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Abstract 
UPDATED—27 June 2016. KLM wants to turn into a 
High Performance Organisation within the next five 
years. To enable this process we have created a real-
time performance tool (RTPT) that supports shift 
leaders working on the terminal with their daily 
functionalities. The tool will track incoming passenger. 
It shows shift leaders if passengers will catch their 
connecting flight or not and provides them with 
possibilities to anticipate on these passenger flows and 
the steps that have to be taken to get the passengers 
to the departing gate as fast as possible. With the RTPT 
shift leaders will become the communicative connection 
between the passengers and KLM staff working on the 
ground. This tool provides the shift leaders with all the 
information that they need to keep the KLM promise: 
providing the passenger with the best travel experience 
possible.   
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Introduction real time performance tool 
KLM is turning into a High Performance Organisation 
(HPO). According to Katzenbach and Smith (1993) 
becoming a High Performance Organisation is about 
teams. They state that often: “many managers don’t 
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understand teams and most don’t act on what they do 
know”. The real time performance tool (from now on 
referred to as; RTPT) is all about creating awareness 
for team leaders, or shift leaders as they will be called 
within KLM’s HPO, and anticipating on the information 
that it provides. Within KLM’s new organisation the 
responsibilities of the shift leaders will expand with 
them becoming responsible for all processes going on 
at the terminal. For this they and their team need to 
cooperate closely together. Katzendbach and Smith 
state about this: “Teams that develop and take 
responsibility for performance standards will 
outperform group that lack such standards”. By 
creating a RTPT, that will track all incoming passengers 
flows, shift leaders will get an overview of all the 
passenger processes going on at his terminal and will 
have to possibility to anticipate on potential problems 
together with their team. By creating this tool shift 
leaders will have the opportunity to react in real time, 
which will speed up the response time to problems. 
With this tool shift leaders will become the 
communicational link between staff members, 
passengers and potential problems. In the end it is all 
about creating a team that will, together, be 
responsible for the best customer experience possible.  

Background – Reorganization  
KLM’s organizational structure is changing, with team 
leaders becoming shift leaders and not all jobs being 
assured as just a fraction of the changes that are going 
on over there right now. Dutch newspapers such as 
Financieele Dagblad and NRC have discussed this 
reorganization and the consequences of this for the 
managerial and ground staff in further detail. Links to 
the (written in Dutch) articles can be found in the 
references. In order for KLM to turn into a High 

Performance Organization they need to digitalize and 
cut back, right now! The changes going on right now 
are because KLM needs to compete with the low cost 
airlines while keeping customer friendliness as their 
main priority. One thing is clear: desperate times ask 
for desperate measures.  

Methodology 1 – background research 
Daily functionalities now 
To create a tool for future shift leaders the 
organizational structure of the current team leader 
should become clear first. For this (online) surveys, 
interviews and shadow sessions were carried out. All 
which lead into a journey of job functionalities of the 
team leader.   
 
Results 1 – Team leader functionality 
Results were varied and what became clear is how 
unclear the job description of the team leader is. They 
act on their gut feeling, leading into every team leader 
giving their own twist to their functionalities. Even 
though answers were varied a list could be made on the 
functionalities the team leaders agree on somewhat. 

- Supporting ground staff during boarding 
process to make sure the plane departures on 
time 

- Keeping an overview of passengers flows at the 
terminal 

- Office proceedings 
- Writing daily reports 
- Write feedback reports on gate staff (gate 

agents/service agents) 
 
Expectations future functionalities  
After speaking to higher managerial staff it became 
clear that the functionalities of the shift leaders will not 



 

be clearly defined either. The main point on what the 
managerial staff wants the shift leader to do, is feel 
responsible for all the processes going on at their area 
(terminal). This gives room for the RTPT to (partly) fill 
in the job description of the shift leader. 
 
Methodology 2 – scoring results  
Looking into ambiguities in the structure and daily 
activities of team leaders areas for improvement 
becomes clear (Fig.1). These areas of improvement 
were defined as problem islands. All problem islands 
were scored based on: 

- If this problem is being solved, does it benefit 
the shift leader? 

- Does it benefit KLM as a bigger whole? 
- Is a solution implementable? 
- Is it workable? 

 
So will a solution to this problem be beneficial for KLM 
and their staff and will this solution be workable for the 
team as well? The scored areas for improvement were 
eventually written into use cases. 

