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Amidst society’s struggle to cope with COVID and the pandemic’s deleterious 
effects on people, our economy and way of life, 2021 did nevertheless offer 
ACOG a sliver of relief in the welcome opportunity to capitalize on the hard-
won bridge funding provided by Government to reinvigorate the nation’s 
Airspace Modernisation national infrastructure programme. The provision of 
grant funding clearly signalled the enduring priority Government places on 
the Airspace Modernisation Strategy, whilst the universal welcome that the 
announcement attracted, even palpable sense of relief, spoke volumes about 
how its anticipated benefits are recognised and valued more widely. The ACOG 
team lost no time in regathering the programme’s reins and worked hard with 
the Department for Transport and CAA, the Strategy’s Co-Sponsors, to ensure 
that the funding was disbursed fairly and quickly amongst the programme’s 
constituent airports. As a result of the ten months of focussed remobilisation 
activity that followed, all but a little under 3% of the allocated funding was 
accrued by year end, enabling the programme to be brought back on track 
after the COVID-enforced hiatus, a very creditable effort by all involved. I am 
grateful to Ministers and their colleagues in the Department for Transport, HM 
Treasury and in other Government Departments for their pragmatic support 
during this taxing time for the airspace modernisation programme.

In parallel with supporting the airports’ re-engaging with the Airspace Change 
Proposal (ACP) process, the ACOG team collected and curated early-stage 
data from across the constituent ACPs to build the content of Iteration 2 of 
the Airspace Masterplan. Necessarily bounded by the varying levels of data 
maturity arising from the ACPs’ different stages in the process, the focus of 
Iteration 2 was on cataloguing the programme’s likely interdependencies, 
milestones and deliverables as it progresses, and on illustrating the 

Chairman’s 
Statement
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Chair, ACOG Steering 
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approaches that will be taken in resolving design conflicts and balancing 
any trade-offs that may be required. ACOG’s Iteration 2 of the Masterplan 
was submitted to the CAA in early December. Having been validated against 
the Authority’s Assess & Accept criteria and following consultation with 
the Secretary of State for Transport, it was accepted formally into the AMS 
Strategy by the CAA in late January. This endorsement of Iteration 2 of the 
Masterplan, secured as it was amidst the turbulence of the programme’s 
remobilisation and in the face of very challenging headwinds across the 
sector, owed much to the collective endeavours of an array of stakeholders 
and participants, diligently corralled by the ACOG team, and has provided a 
solid platform from which ACOG will drive forward with the crucial next phases 
of the airspace modernisation effort.

The year ahead will require the programme’s leading cohort of airport ACPs 
to move into Stage 3 of the airspace change process, where options will be 
presented for public consultation by the airport sponsors. ACOG’s role over 
the period will include assuring that the sponsors consult on their proposals 
in a coordinated and effective manner, to ensure that the cumulative benefits 
and impacts of federated changes in regions are clear and understood by 
all stakeholders. In addition, ACOG will mount our own Public Engagement 
Exercise with the aim of seeking feedback on, amongst other things, how 
specific design trade-offs may be presented by their sponsors, how information 
on the cumulative impacts of different design choices have been calculated 
and any potential gaps in or productive additions to the Masterplan. To assist 
in ACOG’s design and delivery of the Public Engagement Exercise, ACOG are 
leaning forward and will establish and share proposals with a Community 
Advisory Panel comprising representatives of local community groups from 
across the country with an interest in the airspace modernisation programme. 

Throughout ACOG’s broad efforts to manage the programme charged with 
modernising some of the most complex airspace in the world and delivering 
critical national infrastructure fit for Global Britain’s future, we must not lose 
sight of the core objectives we are aiming for – quicker, quieter and cleaner 
air transport, benefiting the environment, our economy and all those who use, 
enjoy and rely on this essential mode of travel. Achieving those objectives in 
a timely fashion, not least delivering a significant contribution to decarbonising 
air transport, is a hugely strong motivator for the ACOG team and wider 
stakeholders – I and my Steering Committee colleagues look forward to 
supporting and enabling this vitally important endeavour in the year ahead.
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Our second annual report is set again against the very challenging backdrop 
of the COVID-19 pandemic. Aviation is among the worst hit sectors in the UK 
with one of the consequences being the virtual standstill of the airspace 
modernisation programme. We said last year that making progress on this 
strategically important national infrastructure programme was difficult but not 
impossible. Through our ‘Remobilising Airspace Change’ report, we had made 
a strong case to Government that for the programme to continue, this would 
require some short-term public funding.

The Government responded positively and with the vigorous support of the 
DfT and CAA, the programme was remobilised thanks to the Government 
support fund of £5.5M in March 2021. This enabled substantial progress 
and sustained momentum throughout 2021. A further £3.2m was granted in 
January 2022 which will help to further ensure progress in the coming year.

Having secured the funding, our principal goal during 2021 was to construct a 
new version of the Airspace Change Masterplan, the route map that will steer 
the programme towards a successful and sustainable modern airspace system 
for the UK, alongside changes to airspace being made by NATS. 

