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GUIDANCE ON THE DEVELOPMENT OF A POLICY AND PROCEDURE MANUAL FOR ATM, SAR, AND PANS - OPS
PERSONNEL OF THE AIR NAVIGATION SERVICE PROVIDER

1.0. General

The Nigeria Civil Aviation Authority’s Advisory Circulars contains information about standards,
practices and procedures that the Authority has found to be an Acceptable Means of Compliance (AMC)
with the associated Regulations.

An AMC is not intended to be the only means of compliance with a Regulation, and consideration will
be given to other methods of compliance that may be presented to the Authority.

1.1 Purpose

The purpose of this AC is to issue guidelines for the Development of a Policy and Procedure Manual for
Air Traffic Management, Search and Rescue, and Procedure for Air Navigation Services — Operations
Personnel of the Air Navigation Service Provider

1.2 Applicability

This AC is applicable to the Nigerian Air Navigation Service Provider.
1.3 Description of Changes

This AC is the first to be issued on this subject.

1.4 References

(a) NigCARs Part 14 — Air Navigation Services;
(b) 1CAOQO Annex 12 — Search and Rescue;

(c) ICAO DOC 4444 — PANS — ATM;
(d) ICAO DOC 8168 — Procedure for Air Navigation Service - Aircraft Operations;

{e) ICAQ DOC 9368 — Instrument Flight Procedure Construction Manual;
(i ICAO DOC 9426 — ATS Planning Manual,;
(g) ICAO DOC 9731 — IAMSAR Manuals Volume I, Il and III;
(h) ICAO DOC 9906 — Quality Assurance Manual for Flight Procedure Design;
(i) ICAO doc 9365 - All weather operation manual
1.5 Abbreviations/Acronyms

AC - Advisory Circular

ATM - Air Traffic Management

ATS — Air Traffic Services

ANSP — Air Navigation Service Provider

FIR — Flight Information Region

ICAO — International Civil Aviation Organization
Nig.CARs — Nigeria Civil Aviation Regulations
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2.0 Guidance Information
The need for the ANSP to have this procedure in place is to:

(a) Maintain appropriate and adequate staff on the provision of Air Traffic Services, Search and
Rescue, and Procedure for Air Navigation Service — Operations Personnel.

(b) Facilitate the provisions of air traffic services within the FIR.

(c) Improve safety, efficiency, cost-effectiveness, and environmental sustainability of an ATM
system.

(d) Improve information distribution and co-ordination with the ATC system.

(e) Maintain appropriate and adequate staff on the provision of air traffic services.

3.0 General Requirement

3.1 Manpower planning is essential to ensure sufficient trained staff available to meet the need of
qualified and trained staff in ATS.

3.2 AirNavigation Service Provider should follow the following selection method for recruitment:
(a) Announce the vacancy through multimedia to invite qualified employees to compete.

(b) The candidate must fulfil the minimum requirement.

(c) A Nigerian citizen.

(d) Be able to read, write, listen and speak English and

(e) Understood over radios, intercoms and similar Communications equipment.

3.3 Recruitment

3.3.1 Interviewing Questions

(a) Stress tolerance

(b) Ability to co-operate

(©) Ability to take own initiative
(d) Professional motivation
3.3.2 Written Examination

The written aptitude tests are designed to show ability in the following aspects which are considered
important for air traffic controllers:

(a) Flexibility and inventiveness
(b) Logical ability
(c) Ability of spatial notion and
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(d) Observation of details

3.3.3 Medical Examination

(a) A medical examination is made after the psychological aptitude tests. Only those applicants
who have already been selected for employment, plus several reserve applicants, are examined.

(b) The medical requirements in Nigeria Civil Aviation Regulation Part 2 Personnel Licensing are
followed without exception.

3.4  Because of the special nature of the ATS, Personnel selected for ATS are required to attend
considerable training before they are qualified. Type of training to attend:

(a) Theoretical training
(b) Practical (simulator) training
(c) Examination after theoretical and practical training
(d) On job training
(e) Air Navigation Service Provider should establish retention mechanisms such as
(i)  Career progression
(ii)  Providing unique salary scale
(iii) Providing annual increment
(iv)  Giving recognition for best achievers
(v) Providing essential training
(vi) Attractive working environment and

(vii) Provide proper day off

4.0, Determination of Personnel Requirements

This AC provide a useful starting point, but the staffing level estimates needs to be determined on the
basis of both local conditions and the norms that exist across the Air Navigation Service Provider’s
workplaces and any adjustments to be followed accordingly. It is important to have a properly
balanced workload scheme not only to justify the number of persons deployed but it also protects

against the overloading of any particular work position.

