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Filling the critical gaps in technical capacity and addressing barriers to capability
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AboutProfessionals Australia

Professionals Australia is a networktledusands of engineersnanagerial and technical professionadsose mission is to
shape the future obur professiors based on the expressed wishespobfessionalthemselves; and to help our members
get the careers they deserve. We beliemg membersshould have a strong voice and more influence over the big issues
in their professiorandin their workplaces.

We are the union representing professiogal many aeas of the aviation industrgndthe Australian Public Service
including the Civil Aviation Safety Authority, Airservices Australia and the Australian Transport Safety Bureau.

As employees of th€ivil Aviation Safety Authoritpur members work in regulatory, surveillance and oversight rdlésy
are airworthiness inspectors, flying operatiomspectors and examinerengineers, professionals in policy development
and IT and a range of assoced roles.

As part of a comprehensive range of services, Professionals Australia advocates for members in workforce and
employmentrelated areas with the aim of positively impacting their operating environment and ensuring their interests
are represented &the policy and decisiemaking level. This includes advocating for ways to ensure proper workforce
development in particular industries including aviation.

We are a noffor profit organisation owned by our members.

About this discussion paper

/1 {! Q& N3XB jdajagityarditsSlyili§ odlischarge its obligatioisfundamentally underpinned by the knowledge,
experience and expertise of this workforce.

Professionals Australia members straxery dayto make a positive contribution to natiaining and improving aviation
safety across Australia. The aviation industry and the wider communitpmeheir dedication, attention to detail and
professionalism t@nsuresafe skies for alllThe Aviation industry underpins Australian business auodism and has an
estimated annual revenue of $43.54 billi@w, it goes without saying that the safe and reliable functioning of this industry
is absolutely in the national interest.
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Understaffing, wokload intensificationfailures to deliver critical training and professional developmantl a seemingly

endless process of restructuritgstretching the workforce to its limitRetirements, resignations arndactionto fill

vacant technical positiorsre putting ourreputationfor having one of the best safety records of any country in the world

at risk.The unprecedented reduction in corporate knowledgad resultant lack of oversighihcreases the very redsk o

a catastrophic accident.
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202021 and forward years. 20120 CASA is anticipating a ($3.4m) deficit for 2B@%nd will endeavour to maintain a
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Concern existamong the technical workforciat budget constraints could be driving thecruitment freezes
restructuresand changego procedures whiclkare currentlybeing rolled outThis, together with plummeting confidence in
GKS 2NHFyYyAal (A2gpaforfailul RSNEKALIE Aa | NB

And when CASA failhe rislsare to passenger safety amdhe of the key underpinnings of our national economy

This paper aims tprovide discussion on the issuesooincern and importance to Professionals Australia memivetise
hope that such discussion will help restore some sensible balanceagearty which has, in many respects, lost its way.
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CASA Is In Crisis
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as a result of the culmination of five key issues:

1. Staffing Technical teams are chronically short staffew there is an effective freeze on recruitment
2. Workloads Understaffing isintensifying workloadsamong a shrinking pool eéchnicalprofessionals

3. Trainingand currency Technical work groupare being deskilleds a result of éack of currency training and
professional development

4. Restructuringand procedural changeCASA are hollowing out the technical elementsahyrolesvia
restructuring and changing procedures which limit the opportunity to conduct technical avatlowersight

5. Poor engagemenand loss of confidenceCASAailsto take the concerns of technical staff seriously, convinced that
the directionthat executiveare taking the organisation in is sourtaff engagement and confidence in leadership is
at anall-time low.

The recentAustralian Public Service Census as well as surveys conducted by Professionals dngtiell@v unions
showthat CASA staffave lost faith in their leaderghas aresult of the culmination of these issue3erious action is
required to restore that faith and repair the workplace cultupeldressing these issues is paramount, as the workplace
issues listeébove impact the safe operation of the aviation indusRg@nt examples of similar issues resulting in
catastropheoverseas include the Lion Air akdx and FranBeli Services disasters.

