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1 INTRODUCTION

1.1 This agreement replaces the 2004 ATC WPA, and recognises the Employee Handbook, NATS Doc. 003, and the involvement of Prospect in the procedures and processes.
1.2 It applies to operational shift working ATCO staff including trainees, and in the case of licensed positions takes account of regulatory requirements (SRATCOH, Ref. CAP 670 part D, Annexe C.  It applies in part, or whole, to other shift working ATCOs as agreed locally.
1.3 The contractual hours of an ATCO are 35 hours net or 40 hours gross.  This agreement is attendance based with an averaged 34-hour net weekly limit.  In exceptional circumstances the use of a gross hours roster may be jointly agreed.
OBJECTIVES

1.4 To create more flexible and productive working arrangements which will maintain and improve service delivery to customers.

1.5 To recognise the needs of shift working staff for rosters that can provide a proper work/life balance, reasonable levels of predictability, and take account of the fatiguing aspects of shift work. 

1.6 To contribute to continuous improvement processes for service delivery.
2.
DETERMINING THE BASIC OPERATIONAL REQUIREMENT (OR)

THE POSITION STAFFING SCHEDULE (PSS)

2.1 The PSS is the opening hours of operational positions.  The PSS together with shift and roster options, using the WP model, produces the operational requirement – the OR.

2.2 The PSS is determined following joint assessments of both service demand and effective capacity to meet that demand taking into account service commitments made by NATS to its customers. 

SERVICE DEMAND - this assessment is done using a variety of inputs including: –

2.3 Historic information - total workload, sector opening times e.g. OPM. 

Variations in traffic patterns - hourly, daily, weekly and seasonal.

Predicted traffic - customer demand and requirements.

Business requirements – meeting regulatory regime, delay targets, contractual commitments, income needs.

EFFECTIVE CAPACITY - this assessment is done by considering the following: -

2.4 The predicted number of validated staff.

The Roster patterns and rostering constraints

USING THE WPA MODEL

2.5 A projected PSS need to be tested against a roster to check the efficient matching of capacity to demand.  This process can produce changes to rosters, the PSS, or both. This is done using the WP model.

2.6 The WPA Excel model  (versions V158B, V201 (extended lines) and V304 (extended lines plus 7 day PSS) is the agreed document which is used to calculate the operational ATCO requirement at a Unit.  It uses the various rostering criteria within these agreement and SRATCOH constraints.

2.7 The method of calculation and algorithms within the agreed WP computer models will not be amended without the agreement of management and Prospect.

MODELLING OPTIONS

2.8 The proposed PSS, relief, shifts, and rosters are input on the model together with leave requirements.  Various options can then be modelled to test effectiveness. Roster options and best practices are described in Supplementary Guidelines to this agreement.  The joint outcome of the options will produce an agreed roster and the number of staff required – the OR.

VARIATIONS TO THE PSS

2.9 Differences in demand between summer and winter should be assessed and any
reduction in PSS measured so that any additional resource may be identified and used effectively. 
2.10 The PSS forms a template of the positions that are expected to be occupied on a regular basis. Where staffing may be required in excess of the published PSS, this will be managed tactically within agreed rostering limitations.  Information on variations both above and below the PSS will inform future assessments of PSS changes.
REVIEW

2.11 To maintain a high level of service delivery, the PSS should be reviewed regularly against any changes to traffic demand and patterns so that timely action can be taken in revisions to the PSS and associated rosters.  

SPARE HOURS AND SPARE SHIFTS

2.12 The WP model will calculate the amount of Spare Shifts (leave provision in excess of requirement) and Spare Hours (daily staffing provision above the raw operational demand including relief).  This provision should be allocated to the additional requirements as described in Section 4. 

3.
ROSTERING CRITERIA

RELIEF - Fatigue breaks

3.1 Certain positions, e.g. Supervisory may have no specific relief applied when it is agreed that the position does not have to be staffed continuously.

3.2 Relief provision at 25% (30 minutes break after 2 hours) or 33% (30 minutes after one and a half hours) will be incorporated following a local joint assessment of the busyness and complexity of the position.  This will, take into account all available workload data including historic and forecast traffic levels, OPM etc. 

3.3 Night duty relief should be constructed wherever possible to allow breaks to be taken cumulatively i.e. producing longer break periods to assist with the additional fatigue element from night duties.