The Air Navigation Service Provider is established in order to satisfactorily accomplish the objectives

and functions of Air Navigation Services. ANS Provider has the responsibility for the overall policy,
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planning, personnel and management of Air Traffic Services including defining job functions and

assigning duties to ATS staff in accordance with the requirements of civil aviation regulations.

4.1. Management Structure

A description of the organizational structure of the ANS Provider and/or supporting departments. The
relationship between departments within the Air Navigation Services. In particular, the subordination
and reporting lines of all divisions, departments etc., which pertain to the provision of ANS, shall be

shown;

4.1.0. Duties and responsibilities of management personnel;
4.1.1. Qualifications of management personnel;

4.1.2. Description of the system for supervision. This description shall show how the services are
supervised and the qualifications of supervisors involved.

5.0. Air Traffic Services

5.0.1 A significant feature of Air Traffic Services (ATS) work is the necessity for speedy and prompt
action in all fields of operation. Such action may be required to be performed at high pressure during
peak hours while action may slacken off during other times of the day or night. Such variations in the
activity patterns have shown the need for the definition of a “peak man-hour” as the amount of work
which can be performed by one person in an average peak hour: ATS workload schemes shall be
based on these peak man-hours.

5.0.2. The purpose of the workload system shall provide a basis, but not necessarily arigid yardstick,
for the assessment of the number of staff required at each unit, to identify periods of significant
activities at units and to ensure that adequate safety margins are maintained. Should it be found that
overloading becomes a frequent occurrence, a review shall be conducted to determine which
modifications of working arrangements or facilities are needed to provide relief, or whether additional
staff is required.

In some cases, such a review may also indicate that, by appropriate modifications of the working
arrangements, savings in manpower are possible. Seasonal variations in traffic may have significant
effects upon the workload, but these should normally be anticipated and provided for by manpower
scheduling or other management action.

5.0.3. To convert the abstract requirement for the provision of specific services into the number of
days of operation from which the number of controllers required to provide that service can be
calculated, the following method may be used:

(a) determine the number of days of facility operation based on a general calculation of expected
controlter utilization or availability; This calculation should be based on a statistical mean and
will give only an average figure;
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{(b) determine the average number of days during which the average controller is away from the
facility. Days away from the facility should include days off duty, leave, sick leave, absence
for advanced training and any other cause;

(¢) the information on the number of days of facility operation and average number of days a
controller is away from the facility should then be inserted into a formula in order to obtain
the number of controllers required to provide the service in question in the course of a year. A
typical example of such a formula is;

Number of days a position Number of functional

is in operation per year hours* per year
Personnel needed = X

Number of days of Average number of hours

operation of the facility worked per year by a

per year controller** per year

* “Functional hours™ means the hours when the position is occupied plus time for hand over.

** The “average number of hours” worked per year by a controller is obtained by subtracting from the days
of the year the number of days the average controller is away from the facility. This figure is then multiplied by
the average number of working hours per day of a controller.

5.0.4. As duty at some positions is more fatiguing than at others, supervisors should, at their discretion,
rotate staff during their shifts between heavily loaded and more lightly loaded positions.

5.0.5. When making a workload study of any operating position, sector or unit, the study should be
related to an hour-by-hour loading and normally not be confined to only one day’s operations. A more
representative result will be obtained if the study covers a week or longer period. The arithmetic average
of the workload values obtained for individual hours should then be plotted. However, any exceptionally

busy day or other shorter period may be plotted separately if it appears desirable to make this occurrence
more outstanding.

5.0.6 Workload studies should be made in support of all proposals to change the staffing whenever such
a proposal is based on work loading. Otherwise, studies should be made when it is believed that
overloading is occurring with some regularity or that the functions of two or more positions may be
combined without compromising safety or creating overloading of the so combined new positions.

5.0.7. An essential feature of any method used in conducting workload studies is that the assessment
team should include a controller who is experienced in controlling traffic in the area under review but
not personally involved in the control function.

