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1.

OBJECTIVE OF GUIDE

Members of the Civil Air Navigation Services Organisation (CANSO) are committed to the
improvement of their services. As part of this commitment, organisations share their
practices in efforts transfer learning across the industry.

This guide captures:

e The practices of an Air Navigation Service Provider (ANSP) in one element of the
CANSO Standard of Excellence (SoE) in Safety Management System (SMS). The
practices of this ANSP have been recognized by their peers as being an optimised
practice within the industry (see Figure 1). The optimized practices have been
selected on the basis of their novelty, innovation or the recognition of their
potential to manage operational risks.

A Level E. OPTIMISED

SMS processes and/or requirements set international best practice, focusing on
innovation and improvement.

Level D. ASSURED
Evidence is available to provide confidence that SMS processes and/or requirements are
being applied appropriately and are delivering positive, measured results.

Level C. MANAGED
SMS processes and/or requirements comply with ICAO Annex 19 and are formally documented and

consistently applied.

Level B. DEFINED
SMS processes and/or requirements are defined but not yet fully implemented, formally documented or

consistently applied.

SMS Effectiveness

Level A. INFORMAL ARRANGEMENTS

SMS processes and/or requirements are not routinely undertaken or depend upon the individual assigned to the task.

SMS Maturity ’

Given the dynamic nature of safety management, the practices presented in this
document may be superseded. CANSO will publish updated best practice guidance.

APPLICATION OF THE GUIDANCE

CANSO recognizes that this guidance will not be relevant to all ANSPs. The maturity of
any ANSP’s Safety Management System will be dependent on their specific context. This
context will be a reflection of factors including the size and complexity of the
organisation, domestic regulations and the risk appetite of the organisation.

ANSPs do not necessarily need to adopt all the practices and processes promoted by
CANSO, but consider the relevance of the practices promoted in this guide to their
operational environment.

OPTIMISED PRACTICE
This guide addresses a SMS process which was identified in 2020 as being optimised, it
details how one Air Navigation Service Provider, NAV CANADA, develops its annual safety
plan based on identified top operational safety risks and SMS opportunities. The



approach was reviewed by a panel of experts from the Next Generation SMS Workgroup
of the CANSO Safety Standing Committee. The approach meets both the CANSO and
International Civil Aviation Organisation’s requirements for Safety Risk Management,
Safety Performance Monitoring and Measurements, and Continual Improvement of the
SMS (see below).

SCOPE OF GUIDE

This guide aims to provide an insight into why and how NAV CANADA developed,
implemented, and maintains a risk and opportunity based corporate safety plan.

APPLICABLE STANDARDS AND REQUIREMENTS

This guide applies to three of the study areas in the CANSO Standard of Excellence in

Safety Management Systems (2018) as shown below. CANSO Standard of Excellence in
Safety Management Systems.pdf (icao.int)
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Hazards to operations are
reported and assessed.

Hazards to operations

are not highlighted
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staff. However, ricks 1o
operations are recognised.

The organisation is
developing processes
to assist in the
identification and
reporting of hazards.

The crganisation is
developing processes
to assess the rigk

that hazards pose to
operations.

The organisation is
developing processes
to document the
existence of hazards
and their risk levels

The organisation has

a sufficient number of
qualified employees to
assist in identifying and
assessing hazards.

The organisation has
taken reasonable steps
to identify all hazards
affecting its operations.

The organisation’s
hazard identification
process is based on a
combination of reactive,
proactive and predictive
methods of safety data
collection

The crganisation regularly
includes stakeholders

in its identification and
assessment processes.

The organisation addresses
identified hazards as part
of its process to improve
safety performance.

The organisation reviews
and updates its hazard
identification and analysis
processes at least once
every five years.

The organisation monitors
whether the hazard
identification process is
appropriately applied.

The organisation has set
best practice(s) for safety
management for this
objective and is willing
to share those with other
ANSPs/organisations.
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Assessed risks are
mitigated or controlled.

There ig limited
understanding of the need
to mitigate or control

rigk, even when risks are
recognised.
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acknowledges the need
to mitigate and control
risks.

The organisation has
defined the level of
risk that individual

managers can approve.

The organisation is
establishing processes
to document how
appropriate controls and
mitigations should be
selected.

The level of analysis,
assessment, mitigation
and control of risk
being undertaken is
proportionate to the
severity of the risk
outcome.
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documents and
enforces the level of risk
that its managars can
accept.

The organisation reviews
the level of risk it can
accept at least once every
five years on the basis of its
performance.

The organisation reviews its
level of risk to ensura it is in
line with the risk tolerance
level of its governing body
{e.g., board).

The organisation has set
best practice(s) for safety
management for this
objective and is willing
to share those with other
ANSPs/organisations.
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regularly evaluates the
effectiveness of these
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management goals and
targets.

OPERATIONAL AND ORGANISATIONAL CONTEXT

The Corporate Safety Plan has been a foundation for NAV CANADA's improvements in
safety for over two decades. It provided the impetus for numerous improvements to
operational safety, from the implementation of the Safety Management System (SMS)
through to the Normal Operations Safety Survey, and the ongoing development of the
NAV CANADA Safety Information System. These activities have led to the mature SMS
that NAV CANADA has today, with well-defined and understood processes for the
management of operational risks to a level as low as reasonably practicable.




Over the years, the Corporate Safety Plan itself has remained consistent in concept;
however, it focussed more on SMS issues and opportunities for improvement than
operational issues which were addressed in other planning documents and processes. At
the end of fiscal year 2016 with many Safety Plan goals scheduled to close, an
opportunity arose to review the focus of the Plan to ensure the best support for the
Company'’s intended direction. During fiscal years 2017 and 2018, NAV CANADA set out
to modernize the Corporate Safety Plan and the reporting on its achievement.