This Plan was submitted to the CAA at the end of 2021 and has subsequently 
been accepted into the Airspace Modernisation Strategy. Crucially, the 
acceptance of the Plan will allow participating airports to take the next steps 
on their respective upgrades and means the Programme is another step 
closer to delivering benefits for businesses, passengers and communities 
across the UK. We have engaged with key aviation stakeholders throughout 
the year as part of this and look forward to a much wider public engagement 
exercise in the latter part of 2022.

Head of ACOG’s 
StatementMark Swan

Head of ACOG
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During the year, ACOG refreshed and updated its structural organisation, 
processes and programme governance in response to the pandemic 
whilst recognising opportunities that modernisation can contribute to. This 
work will continue to evolve and we have recently achieved ISO90001 
accreditation driving quality and continuous improvement into our work. 
ACOG is also embarking on a new environment strategy targeted at achieving 
environmental benefits where practicable and contributing to early progress 
towards a Net Zero future. This includes work to better understand the 
benefits and costs associated with future airspace changes that will drive 
progress on quicker, quieter and cleaner journeys.

Looking ahead, the Programme is still not without substantial risks, 
particularly the inability of airlines and airports to recover passenger 
numbers that can guarantee the levels of investment needed to 
optimise the modernisation programme. We look forward to working 
closely with the DfT, CAA and others on the next draft of the Airspace 
Masterplan which will start to set out the broader programme issues 
and challenges whilst ensuring that this critical national infrastructure 
project is delivered for the UK. 
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Our Strategic aims: 
The Secretary of State for Transport 
provided a set of strategic aims for ACOG. 
These aims are incorporated into the 
Masterplan and are replicated below: 

• Create additional airspace capacity to 
support the growth of aviation

• Reduce controlled airspace to the 
minimum necessary to facilitate safe 
aviation operations

• Remove unnecessary lower airspace 
constraints

• Reduce airspace inefficiencies and 
congestion-related delays for passengers

• Reduce noise and CO2 emissions

The Airspace Change Organising Group (ACOG) was 
established in 2019 at the behest of the Department 
for Transport (DfT) and Civil Aviation Authority (CAA) to 
coordinate key initiatives set out in the UK’s Airspace 
Modernisation Strategy (AMS). These initiatives, Future 
Airspace Implementation South (FASI-S); and Future 
Airspace Implementation North (FASI-N) involve the 
redesign of f light paths across the busiest regions of 
the UK that serve commercial air transport. 

The upgrade to airspace will contribute to the 
Government’s vision for quicker, quieter and cleaner 
flights and make the most of the capabilities of 
modern aircraft and new navigational technologies that 
have been developed in recent years. 

ACOG was set up as a fully independent organisation 
within NERL (NATS Enroute plc) to lead the upgrades 
as a national infrastructure programme and create a 
coordinated implementation plan – or Masterplan – 
for the airspace changes. 

The ACOG team operates as a unit separate 
from NERL and their activities are overseen by 
an independent Steering Committee comprising 
independent members and subject matter experts 
drawn from across the sector. 

The UK Airspace Change Masterplan

The number, complexity and overlapping scope 
of the individual airspace change proposals (ACPs) 
needed to deliver the Programme required a strategic 
coordination mechanism in the form of a single joined-
up implementation plan or Masterplan. 

Creating and maintaining the Masterplan is the 
cornerstone of ACOG’s work and the focus of our 
engagement with all stakeholders that have an 
interest in airspace modernisation. 

The Masterplan will provide detailed information on 
the airspace design options under development, the 
potential areas of overlap between individual changes 
and the compromises and trade-offs that may need to 
be made to integrate them effectively. 

ACOG:  
An Introduction
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COVID-19 Programme Pause & Restart

The Programme paused in March 2020 when 
COVID-19 hit, and participating airports were 
compelled to refocus their attention on conserving 
liquidity and managing the crisis.

In Summer 2020 ACOG published a report highlighting 
the impact of the pandemic on the Programme and 
setting out several recommendations to restart it, 
including the need for some short-term Government 
funding. 

The DfT announced £5.5m grant funding in March 2021 
which has enabled eligible airspace change sponsors 
to restart their change proposals and to progress 
through the next stages of the regulatory airspace 
change process, CAP1616. 

As part of the restart of the Programme, ACOG has 
worked with the participating airports and NATS to 
integrate the early outputs of their Airspace Change 
Proposals into the next draft of the Masterplan. This 
was delivered to the AMS Co-Sponsors (DfT / CAA) for 
evaluation in December 2021 and will be used by the 
CAA to make decisions on whether to approve further 
development and ultimately the implementation of the 
proposed changes.
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In accordance with the DfT and CAA’s Commissioning 
Letter to NATS, ACOG is tasked by the Secretary 
of State with leading and managing the successful 
delivery of the airspace change elements of the UK 
Airspace Modernisation Strategy (UKAMS).1 The DfT 
and CAA are co-sponsors of the UKAMS, providing the 
policy framework and regulatory oversight that guides 
and dictates ACOG’s work. 

