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American by the Numbers
Each and every day …

9.9MM

3,050

400,000

~100,000
Gallons of fuel 
consumed

Average daily 
flights

Customers fly 
with AA

Full time equivalent 
employees serving 
our customers

Planes take to 
the skies926+

Source: American Airlines Annual Report, 2015 Form 10-K.  Numbers reflect mainline operation only. 
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American’s Hubs

Dallas 
(DFW)

Miami 
(MIA)

Chicago 
(ORD)

New York City 
(LGA and JFK)

Los Angeles 
(LAX)

Washington
(DCA)

Philadelphia 
(PHL)

Charlotte
(CLT)Phoenix 

(PHX)

Hubs
Gateways

Scale of AA mainline 
and regional operation
• 6,700 flights carry 

550,000+ passengers 
daily

• 926 mainline aircraft
• 594 regional aircraft

A complex operation with ten hubs and gateway cities across the U.S.
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Domestic Employees in Major Operations

DCA
2,815

CLT
10,860

PHL
8,150

MIA
11,497

NYC
7,097

ORD
9,094

DFW
28,205

PHX
9,533LAX

6,050
TUL
5,120

INT
1,069

SFO
1,018

RNO
207

STL
803

BOS
1,585

Pilot crew base

Flight attendant crew base

Maintenance base

Call center

Engine maintenance facility

RDU
387

Includes wholly-owned regional carriers
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American Safety Management System
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SMS through the years

• Pilot Project 2007

• US Airways validated program 2011

• American validated program 2012

• Merger announced February 14, 2013

• First merger with SMS requirements 

• SMS became the infrastructure for integration 
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Managing Risk during Integration

American Airlines US Airways
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Managing Risk during Integration

• Transition Plan – submitted and approved by the Certificate 
Management Office

• Fundamental Merger Risk Management Philosophy:
• Integrate, Stabilize, Improve
• Adopt & Go – in favor of the larger carrier when possible
• Continuous Safety Assurance Process
• Phased Integration Approach
• Pace the rate of change introduced into the operation to 

minimize risk
• Develop Key performance indicators (KPI) to measure 

effectiveness of change
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Managing Risk during Integration
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Managing Risk during Integration
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Managing Risk during Integration
Safety Risk Assessment Document

• Part 1 – System & Task Description:
− Current State
− Proposed Change
− Impact/Interfaces
− Potential Hazards requiring RA? Y/N

• Part 2 – Hazard Identification Risk 
Assessment & Mitigation Plan:

− Hazard Identification
− Risk Assessment
− Risk Control/Mitigation Plan
− Residual Risk
− Follow-up/Monitoring Plan

• Part 3 – Risk Acceptance Sign-off:
− Based on Risks Identified

• Part 4 – Quality Review

• Part 5 – Validation 
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Managing Risk during Integration
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Managing Risk during Integration
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Managing Risk during Integration

Airline Merger Bow Tie– System Wide Controls

14



Managing Risk during Integration

Revision Cycle 1 -
• Volume of operational change is MINIMAL for all affected front line employee workgroups

70

2
3

Integration Approach
(Counted per SRA)

Adopt and Go AA
Hybrid
Adopt and Go US

New Station 
Startup 
Process

A320F – Limitations & 
Starting Sections of 
Operations Manual

GPU/PCA and Departure 
Sequence

0 10 20

None
Informal Communication

Read Revision
Bulletin

Bulletin with Receipt
Self-Study without Test

Self-Study with Test
CBT without Test

CBT with Test
Inst. w/o Validation

Inst. w/ Validation
Inst. w/ Training Device

Training Device
Simulator

Supervised Line Ops
OJT

Training Classification
(Counted per Work Package)

US ACS -
Customer 
Service Manual
and Ground 
Operations 
Manual
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Managing Risk during Integration
Hazards:
• 72 SRAs completed identifying 26 potential hazards 