5.1. Determining ATS Personnel Gap

5.1.0 Air traffic Services Personnel gap analysis typically involves defining the scope and desired future
state, and assessing the current state of personnel capabilities through data collection methods like
surveys, interviews, and performance reviews, comparing the current state to the desired future state to
identify gaps, analysing the root causes of those gaps, and developing actionable plans to address them;
all while considering relevant aviation regulations, industry standards, and specific operational needs of
the air traffic services unit.
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|I. Define the scope and objectives:
a. Identify the specific areas of air traffic services personnel to analyse (e.g., controllers,
supervisors, trainees).
b. Determine the desired performance level based on relevant regulations and industry
standards.

2. Gather data on the current state:
a. Performance reviews: Analyse past performance evaluations to identify areas of
strength and weakness.
b. Skill assessments: Conduct practical skills tests to evaluate proficiency in key air
traffic control.
c. Surveys: Use surveys to collect data on personnel attitudes, workload perception, and
training satisfaction.
3. Determine the desired future state:
a. Identify required skill sets and competency levels based on future operational
demands and technological advancements.
b. Consider emerging industry standards and best practices.

4. Identify gaps:
a. Compare the current state data to the desired future state to pinpoint areas where
significant discrepancies exist.
Analyse the identified gaps to personnel adequacy.
Investigate the underlying reasons behind the identified gaps.
d. Consider factors like training program deficiencies, staffing shortages, inadequate
technology, workload issues, and career progression opportunities.
5. Implementation and monitoring:
a. Execute the action plans effectively.
b. Regularly monitor progress and make adjustments as needed.
¢. Evaluate the impact of implemented changes on personnel performance and operational
efficiency.

o

5.1.1. ANS Provider is responsible for providing Air Navigation Services within Nigeria while fostering
safety, achieving efficient use of navigable airspaces and developing and operating satisfactory air traffic
service systems. To ensure organized and efficient use of the airspace, ANS Provider should develop
procedures for the employment of air traffic controllers and develop and implement training programmes.

Besides determining the number of qualified personnel required to operate an ATS unit, ANS Provider
shall develop job descriptions for each air traffic control position in order to ensure that the functions and
activities of ATS are aligned to the requirements of the regulations.

5.1.2 Job Descriptions of ATS Personnel
As a general guide, the duties and responsibilities of air traffic services staff should include the
following;

a) Development and administration of ATS policies, plans and procedures;

b) Management of ATS personnel and budgetary requirements;
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¢) Coordination of ATS operations within the flight information region (FIR} and with
neighbouring FIRs as well as other agencies;

d) Administration and management of ATS operations within the Flight Information Region and at
aerodromes to ensure that all ATS units operate in accordance with the Nigeria Civil Aviation
Regulations and other relevant statutory national documents.

e) Supervising and conducting training to ensure achievement of required skills and competencies
of ATS personnel;

f)  Acting as focal point for the development, administration and maintenance of an effective
safety management system to meet the requirements of the State Safety Programme;

g) Preparation and implementation of training programmes for ATS personnel including on-the-
job-training;

h) Supervision and provision of air traffic control service at operational positions in order to
prevent collision between aircraft and to expedite and maintain orderly flow of air traffic.

i) Provision of flight information and alerting services; and

j)  Monitoring of air traffic movement to minimize delays and maximize safety

6.0 Aeronautical Search and Rescue

6.0.1 Search and Rescue staff exercise the important function of initiating and coordinating search and
rescue operations in the entire search and rescue region. In doing this, the SAR staft shall take into
consideration the functions and activities of SAR services as defined in Part 14 of the Nigeria Civil
Aviation Regulations.

6.0.2. The ANS Provider shall coordinate the Rescue Coordination Center (RCC) and shall direct the
provision of search and rescue services within the search and rescue region on a 24 hour-basis and shall
have in place a search and rescue manual approved by the Authority. The Nigeria Civil Aviation
Regulations require RCC to establish processes to improve service provision including aspects of
planning, domestic and international cooperative arrangements and training.

6.1. Functions and Activities of SAR Services

6.1.0. The SAR agency should coordinate and direct SAR services to aircraft in distress and to survivors
of aircraft accidents regardless of nationality or status of such persons or the circumstances in which such
persons are found. The designated rescue coordination centre and sub-centres where appropriate shall be
staffed 24 hours a day by trained personnel.