ACOG operates independently of NATS. Its principal 
governing body is the ACOG Steering Committee (SC), 
chaired by an independent non-executive chair. The 
ACOG SC comprises an additional nine members who 
between them collectively possess a broad range of 
aviation experience, demonstrable capability at Board 
level of leading and delivering complex national-
level programmes and a thorough understanding of 
government legislative and regulatory processes.  

Governance

The ACOG SC exercises the primary 
governance function of assuring the ACOG 
programme of work and deliverables and is 
responsible for signing off each iteration of 
the Masterplan. Additional responsibilities 
are as follows:  

• Acting collegiately, provide constructive 
challenge, strategic guidance and 
specialist advice to ensure that ACOG 
objectives and deliverables are clear, 
understood and delivered on time and to 
the required standard.  

• Oversee the work of ACOG and use best 
endeavours to resolve issues relating to 
the delivery of the programme in a timely 
way (noting that members are not acting 
as representatives of aviation industry 
stakeholder groups but are appointed 

as individual subject matter experts).  If, 
after making all reasonable efforts, the 
Committee is unable to resolve an issue, a 
recommendation on options along with any 
resulting implications will be made by the 
SC to the co-sponsors via the CAA.   

• It is expected that the SC will be able to 
agree on the majority of significant issues, 
objectively and impartially. Where this is 
not possible, the range of views will be 
made available to the co-sponsors via the 
independent Chair of the SC, along with 
his/her recommendation as to the best 
course of action.  

• Form part of the review process for setting 
yearly budgets within NERL’s Reference 
Period settlements as determined through 
the CAA’s economic licensing process, 
which includes consultation with a wide 
range of stakeholders, and noting there 
will be a ring-fenced overall budget for 
ACOG for the applicable reference period.  

• Review the effectiveness of ACOG 
activities, programmes, structures and 
processes employed in delivering ACOG’s 
objectives, ensuring that the organisation 
operates effectively and efficiently.   

1. Airspace Change Masterplan, Acceptance Criteria, CAP 2156a, CAA, August 2021. [link]

https://publicapps.caa.co.uk/docs/33/CAP 2156a Masterplan Acceptance Criteria.pdf
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In addition, ACOG is subject to regular external 
programme audits by an independent Infrastructure 
Programme Authority (IPA) accredited major 
programme reviewer. There are also a series of 
regular reporting functions to the Co-Sponsors (DfT/
CAA) on Masterplan progress, up to and including the 
ACOG Chair to the DfT’s Aviation Strategy Board and 
Ministers. 

 

ACOG has achieved ISO90001 accredited 
organisation with a robust quality 
management system that is externally 
audited under the ISO protocols. This 
contributes to the external and independent 
checks and balances by way of audit as well 
as driving continual improvement into the 
ACOG working environment. 
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ACOG’s five core objectives provide useful points 
of reference to consider the key milestones and 
achievements of 2021 to date and look ahead to 2022.

For 2021, following the Programme pause caused 
by the COVID-19 pandemic, ACOG undertook 
an additional one-off objective to enable the 
remobilisation of the Programme and re-establish 
ACOG’s organisational structure and Programme 
governance arrangements. Achieving ACOG’s 
objectives must also remain coherent with extant 
government policy and CAA regulatory processes.

The following sections summarise the achievements 
linked to each objective and look ahead at the 
potential milestones for 2022. 

 

Review of 2021

ACOG’s core objectives are to: 

1) Lead the airports and NERL in the 
creation of a credible and implementable 
Masterplan for FASI-S and FASI-N.

2) Coordinate analysis with ACP sponsors to 
identify and understand the dependencies 
created by overlapping airspace changes.

3) Facilitate between ACP sponsors to  
strike efficient compromises and trade-offs 
that are needed to integrate the  
overall design.

4) Demonstrate the collective impacts 
of the airspace changes and identify 
opportunities for all stakeholders to share 
in the benefits. 

5) Build a broad base of support for the 
airspace changes and join up the 
Programme’s approach to communications, 
engagement and consultations. 
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Enabling the remobilisation of the 
Programme and re-establishing ACOG’s 
organisational structure and Programme 
governance arrangements 

Following the announcement of government grant 
funding in March 2021, ACOG has worked with the 
CAA and ACP sponsors to ensure that the work 
across the Programme is phased to optimise the 
Masterplan delivery schedule. Before the CV19 
pandemic, ACOG had finalised its organisational 
structure and established a central set of 

processes to drive delivery. These were reviewed 
and updated in light of the pandemic to ensure 
that ACOG’s engagement with ACP Sponsors was 
targeted and efficient, recognizing the resource 
constraints imposed on the sponsor organisations. 

The 2021 achievements linked to supporting 
Programme remobilisation and re-establishing 
ACOG’s structure and Programme governance 
arrangements and the milestones for 2022 are 
summarised in Table 1. 