An investigation by the Indonesidational Transportation Safety Bodialind thatinadequate oversight by the US
Federal Aviatiodministration ledo a maintenance organisation being approved for operation, whitimately
delivered faulty 737 MAX AOA senstw Lion Air.. A Lion Aif737 MAX disaster later killetB9 people in 2018imilarly,
areport by the New Zealand Transport Accident InvesiiaCommissiosaid the New Zealanggulator missedts
chance to interene beforea fatal tour accidenwhichcost the life of7 people whodied whentheir helicopter crashed
into Fox Glacier in 2015. It was foutiht reduced regulatory oversight due tnadequate numbers of inspectorate staff
contributed to conditions leading to the craghThere must be immediate action takext CASAo fill technical vacancies
and address the gaps in technical capacity. The safety of the flying public is at stake.



Staffing

Technical teams are chronically short staffed and there is an effective freeze on
recruitment

CASA technical teams across Australia are operating
with numerous vacant positionghese vacancies are
being felt acutely in airworthiness inspector and flying
operations inspector roles€€ach key location has

certain number ofissigned positions allocated to
conduct thesurveilanceand oversight of aviation
operations in that region There areseriousstaffing
shortfalls(ie positions remain on paper but are not filled
by any staffaaoss the country, rast notably:

o EasternRegion(Brisbaneoffice) is experiencing
a 25% shortfall in airworthiness inspectors and
a 35% shortfall iflying operations inspectors
and a 50% shortfall in safesystems
inspectors

o Northern region Darwinoffice)is experiencing
a 75% shortfall imirworthiness inspectors and
100% shortfall in flying operations inspectors,
relying on assistance froftying operations
inspectors locatednhterstate.

o0 Southern RegiorMelbourneoffice)is
experiencing a 50%hortfallin their number of
flying operations inspectors.

Of course, position vacancies are not an uncommon
occurrence in any organisation and arfee a variety of
reasons, eg staff may be promoted out of a position or
seconded into a different position, staff may retire or
leave the organisation for anotherljoBut what is
uncommon is the failure tdill critical positiors when
they become vacant. This failure is systemic at CASA.

These staffing issues are also taking pladaércontext
of anongoingincrease irthe number of aviation
operators thatCASAs meant to be monitoring for
safety compliance and best practice.

Perhaps most worryingly of all, CASA staff have been
told by senior management that there is no plan to fill
the current vacancies until the omgisations current

schedule of operational change and restructuring is
complete.Professionals Australia members have been

told that that could take anywhere from 18 months &

yearsg KAOK ¢2dzf R SYO SR ONRGAOI ¢
regulatory capacity.

These vacancies have a number of impacts:

0  Without a plan to transfer knowledge from
exiting staff to new staff, CASA is losing
corporate knowledge and becoming less
informed as a regulator.

0 There is a greater reliance on remaining staff
to manage the worklad with fewer staff
resources.

0  Workloads are intensified as a shrinking pool
of professionals need to become adept at
performing a broader range of tasks.

There are also impacts on the aviation industry

o Inability to complete flying operations,
regulatoryservicesjnspection and surveillance
tasks in a timely manner. These blow outs in
completing tasks impact the operation of
industry.

0 Inability to conduct regular and meaningful
surveillance of the organisations maintaining
Australian aircraft in Australiand overseas

0 Reduced corporate knowledge leads to reduced
quality of work.

0 Workload pressures result in less thorough
assessments and service delivery standard not
being met.

Recommendation:

Immediate actionmust betaken to fill technical
vacancies and address the gaps in technical capacity.