6.1.1. Search and rescue provider is established to ensure the provision of adequate communication
infrastructure, efficient distress alert routing and proper operational coordination to effectively support
search and rescue services. The agency responsible for provision of search and rescue services shall
develop job descriptions, and experience requirements that are aligned to the functions and activities of
SAR services as described in the Search and Rescue Regulations and the SAR Manual.
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6.2. Job Descriptions of SAR Staff
6.2.1. As a general guide, the duties and responsibilities of SAR staff shall include the following;

a) Coordinate with relevance agencies the formulation of SAR agreements between the RCC and
neighbouring RCCs and other SAR organizations to ensure cost-effective provision of SAR services
as recommended in the IAMSAR Manuals;

b) Ensure that RCCs/RSCs are properly and adequately manned and equipped to ensure the
provision of SAR services conforms to the SAR regulations, and the IAMSAR Manuals;

c) Coordinate with SAR stakeholders, the compilation and updating of SAR documents;

d) Supervise the administration, management and coordination of SAR policies and procedures;

e) Supervise the formulation of letters of procedures between the RCC/RSCs and SAR agencies to
ensure prompt response during SAR incidents;
f) Coordinate with SAR stakeholders, the formulation of procedures for requesting external
assistance during SAR operations as guided in the National SAR Plan and the RCC Operations
Manual;

g) Coordinate with the COSPAS-SARSAT Organization, the compilation and updating of the 406 MHz

distress beacon database to facilitate provision of Satellite aided SAR service; and
h) Coordinate with SAR stakeholders to ensure National and Regional SAR exercises are conducted as
required to improve operational plans, coordination skills as well as inter-state coordination and

liaison.

7.0. Procedure for Air Navigation Services - Operations

7.0.1. The Instrument Flight Procedure (IFP) Design Provider shall maintain an appropriate instrument
design office to enable the IFP designer to carry on design work in instrument flight procedures in
accordance with the requirements of the Nigeria Civil Aviation Regulations;

7.0.2. Under Nigeria Civil Aviation Regulation, the ANSP shall designate a Unit to provide Instrument
Flight Procedure Design Service for air navigation and procedures or standards of designation of such
service provider. The regulations further require that the services provided by the designated service
provider be in accordance with conditions prescribed by the Authority.

7.0.3. For safety and quality flight procedures, designing should be coordinated with all relevant
stakeholders taking into account air traffic flows, separation issues, airspace user requirements, etc. from

the procedure design initiation to publication whenever possible

7.1, Functions and Activities

7.1.0. In order to meet the objectives of Instrument Flight Procedure Design, the ANSP shall establish
and implement a properly organized system comprising procedures, processes and resources necessary
for the timely provision of Instrument Flight Procedure Design Services. The ANSP shall in this regard

AC: NCAA-DAAS-061 Rev. 00 Page 10 of'13



GUIDANCE ON THE DEVELOPMENT OF A POLICY AND PROCEDURE MANUAL FOR ATM, SAR, AND PANS - OPS
PERSONNEL OF THE AIR NAVIGATION SERVICE PROVIDER

establish an office which shall be adequate for the provision of Instrument Flight Procedure Design
services for air navigation.

7.1.1. The designated ANSP shall develop job descriptions for technical staff providing Instrument Flight
Procedure Design services in order to ensure that their functions and activities are aligned to the
requirements of the regulations.

7.2. Job Descriptions of PANS - OPS Personnel

7.2.1. As a general guide, the duties and responsibilities of Instrument Flight Procedure Design Personnel
should include the following;

a) Design, revise and maintain all types of instrument and visual flight procedures when called upon
for of all airports and ATS routes within Kano Flight Information Region, according to the
Authority’s specifications.

b) Review, verify, maintain and guarantee a quality assurance in the flight procedure design;

¢) Verification and authorization of aeronautical data from various sources before use and storage
in data base.

d) Maintain a well-structured database for obstacles assessment;

¢) Prepare and/or participate in Ground/Flight validation of new or amended procedures;

f)  Assess the impact of man-made obstacle and hazardous activities on instrument flight procedures;

g) Assess airspace requirements for airspace optimization;

h) Prepare and submit IFPD for approval

i) To maintain close coordination with the users of Instrument Flight Procedure;

j)  Preparation and implementation of training programmes for PANS-OPS personnel

including on-job-training;

k) Evaluate staff performance and identify training needs;
I) To ensure continued improvement of all aspects of quality management system;

8.0. Licensing and Ratings

8.0.1. There should be provision that contains information for Air Traffic Controllers concerning the
license and ratings. The requirements for issuing ATS licenses and ratings are prescribed in Nig.CARs
Part 2. The standards a candidate must meet to satisfy the medical and experience requirements determine
to a large extent the conditions which govern the recruitment and selection process.

