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Presenter
Presentation Notes
2020/04-28-188(I)PP Original Author: Ken Kelley Name (4/13/2020); POC Guy Minor, AFS-850 Airworthiness Lead, Office 707-704-3530; revised by OriginalThis is the title slide for NormsScript -  We have included a script of suggested dialog with most slides.  The script will always appear in a non-italic font.  Presenters may read the script or modify it to suit their own presentation style.  See template slides 5 and 6  for examples of a slides with script.Presentation Instructions - (stage direction and  presentation suggestions) will be preceded by a  Bold header: the instructions themselves will be in Italic fonts.  See slides 2, 3, and 4 for examples of slides with Presentation Instructions only.Program control instructions - will be in bold fonts and look like this:  (Click) for building information within a slide;  or this:  (Next Slide) for slide advance.Background information - Some slides may contain background information that supports the concepts presented in the program.  �Background information will always appear last and will be preceded by a bold  Background: identification.The production team hope you and your audience will enjoy the show.   Break a leg!   (Next Slide) 
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Overview

• Define Norms

• How are Norms developed

• Effects of Norms

• How to Make Things Better

Presenter
Presentation Notes
The objective of this presentation is to define Norms. We will discuss how Norms are developed, the effect Norms have on an organization, and how to make things better.(Next Slide) 
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• Are standard practices, rules of  behavior, 
usually unwritten

• Are usually developed to solve problems that 
have ambiguous solutions

• Are short cuts or unapproved practices

Norms

Presenter
Presentation Notes
Norms are defined as standard practices, They are the unwritten rules of behavior that are considered acceptable in a group. �Norms tend to be developed to solve a problem where the solutions appear to be ambiguous. Norms are often short cuts or unapproved practices. They are generally meant to gain an advantage such as working around a local situation or gaining efficiency. (Next Slide) 
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Norms

• Are encouraged or tolerated by the group

• Have the potential to cause damaging errors

• When people know what is expected of them 
they tend to comply

Presenter
Presentation Notes
(Next Slide) 
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Standard practices, usually 
undocumented, adopted by 

an organization or group

Existing norms don’t make it right
Follow good safety procedures

Presenter
Presentation Notes
The Dirty Dozen Human Factors poster series list Norms as one of the workplace influences of human Error. Be aware of and use the Dirty Dozen Safety Nets to help ensure your work is completed properly. Always work as per the instructions or have the instructions changedBe aware that Norms do not make it right(Next Slide) 



Federal Aviation
Administration

7

Types of Norms

Positive

Negative

Presenter
Presentation Notes
Norms come it two types:  Positive Norms and Negative Norms(Next Slide) 	
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Positive Norms

Are effective and appear to have an overall 
positive impact on the organization

Presenter
Presentation Notes
Positive norms are effective and appear to have an overall positive impact on the organization. Positive norms can have the effect of improving a process or procedure. Norms of this nature should go through the process of making them an addition or amendment to the organization’s operations after a thorough analysis reveals that there are no adverse consequences or regulatory issues. (Next Slide) 
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Examples of Positive Norms

• Always work as per the instructions or have 
the instructions changed. 

• Be aware that Norms do not make it right
• Be Productive
• Confess when you make a mistake
• Don’t pick your nose in public and when 

your body makes noise say “excuse me”

Presenter
Presentation Notes
Norms can be very good for an organization. The Dirty Dozen safety nets are examples of Positive Norms. There many others. Treat people with respect, be honest, be on time, pay attention, say please and thank you.(Next Slide) 
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Negative Norms

Are ineffective and can have a negative 
impact on the organization

Presenter
Presentation Notes
Negative Norms have a negative impact on an organization. They tend to be ineffective with respect to time and resource management. (Next Slide) 
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Examples of Negative Norms

• Verbal turnover

• Working without using a maintenance manual
• Signing for work not done in order to get the 

aircraft out on time

• “That’s how we do things around here!”

• “I don’t care about the FAA and their stupid 
rules. I have customers to please”!