The results of this modernization effort were reflected in the FY2019 Corporate Safety
Plan (produced in 2018). The effort resulted in the following enhancements:

o Includes activities to address the Company’s top operational safety risks (eight in
2019 and 2020 Safety Plans; nine in the 2021 and 2022 Safety Plans) as well as
implement SMS opportunities.

. Expressly demonstrates the link to corporate strategy, enterprise risk
management, and other corporate processes.

o Has multi-year goals supported by annual initiatives relatable to operational, day-
to-day activities.

. Has goal-driven measures including outcome measures (e.g., 75% of employees

are aware of the top risks, reduction in fatigue risk metrics as compared to
FY2019 Baseline, 75% of Safety Culture program measures have achieved target
levels, etc.) as opposed to just transactional measures (e.g., project completed,
system implemented, etc.).

. A targeted product for senior management and the Board of Directors; clearly
capturing risks, SMS opportunities, multi-year goal measures, targets and annual
initiatives, measures and targets.

. Structured quarterly reporting including full mid-cycle review with Goal Sponsors
to make necessary course corrections and plan adjustments, and a year-end
report clearly demonstrating achievement against the plan.

. A separate “face of safety” companion document, “Navigating Safety” targeted to
all employees to relay key information on achievements from the previous year,
and plans for the upcoming year.

The Safety Plan is the mechanism by which NAV CANADA fulfils its regulatory requirement
to set, monitor and report on safety objectives and goals. It is prepared annually, and
now contains:

. The safety goals that identify long-term (multi-year) improvements in safety
performance to be achieved in a specific time; and

. An action plan for the respective fiscal year, to support achievement of those
safety goals.

The Safety Plan is prepared for each NAV CANADA fiscal year (September-August), and
the safety planning process is coordinated and aligned with the timing and structure of
other enterprise-wide processes such as corporate strategic planning, and enterprise risk
management.
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SAFETY PLAN DEVELOPMENT AND REPORTING
GUIDELINES

7.1. INPUTS TO THE SAFETY PLAN

There are a number of processes that provide inputs to the development of the Corporate
Safety Plan, including but not limited to: the Corporate Strategic Plan (incl. strategic
priorities); safety objectives contained in the Corporate Safety Policy; the results of the
prior year’s Safety Plan; the Safety Risk Assessment; the Enterprise Risk Assessment; the
National Safety Trend Analysis; the annual SMS Management Review; and the CANSO
SMS Maturity Assessment.

These inputs drive the modification to existing, or development of new, Safety Plan goals
and initiatives.

7.2. TIMELINE /CYCLE

The annual Safety Plan is prepared for each NAV CANADA fiscal year (September —
August). The planning for the upcoming fiscal year begins in February. Goals and their
associated measures and targets are set and approved first, in April, and then the action
plan for the fiscal year is developed. The full Plan is approved in July. Should updates be
required due to new inputs received following fiscal year end (e.g., year-end safety plan
report; safety risk assessment), the Safety Plan is updated and re-submitted for approval
in October.

Reporting on achievement of the Safety Plan is done on a quarterly basis.

7.3. DELEGATED AUTHORITIES
Delegated authorities have been assigned for the approval of the Safety Plan, as well as
changes to it.

In general, Executive Management Committee (EMC) reviews and endorses the Plan prior
to presentation to the Board of Directors Safety Committee (BSC) for approval. The Vice-
President and Chief Safety and Quality Officer, Vice-President and Chief of Operations,
Vice-President and Chief Technology and Information Officer, and the CEO also endorse
all BSC presentations and reports related to the Safety Plan prior to presentation at the
quarterly BSC meetings.

Any changes or modifications to the Safety Plan must be endorsed by EMC and approved
by the BSC.

Those incentivized by the success / completion of the Safety Plan can endorse and make
recommendations, however only the BSC can approve the Safety Plan, and it is the BSC
that makes final determination on its year-end achievement.

Goal Sponsors develop and approve goals and their associated initiatives, and are
responsible for monitoring and ensuring their completion or achievement.



7.4. MEASURING SUCCESSFUL COMPLETION OF THE SAFETY PLAN
The Board of Directors Safety Committee approves the method by which overall
achievement of the Safety Plan is determined, and at fiscal year-end, provides that
determination.

Success of the Safety Plan is measured by a weighted completion rate of the percentage
of Initiatives (by high, medium, low priority) considered “completed/achieved” at year-
end as assessed against the initiative’s measures. The plan is considered successfully
completed if a weighted completion of 90% is achieved and approved by the BSC. The
BSC has the discretion to approve the completion of the Safety Plan irrespective of
whether or not the Plan meets the target weighted completion rate by taking into
consideration a variety of factors.

Completion / achievement of Safety Plan Goals is also monitored and reported on;
however, these do not impact the successful achievement of the annual Safety Plan.

7.5. IDENTIFICATION OF TOP OPERATIONAL SAFETY RISKS AND SMS
OPPORTUNITIES

The top operational safety risks are determined through the Safety Risk Assessment
process. Risk targets are set through the same process. The top operational safety risks
remain in the Safety Plan if management deems it to be an ongoing risk requiring
continued mitigation efforts or until such time as the risk score reaches its target level.

The SMS opportunities are identified through a variety of inputs including but not limited
to the National Safety Trend Analysis, the SMS Management Review, and the CANSO SMS
Standard of Excellence Maturity Assessment benchmarking exercise.

Both the operational safety risks and the SMS opportunities must be related to one or
more safety objectives (which are documented in the corporate safety policy).