3.4 During a fatigue break a staff member may only leave the unit with the agreement of management.

REST DAYS

3.5 There will be a minimum of 104 rest days per year.
LEAVE INPUTS

3.6 Leave inputs are derived from the actual leave entitlement of the ATCO workforce at a Unit and should be reviewed annually and updated.

LEAVE ALLOCATION

3.7 Leave allocation processes will be agreed at a unit level.  This will be based on a principle of equitable distribution across the year, allocated pro-rata to individuals leave entitlement.

3.8 There should be a minimum 18 days available to be taken during an agreed period of up to 160 days incorporating the summer for those on maximum leave entitlement (33 days).  The minimum amount shall be 16 days for staff with 30 day leave entitlement and 15 days for those with 28 day leave entitlement. 

3.9 Where an individual elects to sell leave, it will remain deducted from their allocation for that seasonal leave period.  

3.10 Variations may be agreed to cover specific circumstances e.g. simulations.

3.11 Annual leave will be debited in days on the principle of 1 day’s leave for 1 rostered shift.

3.12 Core roster periods of leave should be preceded and followed by a minimum of a pair of rest days.

SHIFT DEFINITIONS AND LIMITATIONS

NIGHT DUTIES

3.13 Definition - Any period of duty wholly or partly within the period 0001 and 0529 and ending no later than 0730.

3.14 Night duties can be rostered either in pairs or singly.  As a pair of night duties require attendance across three calendar days, a nominal ‘S’ duty is added for roster calculations. An ‘S’ duty is also added for a single night duty.

3.15 A joint review with Human Factors will take place to ensure that adequate rest facilities will be available for night duties.

DUTY LENGTHS

3.16 The maximum duty length is nine hours.

EARLY STARTS AND LIMITATIONS.

3.17 Shifts starting from 0530 to 0629 cannot be rostered consecutively except by agreement of the individual.

3.18 The earliest start time for a morning shift is 0530.

0530 START

3.19 An 0530 start will be a maximum 5 and half-hours with one and a half hour enhancement.  No more than 2 may be rostered in 8 days.

3.20   The maximum number of compulsory 0530 starts is 10 per person p.a. This number will be subject to annual review. Any increased requirement above 10 p.p.p.a. will only result from local agreement. 
3.21 ATCOs may do more than the maximum number of compulsory 0530 starts on a voluntary basis.
0600 START

3.22 An 0600 start will be a maximum six and half-hours with half-hour enhancement.  No more than 2 may be rostered in 8 days.

0630 START

3.23 An 0630 start will be a maximum seven hours and a maximum seven and a half hours for Band 1 and Band 2 Units.

TIME FOR HANDOVER AND TAKEOVER OF WATCH (HOW/TOW)

3.24 An averaged total amount of HOW/TOW time of 0.875 of an hour (52.5 mins.) will be added to the average weekly hours on the WP model replacing the 15 minute periods added to core shifts.

ATTENDANCES  - Attendance limits are as follows: -

3.25 
24 hour operations   
222  gross of leave
 
Net of leave as follows:-

Leave entitlement at 33 days plus 8 Public Holidays (222 - 41) =181 attendances 

Leave entitlement at 30 days plus 8 Public Holidays (222 - 38) =184 attendances 

Leave entitlement at 28 days plus 8 Public Holidays (222 - 36) =186 attendances

3.26 
Non-24 hour operations  244* gross of leave 
Net of leave as follows:-

Leave entitlement at 33 days plus 8 Public Holidays (244 - 41) =203 attendances

Leave entitlement at 30 days plus 8 Public Holidays (244 - 38) =206 attendances 

Leave entitlement at 28 days plus 8 Public Holidays (244 - 36) =208 attendances


 *Note  - figure is rounded up from 243.33 recurring.  Based on the 9-day cycle: -


 365 / 9 day cycle = 40.55. times six attendances = 243.3

3.27 In relation to 24 hour operations (paragraph 3.25)  the above attendance rates include 3 additional attendances which, by local agreement, may be utilised on a locally  agreed yearly basis (e.g. calendar year, or seasonal, etc) without carry over as follows:

● partially or wholly allocated as additional hours within the roster (1, 2 or 3 days)

● allocated to TRUCE, TRM, Sector Development etc  (1, 2 or 3 days)

3.28 Where any of the three additional duties are not used in accordance with Para 3.27 they will be either deducted from an individuals accrued or future TOIL, annual leave allowance or will be rostered operationally. The individual concerned will choose which of these options will be used. 