Results 2: Use Case 
After discussing these use cases together with the 
stakeholders at KLM the following user case was chosen 
as a focus point (KLM defines passengers as PAX): 

 “In order for team leaders to anticipate if flights are 
going to board on time the team leaders need to know 
where PAX are coming from and an easier to operate 
tool, to access already available information” 

Use case: Shift leaders need an overview of the already 
available information on connecting PAX. 

The focus is on transferring passengers since 70% of 
KLMs passengers are transferring passengers and in 
this area there is a lot of room for improvement since 
team leaders are in black hole when it comes to 
knowing where passengers are coming from and going 
to. 

Due to this black hole they run into problems such as: 

− Passengers going to the transfer desk because 
they thought they’d missed their connection 
but wouldn’t have missed if they’d just gone to 
their gate.  

− Passengers running through the terminal trying 
to catch a flight that has already departed.  
 

Providing the shift leaders with real time information on 
departing and connecting times, gives them the  
possibility to correctly inform their passengers on the 
amount of connecting time they have left and should  
solve the problems mentioned above.  

 
Results 2.1: Job functionalities shift leader 
The main tasks the shift leader will perform with the 
tool are: 

- Keep the information flow going between flight 
crew, ground staff, passengers and Duty 
Passage Manager. 

- Making sure short connecting passengers 
(defined as orange passengers, based on the 
traffic light, you might make it but you also 
might not make it) catch their connection by 
leading them through Schiphol. 

- Helping passengers that have missed their 
connection (red passengers see comment 

Fig. 1 – Problem Islands 

 

Fig. 2 – MoSCoW method 
explained 



 

before, these are passengers that missed their 
connecting flight) with the rebooking process  

- Touch point journey (explained on page 5) 
- Office proceedings 

 
Methodology 3 - MoSCoW 
The MoSCoW method (based on Must haves, Should 
haves, Could haves, Would haves – Fig. 2) was 
performed to decide which features should be part of 
the tool. Out of a list of all possibilities for displaying 
only the must haves were actually designed.  

The must haves exist out of a: 

- Terminal map  
- Flight indicator 
- Table view 
- Detailed table view 

 
Other features were also designed but only in a low-fi 
prototype stage, since technology isn’t up to standard 
now to execute them they become part of the “dream 
tool”. It’s an extension of the RTPT, which will hopefully 
be designed in the near future. The dream tool will be 
further explained on the next page.  

Results 3 - Must haves - clickable prototype 

Terminal map;  
(Fig. 3) Map of all flights departing within the next  
90 minutes. The circle represents the passengers that  
will enter the departing flight: 

  
The green represents passengers who have enough 
transferring time or aren’t transferring.  

 

The orange represents short connecting transferring  
passengers (transferring time of about 40 to 50  
minutes).  
 
The red represents the passengers who won’t make 
their connecting flight 
 
Flight indicator 
The boarding process starts at V-90: 90 minutes  
for departing, and ends at D-0: moment of  
departing. The bar can extend when a flight is delayed.  
The bar represents the scheduled departing time when  
a plane delays this will turn into the estimated  
departing time and the bar will extend.   

 

Table view: 

- Information about where the passengers are 
coming from (gate and terminal) and the exact 
amount of time they have left to get to their 
departing gate.  

- Amount of passengers on each flight 

- What kind of passengers are they? Flying Blue, 
Wheelchair, Elderly, Families etc.  

- The actions that the shift leader can perform in 
order to get his passengers to the departing 
gate (symbols). 

Names of the passengers (necessary for rebooking at 
the transfer center, only necessary for red passengers 
since these are the only ones that have to be rebooked) 

RTPT functionalities 
Creating awareness and with that building a team that 
can perform as a High Performance Organization is the 

 

Figure 3: terminal map and 
flight indicator 

 

Figure 4: Overview on orange 
PAX 

 

Figure 4.1: Detailed view 



 

core functionality of the tool, but there are also more 
tangible functionalities to the tool. These are called 
touch points. The touch points represent the moments 
that the KLM staff (or staff from the previous flight) 
comes into contact with the passengers, orange and 
red.  

Fig. 5 touch points between employees and PAX.  