7.6. REVIEWING AND SETTING GOALS

For each top operational safety risk and each SMS opportunity, at least one long term
(multi-year) goal is identified, and a goal statement supported by a short narrative
describing the goal is documented. Goals related to the top operational safety risks are
set to reduce these risks to a level as low as reasonably practicable. Goals related to SMS
opportunities are meant to improve operational safety and the Company’s Safety
Management System. Each goal has a senior management level goal sponsor who
identifies goal measures and targets

As a starting point, Goals from the previous year are carried forward to the new Safety
Plan until such time as each Goal measure has been completed / achieved in accordance
with the Goal target, AND all of the Initiatives associated with that Goal have also been
achieved / completed in accordance with their measures and targets.



If all of the Goals associated with a top operational risk or an SMS opportunity are marked
as completed / achieved, yet the operational risk or SMS opportunity remains, then new
goals are developed collaboratively between the Goal Sponsor and Safety and Quality.

During discussions with each Goal Sponsor, any new Goals that may be appropriate in
order to reduce the operational safety risk or seize the SMS opportunity are identified.

Per the Safety Plan development process, Goals are first endorsed by the EMC and final
approval is provided by the Board of Directors Safety Committee.

7.7. REVIEWING AND IDENTIFYING INITIATIVES

Following approval of the Goals, each Goal Sponsor identifies initiatives and/or the
appropriate person(people) with whom to speak to further detail the initiatives.
Initiatives are projects or activities intended to take place during the fiscal year with
associated measures that are expected to be met by fiscal year end. Safety and Quality
works with the Initiative Owners (OPIs) to describe these initiatives, including how they
will contribute to achievement of the Goal.

Initiative OPIs should consult with all parties who would be involved in implementing the
initiative in order to assure their availability, and agreement with the narrative and
measures associated with the initiative’s write-up in the Safety Plan document. This is
also an opportunity to identify other related initiatives where work could possibly be
leveraged as well as avoid duplication of efforts or overlap in work.

Any Initiative that was not completed / achieved in the previous fiscal year is considered
carry over (in part, or in full) to the new Safety Plan.

For Goals that have multi-year action plans, the Initiatives associated with the relevant
fiscal year are added to that year’s Safety Plan. Per the Safety Plan development process,
Initiatives are approved by the relevant Goal Sponsor, by EMC, and the Board of Directors
Safety Committee.

Safety Plan Initiatives are prioritized as either high, medium or low. Initiatives providing
greater value have greater priority. While there is no clear defining line between
priorities, guidance in assigning priority to each Initiative is provided.

7.8. SETTING GOAL AND INTIATIVE MEASURES
Goal and Initiative measures are set to assist in determining whether success has been
achieved.

Goal and Initiative measures can be either output or outcome based. Output measures
tell the story of what was produced, or the activities undertaken. Output measures do
not however address the value or impact of the activity. On the other hand, an outcome
is the level of performance or achievement that occurred because of the activity.
Outcomes quantify performance and assess success.



Safety Plan Goals and Initiatives must have at least one measure each, however they
should not have more than 3 (each). If only one measure is listed for a Goal, it must be
indicative of the expected outcome(s). It is recommended that initiatives also use
outcome measures whenever possible, though in some cases, transactional or output
measures may be the only type available. For example, for a goal related to mitigating
the risk of runway incursions, creating a measure for reducing the rate of runway
incursions is preferred to a measure for conducting a series of meetings regarding runway
incursions, because the meetings may or may not mitigate the risk.

To identify outcome measures, first describe the outcomes you want to achieve (what
does success look like?); turn the identified outcomes into a quantitative measure (e.g.,
participation rates; levels of satisfaction, changes in behaviour; or risk levels); confirm
that the desired outcomes are actually linked to the outputs or activities; and confirm that
you have the appropriate data to confidently and appropriately communicate the impact
and value.

Measures should be reliable and reproducible to minimize the potential for bias, but more
importantly useful in justifying the commitment of scarce resources to collect and track
the data. If the measure does not guide improvement efforts, then data collection should
be reconsidered.

Goal Sponsors and Initiative Owners (OPIs) will identify and approve the targets prior to
the Plan being sent to EMC and the Board Safety Committee for approval.

7.9. DOCUMENTING THE SAFETY PLAN
There are multiple target audiences for the Safety Plan. These audiences and their use of
the Safety Plan is shown in the table below.

Audience Use / Purpose
e  All employees e  General information / awareness about the organization’s safety
priorities, and upcoming activities
e  Goal Sponsors and Initiative OPIs e  Target setting and action planning

e Oversight, monitoring and reporting

e  Executive Management Committee e  Safety planning including ensuring alignment with the corporate

(EMC) strategic direction
e Oversight and monitoring
e  Board of Directors Safety e  Oversight and monitoring
Committee

At a minimum, the Safety Pan shall contain:

. Safety goals that identify long-term improvements in safety performance to be
achieved in a specific time; and
o An action plan for the respective fiscal year, to achieve those safety goals.

The annual Safety Plan is based on both the top operational safety risks derived from the
corporate safety risk assessment and the SMS opportunities as identified during the
Safety Plan development process. The Safety Plan is organized into three main sections:

. Operational Safety Risks;



o SMS Opportunities; and
o Closed / Monitored Goals.

For each top operational safety risk and each SMS opportunity, multi-year goals are listed.
One or more measures with targets are listed for each goal. Goal measures that have
been achieved / completed in a previous year, or those set to be completed / achieved in
a future year, are listed for reference and completeness of the Plan. A Goal Sponsor is
identified for each Goal. Goal Sponsors are typically a Senior Manager (Director and
above). Occasionally goals may have joint sponsorship.

