Executive ‘walking the talk’. a few 
one-on-one discussions go a long way.

CommunICate the ChangeS
Let your staff know about the changes, why they are being 
implemented, the benefits they are designed to bring, and, of 
course, their own roles within the sms. 

Who else may benefit from knowing that you have an sms in 
place? for example, as a small operator based on an airfield, 
you will need to coordinate your Emergency response plan 
with the airfield operator and your reporting system may have 
safety information that’s worth passing on to them.

it’s worth letting the caa know; this will help build the 
regulator’s confidence in your organisation.

Set a realIStIC tImeframe
Be sure to space out your implementation activities over a 
reasonable timeframe. Even for small organisations, it will take 
time to implement your sms and longer for it to mature. do one 
or two things at a time. make sure these are in place and 
working before moving to the next step in your plan.

Keep checking your progress. for example, if you’ve 
implemented a new safety reporting process but haven’t 
received (or submitted) any reports, find out why.

implementation guide

Stage 1 gap analysis

Stage 2 design and deVelopment

Stage 3 introduction and rollout

Stage 4 improVement and measurement
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Stage 4: Improvement 
and meaSurement 
an important part of implementation is seeing whether your 
actions have worked. This stage focuses on what you can do to 
determine this. do frequent reviews during your initial 
development; you can increase the interval as your sms matures.

gather feedBaCk
To understand what’s working and what isn’t, consider getting 
both an internal and external perspective.

meaSure performanCe
This is a step that many small aviation organisations may find 
difficult. it all depends on your yard-sticks, the ones you set in 
stage 1. use them to see how far you’ve come, and tell your 
staff about the progress made. 

ContInue to Improve your SmS
The previous stages should give you an indication of what can 
be improved. refining and enhancing your sms doesn’t stop. if 
you think you’ve done all you can, just remember that continual 
improvement is fundamental to your sms. your implementation 
is successful when sms becomes embedded in your day-to-day 
activity, works consistently, and is effective. This won’t happen 
overnight, but with time you’ll see the system maturing and 
your confidence growing.

Internally:
•	 review ac 00-4 again, and compare your thoughts 

now with what they were when you first read it
•	 use your initial gap analysis to identify what may 

need updating – have things changed? review what’s 
been achieved against your initial objectives

•	 get together with your people to see what they think.

eXternally:
•	 check in with your partner organisation or industry 

association
•	 consider having an independent evaluation done
•	 ask for feedback from caa auditors.

implementation guide

Stage 1 gap analysis

Stage 2 design and deVelopment

Stage 3 introduction and rollout

Stage 4 improVement and measurement
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where to get aSSIStanCe…
it’s recommended that you seek out and use different 
resources and points of contact to help you out.  
here are some specific suggestions: 

readIng
•	 ac 00-4 safety management system

•	 The caa implementation strategy

•	 industry resource Kit booklets 

•	 Vector magazine articles (sms special features)

•	 caa safety reports

•	 caa sms website: www.caa.govt.nz/SMS

InduStry knowledge ColleCtIon 
•	 aviation safety libraries and information sites

•	 icaO’s website (www.icao.int/Safety/Safetymanagement) 

•	 icaO safety management manual (doc 9859)

•	 industry body resources

•	 sKybrary articles, especially from the safety management 
international collaboration group (sm icg) 
(http://www.skybrary.aero/index.php/Safety_
Management_International_Collaboration_Group_(SM_ICG))

who to Speak to 
•	 your caa aviation safety advisors

•	 Other companies who’ve got a mature sms 

•	 risk and safety specialists.

how to up-SkIll In SmS
•	 industry training

•	 diploma safety management systems

•	 diploma risk management

•	 diploma regulatory Oversight and governance.

eventS and medIa
•	 sms forums and other caa road shows

•	 safety management and risk management conferences

•	 sms related studies and reports.
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This booklet is based upon caa advisory circular ac 00-4, 
safety management systems, Version 1.0, 19 december 2012.

for more InformatIon ContaCt Caa Staff at
Email: sms@caa.govt.nz 
Web site: www.caa.govt.nz
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“ eIther we wIll manage 
human error or It 
wIll manage uS” 
– professor James reason
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