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Porsche Speeds
Things up
at Lufthansa
How the Hamburg maintenance
base saves ten valuable days on a general
overhaul of an Airbus A340
HEINER VON DER LADEN

CHRISTOPH BAUER
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hen Dr. Thomas Stüger
(52) arrives at the office in
a particularly good mood
in the morning, his secretary knows
immediately that he must have taken
his other car today. When the weather
is good, the Lufthansa Technik Managing Board member gets out his fiftyyear-old silver Porsche 356 AT2 and
drives it to work at Hamburg’s aircraft
maintenance base. Stüger, originally
from Styria in Austria, was finally able
to buy the historic sports car in 2004.
It had previously had one owner in
South Africa. “For thirty years I have
been captivated by this car, fascinated
by the engineering skill that went into
its every bolt,” says Thomas Stüger.
The Managing Board member for
Production and Service, however, is
inspired by typical Porsche characteristics in more places than just on the
short way to work. The flow and takt
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26
days in the dock

principles in place in Porsche sports
car manufacturing in Zuffenhausen,
for example, can provide a lesson in
how to carry out general overhauls of
commercial aircraft. The benefit can be
summed up in one sentence: Instead of
requiring 36 days to carry out an IL2
check—where a plane is taken apart
right down to its individual components every five to seven years—on an
Airbus A340-300, it now only takes
26 days. “Ten additional days of availability is an enormous profit factor for
a plane which should be in the air for
an average of 18 hours a day, 365 days

a year if possible. An airplane cannot
make any money on the ground, after
all,” Stüger points out, thinking primarily of his customers. These include
parent company Lufthansa, which uses
the A340 on such routes as the transatlantic passage from Germany to the
U.S., an increasingly challenging market facing falling ticket prices.
Saving time is also a crucial competitive factor for Lufthansa Technik itself,
the world leader in aircraft technical
services and maintenance. “We cannot
reduce the price of a working hour at a
high-wage location such as Hamburg,
so we must organize our processes so
we can work faster—faster than the
competition.” Stüger, whose doctorate
is in industrial engineering, is referring
in particular to competitors in the CIS
and Asia. This is why he has focused
his attention on the 25,000 to 45,000
man-hours which are needed for p

Different tasks, same takt: With the efﬁciency of an assembly line, aileron, engines and seat upholstery from ﬁrst class are maintained (from left)

018

Caracho 09

15 Jahre Porsche Consulting

“A plane can’t earn money
on the ground.”
DR. THOMAS STÜGER, MANAGING BOARD MEMBER FOR PRODUCTION
AND SERVICE AT LUFTHANSA TECHNIK AG
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a comprehensive overhaul, depending
on the plane type. “With volumes
like this, it makes a huge difference
whether a man-hour costs US$45 or
US$90,” calculates Stüger, who has
over 20 years’ experience at Lufthansa.
There is no doubt that Stüger’s highly
qualified maintenance base workforce
is worth what it earns. He has a team
of 480 perfectly trained specialists
with a strong sense of responsibility,
wide experience and “enormous core
knowledge,” as their boss stresses.
Although the Hamburg-based company’s focus is still on quality,
optimized production processes are
moving to the forefront in the search
for ways to implement Lufthansa
Technik’s recognized quality more
efficiently. Many improvements at the
maintenance base in northern Germany
have concentrated on reducing and
eliminating the classic sources of waste
such as time-consuming searches for
parts or unnecessary pathways.
The cooperation between Porsche
Consulting and Lufthansa Technik began one night in 2008 as the Lufthansa
Airbus Recklinghausen was maneuvered carefully into the bright jumbo
hangar at the Hamburg maintenance
base. The giant aircraft was still being rolled gently back into its dock
when the team came up with its first
improvement ideas, and tried them out
right away. The last few meters into the
hangar required the most effort, due to
the difficulty of positioning the Airbus
correctly within a range of a few p

480 employees at
the Hamburg maintenance base
are involved in the complex
overhaul process on the long-haul
aircraft Airbus A340
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1. Inspection
of the thrust reverser
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centimeters the first time. The team
fixed a laser pointer, such as is used
for presentations, to the landing gear
of the Airbus and marked a fixed point
on the wall of the hangar at which
to aim the red laser beam. The beam
would meet the point when the plane
was in the optimum position. “Since
then, Lufthansa Technik has always
used a laser to position planes when
docking, which starts saving time right
away,” Dr. Ulrich Guddat, the partner
in charge of the aerospace industry
at Porsche Consulting, is pleased to
report.

is the overhauling of the floor panels.
All processing was switched to flow
production to guarantee the shortest
possible lead times. Every minute
counts for these panels in particular,
because they are the last parts to be
removed from the plane and the first
to be replaced.