Workloads and psychosocial hazards

Under staffing is intensifying workloads among a shrinking pool of technical
professionals

sevenout of the fourteen recognised psychosocial
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importance to maintaining safety in the aviation

industry.The responsibility of protecting the Australian 1. High jobdemand
flying public weigh&ieavy on staff at the best of times. 2. Low job controk little or inconsistent control
Right now, pressure is building on topthis natural over when and how the job is done
load as workloads are intensifieahd psychosocial 3. Poor support; inadequate support,
hazards become systemic. information and training
Numeroussurveys and reports exist linking the 4. Poor workplace relationshipsbullying,
expectation to work extreme hours under constant harassmentgconflict.
deadline pressure to heightened mental health risks. 5. Poor change management
This year, the world health organisation recognised 6. Low recognition andeward¢ imbalance
GodNdfi ¢ a I RSFAYSR O2yRAGAZ2Y between effort and reward
7. Poor organisational justioginconsistent
G . doudfis a syndrome conceptualized as resulting management action, policy application etc.
from chronic workplace stress that has not been
successfully managed. It is characterized by three Thecombination of intensifying workloads, psychosocial
dimensions: hazards and the criticality of the work performed by
1) feelings of energy depletion or exhaustion; CAS/Astaffis a recipe for failure and disaster. It has been
2AYONBl aSR YSydlf RAall yOS welldacumented thacembinations of thesé sameS A y 3 4
of negativism or cynicism related to one's job; and factors at theaviationregulating authoritieof the
JINERAZOSR LINBPFSaaizyl f UnitedStaies andNews Zealanded to recent
- 11th Revision of the International Classification of catastrophicaviation accidents and losses of numerous
Diseases (ICD1) lives. CASA must address these factors before a similar

catastropheoccurs in Australia.
CASA staff have reported to Professionals Australia that

high staff turnover gnahacUon in filling vacan.c.les Recommendatlon:

overwork long working hours, lack of recognition of the ] )

value oftechnical rolesand the misallocation or lack of CASA must work with staff, unions and workplace
resources as stressors in their working liv@sr recent health and safety representatives to develop and
surveysand engagement with members haidentified implement a plan to mitigate workload intensification

and psychosociahazards among the workforce.

Training and Currency

Teams are being deskilled as a result of a lack of currency training and
professional development

Aviation is a fast paced, complex and evolving industry treaty that Australia have a compliant Civil Aviation

and technical staff require regular training to stay at the Authority (CAA). The ICAO treaty requires that CASA

cutting edge of new processes and technology. employ inspectorate staff and maintaihe same level

t I NIAOdzE F NY @ F2NJ 32 FSNY YSYy (of tBejfnical kndvBedlge lrgliritng &hB Gideindy deg8eNE > A U
essentiato ensure adequaténternal professional in the industry which is being regulated.

capacity to meehot onlythe currentneeds of the

community and industry, but their future projections Simply putif CASA intends bean effective regulator

of the civil aviation industrytnen/ ! { | Qa4 (G SOKy A Ol
/{1 SEA&GA (ablightibnSasa ! dza (i NI f mubt@aiequally as trained ammlirrenton technical

signatory to the International Civil Aviation Organisation knowledge as thairlinesand operatorsvhich CASA
(ICAQJTreatya. It is arequirementof international oversights.



-

=

CASA staff currently fadmrriersin accessing the
required technicaprofessional development and
currency trainingincluding:

and efficient regulatorUnfortunately,these staff report
that levels ofprofessional training andurrency in many
areas are already significantly below those required to
effectively regulate or provide a timely, quality service

1. Lack of clarity on the processes to follow in to industry.

requestingapproval for training

2. Inconsistent application dfaining request
processedetween different teams and states.

3. Conflictingadvice on what training and
currency is requiredor different roles.

4. Lengthy time delays in processing applications

Recommendation:

CASAshouldwork with staff and unions to
1. investigate understandand agree orthe training
and currency requirements of all CASA technical
positionsand maintain thatinformation centrally,