Each open goal must have one or more initiatives in the Safety Plan, to be completed that
fiscal year. One or more measures with targets are listed for each initiative. Each
initiative has an identified person as the ‘owner’ (OPI); occasionally an initiative may have
joint ownership.

There are three types of Goals that are listed in the “Closed / Monitored Goals” section:

o Goals where all associated goal measures have been achieved, and initiatives have
been completed; these are marked as “Closed”;
o Goals for which the safety benefits may not be immediate apparent and the data

for a follow-on measure is pending; these are placed in a monitoring status since
there is no active pursuit towards these goals; and ;

. Goals where development and initial implementation has taken place however full
implementation will take many years; these are place in a monitoring status.

Key elements of the Safety Plan are also documented in other publications such as the
Corporate Strategic Plan and Navigating Safety, and shared through safety awareness
campaigns (e.g., to communicate the top operational safety risks).

7.10. PUBLISHING THE SAFETY PLAN

Safety and Quality publishes the Safety Plan in both English and French. The Safety Plan
is made available to all employees on Central. Announcements of its availability are done
through appropriate channels as set by Corporate Communications (e.g., NAV CANADA
NOW), intranet landing page, etc. The Safety Plan may also be provided to key
stakeholders such as Transport Canada, as appropriate and if requested

7.11. SAFETY PLAN REPORTING
The Safety Plan approved by the BSC forms the basis for quarterly and year-end
reporting.

The Safety and Quality Department reports on a quarterly basis to the EMC and to the
BSC. The quarterly reports include:

o the completion status of the Plan as at the end of the quarter (i.e., YTD), as well
as a forecast at fiscal year-end;
o a summary of initiatives completed during the quarter including (where possible)

their impact on safety;



o identification of any issues / challenges realized during the quarter or expected to
be encountered prior to fiscal year-end (heads-up); and

o requests for changes to the Safety Plan. The Q4 year-end report to the Board of
Directors Safety Committee includes a request for variances as necessary and a
detailed close-out report.

Initiative Owners (OPIs) contribute to the quarterly updates by providing narratives and
an assessment of initiative measure status; however only the Safety and Quality
Department can formally assess a Goal or an Initiative (or its measure) as having been
completed/achieved following review of supporting evidence. OPIs also provide a
forecasted completion date (provided at Q1 only), and a forecasted year-end status
during the Q1, Q2 and Q3 updates.

As part of the Q2 reporting process, a meeting with all Goal Sponsors is held to review
the Q2 status as well as the year-end forecast. This meeting is particularly important
when the internal and/or external environment changes suddenly, as the impacts on the
achievement of the Safety Plan will need to be discussed with the BSC.

As part of the Q4 reporting process, a detailed report providing a summary of the Plan
including changes made throughout; year-end status of goal and initiative measures;
year-end status of achievement against the overall weighted completion; detailed
initiative tracking sheet for each quarter; detailed narrative on each and any initiative
assessed as incomplete or not achieved; and recommendations for variances as necessary
against measures or targets.

On an annual basis, Safety and Quality publishes Navigating Safety which is made
available to all employees (in hard copy and/or electronically), to inform them on the
contents of the current fiscal year’s Safety Plan, and to report out on highlights of
accomplishments of the previous fiscal year’s Safety Plan.

7.12. VARIANCES AND CHANGES

Modifications to, or additions or abandonment of a Safety Plan Goal, Initiative, Measure or
Target are considered changes to the Plan itself. These types of changes may take place
mid-cycle (throughout the fiscal year); however, should be considered only when there is
a significant change in factors within the safety environment. These types of changes
generally result from circumstances or factors outside of NAV CANADA's control; for
example, new or modified legislative or regulatory requirements, new risks, or impacts
(+/-) of associated stakeholders.

Variances against the Safety Plan are to be requested only at fiscal year-end (Q4 report)
and must be approved by the Board of Directors Safety Committee. Requests for
variances typically result when an Initiative is completed during the fiscal year but may
have missed the target measure. An initiative may have one or more measures; for an
initiative to be considered “completed/achieved” at year end, all its associated measures
must have met their related target.



8.

SUMMARY

The practices in this guide present an example of how one ANSP has designed and
implemented a risk and opportunity-based safety plan. Through the implementation of
this approach, NAV CANADA has improved alignment between safety planning and other
enterprise-wide planning processes; focused company-wide efforts and resources on key
operational safety risks; introduced outcome based performance measures; and
strengthened management commitment to safety.



9. APPENDICES

The following three appendices are provided as additional guidance in the development
and reporting on the safety plan:

o Appendix A — Safety Plan Quick Reference Guide
o Appendix B — Example Safety Plan Goal and Initiative
o Appendix C - Example PowerBlI Summary Report



Appendix A — Safety Plan Quick Reference Guide
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SAFETY PLAN DEVELOPMENT

& REPORTING GUIDELINES

Quick Reference Guide

The following Quick Reference Guide (QRG) is meant to assist Safety Plan Goal Sponsors and
Initiative OPIs fulfil their Safety Plan development and reporting responsibilities. Additional
details are found in the full Corporate Safety Plan Development and Reporting Guidelines (SQ-
GUIDE-001-01-01) document.

contact Safety and Quality’s Manager Safety Planning and SMS Development
with any questions.