No Hazards Low Minor Moderate Serious High

46 26 0 0 0 0

New Risk Controls:
• 36 new risk controls will be implemented to mitigate the risks identified

Profile of SRAs indicated risk by highest Residual Risk:

0

36

0

0

0

Personal Protective Equipment

Administration

Engineer/Isolate

Substitute

Eliminate

Category of Risk Controls

• Procedure/Policy
• Guidebook
• Training
• Posters
• Placard on equipment
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Managing Risk during Integration

• No Enhanced Oversight of work packages was deemed required based upon the requirements outlined in 
the Transition Plan.  Enhanced Oversight was elected for two areas to address areas with the highest levels 
of pre-mitigation risk as well the greatest operational and organizational change:

• US - ACS, Below the Wing - Surveillance – recorded on Work Package RC1_UACS_GOM
• US - FLT – Surveillance – recorded on Work Package RC1_UFLT_FMP1

Follow-up/Monitoring Plans and Enhanced Oversight Plans (EOPs):

Follow-Up / Monitoring Plans Enhanced Oversight Plans

47 0

• Breakdown of monitoring plans by accomplishing system:

LOSA/SOA ASAP* FOQA CASS Reliability Other Systems

17 5 0 0 1 24

• Continuous monitoring of operational data will continue through the Operational Data Analysis Groups and 
Safety Working Groups.  

• The majority of Follow-up Monitoring activities identified are operational observations to begin the day of 
implementation.

* or Safety Event Reporting (SER)
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Managing Risk during Integration

A. SOC Key Performance Indicators (SOC KPIs) are utilized to monitor the 
ability of the organization to support the current rate of change and are 
managed by the SSRB
• KPIs are provided as two mirrored reports, one per operating carrier, 

and are produced monthly for use by the SSRB and distribution to 
Senior Management.

SOC Key Performance Indicators (KPI)
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Managing Risk during Integration
Reporting Period July 2013

Revised on: July 28, 2013

CORPORATE Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
IEP Audits per Qtr. < 3 2 1 3 2 3
NTSB Accidents > 1 0 0 0
NTSB Incidents > 1 0 0 0
Lost Time Injury
Taken To Hospital
Total Recordable Injuries

* LOI per Qtr. > 6 7 8 6 5 11
* VSD per Qtr. > 7 8 10 7 3 6
* All Aircraft Damage (ATA Recordable) > 14 15 18 17 19 16

MAINTENANCE Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
* MELs (Avg. No. Open per Aircraft) > 0.58 0.59 0.68 0.58 0.63 0.58

IFSD Rate per 1K Eng Hrs.  0.030 180 MIS ETOPS > 0.030 0.003 0.004
Short Term Escalations > 1 0 0 0

* Mechanical Air Interruption Events per QTR > 30 31 34 30 28 27
* ASAP Reports < 32 31 21 32 26 29
* MTX Aircraft Damage Events (Recordable) > 5 6 7 5 8 5

CASS Audits < 370 408 374
QA Audits < No Base 1,139 1,159 n/a
CRB Open Risk Register < 22 21 16 22 24 30

AIR OPERATIONS

FLIGHT Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
* FOQA Unstable Approaches 1000FT* (Rate) > 9.7 9.8 12.4 9.7 5.5 6.8
* FOQA Unstable Approaches 500ft* (Rate) > 2.4 2.5 2.9 2.4 1.9 2.7
* FOQA VFE (Avg. Events per Qtr.) > 10 11 14 10 10 15

LOSA Audits < 0 2 n/a
* ASAP Reports < 604 603 412 604 540 635
* Flight Aircraft Damage Events (ATA Recordable) > 0 1 1 0 0 0

SafeOps Open Risk Register < 5 4 2 5 7 7

FLIGHT SERVICE Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
* ASAP Reports < 41 40 34 41 36 55
* Flight Service Aircraft Damage Events (Recordable) > 1 0 1.0 0.0