8.0.2. Selection methods normally follow established interviewing techniques requiring both written and
oral examination with the latter emphasizing motivation. Psychological aptitude and manipulative tests
are used and it is necessary to have candidates medically examined in accordance with the requirements
in the Civil Aviation (Personnel Licensing) Regulations, as part of the selection process.

8.0.3. Because of the special nature of the ATS, persons selected for service in ATS require considerable
training before they can qualify for a license. Such training is a costly process, making it necessary to
have arrangements whereby a candidate, who is unable to reach a satisfactory standard of performance
within set time limits, may have his employment terminated or redeployed to another department or unit.

8.0.4. In addition to classroom instruction, candidates should be tested on the job by assigning them to
units where they should perform supplementary duties assisting the controller, but under continuous
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supervision. In this way, the candidate will gain confidence and the employer can assess his potential
and possibly take corrective action before a loss of confidence occurs. This on-the-job training is the
most significant element of the training process and the ability to handle people firmly but
compassionately should therefore be a major criterion in the selection of supervisory personnel.

9.0. Retention and Career Progression
9.0.1 Retention of ATS Personnel could be addressed through:

i.  Financial incentives
a. Salary increases: Some organizations are raising starting salaries for students and providing
bonuses to new hires upon completing initial training.
b. Retirement bonuses: Incentives are offered to eligible, certified controllers who choose to work
past their mandatory retirement age.
¢. Performance and location bonuses: Bonuses are available for completing training or for being
assigned to facilities with shortages.

ii. Improved training and working conditions

a. Mentorship programs: These programs are being implemented to provide support and guidance
to new controllers, which can help reduce high training washout rates.

b. Streamlined training: Efforts are being made to make the training process more efficient and less
prone to "washout”.

¢. Enhanced training tools: Some facilities are installing more advanced simulators to provide
realistic training scenarios before on-the-job training begins.

d. Structured career paths and recognition: Organizations are creating clearer career paths and
recognition programs to increase job satisfaction.

iii.  Addressing burnout and stress
a. Competitive benefits: Benchmarking salaries and working conditions against other mainstream
industries can help minimize attrition.
b. Stress reduction: Acknowledging and addressing the high-stress nature of the job through better
support systems can help improve retention.

iv.  Broader strategic initiatives
a. Gender inclusion: Efforts are focused on increasing the representation of women in the profession
through targeted outreach and support.
b. Other benefits: Improving benefits like health insurance can help retain skilled personnel.

9.0.2. Career Progression is vital, service with the ATS is a career in itself, but in common with most
other disciplines, as employees become more skilled, some of them are likely to aspire to increased
responsibilities and the associated social advances. As the task of controlling air traffic does not develop
management skills, personnel should therefore be given the opportunity to attend varying levels of
administrative instructional courses to provide a career structure through to top management positions.
Individual assessments of progress, together with the on-the-job assessments, will permit an employee
the opportunity to demonstrate fitness for promotion, and also allow management to have a broader
group from which to select possible candidates. ATS staff are required to pass promotion examinations.
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However, regardless of the method chosen, it appears unlikely that a good controller will automatically
become a good supervisor unless he is given adequate training and opportunity.

9.0.3. Once a candidate has qualified for an ATS license, he will be required to obtain a rating, qualifying
him to work at a specific ATS position. It is usual for a basic grade controller to return to the training
school to be taught advanced ATS techniques so that he can compete for positions of higher
responsibility and also to ensure that a pool of qualified staff is always available to meet normal staff
attrition.

10.0. Personal Ethics and Conduct

10.0.1. The policy and procedure manual should contain direction and guidance for ATS Personnel
pertaining to principles of ethics and conduct as they affect the performance of duties. As ATS Personnel
are always in the public eye, they are expected to exercise good judgment and professional behaviour at
all times while on and off duty.

11.0 EFFECTIVE DATE

This AC becomes effective on the date shown on the cover page and remains valid until superseded or
withdrawn by the Authority.
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