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QAL Rotables Program

Changing The Way We Do Business
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Context

Previously resided with Supply Department

$28M business in 2007

Major impact on operating budgets and operational security

Majority of work outsourced

Vendor relationships crucial
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Issues Affecting Performance
Repair process not streamlined

Premature failure rates too high

Lack of standards and detailed work processes

Poor relationship with operational areas

Internal culture issues (Everyone blaming each other) 

Too many with a compartmentalised view of reliability
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How Do We Fix It
Rotables Operations Interface

Separation of Life Cycles

Master Data

Business Streamlining and Efficiency

Premature Failure Investigation
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Rotables - Operations Interface
Major area of concern

Judgments were being made 
based on emotion

Real issues being missed due 
to adversarial attitudes

Both sides at fault
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Ground Rules for Rotables Staff
NO E-MAIL WARS.

Verbal communication where issues need to be resolved. Phone or field visits 
the key to success.

If we screw up, admit it and have a recovery
plan ready to be actioned.

If we get blamed and it’s not our issue, 
go through the problem with all involved 
and offer assistance. Don’t beat people up

Logical and analytical approach, not emotional

NO E-MAIL WARS…….
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Communication Channels
Implemented Equipment Care Meetings

Held Monthly 

Attendees consist of Managers and Superintendents from 
Operations and Maintenance Services

Open agenda focusing on items causing grief

Attendance by Maintenance Services personnel able to solve the 
issues 

Maintain constant 2 –way feedback with Operations
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Life of a Rotable
Lifecycle consists of 3 distinct phases.

Rotables, Maintenance and Operations group all have critical roles.

Interdependent relationship

Refurbishment Installation Operation

Total Equipment Care Strategy
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Refurbishment
Procedures and standards set in place.

Quality auditing of vendors performing below acceptable levels.

Focus on interaction between Contact Administrators and “Out of 
town” vendors.

Drive to develop “win-win’ relationships instead of bid and award 
mentality  

Started to work towards alliancing agreements
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Installation
Focus placed on installation procedures. 

Areas of concern being alignment, lack of installation data 
collection and attention to surrounding infrastructure (e.g. 
corroded bases, oil coolers not cleaned)

Major drive on check sheets and quality of work undertaken

Pump excellence program implemented. 

Implementation has been too slow however starting to gain some 
momentum.
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Laser alignment mandatory unless some overriding factor present.

Training programs put in place where necessary

Moving to have electronic information capture and download.

Adherence to standards driven by supervisory personnel.

At what point is the pump installation complete ? Should be when
fully lubricated (ready for start)

Installation Aims 
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Operations
Recognised as a crucial factor in equipment reliability

Operators deemed critical to success

Action taken by Operations to address deficiency 

Increased operator involvement in reliability issues.

Major problem with packing of pumps

Dedicated packing personnel put in place
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Master Data
Wide recognition that master data was deficient
– BOMs not accurate and poorly structured
– Drawing database in need of comprehensive review
– Installation standards and procedures lacking  

Information that was available is hard to access

Flow on affect of procedures not being adhered to as they weren’t 
accessible

Historically too much “mental retention” of information which was 
subsequently lost during workshops phase out

Major changes made but never recorded leading to repeat errors 
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Master Data Actions
Dedicated personnel from planning group working on upgrading 
quality of Master Data in SAP

Rotables Contract Administrators tasked with reviewing, collating 
and storing refurbishment procedures.

Entire SP Drawing database (10, 000 drawings) reviewed to 
determine what goes, what stays, what gets revised etc.)

Installation and commissioning procedures attached to work orders 
for ease of access.
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Business Streamlining
A more business like focus required

Appointed a team leader with a strong commercial background.

Completed review of rotable refurbishment processes

Business mapping undertaken to clearly delineate various process
flows with respect to differing work relationships

Action plans developed for deficiencies
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Rotable Group Relationships

QAL 
Rotables Group Operations

Out of Town 
Vendors

Local Area 
Vendors

QAL Internal 
Vendors E/I

QAL Internal 
Vendors (Mech)

QAL Engineering 
Resources

QAL 
Supply Group
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Business Streamlining Key Actions
Rotables department process requirements communicated to 
Operations personnel by section to give a clear understanding of
business flows

Reports developed to track key areas of deficiency.
– YOMO (You owe me one)
– Vendor turnaround performance

Tracking KPI’s put in place to monitor progress

E/I Contract Administrator appointed to Rotables group

SAP upgrades implemented to improve information flow  
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External Repair Process
ROTATING & REPAIRABLE SPARES

EXTERNAL REPAIR PROCESS - CURRENT APRIL 2005

Inspect 1020 pad to 
identify damaged 

equipment for repair.
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Re
fe

r

Ro
ta

bl
e 

& 
Re

pa
ira

bl
e 

In
ve

nt
or

y 
M

an
ag

em
en

t 

Pr
oc

es
s

Repair using QAL internal 
resources or via external vendor  

016.