Cabin Open Risk Register < 4 2 1 4 4 5

DISPATCH Track G Y R Threshold 1Q 2013 0 12 mo. KPI
* ASAP Reports

FRMS Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
* Fatigue Removals per 1000 Duty Days > 1.3 1.4 1.6 1.3 1.1 1.7

CUSTOMER EXPERIENCE Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
* Cust Care Aircraft Damage Events (Recordable) > 7 8 11 7 9 9

GSB Open Risk Register < 11 10 6 11 15 14

* Metric has calculated Green, Yellow & Red bands. Therehold based on 18 month datapoints - STDEV Calculation.

KPI worse than last quarter

Integration - Key Performance Indicators (KPI)

Reporting Period July 2013
Revised o ######

CORPORATE Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
IEP Audits per Qtr.
NTSB Accidents
NTSB Incidents
Lost Time Injury
Taken To Hospital
Total Recordable Injuries

* LOI per Qtr.
* VSD per Qtr.
* All Aircraft Damage (Recordable)

MAINTENANCE Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
* MELs (Avg. No. Open)

IFSD Rate per 1K Eng Hrs.  0.030 180 MIS ETOPS
Short Term Escalations

* Mechanical Air Interruption Events per QTR
* ASAP Reports
* MTX Aircraft Damage Events (Recordables)

CASS Audits
QA Audits
CRB Open Risk Register

AIR OPERATIONS

FLIGHT Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
* FOQA Unstable Approaches 1000FT* (Rate)
* FOQA Unstable Approaches 500ft* (Rate)
* FOQA VFE (Events per Qtr.)

LOSA Audits
* ASAP Reports
* Flight Aircraft Damage Events (Recordable)

SafeOps Open Risk Register

FLIGHT SERVICE Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
* ASAP Reports
* Flight Service Aircraft Damage Events (Recordable)

Cabin Open Risk Register

DISPATCH Track G Y R Threshold 1Q 2013 0 12 mo. KPI
* ASAP Reports

FRMS Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
* Fatigue Removals per 1000 Duty Days

CUSTOMER CARE Track G Y R Threshold 1Q 2013 2Q 2013 12 mo. KPI
* Cust Care Aircraft Damage Events (Recordable)

GSB Open Risk Register

* Metric has calculated Green, Yellow & Red bands. Therehold based on 18 month datapoints - STDEV Calculation.

KPI worse than last quarter

KPI better than last quarter

Key Performance Indicators (KPI)
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Managing Risk during Integration - SA

Regulatory 
Audits

Safety, 
Regulatory 

Compliance and 
Environmental 

(SRCE)

Departmental 
Quality Audits

Self Audits

Department 
Quality 
Audits

SRCE

Self Audits Regulatory
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SOC Safety Review Board (SSRB) reviewed more than 
1,700 Safety Risk Assessments during the SOC process

71

53

229

82

225

156

239

182

482

14

RC 1

RC 2

RC 3

RC 4

RC 5

RC 6

RC 7

RC 8

RC 9

RC
Admin

• American is the first airline to 
have two fully mature SMS 
carriers go through the SOC 
process

• SOC enabled us to conduct a 
thorough review of all facets of 
the new operation
‒ Examined all changes and 

reviewed with FAA
‒ Imposed enhanced oversight 

where necessary
‒ Managing risk and managing 

risk mitigation effectiveness

• Revision Cycle process has made 
SRAs and SMS second nature at 
American
‒ Over 650 AA employees have 

participated in writing SRAs
‒ SRAs firmly established as the 

way of doing business

74%

3%

16%

6%

Adopt 
LAA

Adopt 
LUS

Hybrid

Parallel 
at SOC

SRAs created and audited 
by Revision Cycles

New American operations 
drawn primarily from LAA
Disposition of SOC revisions

SOC leaves lasting SMS 
benefits  for new American
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We continue to monitor and audit all process changes 
flagged as Enhanced Oversight (EOPs) RC 1 - 8
Enhanced oversight auditing results 