Theme 2021 achievements Milestones for 2022

1.1    Programme 
remobilisation

a) Worked with the DfT, CAA and 
the ACPSponsors to support the 
implementation of the FASI Programme 
support fund for the airport-led ACPs 
and drive the remobilisation process

b) 18 ACPs restarted and/or re-integrated 
into the Programme over a two month 
period in April and May 2021.

b) Q2-2022: Ensure the effective use of the 
grant funding by sponsors and support 
the implementation of additional 
financial support in FY 22/23.

Table 1: Supporting the remobilisation of the Programme and re-establishing 
ACOG’s organisational structure and Programme governance arrangements, 
achievements and milestone lookahead 
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1.2.  ACOG 
organisation & 
processes

a) Full review of ACOG’s core 
competencies leading to the re-
organisation of the team and 
recruitment of specific capabilities to 
best meet the evolving requirements of 
airspace modernisation

b) Recruited ACOG Head of Environmental 
Strategy to develop a coherent 
approach to optimising environmental 
performance through the airspace 
modernisation process

c) Development of the ACOG Quality 
Management System (QMS) including 
central business processes in 
preparation for ISO9001 certification 

d) Implementation of business intelligence 
and information dashboard functions to 
strengthen the monitoring and reporting 
of delivery activities and identification of 
sequencing issues.

e) Full review of programme risk 
management capability in ACOG and the 
implementation of updated processes 
including horizon scanning capability

f) Development of a process for the 
continual review (IPA accredited) 
of ACOG’s plans and activities to 
provide independent assurance as the 
Programme remobilises and moves 
into delivery. First assurance review 
completed in Q3-2021 

g) Q1-2022: ACOG to achieve the ISO9001 
accreditation following an external audit

h) Q1-2022: ACOG to complete a 
strategic review of the team’s 
resource requirements and existing 
competencies to identify and close any 
capability gaps 

i) Q2-2022: ACOG to commission a second 
independent strategic assurance review 
to be conducted following delivery of 
Iteration 2 of the Masterplan to ensure 
lessons learned are captured and 
incorporated into the development of 
future Masterplan iterations

j) Q2-2022: ACOG to recruit additional 
programme management and 
coordination resources (2FTE) and an 
environmental analyst (1FTE)
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1.3. Governance 
arrangements

a) Formulation of the UK Airspace Change 
Programme Board (previously FASI-
S/N Programme Boards) with updated 
and agreed Terms of Reference to best 
meet the evolving requirements of the 
Programme

b) Established regular information 
sharing with AMS co-sponsors and 
the Ministerial Airspace Strategy 
Board to ensure ACOG’s coordination 
activities are aligned with the overall 
modernisation initiative.

c) Rationalisation and agreement of 
relevant reporting mechanisms for the 
ACOG Steering Committee, AMS Co-
sponsors and ACOG-led programme 
coordination groups

d) Established Programme Coordination 
groups for ‘deployment clusters’ to drive 
delivery and ensure programme related 
risks and issues are identified and 
resolved (or escalated for resolution)

e) Q2-2022: ACOG to establish the 
necessary governance arrangements 
needed to oversee the group’s 
engagement with other airspace users 
(General Aviation, Unmanned Aerial 
Systems and Electronic Vertical Take-off 
and Landing operators).
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Theme 2021 achievements Milestones for 2022

2.1. Masterplan 
scope and 
development 
approach 

a) Worked with NERL and the airport 
sponsors to collate, examine and 
present the relevant information drawn 
from the constituent ACPs that is 
required for the Masterplan Iteration 2.

b) Delivered Iteration 2 of the Airspace 
Change Masterplan to the AMS co-
sponsors for assessment 

c) Masterplan Iteration 2 accepted into the 
statutory framework for airspace change 
decisions in January 2022. 

d) Q1-2022: Agree on the scope and 
approach for the development of 
Iteration 3 of the Masterplan with the 
CAA/DfT including options for delivering 
the Masterplan in ‘deployment clusters’

e) Q4-2022: Deliver the first version of 
Iteration 3 of the Airspace Masterplan 
to the CAA/DfT to assess and, if 
appropriate, to accept.

2.2.  Masterplan 
acceptance 
criteria

a) Worked with the CAA to develop a clear 
and comprehensive set of criteria for 
the assessment and acceptance of the 
Masterplan.

b) Defined the key requirements for the 
Masterplan Iteration 2 analysis based on 
the Assess and Accept criteria and the 
maturity of the constituent proposals. 

c) Work with the CAA to refine the 
Masterplan Assess and Accept Criteria 
based on the lessons identified from 
the development of Iteration 2 and 
the agreed scope of the Masterplan 
Iteration 3.

Table 2: Creating the Masterplan, achievements and milestone lookahead

Creating the Airspace Change 
Masterplan

The ACP sponsors must work together to develop 
airspace design options, assess a wide range of 
possible flight paths, manage consultations with 
affected stakeholders and plan the migration from 
today’s operation to the future. ACOG is responsible 
for developing an Airspace Change Masterplan 
which is a high-level implementation plan that 
identifies which airspace design changes need 
to be developed in coordination to achieve the 
range of benefits that airspace modernisation can 
deliver and in doing so consider the potential 
interdependencies, trade-offs and conflicts. 