Context

The NAV CANADA Safety Plan:

e is the mechanism by which the Company fulfills its regulatory requirement to set,
monitor and report on safety objectives and goals;

e is the vehicle used at the corporate level to manage the top operational safety risks, and
guide and improve safety management;

e is published annually, aligned with the company’s fiscal year;

e contains safety goals that identifies long-term (multi-year) improvements in safety
performance to be achieved against identified goal measures;

e contains an action plan (initiatives) for the respective fiscal year to support achievement
of those safety goals; and

e is approved by NAV CANADA'’s Executive Management Committee (EMC) and the Board
Safety Committee (BSC).
Reporting on the achievement of the Safety Plan is done through:
e quarterly status updates to the EMC and the BSC;
e amid-year review including forecast to year-end with the Goal Sponsors;
e an annual year-end report to the EMC and the BSC; and
e an annual summary report (Navigating Safety) to other key stakeholders including

employees and the Regulator.

Page | 1
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Timeline / Cycle

The annual Safety Plan is prepared for each fiscal year (September-August). The planning for
the upcoming fiscal year begins in February and the Plan is approved in July. If updates are
required to reflect new inputs received following fiscal year end, the Safety Plan is updated and

re-submitted for approval in October.

Ql Q2

Q3

Q4

(Sept — Nov) (Dec — Feb) (Mar — May) (Jun — Aug)
SMS Mgt. Review ,  Nat'l Safety Trend Analysis: Corp. Strat Plan
[ A O
Unit Risk Register ; | CANSO SMS Mat. Assess
| |
Related ! ; Safety Risk Assessment
Activities f ! h
Inputs to C5P i Enterp:rise Risk Assessment '
. L]
| Corﬁorate BudEet i
Planning ' |

Updates / Edits

Final Safety Plan (updsted fedm tuly # requived)
i

Goals & Goal Ms 2cures

Initiatives & Initiative Measures

Q4/YE Report i Q1 Report : Q2 Report
L : |
Safety Plan i : )
Reporting | Mid-Yr Review
Activities | -
Navigating Safety :

Format

Safety Plan

The Safety Plan is organized into three main sections:
e Operational Safety Risks;
e SMS Opportunities; and

e C(Closed / Monitored Goals.

Page |2
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Roles and Responsibilities

Key roles and responsibilities of all those involves in the Safety Plan development and reporting
process are summarized in the table below.

e Ensure Plan completion

Vice President,
Chief Safety
and Quality
Officer

e Approve the Plan and
recommend approval to EMC

. Provide quarterly status
reports to EMC and BSC

. Provide an opinion at FYE
regarding completion status

. Report year-end results to
EMC and the BSC

Role Responsibilities Role Responsibilities
Board of e Approve the Plan and any Goal Sponsor e  Primary contact for goal
Directors Safety changes e Develop and approve goals,
Committee e Receive reports and provide initiatives and measures
(BSC) feedback e Assign Initiative OPIs
e Approve the methodology to e  Ensure implementation of
determine achievement of goals & related initiatives
the Plan e  Monitor and report on
e  Approve completion of the achievement of goals
Plan at FYE e  Participate in Safety Plan
review meetings
Executive e Approve the Plan and Initiative Owner e  Provide input to the initiative
Management recommend approval to BSC (OPI) description, measure(s) and
Committee . Review and approve reports target(s)
(EMC) going to the BSC &/or Board e Complete / implement the
. Provide direction to SQ initiative

e Provide quarterly updates on
each initiative measure

e Provide evidence to support
completion/ achievement of
an initiative measure

e Coordinate quarterly
reporting

e Validate completion/
achievement of goals and
initiatives

e  Prepare quarterly reports to
the BSC

e  Prepare a detailed year-end
report

e Prepare and disseminate
Navigating Safety

e  Support internal audit of Plan

e Develop and maintain related
Plan development and
reporting tools and
documentation

Public Affairs and

Director, Safety | ¢ Manage all activities Corporate e  Provide information on the
and Human associated with the Planning and contents of the corporate
Performance development, monitoring and Performance strategic plan, and work with
Management reporting on the Safety Plan SQ to ensure alignment of the
(SHPM) e Lead a mid-year review Safety Plan
e Validate completion status of
goals and initiatives
e  Provide Safety Plan input to
Corporate Planning
e  Submit all BSC related
material to VP for approval
Manager, e Coordinate the development Internal Audit e Validate SHPM’s assessment
Safety Planning of the Plan of completion of Plan as
and SMS e  Monitor progress on required / scheduled
Advancement achievement of the Plan Communications, | ¢  Support the development and

design of Navigating Safety

Translation e Translate the Plan and
Services Navigating Safety
Information e  Support the development and
Management maintenance of the Safety

Plan data entry and reporting
tool(s)
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Reviewing and Setting Goals

Each top operational safety risk and SMS opportunity
must have at least one related long-term goal.

Each goal from the previous year's Safety Plan is:
e Carried forward to the new Plan; or

e Moved to the “Closed / Monitored Goals”
section of the new Plan if each Goal measure
has been completed / achieved in accordance
with the Goal measure and target, AND all of
the Initiatives associated with that Goal have
also been achieved / completed in
accordance with their measures and target; or

e Abandoned if no longer supporting the
reduction in operational safety risk or SMS
opportunity for improvement.

If all of the goals associated with a top operational
risk or an SMS opportunity are marked as completed
/ achieved, or abandoned, yet the operational risk or
SMS opportunity remains, then new goals are
developed.

Goals should be specific, measurable, achievable,
relevant, and time-bound (SMART).

Goal statements should include a noun, a linking
verb, and an adjective phrase or adverb phrase; and
each goal should be about just one thing.

The Goal Description is a short narrative (2-3
sentences) that provides context to the goal,
including any relevant background information
supporting why the goal is being set.

Goal Measures and Targets should, where possible,
be outcome based — what does success look like?
Each Goal must have at least one measure, and in
general no more than three.