3.29 For the purposes of para 3,28, the rostering of an additional attendance as an operational duty  will require the date of the operational duty to be agreed before the seasonal opening of the annual leave allocations. If a date cannot be agreed for an operational duty, the remaining additional attendances will be offset against TOIL or annual  leave as per para 3.28.

4.
 ADDITIONAL REQUIREMENTS

GENERAL

4.1
There are a number of requirements in addition to the basic operational requirement that need to be assessed, including their amount, priority and method of resourcing. The scope of such activities and the method of resourcing will vary depending on the size of the operation. The following is a list of typical additional requirements.

ROUTINE REQUIREMENTS

4.2
TRUCE, TRM, LCE, Medicals, Fire training, extension training, TU/IR activity, local and national, including H&S and technical committees.

Regular Unit Ops/Admin meetings such as WMs, WTOs, Watch Briefings etc.

OCCASIONAL REQUIREMENTS

4.3 Large-scale operational developments such as resectorisations, new Ops room or Tower, new equipment etc. will require significant additional requirements for development, consultation, simulations and training.

4.4 Activities such as Air shows, large scale sporting or civic events require additional planning and may involve additional resourcing for the event itself.

SICKNESS AND SPECIAL LEAVE

4.5 In addition to the additional requirements, the likely incidence of sickness and Special

Leave should also be assessed.

RESOURCING ADDITIONAL REQUIREMENTS, SICKNESS AND SPECIAL LEAVE

4.6 The various methods of resourcing additional requirements are as follows:-

Any of the remaining three additional duties (paragraphs 3.27 to 3.29 refers)

Spare hours and Spare shifts identified from the WP Model

Other capacity from the roster e.g. Supervisor, forecast variation from the PSS 

Use of qualified non-watch keeping staff

Temporary overbearing

Specific Overbearing of staff as identified in the Unit manpower plans

Overtime either as Additional ATCO voluntary attendance or extensions to shifts

Specific Unit Contingency arrangements (see Section 5 below)

Limiting Service provision.

4.7 Whilst certain additional requirements have to be resourced, there will be a number of activities that have to be prioritised depending on unit resources.  Consultation will take place on this assessment and the methods to be used in resourcing additional requirements and sickness/special leave absences. The outcome will be reflected in the Unit WPA.

4.8
Familiarisation Flights and Liaison visits taken on a voluntary basis i.e. at the applicants’ request will be undertaken on days off with no time off in lieu or overtime being paid.

4.9
Medicals will be contained within spare hours where there is sufficient capacity, otherwise taken on days off with TOIL accrued.  Should staff arrange medicals on days off when capacity was available within spare hours, no TOIL will be accrued.

5.
CONTINGENCY ARRANGEMENTS

GENERAL

5.1 In addition to the resources listed at para 4.6, specific contingency arrangements are an important part of maintaining required service levels within an efficient roster.  Unit contingency arrangements are to be agreed locally. Certain structured arrangements are detailed below. Any or all of these may be used depending on Unit requirements.

5 Alternative arrangements may be agreed in addition to or in place of these arrangements provided they meet the contingency needs of the Unit.
FLEXIBLE ROSTERING - DAYS TO NIGHTS

5 Day shifts may be swapped to Night shifts by agreement with an individual. One day-in-lieu will be given to recompense for the loss of a rest day.

FLEXIBLE ROSTERING - FLEXI SHIFTS

5 Flexible shifts may be used, by agreement with an individual, on days 5, 6, or 7 of a 24 hour five watch (ten day) roster and are primarily designed to provide additional resource to the night time period.

EARLY FLEXIBLE SHIFTS

5 An early shift used on days 5 6 or 7may be brought forward by up to 4 hours. Start times brought forward prior to 0530 will end at 0700 and the earliest start time will be 0400.  Start times brought forward to an early shift start time will comply with the associated limitations of such shifts (paras 3.19 to 3.23 refer).

