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The subject of this work is the ICAO aeronautical 

safety program, the Safety Management 

Systems. The objective of this dissertation was 

to define an effective method of implementing 

the Safety Management Systems practices in the 

selected company in all its areas, by doing an 

analysis of its application in national territory, 

having as a case study the company Azores 

Airlines. However, and considering the scope of 

the SMS scope within the company, the 

objective was changed to the study, analysis and 

application of SMS dedicated only to Cabin 

Crew.  

The tasks to perform in order to accomplish the 

objective was set as: 

1- Literature review: collect as much as 

necessary data from specialized literary 

and other documents that serve as a 

basis for the international and national 

safety management structure (ANAC, 

EASA, IOSA, FAA, etc.) Systems, as well 

as scientific literature on the subject; 

2- State of Practice: once the study of the 

SMS guidelines are finished, the next 

step was understand the state of its 

application in Portugal. For this 

purpose, interviews, visits and contacts 

were carried out with the aim of 

collecting all possible information on 

the safety issues in airlines that proved 

to be receptive and cooperating in this 

study. The collection of information on 

the application of SMS in other civil 

aviation companies was the most time-

consuming phase due to the difficulties 

in obtaining feedback from companies, 

but it was indispensable to establish a 

point of comparison between the 

companies and the Azores Airlines; 

3- Case study: Since Azores Airlines was 

the case study of this thesis, an analysis 

of the company was carried out, and of 

course, with a greater incidence in the 

application of SMS together with the 

PNC. The data obtained served as a 

basis for benchmarking, necessary for 



the comparison of the state of practice 

in the company under study. In order to 

analyze the SMS on Azores Airlines 

several contacts were made, visits, 

study of internal documentation, and 

finally a questionnaire to the cabin 

crew, where the crew were invited to 

answer questions about their 

perception about the SMS practiced in 

the company. 

4- Recommendations: After completing 

the search of all theoretical and 

practical information, an 

implementation plan was elaborated to 

serve as a guide for the implementation 

of SMS with the PNC in the company.  

 

The Safety Management Systems 

The reality of the SMS implementation in 

companies is very recent, especially if compared 

to other areas that traditionally compose the 

aviation companies’ structures. The existence of 

SMS is imposed by the ICAO, as a mandatory 

requirement for the certification of civil aviation 

companies, it is mandatory by ANAC for the 

assignment of the COA (Air Operator 

Certificate), and there is also a biannual 

inspection by IOSA, to verify the documented 

and effective existence of SMS procedures.  

ICAO safety definition:  

                                                             
1 Source: ICAO - Safety Management Manual. Page. 
17 Chapter 2.1 THE CONCEPT OF SAFETY. Doc 9859 
AN/474, SMM. 

“The state in which the possibility of harm to 

persons or of property damage is reduced to, 

and maintained at or below, an acceptable level 

through a continuing process of hazard 

identification and safety risk management.”1  

The objective is to attempt to eliminate the risks 

inherent to the activity and provide a safe 

environment for the aircraft and its passengers. 

The elimination of risks is, however, an 

impossible goal to achieve, there are too many 

factors involved in the Safety equation and none 

of them are completely foolproof (ICAO, 2013), 

for this reason, the issue must be addressed 

consistently and recurrently. 

In order to develop a new Safety Culture, 

adapted to the airlines working reality, a 

document was drawn up, the Annex 19 ICAO, 

which compiled all the Safety’s concepts, 

lunching the plan for a system known as Safety 

Management Systems or SMS. The SMS is a 

practical strategy aimed at applying the ICAO´s 

guidelines by service providers, with the aim of 

unify civil aviation safety practices and 

monetarize the safety procedures of operators 

and States over the years. It is, briefly, the 

ICAO´s action plan on how to reduce risk to the 

minimum level possible (ICAO, 2013), by doing 

the: 

1. Identification of security risks; 

2. Corrective actions to keep high standards of 

safety performance; 

 



3. Continuous monitoring and regular 

assessment of safety performance; 

4. Continuous improvement of overall SMS 

performance (ICAO, 2009). 

The implementation of SMS in companies 

according to SMM (2nd Edition, 2009 Doc. 9859) 

should follow four fundamental pillars: 

• Safety Policies and Objectives; 

• Safety Risk Management; 

• Safety Assurance; 

• Safety Promotion. 

 

Azores Airlines, case study. 

The SATA Group is currently composed by six 

companies: SATA Air Azores, Azores Airlines, 

Azores Airlines Vacations America, INC., Azores 

Airlines Vacations Canada, INC., SATA 

Aerodrome Management and SATA SGPS. 