5. :;jgitlirg:g of training applicatioms opague 2. devglop a plap Foensure-_ all CASA technical svtaff
grounds receive thetraining requiredto ensure CAS@Q a
missionand meetthe requirements of their roles
/1 {1 Qa GSOKYAOIf &04FTFF | NB [L3IN&FUIhatvieerserhidiniuid leveNSf tedhifig akey G K S
occupations from a desire to deliver saféty the good provided for in contracts and employment
of the community. They wantathing more than to be conditions CASA haa plan tofacilitate that
able to access the level of professional development and training.
currency trainingequired to ensure CASA is an effective
Restructuring and procedural change
CASA are hollowing out the technical elements of many roles via restructuring and
changing procedures which limit the opportunity to conduct technical work
CASA are proposing a widenging restructure of their a staff consultative committee comprised of
technical workforceeomprising of significant management, staff and union representativ€iher
repositioning and realignment of tt NA | y A & | ( A 2 yekaagesdo not recéve the same level of consultation
major functions and operationsSCASA are also enacting anddiscussiorwith staff. Critically, those are
a new suite of reglations requiring industry to change LINE OSRdzNBa Faaz20AlGSR gAGK

the way they conduct aviation operations and
maintenance.

2KAtS I Y2RSt SEAaGaA
functions will be positioneth the future, it is not
currently known what staff will be required to perform
those functions, what theiclassifications or required
skills will be, how many staff will be required to deliver
those functionsor whether staffing numbers will be
reduced asaresulti Q& | f &2
transition to the new structure will occur.

As previously discussed, CASA have announced that they
I NB y Q io agpéirtnévdstaff to fillcurrentvacant
positions until the new structuresin placeg whichis

leaving some crital gaps in the organisatiand
compounding workloadsThe uncertainty about the

future adds an element of psychosocial risk.

Alongsidethe foreshadowedestructure,changes to
workplace policies and procedures are occurring
regularly Some suclthanges are updates to human
resource management policies such as workplace health
and safetywhich staff participatén consultation on via

coresurveillance and oversight work.

Thetypes ofprocedures in question here detail the

Rdel | A f stegsivolkedlig undettakihgahalysisiivasigaionsry G

the granting oficences or approval certificatés
operators andarticulate how a airworthinessandflying
operations inspector or othetechnical professional
should conduct their vital workihese types of
procedures (of which there are many) deing

dzy1y26y ¢ Kbeidedidk $anged bASA management at their

discretion and often result in theeducedability for
staff to apply thebreadth of theirtechnical ad
problemsolvingskills to an issud?roedureswhich
limit technical involvement imversightof third-party
maintenance providerkas been identified as a
contributing factor to the Lion Air disaster.

Increasingly members are reporting that they are being
directed to conduct leseritical investigative work in

person andthat the scope of their tasks are being

restrictedby management to the point that they are
WGAOTAY3I I OKSOIRAWLGRARNGKY
conducting detailed ossight investigation in the field.
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There are lhree problems with this type o&pproach

1. when changes are made to the way work is
conducted withoutthe involvement of the people
conducting that wor{and when the suggestions of
those who conduct the work are ignoredhe
employeeshecomedisengaged.

2. By failing to involve those subject matter experts in
decisions about how work should be doriee
likelihood of perverse and unintended outcomes
and reks to safetys increased.

3. Technical expertise requires continual use and
honing to remairsharp. By limiting the ability for
staff to use the breadth of their technical and
problemsolvingskills, CASA amverseeing the
decline in those skillsisking becoming an
ineffective regulator.

Case Study: Part 145 Approval of
overseas maintenance facilities

In order to fly paying passengers around, an aircraft
2LISNI G2NJ ySSRa |y
GKAOK Aa OFftSR

Any engineering/maintenance organisation that wants

to conduct any maintenance on the aircraft conducting
these services needs an approval issued by CASA under
Civil Aviation Safety Regulation (CASR) 145.

Some 30 years ago, most maintenance of Aalstn
registered aircraft for the large AOC holders was
conducted in Australia. In the quest to reduce costs,
airlineshave closed down or reduced their maintenance
facilities andoff shoredthe work.

This has led to an increase in CASA inspectorsdnavin
audit and approve the maintenance activity being
conducted at these overseas facilities. As you would
expect, this has involved CASA inspectors physically
travelling to these locations to conduct inspections.