In 2021 ACOG worked closely with the CAA to 
agree on the scope of the Masterplan Iteration 2 
and develop the criteria that are used by the AMS 

Co-Sponsors to assess whether the Masterplan 
could be accepted. Iteration 2 of the Masterplan 
was produced by ACOG during Q3 and Q4 of 2021 
and was formally accepted by the Co-Sponsors 
and incorporated into the statutory framework for 
airspace change decision making in January 2022. 

Following the remobilisation of the Programme 
and the Co-Sponsors’ extension of the Masterplan 
commission to cover the whole of the UK, ACOG has 
been working with the constituent ACP sponsors 
to understand their development plans and build 
an updated view of the Programme deployment 
sequence, constraints, risks and issues in light of the 
ongoing recovery of the aviation sector. 

The 2021 achievements linked to creating the 
Masterplan and the potential milestones for 2022 
are summarised in Table 2. 
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2.3.  Programme 
Plan and 
associated 
activities

a) Worked with ACP sponsors to create a 
draft Programme Plan for inclusion in 
the Masterplan incorporating the high-
level Deployment Sequence for each of 
the four clusters. 

b) Developed the methodology for 
coordinating the production of the 
Programme Plan for inclusion in the 
Masterplan

c) Development of possible deployment 
scenarios for the Programme and 
assessment against defined criteria to 
demonstrate their viability

d) Supported the CAA to define the 
process by which, in the short-term 
absence of the Masterplan, individual 
ACPs may progress where assurance 
can be provided that they do not 
impinge on the optimisation of the 
future system-wide design

e) Provision of support to ACP Sponsors to 
progress their proposals beyond stage 
2 of CAP1616, in the short-term absence 
of a Masterplan, through the agreed 
CAA assurance process 

f) Development of a safety assurance 
strategy and plan to ensure safety 
requirements (unit and interface) are 
understood for all ‘deployment clusters’

g) Q1-2022: Produce detailed Programme 
Plans for ScTMA and West ‘deployment 
clusters’ gaining endorsement from the 
UK Airspace Change Programme Board. 

h) Q2-2022: Re-evaluate the LTMA 
cluster deployment options and agree 
on the strategy for airspace change 
implementation with LTMA sponsors 
and the CAA. 

i) Q2-2022: Develop a Cumulative 
Analytical Framework for cumulative 
impact assessments and trade-off 
decisions arising from interdependent 
ACPs

j) Q2-2022: Work with the DfT/CAA to 
identify where existing policy could be 
modified to ensure the prioritisation of 
CAP1616 regulatory gateways where 
there is a link to airspace modernisation

k) Q3-2022: For all deployment clusters, 
agree the schedule for IFP (Instrument 
Flight Procedures) assessment ensuring 
stakeholders are engaged and the 
programme delivery schedule is 
optimised

l) Q2-2022: In conjunction with ACP 
sponsors, provide guidance on the 
assessment of design options to 
ensure consistency in the application of 
sponsor Full Options Appraisals

2.4. Masterplan 
Engagement

a) Creation of an engagement strategy for 
Iteration 2 of the Masterplan 

b) Conducted Masterplan Iteration 
2 engagement activities with the 
stakeholder groups identified in the 
AMS governance structure.

c) Produced a thematic analysis of the 
Iteration 2 engagement inputs that 
informs the approach to engagement 
during the development of Iteration 3

d) Q3-2022: Conduct a public engagement 
exercise on Iteration 3 of the 
Masterplan to provide stakeholders 
with an opportunity to feedback on the 
development of the Masterplan. 
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Theme 2020 achievements Milestones for 2021

3.1. Technical 
Working Groups 

a) Established Technical Coordination 
groups for ‘deployment clusters’ with 
clear ToRs to resolve technical design 
issues, applying lessons learnt from the 
working groups in situ pre-COVID-19. 

b) Developed the methodology for 
identifying and assessing the impact 
of ACP interdependencies at a system 
level for inclusion in the Masterplan

c) Produced a high-level analysis of the 
likelihood of airspace design conflict 
arising between specific ACPs in each 
region cluster and a consideration of 
the potential solutions 

d) Q1-2022: Agree and deliver a defined 
schedule of work for the Technical 
Coordination Groups to address the key 
technical issues facing the programme.

e) Q3-2022: Coordinate the production of 
the first ACP cluster Cumulative Impact 
Assessment working in collaboration 
with the airport sponsors and NERL

f) Q3-2022: Produce a record of the trade-
off decisions that have been made by 
sponsors during options development 
and assessment in Stage 2 and the 
remaining trade-offs that will be 
informed by ACP Public Consultations in 
Stage 3