EXAMPLES OF SAFETY GOALS, MEASURES
AND TARGETS

Runway safety risk information is

consistently and regularly captured,

measured and made available by FYXX

e % of runway safety events evaluated
against the framework (target ##% by
[date])

e Runway safety risk determined for each
site

e Information available by site;
service/facility type; FIR

Runway safety risk index is reduced to
ALARP at XX% of locations where the
risk is currently (FYXX) assessed as high,

by FYXX
e % of sites with runway safety risk indices
at ALARP

Information on System runway safety

risk at locations where the risk is

currently (FYXX) assessed as high is

shared annually

. Frequency of information sharing
activities (RSAT, local runway safety
teams) related to # of locations assessed
as high

e 9% of URR entries related to runway
incursions closed during the year

e  # of related SMS Follow-Ups performed

XX% reportable miscommunication

events between ATS and student/GA

pilots are captured

e  # of ATS-OIs with miscommunication as a
contributing factor compared to existence
of event marker in EXCDS

. # (or %) of reportable miscommunication
events reported vs observed during
Operational Validation (spot check)

. # (or %) of reportable miscommunication
events reported vs observed during
Proficiency checks

Increase the number of units logging SMS

follow-ups in NC-SIS

e 9% of units that have not logged any SMS
follow-up

Organizational safety culture improves by
XX pct. points over FYXX baseline
e Positive safety climate index

Goals (including changes to or abandonment of them) are approved by the EMC and the BSC.
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Reviewing and Identitying Initiatives

Initiatives are projects or activities that contribute to
the achievement of the goals. For goals that have
multi-year action plans, the initiatives associated with
the relevant fiscal year are formally added to that
year's Safety Plan.

Each goal must have at least one related initiative.

As a starting point, each incomplete initiative in the
previous fiscal year is carried over (in part or in full) to
the new Safety Plan.

The Initiative Title is the name of the initiative or
project and should be described in one sentence.
Begin with the related goal and ask “"how" or at the
word “by” to the end of the goal statement.

The Initiative Description is a short narrative (2-3
sentences) that provides context to the initiative,
including any relevant background information
supporting why the initiative is being undertaken.

Initiative Measures and Targets should, where
possible, be outcome based; however, more often
than not they will be output based - telling a story of
what was produced or the activities undertaken.

Each initiative must have at least one measure, and in
general no more than three.

EXAMPLES OF SAFETY INITIATIVES,
MEASURES AND TARGETS

Perform runway safety risk assessment

process for every ATS-OI

e % of runway safety risk assessments
compared to # of ATS-Ols

. Reliability factor of assessment > XX% for
at least XX% of the assessments

Provide training to safety investigators

. % of investigators trained by [date]

e Training materials developed as part of
investigator onboarding package

Identify the systemic and non-systemic

issues at locations where the risk is

currently assessed as high and develop

action plan(s) as appropriate

e Top issue identified at each location
where the risk is currently assessed as
high

e Top three common issued identified
company-wide

. Local, national, or regional action plan(s)
developed

Educate the Safety Pillars and local unit

management on importance of URR and

SMS Follow-Ups, and how to use them

effectively

e % of Safety Pillars (and/or local unit
management) who received training on
how to formulate a risk event in the URR
and monitor progress

e % of Safety Pillars (and/or local unit
management) who received training on
how to enter SMS follow-ups in NC-SIS

The Initiative Priority is assigned at the discretion of the Goal Sponsor.

GUIDANCE ON INITIATIVE PRIORITY
High | Medium Low
. addresses a regulatory requirement . addresses an upcoming / forecasted . is not related to a regulatory
or finding regulatory requirement requirement or a finding
. is critical to achieving the goal . resource constraints limit the . is important, but not critical to
. is critical to reducing a top available window for completion achieving the goal
operational safety risk to ALARP . contributes to the reduction of a . the timing is not critical
. affects all or most NAV CANADA medium operational safety risks . provides little safety value on
personnel . affects several organizational groups its own, but is linked to another
. is specifically listed in or directly or regions initiative of higher value
supports the Company’s strategic . completion affects completion of . affects a single organizational
plan other non-critical initiatives group or geographical region
. provides an opportunity to improve . provides an opportunity to improve . is not related to or does not
strategic decision making tactical decision making have other initiatives dependent
. provides significant safety value . provides some safety value on its on it
. affects other critical initiatives (i.e., own
has dependencies) . may affect other initiatives
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Tombstone Data

At the beginning of the fiscal year, Safety and Quality enters tombstone data (from the
published Safety Plan) for each goal and initiative into the reporting tool (Sharepoint List).

Initiative OPIs are requested to add the list of evidence they intend to use to support a
“completed/achieved” status for any given initiative measure.

Initiative OPIs are also requested to indicate which quarter in the fiscal year they believe the
initiative measure will be completed/achieved. The forecasted completion date (quarter) in the
database should not be modified once set in Q1. This completion forecast is used for planning
purposes only.

Reporting

Initiative OPIs enter the following data into the reporting tool (Sharepoint List) on a quarterly
basis for each initiative measure:

e status (using a drop-down menu);
e narrative (short description of what was done or achieved in the quarter);
e year-end forecast status (Q1-Q3 only); and

e year-end forecast narrative (Q1-Q3 only).

Safety Plan Updates
@ new item or edit this list
Q3 Update Allltems Q1 Update ==+ Find an item 0

¥ Initiative OPI(s)  Initiative Number  Initiative (Name)  Initiative Priority  Initiative Measure Initiaive Target ~ Req'd Evidence [l Q3 Measure Status Q3 Measure Narrative  YE Fest (Status, E Fest (namative) Q2 Measure Slatus Q2 Measure Narrative

The choices for the measure status use a colour-coding system. Descriptors are provided on the
next page.