Number of observations

Rate of compliance

• Over 57,000 observations made on 
SOC Enhanced Oversight processes

• Compliance rates approaching 100%

‒ Feedback loops with SMS and 
operations target lower compliance 
issues for deeper analysis and 
remedy

• Auditing did not end with SOC

‒ All SOC-related enhanced 
oversight auditing became part of 
the standard safety checklist

• Post SOC Auditing

‒ Operating groups collect and trend 
results internally

Post SOC 
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What did it take to achieve Single Operating Certificate?

115,000 pages on 
policies & procedures 
reviewed

300 legacy manuals 
reviewed

110,000 people enrolled 
in SOC training

1,700 Safety Risk 
Assessments (SRAs) 
completed

167 days of coordination 
in advance of legal close

Over 700 people directly 
involved in SOC 
coordination and manual 
revisions 

0 days behind schedule651 days of effort
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SMS and Safety Culture 
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American Airlines Heritage
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American’s Safety & Compliance Focus

• New aircraft
• Seating configurations
• Meal service
• Lounges

• Occupational Injuries
• Slide Deployments
• Ground Damages
• Flight Safety Index

• Maintenance reliability
• On-time departures
• Hub performance
• Baggage handling
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What is a Safety Culture?

27
Source: St. Louis University Parks College



Aspects of a Positive Safety Culture
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Positive
Culture

Flexible culture
People can adapt 

organizational processes 
when facing high 

temporary operations or 
certain kinds of danger, 

shifting from the 
conventional hierarchical 
mode to a flatter mode. 

Learning culture
People have the 

willingness and the 
competence to draw 

conclusions from safety 
information systems and 

the will to implement 
major reforms.

Informed culture
People are knowledgeable about the human, technical, 

organizational and environmental factors that 
determine the safety of the system as a whole.

Reporting 
culture

People are prepared 
to report their errors 

and experiences

Just culture
People are encouraged (even rewarded) for providing 
essential safety-related information. However, there is 
a clear line that differentiates between acceptable and 

unacceptable behaviour.

Source: Jim Reason
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Understanding our Safety Culture

What is a “Just” Safety Culture?

Blame-Free 
Culture

System of 
accountability 

that best 
supports a 

safety culture

Punitive 
Culture

R
ep

or
tin

g



A “Just” Safety Culture
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Secretive JustReportingBlame

Safety Culture Transformation

Culture Culture

Trust

A positive safety culture requires:
• a workforce with a questioning attitude, a sense of accountability to hold 
themselves and others to the highest safety standards, and the willingness to 
report safety concerns in an environment that is free of fear of reprisal;

• an organization that is willing to listen and appreciates the impact voluntary
reporting can have on the ability to proactively mitigate the potentially unsafe
indicators within an organization before an error or incident occurs.



Benefits of a Just Culture

• Engagement of the Workforce

• Open Discussion between Management and the Workforce

• Employee Participation and Empowerment to be a Leader in Safety 
Risk Management

• Professionals willing to come forward regarding errors or risk 
identified in a system

• Maximum Reliability

• Enhanced Safety Culture
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SMS

SMS + Safety Culture
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SMS + Safety Culture
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= ROBUST SAFETY CULTURE

Assess risk in your safety culture.

Understanding your risk and your safety culture
strengthens your SMS.



Examples of how to measure your Safety Culture
Procedural Justice
Does my leadership team use fair procedures and methods and apply 
American Airlines policies and values when making decisions that impact 
me?

Management Credibility
Does my leadership team demonstrate skill, ability, and experience and 
do they do as they claim they will do (“walk the talk”)? 