Azores Airlines, a member company of the SATA 

Group, has, to date, all its capital held by the 

Autonomous Region of the Azores. Azores 

Airlines employs 630 workers directly, has 5 

aircraft in its fleet, with one more A321LH 

ordered. The Sata International started 

following an IOSA audit conducted in September 

2012. Two non-conformities at the 

organizational level were found in this audit, one 

of which would be the absence of any type of 

implementation of a safety system.  

In its recommendations, IOSA stated that the 

lack of communication was latent among 

departments and pointed out the risks inherent 

                                                             
2 Source: SATA internal files 

in the lack of relationship between 

departments, making it clear that:  

 

“The Operator shall have a communication 

system that enables an exchange of information 

relevant to the conduct of operations 

throughout the management system and in all 

areas where operations are conducted.”  

Sata International Audit - IOSA September 2012. 

A strategy for the implementation of an 

effective reporting system was then defined, in 

line with the new IOSA rules for internal 

communication. The procedures to report have 

been redefined, through the adoption of Just 

Culture, and training /awareness raising actions, 

thus creating the best conditions for the free 

and excused reporting2, by June of 2013 the SMS 

was created. 

 

Benchmarking 

To fully understand the status of SMS 

implementation in SATA, it was stipulated that a 

benchmarking would be done with the various 

departments that somehow are dedicated to 

the Safety Management of several companies of 

the sector that have made available to 

collaborate with this study. 

Taking that into account, to make a diagnosis of 

the implementation of Azores Airlines PNC’s 

SMS, trying to find possible improvements to the 

department, it was necessary to evaluate how 

SMS is being practiced in civil aviation 

companies that can somehow give indications of 



the best and most suitable practices for Azores 

Airlines.  

A total of eight companies were contacted, 3 

national and 5 international, all of them 

operating in Portugal. In summary, the 

companies that shared information are the 

following: 

 

➢ EasyJet 

The company has its own internal reporting 

system that adapts to its operation. It is a well-

structured system, which has been developed 

together with the company's growth. 

Strengths and weaknesses: 

+ Effectiveness of procedures by the use 

of automatic tools. 

+ Great autonomy of departments in the 

resolution of complaints. 

+ Personalized response to the reporter. 

- Need to adapt procedures when they 

involve more than one department. 

 

 

➢ EuroAtlantic 

Taking into account the characteristics of its 

operation, “anytime, anywhere”, this company 

presents a well-developed SMS, introducing 

constant procedures´ adaptations that fits the 

irregularity of its destinations. The company 

uses the same reporting program as Azores 

Airlines. 

 

 

 

Strengths and weaknesses: 

+ Continuous training. 

+ The assignment of a collaborator by 

department as responsible for SMS. 

+ Frequent communication from the 

department. 

+ Feedback to all reports. 

+ Great support from the Director of 

Flight Operations. 

- There is no name / slogan for the 

current campaign. 

- Report´s poor relevance to report 

contents. 

 

 

➢ TAP 

The contacts with the national company were all 

carried out electronically, where it was briefly 

explained the operation of the company at the 

SMS level. The department has 27 elements, 

including safety analysts, FDM analysts and 

managers. They develop monthly informative 

reports periodically published for operational 

staff. 

Strengths and weaknesses: 

+ Appeal promotion program and 

constant initiatives. 

+ 40 years of experience and dedication 

to the Safety department. 

- Notorious centralization of efforts in 

technical departments. 

 

 

 

 



Azores Airlines´ SMS 

The Safety Management Systems Company’s 

procedures are the treatment of the compilation 

of reported events, the identification of risks 

from these events, which are analyzed, 

categorized and ultimately mitigated. According 

to the Azores Airlines Safety Management 

Manual, the objective of the procedures will be 

to control the risk to an acceptable level. Risk 

identification is based on a mix of proactive and 

reactive actions, trying whenever possible to 

anticipate hazards, using a set of procedures 

that create the necessary barriers for unwanted 

events to occur3. 

The SMS is based on the information shared by 

the reporters, describing all kinds of situations 

occurred in the operation of the company. In 

2017, Azores Airlines implemented a new SMS 

Management System (IQSMS), which provides 

an event reporting module. This new system has 

brought several benefits including reporting 

online and offline 24/7 occurrences. With this 

system the reports are sent directly to the SMS 

department, allowing a greater involvement 

between departments and increasing the 

efficiency of the process. There are, however, 

other important tools for SMS management, 

such as internal and external audits, Flight Data 

Monitoring (FDM) analysis, publications and 

recurrent training of SMS. 