When choosing the initiative measure status, it is important to compare against the target. Any
measure with a "Blue — completed / achieved status” must be supported by evidence. Initiative
OPIs upload this evidence directly into the Sharepoint list. Safety and Quality validates that the
provided evidence supports a completed/achieved status.

During the quarter an initiative is considered completed / achieved, Initiative OPIs provide
Safety and Quality with a very short summary including the safety benefits achieved. This
summary is included in the quarterly and/or year-end report to the BSC.
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Initiative
Measura
Status

Yellow

Mid-Year Quarterly Review (Q1, Q2, Q3)

Year-End [Q4)

Completed/fchieved

The measure is finished and
considerad complete and has
achieved its target

Completad/Achieved
or Accepted

The measure is finished and
considered complete and
achizved its target or a variance
between achizved and intended
target or thresheold accepted by
EMC and BSC

&n Schedule

The measure is on track overall
and is expected to mest its
planned target

N

ot applicable

Behind Schedule

The mezasure is behind scheduls
but is still expected to meet its
planned target

N

ot applicable

will Mot Meet Target

The measure will not meet its
planned targer but it is still
expected to be completed

Did Not Complete or
Maet Target

The measure was not
completed, or was completad
but did not meet its plannad
target (may signal request for
variance or change to target]

Mot Started

The measure has not started
beczuse it {or items undernsath
it) is not scheduled to start until
3 later date

N

ot applicable

The mezsure is intentionally
stopped or delayed but is
expected to continue af 3 lager.

The measure is intentionally
stopped or delayed but is
expectad to continue gt a later.

Deferred date. Its target nesds to be Deferred dste. Its target needs to be
changed accerdingly (signals changed accordingly (signals
change to plan) change to plan)

The measure is intenticnally The measure is intentionally

Abandenad stopped with no expectation to Abandenad stopped with no expectation to

centinue jn fhe near futurs
(signals change to plan}

continue jn tha near futuce
(signals change to plan)

Status

YE Forecasted
Initiative Measure

Quarterly Review (Q1, Q2, Q3)

will be complated [

The initiative measure is already or will be completed/achieved.

Achieved
Vellow Low Risk The initiative measure is at low risk of not being completed.
Orange At Rigk The initiative measure is at medium to high risk of not being completed.

will Not Complete /

The initiative measure will not be met / achieved.

Assessing Completion / Achievement of an
Initiative

Initiative completion is determined by the achievement of the initiative measure(s) against the
initiative measure target(s). Initiatives may have multiple measures; therefore, it is important to
note that the entire initiative is assessed by the status of the measure with the lowest status (e.g.
if one of the multiple measures is marked as Red, then the entire initiative is marked as Red).

Initiatives can also be considered completed/achieved if both EMC and the Board of Directors
Safety Committee have accepted a variance between a measure’s intended and achieved

outcomes (at fiscal year-end).
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Measuring Overall Completion of the Plan

Success of the Safety Plan is measured by a weighted completion rate of the percentage of
Initiatives (by priority) considered “completed/achieved” at year-end, as assessed against the
initiative's measures.

The Plan is considered successfully completed if a weighted completion rate of the percentage
of Initiatives considered “"completed/achieved” at year-end is 90% or greater. The weighting, as
approved by the EMC and the BSC, is high priority = 0.65; medium priority = 0.30; and low
priority = 0.05.

The BSC has the discretion to approve the completion of the Safety Plan irrespective of whether
or not the Plan meets the target weighted completion rate by taking into consideration a variety
of factors.

Completion / achievement of Safety Plan Goals is also monitored and reported on; however,
these do not impact the successful achievement of the Plan.
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Operational Safety Risk #7 — Similar-sounding aircraft identification
results in an aircraft responding to a clearance meant for another

aircraft.

Risk Owner: VP & Chief of Operations, and VP & Chief Safety and Quality Officer

Risk Rating (2021): 2.6

Risk Target: 2.2

Related Enterprise Risk(s): Loss of Operational System; Aircraft Accident

Goal OSR 7.1: Reduce the risk of call-sign confusion on ATS

frequencies

Goal Sponsor: Anthony MacKay

Goal Description: Working with industry partners, NAV CANADA will undertake efforts to reduce the
frequency of call-sign confusion. Similar call-signs used by aircraft operating in the same area while on

the same frequency often give rise to potential and actual flight safety incidents. This hazard is usually

referred to as “call-sign confusion”. The risk of call-sign confusion extends to air traffic service

personnel, and to pilots.

Goal Measures
Investment decision for call-
sign analytics program.

NAV CANADA facilitated
industry efforts to reduce call-
sign confusion risks.

Exposure to potential call-sign
confusion error for select
aircraft ident pairs as shown in
the similar sounding indents
(S51) dashboard.

Solutions to deconflict aircraft
ident pairs decrease the
potential exposure to call-sign
confusion risk due to SSI.

Initiative OSR
7.1.1:

Target
EMC decision on whether or not to
invest in program development.

Safety risks and potential mitigations
have been formally presented to

Canadian regulator and air operators.

Aworking group with the airlines
established, that seeks to identify

solutions to deconflict the aircraft ident

pairs.

Reduction of most prominently
conflicting 551 pairs, as compared to
FY2019 baseline.

Target Completion

Completed. NC-5IS Steering
Committee approved the
inclusion of call-sign analytics into
the NC-5IS project.

Completed. Guidance material
includes similar call-sign rule
recommendations and
encourages the use of alpha-
numeric ATC call-signs in parallel
to traditional numeric call-signs.
FY2021 . On track for completion
by FYE as planned.