Presenter
Presentation Notes
Here are some examples of negative norms that can happen in an organization. We must all do our part to recognize negative norms and remove them from our way of doing business.(Next Slide) 
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Norms - Normalized Deviance

Operational
deployment

System 
design

Baseline performance

Procedural Drift (From the book, The Field Guide to Understanding Human Error, By Sidney Dekker, 2006)

Presenter
Presentation Notes
This slide describes why the unwritten rules of behavior can be so dangerous. The fact they are unwritten and are malleable to the situation leads to normalized deviance. System Design - When the system is designed and still on the drawing board it is “perfect”. The design accounts for all anticipated hazards. (CLICK) �Operational deployment: At this point this “perfect system is exposed to the vagaries of environment, organization, equipment and people. (CLICK) �Base line performance: The design calls for a certain base line performance. Baseline performance is the standard that must be maintained at all times to keep the operation well away of hazard during operation. This performance is defined by laws, rules, policy and procedures. (CLICK) �Operational Performance: Practice often does not meet the base line performance. This is due to some very rational reasons. For instance, due to rules being “overwritten”, that is, written for worst case situations, there is usually room to make production or optimize some aspect of the job by violating the Base Line Performance Goals. The violation is normally very slight at first. It is human to project past success into the future so if the deviation or deviations from the baseline performance didn’t cause a problem then soon it becomes normal. Since violating one rule worked well then perhaps there is efficiency to be gained by violating others. Before long the violation of procedures becomes the norm. It is a slippery slope and the gradual nature of the drift makes each deviation seem very slight. Each very slight deviation adds up though. This is reflected in the downward path, the expanding safety girth, of the Operational Performance line. Each slight deviation drives it further from the Baseline. (Next Slide) 
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Safety Threat

Norms - Normalized Deviance

“Procedural drift”

Operational
deployment

System 
design

Baseline performance

Procedural Drift (From the book, The Field Guide to Understanding Human Error, By Sidney Dekker, 2006)

Positive 
Norms

Deviations

Presenter
Presentation Notes
Procedural DriftWhile a mismatch between procedures and practice almost always exists, it is never constant. The mismatch can grow over time, increasing the gap between how the system was designed (or imagined) and how it actually works. This is called procedural drift: the slow, incremental departure from initial written guidance on how to operate a system. (CLICK)The Safety Threat line depicts the ever changing nature of operational hazard. Hazards of operating aircraft, weather, environmental factors affecting working conditions, new employees, new aircraft or new maintenance equipment, and employee personal issues all contribute to the fluctuations of the Safety Threat. This is why it is so difficult to determine when and where the Safety Threat and the Operational Performance will intersect resulting in an accident. When the deviation of operational performance finally sags to the point it intersects the safety threat and there is an accident everyone is shocked at how far from the standard the organization has deviated. (CLICK)Crash  (CLICK)The Red Arrow depicts the pressure of Positive Safety Norms. The collection of the beliefs, perceptions and values that employees share in relation to risks within an organization also known as the safety culture. (CLICK)(Next Slide) Background:Norms-Normalized Deviance Procedural Drift (From the book, The Field Guide to Understanding Human Error, By Sidney Dekker, 2006)There are two ways of looking at a mismatch between procedures (Baseline Performance) and practice (Operational Performance):•One view as non-compliant behavior, or "violations". People who violate the procedures put themselves above the law. Violations are a sign of deviance. "Violation" is a label that you impose from the outside. From that position you can see a mismatch between what people do locally and what they are supposed to do, according to your understanding of rules governing that portion of work.•Second view as compliant behavior. Even though actual performance may mismatch written guidance, people's behavior is typically in compliance with a complex of norms, both written and implicit. Getting the job done in time or with fewer resources may be a mark of expertise against which real performance is scored, both by peers and superiors. This may be more important (even to management) than sticking with all applicable written rules. In this case you want to understand, from the inside, how people see their behavior as conformant, not deviant.While a mismatch between procedures and practice almost always exists, it is never constant. The mismatch can grow over time, increasing the gap between how the system was designed (or imagined) and how it actually works. This is called procedural drift: the slow, incremental departure from initial written guidance on how to operate a system. (CLICK) If the deviation or deviations from the Baseline performance didn’t cause a problem then soon it becomes routine. Since violating one rule worked well then perhaps there is production to be made violating others. Before long the violation of procedures becomes the routine. It was a slippery slope and the gradual nature of the drift made each deviation seem very slight. Each very slight deviation adds up though. This is reflected in the downward path of the Operational Performance line. Each slight deviation drives it further from the Baseline. The following are what lie behind procedural drift:  •    Rules that are over designed •    Emphasis on local efficiency or cost effectiveness •    Past success is taken as guarantee of future safety. •    Departures from the routine become routine. (Next Slide) 
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Norms - Normalized Deviance