The purpose of occurrence reporting is to 

contribute to the improvement of operational 

safety by ensuring that relevant information is 

communicated, collected, stored, protected, 

                                                             
3 Source: Safety Management Manual, Azores 
Airlines 2016. 

shared and analyzed, and, finally, appropriate 

measures are taken to increase operational 

safety based on information collected. For the 

SMS, the communication of occurrences is only 

for the prevention of accidents and incidents, 

and not the apprehension of guilty or impute of 

responsibilities. The Just Culture philosophy 

could implicitly be instilled in the acts of the 

Department of Safety, but now it becomes 

official the obligation of confidentiality and 

exculpation of involuntary acts of error. 

Using all the available tools to analyze the 

reported situations, the Safety department do 

the analysis of occurrences that always follow 

the same steps: 

➢ Risk analysis; 

➢ Mitigation actions; 

➢ Risk leveling to an acceptable level. 

 

 

GAP Analysis 

The procedure known as Gap Analysis Program 

was chosen as a way to organize the collected 

information, and to set structured and adapted 

objectives. This analysis consists of an 

integrated system of management, used by 

companies or entities that is developed based 

on techno-scientific literature, described as an 

analysis or process by which a company 

compares its actual performance with the 

expected performance, where it determines if it 

meets the initial expectations defined for an 

objective, and if you use your resources 

effectively.  



Gap Analysis seeks to define the current state of 

a company, entity, or fraction of it and the 

desired state of the same. In defining and 

analyzing the current state, ways are sought to 

achieve the desired state by means of a plan of 

action that fills gaps or performance gaps (Vana 

Kamtsiou, et al, 2011). 

The Gap Analysis process consists of three 

phases: 

1. Comparison between the current state and 

the desired state; 

2. Analyze the gaps in detail; 

3. Recommended actions for the gaps. 

According to the Prolearn4 method of gap 

analysis, each of these phases corresponds to a 

set of identification tasks that meets the 

stipulated for the given phase. To compare the 

current and desired state, current and desired 

status was identified by the company's Safety 

Deputy, attesting that the lack of human 

resources the normal operation of the 

department's activities, drawing that once this 

difficulty is overcome, Safety's productivity can 

be improved and, concerning the cabin crew, to 

be able to increase the contact and feedback 

with the area. 

Secondly, a conversation should be addressed 

with the groups involved in the activities of the 

area to be developed and improved. It is through 

this research that the employees' vision of the 

initiatives imposed by the managers of their 

workplace is found. To obtain the information 

for this point an investigation was carried out 

                                                             
4 Vana Kamtsiou, Ambjörn Naeve, Milos Kravcik, 
Daniel Burgos, Volker Zimmermann, et al. Gap 

with the PNC. Briefly, the result points to 

confidence in the company's procedures, but 

they are not perceptible in practice by the crew. 

The third phase of the work consists of 

scrutinizing the collected material and its 

treatment in order to produce actions and 

recommendations to be put in place so that the 

objectives of the entity are effectively achieved. 

This point was achieved through the elaboration 

of the implementation plan, using a cabin crew 

SMS guide for Azores Airlines. The 

implementation plan was achieved based on the 

summary of all information collected, composed 

of three distinct phases: 

• Elaboration of new SMS content, more 

adapted to the cabin crew staff and 

answering the needs of clarification of 

those; 

• Implementation, through training 

actions and dissemination of new 

content; 

• Test and follow-up of the changes and 

make adjustments if necessary.  

The final phase of this dissertation begins with 

the presentation of the final considerations 

where the conclusions of this study are 

presented. It presents the reasons why Azores 

Airlines does not present a SMS in full operation, 

which they go through the lack of financial and 

human resources, incurring a weak capacity to 

respond to the needs of SMS, lack interaction 

with the PNC, showing an overall poor 

performance.  

Analysis Report. ProLearn Network of Excellence (IST 
507310), HAL, Dezembro de 2007. 



The limitations of the study are also presented, 

the confidential issues related to the publication 

of some content related to the internal SMS, 

resulting in a slight reduction of some 

information that would be important to share. 

The difficulty in obtaining information from 

other aviation companies, and the company's 

unavailability to carry out a enquiry with the 

PNC (the same was done using SNPVAC 

contacts) were the main obstacles to be 

overcome. 

After a brief explanation about the importance 

of the continuous development of SMS, and the 

need for further studies at the academic level 

about SMS, there is too little scientific data 

regarding this new safety system. With the 

objectives reached, this thesis is  completed.

 


