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Crew resource planning – vital yet neglected
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 Crew are typically the third or 

fourth largest airline cost

 In our experience, most 

airlines can cut unit crew 

costs by 5-10%, yet rarely 

seize this opportunity

 Crew-related disruption is 

also a major operational 

challenge for many carriers

 A crew resource planning 

audit will help you reduce 

crew costs & tackle instability
Typical low-cost airline operating costs
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Do you know if you have the right no of crew?
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Optimum crew 

headcount

Cost

Crew headcount 

too high: cost of 

surplus crew

Crew headcount 

too low: costs of 

disruption

 Having too many crew is 

expensive but too few 

disrupts the operation

 Lead times to reduce or 

increase crew numbers are 

usually measured in months

- e.g. 6-9 months to 

recruit a new pilot

 Most airlines are either too 

aggressive or conservative 

on crew costs

- Some even alternate 

between the extremes 

every few years !
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 Crew resource planning (CRP) constantly seeks to balance the 

demands of the schedule, operation, crew managers and line crew

Crew resource planning plays a key role
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 At best, it’s a “broker” at the heart of 

the airline, supporting a profitable 

schedule and efficient delivery

 At worst, it’s a “fire-fighter” reacting 

to different binding constraints and 

crippling your operation, while 

causing crew unrest

 To succeed it is vital to “balance” 

stakeholder interests in what is 

effectively a supply chain
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Balancing the crew supply chain is important
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We can audit CRP effectiveness & efficiency

 In the context of your current size and planned future growth, we 

can perform an audit to diagnose the following:

– Efficiency of your crew operations

– Effectiveness of your CRP processes

– Appropriateness of CRP organisation, resources and systems

– Key issues such as roster instability, sickness, inefficient scheduling practices

 Expected benefits

– Opportunities for direct crew cost savings

– Opportunities to enhance profitability by better optimising crew costs vs schedule

– Action plan for scaling processes, systems and organisation

– Enhanced relations with crew community and unions

– Knowledge of key issues and potential risk factors

 The audit is conducted in five discrete stages, and the efficiency 

review can also be performed on a stand-alone basis

© Invenzyme Limited 2009
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Crew Resource Planning Audit Process
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Efficiency 
Review

Data gathering 
& analysis

Process 
Review

Interviews & 
Workshop

Structure 
& Systems

Interviews & 
research

Balanced 
Scorecard

Summarise 
findings

Actions & 
Risk Mgt

Identify next 
steps/remedial 

action

The efficiency review can be offered on a 

stand-alone basis
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Illustrative balanced scorecard

Overall PerformanceHappy, motivated & efficient team

Sustain crew lifestyleMinimise cost 

Support operational integrityManage safe and legal operation

Overall PerformanceHappy, motivated & efficient team

Sustain crew lifestyleMinimise cost 

Support operational integrityManage safe and legal operation

 Flexibility of roster patterns & days off

 Crew sickness and attrition

 Responsiveness to crew leave requests

 Responsiveness to crew roster requests

 Roster stability

 Crew establishment vs target

 Standby cover planned 

 Sectors canx/delayed by crew 

 On-time roster publication

 NCRs

 Crew records

 FTL violations 

 Discretion

 Fatigue risk

 Team resource levels 

 Team attrition and sickness

 No of crew managed per FTE

 High planned crew productivity

 Minimal overhead costs

 Low crew positioning costs 

 Team costs within budget

All metrics on or close to target Some metrics underperforming Several metrics underperforming OR 

one metric requires urgent attention

 Significant issues…
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Sample Audit Scope – Efficiency Review

© Invenzyme Limited 2009

Efficiency 
Review

Scope

 Validate current headcount vs requirement

 Assess crew-efficiency of network and schedule

 Review efficiency of other crew headcount drivers:

 Standby cover

 Training and management overheads

 Roster pattern, days off and leave allowance

 Review efficiency of night-stopping arrangements

 Drivers, hotel and transport costs and volume

 Review flexibility of FTL scheme 

 Assess impact of management practices on efficiency:

 Rostering, pairing construction and leave allocation

 Training planning
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Sample Audit Deliverables – Efficiency Review

© Invenzyme Limited 2009

Efficiency 
Review

Deliverables

 Identification of areas of crew shortfall or surplus

 Chart of crew headcount drivers

 Summary of performance on key efficiency measures

- Unit crew costs

- Productivity in terms of flying hours and duties

- Crew ratio

- Standby cover

- Crew overheads

- Establishment vs plan

- Night-stops and positioning costs

 Opportunities to enhance crew efficiency of network 

and schedule, and for wider efficiency gains

 Key issues and risks
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Illustrative chart of crew headcount drivers

Crew required 

to fly schedule 

block hours 

given crew 

target BH

Crew required to 

operate schedule 

duties

Standby 

Cover

Waste duties

Leave

Rec Training

Crew

Headcount
Block Hour Limited:

Flying Requirement 

> Duty Requirement

If target BH  for 

crew goes up, 

the FTE 

required goes 

down, and 

base may 

become duty 

hour limited

Crew required 

to fly schedule 

block hours 

given crew 

target BH

Crew required 

to operate 

schedule 

duties

Standby 

Cover

Waste duties

Leave

Rec Training

Duty Limited:

Duty Requirement 

> Flying Requirement

If target BH  for 

crew goes 

down, the FTE 

required goes 

up and base 

may become 

BH limited
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The audit will enable longer-term development

Stability Efficiency Flexibility

Operational integrity

Correct establishment

Compliance with FTL

Adequate team resource

Robust processes

High crew productivity

Minimal crew overheads

Minimal positioning costs

Efficient team

Process automation

Lifestyle rostering

Scalable team

Process optimisation

Business optimisation 

Effective feedback

Stability Efficiency Flexibility

Operational integrity
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Adequate team resource

Robust processes

High crew productivity

Minimal crew overheads

Minimal positioning costs

Efficient team

Process automation

Lifestyle rostering

Scalable team

Process optimisation

Business optimisation 

Effective feedback

 Many airlines fail to put foundations of stability in place for crew 

resource planning before they cut costs or grow substantially

 This audit will highlight areas you can address to enable both
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 Crew are a large airline cost and crew resource planning is an area 

whose success is intimately linked to that of the airline as a whole

 There are likely to be significant opportunities for unit cost savings 

and process improvements

 A crew resource planning audit will give you confidence regarding the 

efficiency of your crew operations and the effectiveness of related 

planning processes, organisation and systems 

 The audit will identify improvements that enable efficiency savings 

and allow you to manage the risks of scaling the business

 Jim Paton formerly worked as Head of Crew Resource Planning at 

easyJet, and has recently consulted on crew resource planning 

matters with clients including Monarch Airlines and Tiger Airways

In summary...

© Invenzyme Limited 2009