Perceived Organizational Support
Does my leadership team value me as an individual and recognize my 
contributions?
Does my leadership team provide me with the tools needed to 
accomplish my tasks in a safe and compliant manner?
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Examples of how to measure your Safety Culture
Teamwork
Does your team function as a team to achieve safety objectives?
Does your team assist you to complete your work?

Workgroup Relations
Are you proud to be a member of your team?
Does your team inspire you to do your best work?
Do my peers get along and work together in harmony?

Leadership Training
Does your leadership team provide you with the appropriate training and 
knowledge to observe your direct reports, provide them feedback; 
positive and corrective, and hold them accountable for non-compliance
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Examples of how to measure your Safety Culture
Organizational Value for Safety
Does my leadership team demonstrate safety as a value?
Does my leadership team value safety over operational performance?
Do I value safety over operational performance?
Do you often deviate from procedures to accomplish tasks?
Do you allow deviation from procedures to accomplish tasks?

Upward Communication
Am I comfortable communicating safety concerns to my leaders?  
Is the communication of safety concerns to my leaders welcome?

Approaching Others
Am I willing to approach my peers with safety concerns that are a result 
of their actions or behaviors?
When something unexpected comes up in your work, do you usually 
know who to ask for help?

36



What is our Culture towards Risk?

37

Time
Reactive

Hazard, incident and data reporting with 
limited follow-up and investigation 

Risk assessment generally after events

Check the box approach to risk and safety

Limited transparency/visibility of outcomes;  
Poor communication  and reporting across 
businesses

Blame culture

Reluctance to take on accountability and 
ownership; someone else’s problem

Complacency 

Immature

Proactive

Self audits, inspections, health checks

Risk assessments are business as usual; near 
misses recorded and acted on

Risk assessments integral to change

Taking the lead, setting example and acting

Management systems used as key drivers; Key 
Performance Indicators set using lead indicators

Actions are closed in a  timely manner 

Mature

Predictive

Reviewing trends and actioning

Effective and targeted controls

Learning from events and sharing

Ongoing Monitoring and review 

Effective and early communication 

Expanded range of tools and 
techniques to use

Best Practice
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14 CFR part 5 - 5.71 Safety Performance Monitoring and Measuring
(a)(7) Confidential employee reporting systems in which employees can report hazards, 
issues, concerns, occurrences, incidents and propose solutions and safety improvements

Non-punitive Employee Reporting Programs

• Flight Ops (Pilots)
• Flight Service (Flight Attendants)
• Dispatch
• Tech Ops (Maintenance & 

Engineering)
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Total Safety Reports (Jan 2016 – Sept 2016)

3911/17/2016

0

200

400

600

800

1000

1200

Jan Feb Mar Apr May Jun Jul Aug Sep



Safety Culture Transformation Timeline
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1994

1st Voluntary 
Employee 
Reporting 
Program 

(Flight ASAP)

2009

Just Culture 
applied to 

ASAP

2011

“Just” Policy

2012

SMS

2013
Critical 

Behaviors

2015
General 
Hazard 

Reporting

2016
Ramp 
LOSA

1997 – 1st

Dispatch ASAP

2005
MEDA

2009
Cabin ASAP

Reporting

2010 –
SLU led 

Safety Culture 
Assessment

Just Culture

Nov. 2011 –
LAA Bankruptcy Filing

Distressed Carrier

Jan. 2012 –
Bankruptcy Risk Meeting

SMS

1998 – 1st

Maintenance ASAP

2006
FOQA

2011
FRMS

2012
Flight LOSA

Dec. 2013 –
AA/US Airways 
Merger



American Airlines – an Industry Leader in SMS
American Airlines continues to be an industry leader:
• Hosted the 2016 SMS Industry Forum
• Hosted the 2016 Regional Airline Association SMS Conference
• Hosted a 2-Day SMS/Root Cause Analysis Training for the industry – 85 

industry peers attended and gave excellent reviews
• Hosting SMS Dangerous Good Summit for regulators and industry
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Thank you for your time!
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