“Procedural drift”

Operational
deployment

System 
design

Baseline performance

Procedural Drift (From the book, The Field Guide to Understanding Human Error, By Sidney Dekker, 2006)

Positive 
Norms

How do we promote 
Positive Norms?

Presenter
Presentation Notes
How do we promote Positive Norms?(Next Slide) 
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Promote Good Norms

• Identify Your Norms

• Assess Your Norms

• Identify Positive and Negative Norms

• If There is a Problem - Admit it

• Make the Commitment

• Walk the Talk

Presenter
Presentation Notes
Build a safety first culture in your organization by doing the following:Identify your norms. Bear in mind that norms are so comfortable – so much a part of the culture – that often we don’t know they are there. That’s why it is so important to listen to the folks who are new to a culture. They can see issues that have become so ingrained that experienced team members do not notice them. Observations from folks who are new to a culture are very valuable.Assess your norms. Observe and record the norms your team uses. If there is a problem - admit it. Find and admit that there is a problem. Set up an employee reporting system. Encourage employees to point out shortcomings in the system. Base bonuses on reporting.Make the Commitment. Write a Just Culture disciplinary policy that promotes free and frank reporting. Listen without retaliation, Find ways to correct the issues.Walk the Talk. Say what you do and do what you say. (Next Slide) 
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Promote Good Norms

• Train and Empower

• Effective Safety Team Meetings

• Discuss Norms

• Use your influence to change negative norms

• If you’re sure, maintain your standard!

Presenter
Presentation Notes
Train and Empower. Train and empower your employees to find problems and develop solutions. Make them part of the team.  Effective Safety Team Meetings. Hold regular company safety meetings to review what was found wrong, what was done to fix the issue and whether those mitigations work as planned. If adjustments need to be made make them as soon as practical. Having a positive safety culture in place will ensure compliance thus driving the Operational Performance and Procedural Drift back towards the Baseline Performance line.This can be accomplished by discussing the norms and using your influence in the group to change the negative norms.  If you believe you are correct then stand your ground and maintain your standards.It can take real courage to stand up to the group and point out that the group norm does not meet the rule, or the published procedure. Bear in mind that a little pain in the present can save major pain in the future. (Next Slide) 
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Conclusion

• Questions or comments?
• FAASafety.gov
• AMT Awards Program
• GA Awards Program
• We want your feedback

Presenter
Presentation Notes
Presentation Instruction:Read the List and discuss each item.(Next Slide) 
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“The Field Guide to Understanding Human Error,” 
-Sidney Dekker, 2006

Presenter
Presentation Notes
If you are interested in learning to pull useful information from employee reporting you might like The Field Guide to Understanding Human Error, By Sidney Dekker, 2006.Presentation Instruction:   �You may wish to provide your contact information and main FSDO phone number here.  Modify with Your information or leave blank.   (Next Slide)
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Presenter
Presentation Notes
Presentation Note:Your presence here shows that you are vital members of our General Aviation Safety Community.  The high standards you keep and the examples you set are a great credit to you and to GA.Thank you for attending.(Next Slide)
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