LATE FLEXIBLE SHIFTS 

5 A late shift on days 5, 6 or 7 may move back by a maximum of 4 hours to be completed by no later than 0200.  If the shift is varied by up to 2 hours, the duty will be shortened by 1 hour.  If the shift is varied from 2 to 4 hours, the shift length is reduced by 2 hours.

SHIFT SWAPS

5 Voluntary shift swapping can take place at any time with mutual consent of Unit management and individuals. 

6. 
RESOLUTION OF PROBLEMS AND DISPUTES

6.1 In the case of difficulty in resolving local problems, central Prospect and management expertise should be used to assist.  Should this fail to resolve the problem or dispute the formal processes as set out in NATS Doc No. 003 shall apply.

7.
REVIEWING THE WORKING PRACTICES AGREEMENT

GENERAL

7.1 Continuous improvement is an essential part of maintaining the highest level of service delivery.   To ensure that WP arrangements are a part of this process, regular reviews will take place as follows. 

REVIEWING THE LOCAL WPA

7.2 Management or Prospect can propose a review of the local WPA at any time.  In the case of a unit with significant changes in traffic demands such reviews may be required twice a year prior to the summer and winter season.  Where there are proposals to make significant changes to rosters, sufficient time should be allowed for negotiations to be completed and for staff to be informed in good time of the implementation of any agreed new rosters.

REVIEWING THE NATIONAL WPA

7.3 A joint review of this agreement will take place annually at which time management or Prospect can raise issues of clarification, interpretation, and implementation. 

7.4 Any proposed changes or amendments to this agreement can be tabled at any time and negotiated centrally. Subsequent gains will be discussed with any distribution of benefits to management and Prospect agreed.  Such discussions will form a separate and distinct exercise from the Annual pay round.

WP SUPPLEMENT

GUIDELINES ON ROSTER PATTERNS AND BEST PRACTICES

ROSTER PATTERNS

G.1. Whilst rosters are negotiable locally within the basic criteria, there are a limited number of patterns presently in use.  Those existing roster patterns are described below together with a number of other options and best practice guidelines, which can improve rostering efficiencies.

Five Watch – 10 day Cycle

G.2. This is the most widely used pattern with two earlies, two lates and two nights or two ‘spin day duties’ followed by one sleep day and three days off after nights or four days off with ‘spin duties’.  

Three Watch – 9 day Cycle

G.3. An alternative to five Watch, particularly for non-24 hour units, this pattern is typically three earlies followed by three lates and three days off. 

G.4. The 6 day cycle - A variation on the 9 day cycle above.  Typically two earlies followed by two lates and two days off.  Extended use of this pattern is constrained by SRATCOH requirements 

Sub Rosters

G.5. Whilst there is a main roster pattern this can be supplemented by other patterns as described above used as sub-rosters which can increase the overall effectiveness of the roster.  Alternatively where there is a significant daily difference in traffic demand a specific sub-roster matching that difference e.g. Monday to Friday, can be an effective adjunct to the main roster.
Individual Rosters

G.6. There is currently very little use of individualised rosters.  Such rosters can have benefits for both staff and management.  It can provide greater flexibility of rostering to meet demand on a tactical basis, and for individuals, it can provide an opportunity to influence their own attendance pattern. 

G.7. However as individual rostering is significantly different from existing practice, it will require further assessment of its potential benefits. 

BEST PRACTICE

G.8. The aim of providing the most efficient rostering within the agreed criteria will usually involve a variety of approaches.  As well as the use of sub-rosters there are a number of other features described below which can assist rostering effectiveness.

Start and Finish Times

G.9. To ensure that any roster pattern works efficiently a variety of start and finish times throughout a cycle should be tested against demand profiles to ensure the best fit. 

Use of Daily and Seasonal Variations on the Main Roster

G.10. Amendments can be made to the main rosters to reflect Winter/Summer differences as well as weekday and weekends.  These differences can provide a useful resource for training, development as well as additional leave, TOIL etc.

Leave Allocation

G.11. Whilst even numbers on leave per Watch can facilitate management of leave, more efficient overall management may be effected by use of leave blocks with differing numbers on leave per watch at differing times. 
Non Operational Roster

G.12. At larger Units a useful adjunct to any operational roster is the use of suitably qualified non-operational staff.  They can be rostered occasionally, but predictably to assist the operational task, training commitments and contingency against short-term staff absence. 
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