3.2. Integrating 
options 
appraisal and 
trade-offs

a) Developed guidance on the appraisal of 
cumulative impacts that may be created 
by overlapping airspace design options

b) Engaged with the DfT on the 
development of a framework to ensure 
consistency in the application of 
Govt. policy requirements across the 
Programme

c) Conducted a review of CAP1616 lessons 
learned, incorporating feedback from 
sponsors which has been provided to 
the CAA to inform their CAP1616 review, 
highlighting where additional guidance 
may be required for ACPs where 
cumulative impacts exist

d) Q1:2022: Encourage and support the 
development of a policy framework with 
DfT/CAA to guide trade-off decisions 
and identify where gaps in existing 
policy may exist or whether further 
guidance is required

e) Q1-2022: Review of the facilitation 
process with all sponsors to integrate 
the new Cumulative Impact Assessment 
and Trade-Offs guidance (deliverable 
2.i) that would be used in the event of 
a potential dispute regarding airspace 
design options and gain endorsement 
from the Programme Board

Table 3: Identifying interdependencies, achievements and milestone lookahead

Understanding interdependencies and 
integrating the airspace design 

One of the key functions of the ACOG team is to 
coordinate the identification of interdependencies 
emerging between co-dependent ACPs and 
support their sponsors to integrate their airspace 
designs effectively. In 2021, ACOG has started 

to work with the sponsors as they restart their 
change proposals to define the nature of the 
interdependencies that exist and examine the 
potential solutions. The 2021 achievements linked 
to identifying interdependencies and potential 
milestones for 2021/22 are summarised in Table 3.
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3.3. Integration of 
Performance-
based 
Navigation 
(PBN) designs

a) Developed the ToRs for an airline task 
force to fully define the technology, 
procedures and airspace concepts 
needed to achieve the optimised use of 
PBN. 

b) Q3-2022: ACOG and the airline task 
force to examine the merits of an RNP 
mandate for the LTMA cluster ACPs 
to optimise the performance of the 
airspace upgrades
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Demonstrating impacts and benefits

The Programme is expected to generate a range 
of benefits for a broad mix of stakeholder groups. 
Due the complex interdependencies of the 
Programme, it is possible that creating benefits 
that fall to one stakeholder group may at times 
lead to disbenefits for others. The trade-offs 
between benefits and disbenefits must be carefully 
managed and informed by widespread stakeholder 
engagement. 

The Benefits Framework will be incorporated into 
the Masterplan and continue to evolve as the 
sponsors move through the CAP1616 process and 
more information becomes available. The 2021 
achievements linked to demonstrating impacts and 
benefits and potential milestones for 2021/22 are 
summarised in Table 4.

Table 4: Impacts and benefits, achievements and milestone lookahead 

Theme 2021 achievements Milestones for 2022

4.1. Benefits 
framework

a) Revision of the ACOG Benefits 
Framework (as part of remobilisation) 
to quantify and track ACP benefits and 
the impacts of the overall system-level 
design. 

b) Developed case study examples of the 
potential trade-offs between benefits 
arising from airspace modernisation and 
some of the key considerations when 
optimising design options. 

c) Q3-2022: Expand and refine the 
Benefits Framework as the ACPs 
develop their airspace design 
options and feedback from external 
stakeholders help to shape the 
assessment of wider system-wide costs 
and benefits. 

d) Q1-2022: Set out ACOG’s Environmental 
Strategy and how it can contribute 
to early progress towards a Net Zero 
future.

e) Q3-2022: Work with CAA and third-
party specialists to generate a Strategic 
Environmental Assessment (SEA) of the 
Masterplan and associated ACPs.
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4.2. Quantifying 
Emissions 
Savings

a) Reviewed best practice with European 
partners to inform possible options 
for demonstrating the environmental 
impacts of system-level airspace 
change

b) Formed a strategic partnership with the 
EUROCONTROL Head of Sustainability 
to examine the analytical approach to 
optimising aircraft emissions savings 
generated by airspace modernisation. 

c) Conducted a high-level analysis of the 
potential emissions savings that may 
be achievable across each regional 
cluster of airspace modernisation 
based on current performance linked to 
aircraft track miles and climb/descent 
performance. 

d) Q1-2022: in conjunction with 
EUROCONTROL, develop a case 
study that provides an environmental 
baseline of the current operation 
and an approach to quantifying the 
environmental improvements from 
future changes. 
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The Pandemic continued to impact ACOG’s level of 
engagement in the first quarter of 2021 while the 
team focussed on securing the short-term public 
funding necessary to restart the programme. During 
this time there were opportunities to engage with key 
stakeholders, for example, during the progression of 
the Air Traffic Management and Unmanned Aircraft Bill 
through Parliament which provided the opportunity to 
reinforce the importance of airspace modernisation.

ACOG briefed several cross-party politicians resulting 
in good levels of support for the programme and 
ACOG helped to influence the Government’s 
continued commitment to airspace change as set 
out in the National Infrastructure Strategy, Transport 
Decarbonisation Plan and the Jet Zero consultation. 

Following the Government funding announcement in 
March, ACOG was able to remobilise the programme 
and the associated communications. As part of this, 
we have taken steps to increase the profile and 
information available about ACOG as the body tasked 
with coordinating the programme. This included rolling 
out a dedicated ACOG website and social media 
channels in the Summer. The legacy ‘Our Future Skies’ 
information campaign, set up before ACOG’s creation, 
has been discontinued, and a new information 
platform ‘One Sky One Plan’ has been developed as 
part of the ACOG website. This provides a publicly 
accessible entry point for those wishing to learn more 
about the programme. 

