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“shifting atm”



shifting atm



about us

- flemming: greenlander 

- robin: european of 

english descent

- combined age 100+

- strong family lives

- helicopter pilot

- lawyer

- hiker

- ironman



experience
- 50 years @ 5 accs

- 25 years executive 

management of 

multicultural unit

- operational background + 

holistic business view

- atco + supervisor

- senior management roles: 

capacity*

resource*

airspace + network*

Performance*

customer relationship*

Makc - new business unit*



fireside

https://docs.google.com/file/d/1jXgYLbR41Y06vIJUnB3-E0F5ht2qjox-/preview


only 4 spokes on the wheel



Mike Boehmer

safety

capacity cost-efficiency

environment

https://www.flickr.com/people/90782025@N00


interdependency



jackson 
pollock



just 
pollocks



8 total atm

core service 

areas



safety 

Cost efficiency

Customer orientation

capacity
resilience

environment

Culture & communication

staff resourcing



know your customer



service 
first,
safety 
always

www.sarahjanehickson.com

http://www.sarahjanehickson.com/


culture



responsibility
Moyan Brenn

https://www.flickr.com/photos/aigle_dore/13027146284


deliver



balance



crisis



staff resourcing

50% 

of 80%





Kim Hansen 
supply vs demand

https://commons.wikimedia.org/wiki/User:Slaunger


forecast



backcast



the dna



human factors



structure



flexible

https://www.flickr.com/photos/ashleyharrigan/532604285


people
power 
planning 
tools



Break



alpha ACC

Standard 6-4 roster with 5-team’s



Capacity/SOT definition - Peak days
Driven by ‘busiest normal day’; e.g. Thursday 03/05 in our example. SOT 
represents acceptable delay target.



Structural Efficiency (by best day)
 Alpha Teams

81,2%

https://docs.google.com/spreadsheets/d/11126COxV4C8As69bblzJ7brYa4uAlAh-MwdNrCeJzVA/edit?usp=sharing


Team size eleven 
mornings

eleven 
afternoons



team size and roster balancing
four nights; 
four morning 
swings



Capacity/SOT definition
Off-peak days
e.g. Tuesday 01/05 in our example. SOT represents demand.



Structural Efficiency (by Cycle) 53,5%



Operational Efficiency 
(executed SOT)

49,7%

sot varied to meet 
actual demand



Break



50% to 

80%

https://docs.google.com/spreadsheets/d/11126COxV4C8As69bblzJ7brYa4uAlAh-MwdNrCeJzVA/edit?usp=sharing
https://docs.google.com/spreadsheets/d/11126COxV4C8As69bblzJ7brYa4uAlAh-MwdNrCeJzVA/edit?usp=sharing


old

- fixed structure

- structurally inefficient

- best practices not respected



fixed structure

- 4/2 backward rotation

- 8 shifts (only)

- strict allocation

- decentralised leave planning 



structurally inefficient

- long shifts

- big overlaps

- 30-35% lost up front

- overall efficiency <50%



best practices not respected

- backward rotation

- M/N on same day

- 10 hour shifts

- 10 hours between shifts



adapt

or die



safe & sound

- maximum shift length

- max time on position

- duration of breaks

- max # of consecutive night shifts



safe & sound
- forward rotation is healthier

- night shifts should finish as early as possible

- early shifts should not start too early 

- early/night hours worked should be 

compensated immediately (shorter shift)

- min. 24 hours  off after night shift (preferably 

48 hours)

- min. 12 hours between shifts

- age amenities (50+)

- max. # of consecutive shifts

- staff influence on the roster



- create a healthy, flexible and 

efficient demand based roster

- trade structural inefficiency 

for less working days/better 

working conditions

build



‘piece of the pie’ for the company

- very strict leave planning

- 2 weeks off june-september

- staggered shifts

- every half hour 

- structural efficiency >94%

- 12 hours between shifts

- shift length 7:30 hours

- flex-duties 

- stand-by duties

- compulsory overtime

‘piece of the pie’ for staff

- reduction of 30 working days p.a.

new



- OPS roster tool 

- position planner

- long term planning

- preference tool

- preplanner

- sign-in/sign-out

- swap tool

- medical planner

- ebrief tool

- controller cockpittools



✓ forward rotation is healthier

✓ max. # of consecutive shifts

✓ maximum shift length

✓ Min. 12 hours between shifts

✓ max time on position

✓ duration of breaks

✓ early/night hours worked should 

be compensated immediately 

(shorter shift)

✓ min. 24 hours off after night shift

✓ Staff influence on the roster 

Check
❏ night shifts should finish as 

early as possible

❏ early shifts should not start 

too early 

❏ age amenities (50+)



Structural Efficiency (real example)

96,1%



operational Efficiency (real example)

91,9%



guardian
Simon Blackbourn

http://www.sarahjanehickson.com/


european 
average

0,84

muac
2,03 2nd place

1,21

productivity



Break



the voyage



The grass is greener



Preparing for The voyage



‘all aboard’



The voyage



arriving at ‘the promised land’



life in ‘the promised land’



The grass is greener

● Why do you need to change?

● are there outside factors requiring the 
change (financial, social etc.)?

● Can you continue without changing?



Preparing for The voyage

● Who wants the change?

● can you clearly define what you want?

● are you restricted in your search options 
(financially, socially etc.?

● who is going to drive/steer the change process?



‘all aboard’

● Who and what do you need to take with you?

● Define ‘rules of the game’ for the change process

● what is your (initial) goal? (HF, efficiency, flexibility, 
cost reduction etc.)

● how will you celebrate your decision to change?



The voyage
● Who leads (takes over) when the going gets tough?

● What is the worst ‘storm’ you could experience 
(social conflict, industrial action)?

● Can you change the plan while going?



arriving at ‘the promised land’

● Is your solution acceptable (to you and 
your partners)?

● How will you celebrate your success?

● Describe your agreement (as you see it)

● Can you implement immediately (new 
tools, new processes)?



life in ‘the promised land’

● Does the new situation solve your ‘old problems’?

● De you need further change in the (near) future?

● Did you ‘burn’ anybody on the way?



negotiate

harvard method of 

negotiation

"separate the people from the problem" 

"focus on interests, not positions" 

"Invent options for mutual gain" 

"insist on using objective criteria" 

"know your BATNA (Best Alternative To 

Negotiated Agreement)"



future atm total atm

Steve Maleny

https://www.flickr.com/photos/maleny_steve/2892421476