Fourexampleqone each in Germany, Korgdngapore
and Fijijhave recently been publicly reported where an
overseas maintenance facility was granted a Part 145
approval to maintain Australian aircraft when no CASA
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onsiteinspection had taken place. CASA senior
management denied travel applicatie from
airworthiness inspectors who sought to travel overseas
to conduct the inspectionseven though the applicant
organisatiorwas expecting CASA to conduct the
inspection.

In approving thdour facilities, CASA management
diverted from the established procedures for part 145
assessment, as well as from established custom and
practice. The approval of the Part 145 maintenance
facilitiesof the types and status in these three recent
examples (i.eone facilitywill maintain the A380, the
largest type of commercial aircraft on the Australia
register) without conducting an esite evaluation
presents significant safety and quality assurance
concerns.

Responding to criticism of theseur casesCASAstated

GKFG GKS& GF1S F+ aNAxnal ol asSRr
to conduct onsite inspections of organisations seeking
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| ANJ h LIS NI PSS AL pag ﬂﬁ?r}é’ {ormg) prgcgdurg ang seams
b1 WNB@dZ b NI Ej?ﬂé{ hayebeeq appligd mthe (geent examples in

Germany, KoreaSingaporend Fiji.

We know that at the same time CASA were denying
applications from their airworthiness inspectors to

travel to the overseas facilities in question, they had
approved an application for an airwdriness inspector

to inspect a seatbelt manufacturing organisation in
.NrAaolySo LGiQa KIFENR G2 aSsSs
in Brisbane presents a risk high enough to warrant an
onsite inspection, while maintain the fuselage of an

A380 in an overseas coum does not

Recommendation

CASAnust effectively engage wittand consult with
employees on all aspects of workplace age
including changes to operational procedures and
policies, to ensure that
1. employees understand the intent of the change
2. employees have an opportunity to contribute their
expertise to the change management process and
avoid perverse outcomes and safety risks.

uSOKYAOI
taking placewithin the organisati

my;e leading to addeﬁ Stress,
disengagement and a senseof significant unease amongst the
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Staff engagement and loss of confidence

Poor gaff engagement and confidence in leadership is at an all-time low

CASA managemeteke a top down approach to communicating about the change imperative, the design
managingvorkplace changeTheyfail to adequately of many organizations slants the playing field toward

engage with the workforce, explain or involve them in Contrgllabilily, stabilitx, [outinization, [islavoidance, o
workplace changeanddo not appropriately capturer zero 2t SN yOS F2NJ SNNENE 2NJ RS

like pushing the accelerator and the brakes at the same

respond to ideas andoncerns of technical staff Hs ) GLLEIE ' >
time. The result is friction, fatigue, and cynicism. If we

results instaff feelngisolated and ignoreds though 2 . .
g g g push change onto an organization thatbuilt for

t[hei/ are storg?rf;]ow sepat[raALtThtTcha; g;.s bSelng' stability, nothing good will come of it. Pushing harder
implemente e recent Australian Public Service 62y 00 R 2 HEdosd hivblbedntaking

Censugextracts béow) painted a bleak picture dhe specifically about CASA.
level of confidence in CASA leadersduipong staff
To remain at the cutting edgend be a truly effective

regulator CASAeed to be able to execute change in the
workplacewhichis guided from the ground ujgslobal

All organisations face challenges in grappling with
change As the aviation safety regulator, CASA is at the

pressure point betweetthe needs of the aviation management consultancy aKinsev and an
industry,direction set by government through g u y GRINSey Gopany

legislation the imperative to ensure community safety estimate that70 % of change programs fail to achieve

and2 0t A3+ GA2ya G2 ! dZAGNI € AL the” 'ﬁavégﬁi/‘]\ AL e r%i;l?t"’m a8E o

In this contextjt is understandable thategulations, conf| ce In leadership and participate in N9e,

expectationsprocessespoliciesand organisational employegs needo u_nderstand the reasons Ht

structureswill evolve How thatchangehappensis change is happening and what benefits are
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opportunity to express their views

Arecentarticlein Forbess from strategist Carsten Tams contribute their ideas.This should be a no
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matter exper Iseaval be cap ured from

agile change. While managers are busy relentlessly
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