ACOG also undertook a programme of stakeholder 
engagement as part of developing Iteration 2 of the 
Masterplan. ACOG briefed over 50 stakeholders that 
make up the AMS Governance groups to set out how 
the Masterplan is being developed and why; highlight 
the opportunities for stakeholders to influence its 
development; and ensure clarity in the next steps of 
the Masterplan development.

ACOG’s engagement with potentially affected and 
interested stakeholders will be extended significantly 
as we develop the next iteration – or draft – of the 
Masterplan in 2022. 

Stakeholder engagement 
and communications

http://www.oneskyoneplan.uk/
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Stakeholder focus Summary of 2021 engagements

Airports / NATS a) Multiple dedicated engagement activities with all participating airport sponsors 
to help remobilise the programme including providing support for those sponsors 
who continued working on their ACPs during the programme pause. 

b) Engagement with a broad base of UK airports, airlines and ANSPs at the Industry 
Coordination forum for the AMS (ICAMS).

c) Regular engagement with airport communications teams.

Airlines a) Dedicated engagement with airlines representatives as part of the Masterplan 
engagement and follow up sessions

General Aviation  
and Unmanned  
Aerial Systems

a) Briefings to members of the General and Business Aviation Strategic Forum 
(GBASF) and the National Air Traffic Management Advisory Committee (NATMAC). 

b) Ongoing engagement with the Aircraft Owners and Pilots Association (AOPA), 
Light Aircraft Association (LAA) and the British Business and General Aviation 
Association (BBGA) on ACOG’s role and objectives regarding airspace access and 
integration.

c) Engagement with UK Research and Innovation and ARPAS on the potential for 
safe and efficient integration of UAS operations as part of the Programme.

d) Dedicated engagement with GA and other airspace users as part of the 
Masterplan engagement and follow up sessions

Community 
Representatives, 
Interest Groups and 
Local Government

a) Dedicated engagement with community representatives, airport consultative 
committees, devolved administrations and DfT’s ANEG group as part of the 
Masterplan engagement sessions.

b) A briefing was provided to the GLA’s Environment Committee, on request, 
regarding the Airspace Change Programme and ACOG’s coordination role. 

c) Briefings to the UKACC, Heathrow Community Engagement Board, Luton Airport 
Consultative Committee and Heathrow Community Noise Forum on ACOG’s role 
and the development of the Masterplan

Central  
Government

a) Written updates on the funding and progress of the Programme provided to key 
government & parliamentary stakeholders. 

b) Regular updates provided by ACOG Steering Committee Chair to the 
Government’s Airspace Strategy Board.

c) Submission to DfT’s Jet Zero consultation and other relevant consultations and 
enquiries.

d) Dedicated briefings for Members of Parliament.

Table 5: Summary of 2021 stakeholder engagement 
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Passengers, 
Businesses  
and the Wider 
Economy 

a) The One Sky One Plan website and social media channels have been developed 
to communicate the case around airspace change and continue to see good 
levels of engagement from a range of stakeholders. 

b) Engagement with businesses and groups including London First, London 
Chamber of Commerce and Industry and international couriers, UPS.

European  
stakeholders

a) Engagement with Senior Management at EUROCONTROL to ensure that the 
UK Airspace Change Programme maintains technical alignment as the Single 
European Sky initiative evolves. 

b) Engagement with colleagues from DARP (Dutch Airspace Redesign Programme) 
to share best practice and learnings

Lookahead at the 2022 Stakeholder Engagement Milestones 

A list of the potential stakeholder engagement and communications milestones for 2022 is set in Table 6.

Theme Milestones lookahead 2022

5.1. Masterplan 
Engagement

Deliver a comprehensive public engagement exercise as part of the development 
of Iteration 3, as required by the Co-Sponsors and set out in CAP 2156a. (Airspace 
Change Masterplan CAA Acceptance Criteria). 

5.2 Information and 
communications 
campaign

Utilise the relevant ACOG communications channels to demonstrate the rationale for 
upgrading airspace and the progress of the Programme. 

5.3. ACP Coordinated 
Consultations

Development of guidance and shared assets for airspace sponsors that are 
required to coordinate public consultations to ensure stakeholders are clear on the 
effect of multiple, overlapping airspace changes, working closely with a range of 
stakeholders including airspace sponsors and community representatives.

Table 6: Proposed stakeholder engagement milestone lookahead
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The ACOG risk management process has two 
elements to it: a Horizon scanning risk management 
(RM) function; and a programme RM function. Both 
elements also record and reflect opportunities that 
may arise in the course of the Programme. The 
Horizon risks are predominantly the longer-term 
strategic risks in the wider context outside of the 
immediate scope of the Programme and management 
of the Masterplan. Critically these risks are not 
“owned” by ACOG owing to their nature but have the 
potential to affect the conduct of the Programme. 
By their nature, they tend towards externalities such 
as policy, regulation, environmental risks that need 
to be managed by careful collaboration with those 
stakeholders that do “own” those risks. This risk 
register is regularly reviewed by the ACOG steering 
committee and judgements are made accordingly. The 
second element, the programme risk register, contains 
those risks that directly affect ACOG’s ability to run its 
programme and these are actively managed via the 
RM process. A recent ISO90001 accreditation audit 
identified the ACOG RM process as best practice and 
well above the ISO standard of RM. 

