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Transforming the ALC:
The Imperative

SECDEF Speech to National Defense University
31 Jan 02

— New challenges and emerging security threats
unlike any before

— Continuum of conflict

— Wide spectrum of threats

— Move from threat-based to
capabilities-based planning

— Focus on effects required, not targets
to be destroyed

elog21l )
Things Have Changed!
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Transforming the ALC:
The Challenge

— Highly variable environment (MRO)
— Dynamic workload levels
— Work scope changes
— Changing technologies
— New laws and regulations
— One size does not fit all

— Focused improvement efforts that
measurably improve safety, throughput,
guality, operating expense and/or inventory.

Pace is Not Consistent!
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War Winning Capabilities On Time — On Cost

and NO FASTER THAN SAFE!
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C-5 Personnel

— 682 employees in C-5 Production Branch
— 512 direct labor

— Aircraft, sheet metal, flight control, hydraulic, electrical,
engine mechanics

— 170 indirect and overhead

— Planners, schedulers, parts personnel, supervisors
— Two full shift operations (day and swing)

— Skeleton owl shift



THIS IS OUR PROJECT .= =

700+ People
15000+ Tasks

11000 Mandays




Flowdays

C-5 Flow Day Trend FY99 — FY05
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Number of Aircraft in PDM Status
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C-5 Aircraft On-Time Delivery
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How Did We Do It?

— Established cell teams versus tail teams

— Established Standard Work in all cells

— Developed Production Control Boards

— Established parts kits/POU/pharmacy items
— Applied 6S to cells

— Developed pull system with backshops

— Improved technical data (job instructions)
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Not Good Enough...
“we=  Continuous Pressure on C-5 Operations

— Customer
— Reduce the number of aircraft on station.

— Deliver all aircraft on time with no AMREPSs (schedule
extensions).

— Take on more UDLM (unexpected maintenance
workload) without adding capacity.

— Corporate
— Have to improve war support — elog21
— Reduce cost of PDM

— With the most immediate need....
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Provide needed airlift capability for the War on Terror




WR-ALC CHALLENGED
D ”””I +“ Reduce the number of aircH@QAMC/LG h ¥

NE]{ ROBNS

To reduce the number of aircraft on
station, we have to reduce the flow days

FYO04:
* Avg. 240+ flow days
* 11-13 aircraft on station

To reduce flow days, we have to increase
the speed of repair work through the line
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How Do We Significantly Reduce

£
\

‘“ Flow Days Again?

To significantly reduce flow days,
we must address the basic
Issue In the MRO environment.
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MRO Environments
Are Full of Uncertainties

Parts shortages

Competition for
equipment, manpower,
facilities

Unpredictable work

Frequent change in priorities
Rework

Funding delays Variability in task times

Approval delays Long lead times
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Solution

U Implementation of Critical Change Project
Management

— New management philosophy
— Theory of Constraints-based
— Rapid implementation — 8 weeks!

— Dramatic results
 449% reduction in aircraft on station
« 35% reduction in flow days
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HIGH LEVEL C-5 REPAIR PROCESS FLOW AND
DOCK PIPELINING

In Dock Post Dock
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Pipelining Application
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— Fixer Release Control (Fixer controls WIP level) FMC - Fully Mission Capable (ready for flight test)] g



MANAGEMENT PROCESS

PLANNING — AIRCRAFT PLANNING AND PIPELINING

Finalize work
package with

Customize template

Add project in

Finalize induction

Schedule ready for

execution when

A 4

A 4

Update network
during execution

and CC plan . .
Customer P server schedule aircraft arrives (as needed)
Work Assignment .| Update new tasks - Mid shift _round to - En_d shift rour?d‘to - Update remaining
. > - »| resolve issues/ »| estimate remaining > duration in
at shift start in concerto - . i
interruptions duration Concerto
A
Take actions to Afternoon team
ensure next day’s meeting for i Automatic Buffer |
tasks are planning next day managementrun |
supportable tasks

EXECUTION - DAILY LOOK AHEAD FOR NEXT 5 DAY TASKS (BY WSSC & TEAM LEADS)

° day(l:gﬂlé::gad " Take all actions to
»| ensure tasks are » Update Concerto
(ALS, FLS, Planner
T'eam i_ead) ' supportable

EXECUTION — WEEKLY REVIEW PROCESS

Execute buffer

o recovery plan

(Section chiefs,
team leads)

Creates buffer
recovery plan
(Overall ALS)

Brief branch
leadership
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EXECUTION - PROCESS TO ENSURE 95+% PARTS ARE AVAILABLE AT START OF BUILD UP

parts meeting Parts meeting meetlng;:)t;supply ALL (routed & " ALL (routed & d deC|S|orl1]for build 9
P supply) parts supply) parts P




Supervisor

Supervisor

Supervisor + 1

Supervisor

DAILY PRODUCTION PROCESS
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Supervisor

Work assignment

« Hand out cards based
on priorities

Update Concerto
(for new tasks only)

Mid shift rounds
(active task mgmt.)

End of shift round
(Task status check)

Update Concerto

X —>| —»{ « Remaining duration for
* Continue IP tasks * Change status from « Resolve interruptions - Estimate remaining IP tasks
* Remind mechanics to NS to IP or issues duration * Mark tasks complete
come back if any issues + Change remaining « Manage remaining « Resolve issues « Comments
duration (if needed) duration
7y
Team Team Automatic

Preparation for next
Day’s tasks

Afternoon prodn.
Team meeting

Buffer management

* Calculates buffer status
* Calculates Task
priorities

* FLS checks for material
& kits

* Scheduler ensures no
pending documents

* Engineer ensures no
pending 202s

* Manning for tasks
based on priorities

* Pooling decisions

* Resolutions of issues

* OT decisions

e Turnover

A
A

A
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CCPM Impact to C-5 Delivery Performance
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DRAMATIC WIP REDUCTION

C-5 WIP Level - End of Month

DRAMATIC
IMPROVEMENTS ON A

WELL PERFORMING
OPERATION
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Apr May Jun Jul-05 Aug Sep Oct Nov Dec Jan Feb Mar Apr May

Number A/C in PDM Status

B WIP Orig Planned
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Focused Process Improvement!
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Causes of Buffer Consumption/Recove 5/26/02 - 09/06/05

Buffer ConsumptionRecovery (Days)
20 40 [s]u} 20 100 120

[ Buffer Consumed
B Buffer Recovered

5T

I:

AH_DOCK

AH_C3 1 e e 5
Gear_Shop -/ ' ____________| ___________|
ac_ 03 1 Y
an ! | |

AR_C3 -/ [ |

AE_ 03 ! | |

Eng/Pylon_Shop I

AE_DOCK I

o I

MAN 1

o I

a5 03 ]

a5 |

AC_DOCK

AF_DOCK

HRAY

Crummy

Eng

Faint Shap

SA_MAN

AH

Huold

iy

Stab_Shop ]

A5 DOCK |

b I

. I

. -/ [ ________________|

23



C-5 Production System

Better Support for Our Troops! %.
% 6 More Aircraft
Supporting the

>

War Effort!

Jets
At
Depot

Current FYO06



Transforming the ALC:
The Challenge

— Highly variable environment (MRO)
— Dynamic workload levels
— Work scope changes
— Changing technologies
— New laws and regulations
— One size does not fit all

— Focused improvement efforts that
measurably improve safety, throughput,
guality, operating expense and/or inventory.

No Faster Than Safe!
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