FY2023

Explore the feasibility of expanding the dashboard to capture both General
Aviation, and cross-carrier conflictions

Currently the information in the dashboard is limited to carrier-specific
conflictions; GA and cross-carrier conflictions are not captured and therefore the
latent risk of call-sign confusion cannot be identified. This initiative involves
identifying the requirements to capture this data, as well as the implementation
activities necessary to expand the dashboard.

Priority: Medium
OPI: Kris
McGeough

Initiative OSR

Initiative Measures:
Feasibility assessment completed

Initiate conversations with Transport Canada regarding the issuance of “vanity
registrations for GA aircraft

Target:
FY2022

GA aircraft owners (particularly flight schools) are often assigned sequential civil
idents, for same or similar type aircraft that also often have the same or similar
colour scheme (look alike). This increases the probability that controllers,
specialists, and pilots will have difficulty distinguishing between aircraft. This
initiative involves presenting Transport Canada with evidence regarding the
challenges associated with the issuance of vanity registrations. The intent is to
establish dialogue around possible mitigations for future registration

7.1.2:

assignments.
Priority: Low Initiative Measures:
OPI: Kris

McGeough

Evidence presented to Transport Canada

Target:
FY2022
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Safety Plan Performance

Data Validation Date

Pending Validation
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?
Fiscal Year Fiscal Quarter
2021 hd el Q2 Q2
Weighted Progress o | Initiative Status Distribution Number of Initiatives by Priority and Status a4
Initiative Status Initiative Status
® 5 Risk 7(13.0%) ® ¢ Risk
® Completed ® Completed
90.6% &
0.0% N- 100.0%
90.56% = B
A7 (87.0%)
YEForscast  90.6%  Target O0% L Medium High

w  Initiative Priority  Number of Active | Completed Completed (%) Weighted Progress (%)

s NAV CANADA privileged, progrisrary and/or confidential inf ion and ik Intended
solely fior the use of the individualfs) or enrity with which it has besn shared. If you are not the intended recipisnt
pisase contact us ot powerbil noda.ca. This information is provided “as is” without warranty of any kind.
Any unautharized use. copying. disclosure or redistribution is strictly forbidden. NAV CANADA aecepts no li
far any damage cause=d by unauthorized use of the information.

_ Initiatives Initiative Status
3 High 20 e 95.0% 61.8% ®at Rk
2 Medium 23 24 82.8% 24.5% @ ehind Schedule
Low 5 4 80.0% 4.0% ® Completed
Total 54 47 87.0% 90.6%

®0n Track

Number of Initiatives by Quarter and Status

al Qz
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CANADA | SECURITE ET QUALITE
—

Fiscal Year Fiscal Quarter Initiative Priority Status

- Bl - vom

2021 ~ o @

Corporate Safety Plan

Goals and Initiafives

[ Data validation Date |

Pending Validation

Number of Initiatives per Goal by Status
Initiative Status

@ At Risk OSR 1.1 Implement the initial phase of the Cybersecurity portion of.

0SR 1.2 Enforce Code quality for sll developers using Gitlsh
® Completed OSR 1.3 Implement 3 test policy and test strategy as per project PR
OISR 21 Increase NAY CANADA's ANS Cyber Fosture
5% 2.1 Implement spproprizts recommendations from report Op...
©5R 3.2 Develop and implement a methadology To proscively ma..
OSR A1 Implement tools and procsdures to suppor APAS safery
057 5.1 Develop and implement 3 stratagy to reduce the volume 2.
OSR 6.1 Better undsrstand the risk of reduced vigilance and devels.
SR 7.1 Reducs the risk of call-sign confusion on ATS frequencies
SR E1 Mest Transport Canads sxpectations related to Fatigus M.
0SR.1 Implement sshect ICAD runway incursion prevention rece. .
057 9.2 Brosdn the spprosch used to capture, messurs snd rpo..
05SR10.1 Incorparsts human perfomance design into technology .-
OSR 10.2 Strengthen culture of reatiness 0 respond to maor oper...
£35R 103 Install duss! power redundsnit power systems at every ACC
05 10.4 Increase the robustness snd Fedbility of our AFTN Infrast
SR 105 Incresse the robustness and flexibility of the ANS Networ
SMS 1.1 Implement NC-515 Enhancements
SMS 1.2 Drive proactive use of NC-5I5 dats 10 improve ssfey pert..
SMS 1.2 Implement NSIGHTS Fiight visualiz

ion [replacement of R...
SMS 1. Introduce cbjective safety metrics associated with the 2xp...
SMS 2.1 Expand IQA Program to include all departments that de

SMS 2.1 Collzborate with industry partners on the sharing of prote...
SMS 3.2 Share on 3 timely basis, safety information from key SMS
SIS 4.1 Establish 2 well understood and defined safety risk regists

SMS 5.1 Integrate ssfety planning with strategic planning acrass M...
SMS 5.2 Build awareness regarding top cperational safety risks and...

SME 6.1 Strengthen the Safety Culturz Brogram at NAV CANADA
SMS 6.2 Undsrtake targeted initistives in the focus aress of the CA..
SM5 53

545 7.1 Advance the Company's spproach to monitar and continu..

tablish a comprehensive Safety Mansgement Training Pr...

SMS 7.2 Continuous impravement against world benchmarking me...

w i fu uw

.
)
r
Goal
All ~
Department Lead
All o

Numberof T1oi ey WD E

Priority Index 1

it Low Medium High

At Risk 1 5 1
Completed 4 24 19
Total 5 29 20

Percentage of Initiatives by Priority

At Risk 20.0% 17.2%
Completed 80.0% 82.8%
Total 100 100.0%

Number of Initiatives per Goal by Status
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