Decision

External 
Repair Create requisition to request 

rotable to be repaired against 
Purchasing Group ?

SAP Transaction ?

MRP Controller
Consult Contract Administrator 
where required to decide which 

vendor to request/provide 
service.

Action

Procurement Officer

Creates sub contract Purchase Order requesting 
strip & quote to repair (incl. list of materials 

required) to be sent to Contract Administrator.

SAP Transaction ?

Procurement Officer

Creates Miscellaneous Shipping Order 
(MSO) to deliver rotable off site with 

reference to Purchase Order.

SAP Transaction ?

Procurement Officer
Sends Purchase Order referencing MSO 

to external vendor and marks up 
damaged equipment with Purchase 

Order and MSO Numbers.

Fax

Procurement Officer

Refer Internal Repair 
Process Flow Diagram

Approves MSO for 
rotable delivery.

Approval

Warehouse
Collects repairable item 

from 1020 pad and 
arranges delivery to 

external vendor.

Action

Warehouse
Returns quote to 

Contract Administrator 
with list of  materials 

required.

E-Mail

Vendor
Evaluates vendor's 
quote to decide if 

repairable item should 
be scrapped

Decision

Contract Administrator

Refer
Scrapping of Damaged 

Equipment

Scrap

Notifies Procurement Officer 
to proceed with quoted 

service and attaches quotes 
to Purchase Order.

E-Mail

Contract Administrator
Updates Purchase Order 
to complete repair with 
quoted price and orders 

required materials.

SAP Transaction ?

Procurement Officer
Creates MSO to deliver 
required materials for 

the vendor to complete 
the repair.

SAP Transaction ?

Procurement Officer

Approves MSO for 
rotable delivery.

Approval

Warehouse
Picks materials from 
stock and arranges 
delivery to external 

vendor.

Action

Warehouse

Starts repair.

Action

Vendor
Consults with Contracts 

Administrator on any 
changes to scope and 

price.

Action

Vendor
Notifies Procurement Officer of any 
changes to the quoted service and 

attaches documentation to Purchase 
Order.

E-Mail

Contract Administrator

Updates Purchase Order 
with changes.

SAP Transaction ?

Procurement Officer

Completes repair.

Action

Vendor

Organises for repaired 
equipment to be delivered 
back to QAL Warehouse.

Action

Vendor

Provides Contract Administrator 
and relevant documentation to 

the repair job, (e.g., quality 
certificates, repair history, etc.).

E-Mail

Vendor

Attaches documentation 
to Purchase Order.

SAP Transaction ?

Contract Administrator

Sends invoice for 
completed repair to QAL 

Accounts.

Action

Vendor

Matches vendor invoice 
to receipted Purchase 

Order and pays.

SAP Transaction ?

Accounts

If Vendor returns excess 
material, notify Procurement 
Officer of excess materials

E-mail

Warehouse

Delete excess components 
from the Purchase Order

SAP Transaction ?

Procurement Officer

Recieves excess material 
back into Inventory

SAP Transaction ?

Warehouse

Recieves repaired 
equipment into Inventory.

SAP Transaction ?

Warehouse

Internal 
Repair

Repairable
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Premature Failure Investigations
Historical approach to premature investigations was ad hoc

No effective system for permanent recording of investigations or
tracking of actions for completion

Recognised as a major issue in the area of warranty claims from 
vendors

Unnecessary rotable costs incurred due to repeated failures from
lessons not learnt
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Guidelines put in place for investigations (Time, cost, unusual or 
catastrophic failure)

Process driven by AME’s or Reliability Engineers

Data entered into SAP system under specific identifying code 
complete with actions and completion dates.

Completed investigations route through reviewing Superintendent 
and Equipment Care Specialist.

Automatic notification and escalation of actions not completed by 
proposed date.

Premature Failure Investigation Key Actions
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Incident Investigation Personnel
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Incident Actions Summary
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Outcomes 
Communication channels between groups have improved significantly 
resulting in issues being addressed and solved more effectively 

Business flows have improved and control has been tightened.

Available information is accurate and useful. Not perfect yet but 
continuing on improvements.

A stronger focus on all 3 phases of equipment life

Corrective actions now captured and tracked for completion. 
Success has been in involving all relevant personnel in the process.
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Simple Performance Measures
Boilerhouse Beater Wheels MAP
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Blow Off Pump Gearbox Usage
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Simple Performance Measures
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Questions / Comments
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