Orange passengers touch points  
(Fig. 5) First point is between the Flight Crew and 
passengers. Shift leaders will see in their tool where 
their short connecting passengers are coming from. 
He/She can than contact the flight crew from the first 
flight to let them do an announcement in the plane 
telling these passengers that when they arrive at 
Schiphol they have to go to their transfer gate as soon 
as possible and provide them with the information to 
get there the fastest. 
 
Second point is between a Meet and Connect (MaC) 
agent and passengers. A shift leaders sees at which 
gate the orange passengers land and he/she has the 

possibility to send a MaC agent to that gate to go pick 
up these passengers and guide them through security 
and Schiphol to the transfer gate.  
 
Third touch point isn’t a physical touch point with the 
passengers. When a shift leaders sees that a big 
amount of passengers will be short connecting or won’t 
catch their connecting flight with just a few minutes or 
under special circumstances than the shift leader had 
the possibility to discuss this with the Operational 
Triangle (TLo – DPM – GA) to see if the connecting 
flight might be delayed.  
 
Fourth touch point entails contacting the kMAR 
(Koninklijke Marchaussee) to inform them about the 
short connecting flight. Make sure they have enough 
security lines open, to smoothen the walk of the 
passengers over the airport.  
 
Fifth touch point. The shift leader requests a gate agent 
or service agent to make a last call on the missing 
passengers.   



 

Fig. 5.1 Touch point journey red passengers 

Red passenger touch point  
The touch points of the red passenger (fig 5.1) are 
similar to the ones of the orange ones. Main point of 
difference is that you guide the red passenger to the 
transfer centres and not the gate, since they have to be 
rebooked at the transfer centres, and they are escorted 
by a DVP and not a MaC agent.  

Methodology 4 – Board(ing) game 

A board game was developed to test the prototype. 
Since there was no real data from KLM a scenario was 
created with dummy data. It seeks to lead users 
passed the touch points in an organic way. Key to this 
was integrating an RTPT prototype with the dummy 
data and board game as seamlessly as possible. 

The board game puts users in a scenario where orange 
passengers needed to be boarded on time. Four players 
had to, as a team, think about how all passenger 
groups could be helped in their boarding process. On 

the way players were presented with realistic problems 
in the form of chance cards. 
Additionally, the prototype, connected to a server to 
allow for tracking of statistics during the game. This 
provided a more immersive experience with the 
application prototype. 

Results 4 – Presentation tool 

Besides being a testing platform the board game 
became a way to quickly explain the complex context of 
the tool. The new way of explaining the tool was more 
engaging and involved than a presentation and as such 
it left a more lasting impression. 

 
A survey was conducted among eight KLM staff 
members that played the game. All were very positive 
about the tool. They believe the tool will be useful for 
KLM. Not all agreed that it was a tool for team leaders, 
but this just underlines that team leader functionality is 
unclear. 

Dream tool 
The dream tool exist out of three main features: 

- The cost estimation feature gives the shift 
leader the possibility to see how much it will 
cost KLM if they ask for a delay (Fig. 6) 

- The second feature is about giving short 
connecting passengers only the possibility to 
choose a seat in front of the plane. So when 
they arrive at Schiphol they get out of the 
plane the fastest (Fig. 7).  

- The last part of the dream tool is reopening 
seats. KLM doesn’t want planes to leave with 
empty seats. When a shift leaders sees that 
passengers won’t make their connecting flight 

Fig. 6 – Cost estimation  

Fig. 7 – Pick a seat in front of 
the plane in case of short 
connection 

 
Fig. 8 – Reopen the seats of 
the red PAX 



 

he has te possibility to resell these seats and 
send a notification to the transfer centre so the 
staff over there has the possibility to resale 
these seats (Fig. 8). 

 
End Results 
Don’t just work together but perform together, take 
responsibility together and act like a team. That is what 
a High Performance Organization is about. By creating 
awareness and providing possibilities to anticipate on 
given information the RTPT makes the shift leader the 
communicative link between all the different staff 
members. The shift leader has to steer the different 
departments in one direction, providing the passenger 
with the best travel experience possible and get them 
from point A to point B. By providing shift leaders with 
an insight on all the different passenger flows they 
become aware on where their passengers are and what 
needs to be done to get them there. This will not only 
smoothen the boarding process but it will also lead to 
fewer passengers missing their connecting flight.  

The real time performance tool: here to provide the 
shift leader with the right information at the right time. 
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