On the Programme side, the following risks were of 
immediate relevance in the 2020 period: these were 
deemed to have the ability to impact significantly on 
the scope and timeframes of the Programme: 

The risk that the effect of COVID-19 on the aviation 
industry did not allow for Airports in the Programme to 
continue with their ACPs beyond FY21/22. 

Despite the remobilisation of the Programme following 
the provision of DfT grant funding, the airport 
ACP sponsors continue to operate under financial 
constraints which may limit their ability to invest in 
airspace developments in the near term. Airport 
sponsors that cannot access investment could fall 
behind and the timeline for delivery of the Programme 
might become further misaligned. Due to the ACP 
interdependencies that exist and the coordination 
required through the Masterplan this could lead to 
significant non-linear delays to benefits realisation. 

Risks associated with the size and complexity of the 
changes required in the London TMA and the ability 
of the CAA and industry stakeholders to provide 
the necessary resource to ensure interdependent 
ACPs are assessed/approved and implemented in 
a cohesive, joined-up manner. In particular, the CAA 
Airspace Regulation and IFP regulation teams may not 
have the resource or processes in place to assess the 
full CAP1616 and IFP material for multiple changes on a 
strategic basis. 

Risk associated with uncertainty about future runway 
developments and the scope and timeframes of plans 
to introduce additional runway infrastructure in the 
South-East of England:

This risk may make it difficult for the airports and 
NERL to determine the required scope of their ACP 
and the nature of the dependencies between them. 
In particular, Heathrow Airport has started a new ACP 
based on a two-runway configuration, however there 

Risks and 
Opportunities
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is uncertainty regarding how much flexibility should 
be designed into the airspace system to potentially 
enable a three-runway operation at a point in  
the future. 

In the strategic context, policy and regulatory risks 
related to the novel environment of multiple co-
dependent ACPs are worthy of note: 

Any substantial changes to existing airspace related 
policies and regulations have the potential to hinder 
progress in developing current airspace changes and 
the policy objectives they should meet.

For example, changes in the scope of the Airspace 
Modernisation Strategy or associated Air Navigation 
Guidance (2017) may require increased involvement of 
new entrants such as eVTOL or commercial UAVs into 
the currently planned upgrades. The Government is 
also expected to publish a Transport Decarbonisation 
Plan and an updated Aviation 2050 Strategy. The 
environmental policy framework and associated 
regulatory activity that may evolve as a priority 
workstream would need to be accommodated into 

the Programme plan and have the potential to reorder 
priorities. Taken together these might significantly 
affect the Programme timeline but conversely, offer 
the opportunity to future proof the airspace for new 
entrants and make substantial contributions (up to 
20%) to the net-zero 2050 environmental target.

The current Programme also allows the ACOG 
Environment Strategy to improve upon the future 
environmental performance of key elements of the 
airspace infrastructure with the aim being to keep to 
a minimum the noise impacts on local communities 
and make a positive contribution to reducing aviation’s 
carbon footprint in line with Government policy.
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The ACOG budget is funded through the NERL portion 
of the UK en route unit rate. As an independent and 
impartial organisation, ACOG has discretion in the 
performance of its duties and authority over the use 
of its budget. The ACOG Steering Committee monitors 
ACOG’s financial performance and NERL retains “arms 
length” oversight of ACOG’s activity via its regulatory 
licence requirements. ACOG’s budget includes 
the costs of its resources, external suppliers and 

discretionary spend. The costs associated with  
some supporting functions, including premises, 
payroll and resources are absorbed by NERL and not 
presented here. 

Table 7 sets out the budgeted, forecast and actual 
costs associated with ACOG’s activities for the fiscal 
years 2021 – 2027.

Finance 

2021 2022 2023 2024 2025 2026 2027

Actual £2.7m

Forecast £3.7m £3.6m £3.6m £3.7m £3.9m £4.1m

Budget £3.0m £3.7m £3.6m £3.6m £3.7m £3.9m £4.1m

Table 7: Budgeted, forecast and actual financial information 

The ACOG team was established in 2019 as an independent organisation within NERL and began to 
mobilise its operations. The impact of the COVID-19 pandemic caused ACOG to pause some of the 
planned activities and recruitment for a period, however, these have now been initiated again. This has 
resulted in a small underspend in 2021; ACOG expect to draw on the full budget allocation over the next 
financial year if the UK Airspace Change Programme continues as planned from January 2022.

The business planning process that establishes NERL’s determined costs and unit rate for 2022 to  
2027 has not been concluded, meaning ACOG’s spending forecast and budget for 2022 onwards is 
subject to confirmation.
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