2. Status review:
With commercial aircraft,
every second counts.
3. The overhaul of
lavatories is documented
with exacting precision on
the status board

Everything is checked,
even the auxiliary
power unit at the rear
of the plane

A lot of other work processes at Lufthansa Technik in Hamburg have also
changed thanks to the Swabians. The
consultants’ role as facilitators was
particularly well-received. It allowed
the qualified aircraft technicians’ high
degree of specialist knowledge and experience to be integrated very well into
the change process. One of the projects
had the task of defining an optimized
surface layout to minimize distances
and search times. Ten stations around
the Airbus were also defined as receiving and issuing areas. From there, all
parts that need to be overhauled are
channeled through the workshops. “In
doing so,” according to Guddat, “we
switched from the push principle to the
pull principle. Previously, parts which
had been removed from the planes
were all sent straight to the maintenance base workshops. That caused a
lot of bottlenecks. Now they only request as many parts as they can process
at a time, and this in turn controls the
sequence and speed of the dismantling
operation.” Even within each workshop, the parts move in a precisely
defined flow between the three to five
employees on each team. Consistent
standardization made processes more
stable and easier to plan. One example

To ensure that the entire complex check
process can be planned in advance, and
to make it as stable as possible, the aircraft cabin is divided into eight zones
referred to as areas. For each of these
areas, all work processes must be formulated delicately and grouped in separate packages. At this point the takt
is decided—the work processed in one
shift. Of course, all parts are replaced
according to a reassembly plan worked
out down to each shift.
Not every employee found the changeover so easy. “A lot of people had to
give up responsibility and freedoms
that they had become used to having
and had to work according to more
regulated processes. That can affect
your self-image,” according to Director
Stüger. This phase did not last long,
however, as the staff were heavily involved right from the start and all improvements were developed by Lufthansa Technik employees. “That ensured wide acceptance,” says Stüger,
who adds, “Every employee is happy
when pointless and disruptive processes are done away with. Who enjoys
looking for parts? The way we work
today saves time and increases motivation. Our motto is ‘Stop nonsense!’”
The new overhaul system marks a
turning point. Work structures based
on traditional workmanship have been
replaced with slimmed-down industrial
production cycles with standard tasks
being carried out as efficiently as p
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When all built-in components have
been removed, an employee inspects
the entire structure of the plane

Lufthansa Technik
Lufthansa Technik AG is one of the
world’s largest civil suppliers of aviation services:

3 History: Part of Lufthansa since
1953, founded as spin-off company
Lufthansa Technik AG in 1994

3 Business areas: Maintenance,
overhauls, device supply, engines,
landing gear, VIP jets

3 Number of locations: 56 around
the world (including partial interests)

3 Number of customers: 670
3 Turnover 2008: 3,717 billion euros
3 Employees 2008: 19,199

possible. “Production methods such as
these,” says Stüger, “only make business sense, of course, if our capacity
is being used to the full.” But this has
never been a problem for Lufthansa
Technik. Their specialist knowledge
and high quality standards have made
them world-renowned. Furthermore,
short overhaul times are a decisive
competitive advantage in a cut-throat
international market. There is no
doubt that this new way of working
will be applied to other aircraft types.
And not only that: All seven Lufthansa
Technik maintenance base locations
around the world plan to adopt the
Hamburg model as a blueprint.
Thomas Stüger can also tell the maintenance base bosses around the world
about an amazing side effect: “The
constant call for urgent new production space has been silenced overnight.
In fact, we even have available capacity in the hangar in Hamburg. This
space was created simply by using the
existing space more efficiently,” says
the Managing Board member as he
leans back briefly. Directly opposite his
desk, Thomas Stüger gazes at a picture
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showing nothing but the blue sky and
feathery clouds—the view that pilots
have at cruising altitude. That helps
on days when the weather in Hamburg
is dreary and Stüger has to leave his
Porsche 356 in the garage.
f

Safety is the number one priority,
which is why each task—in this
case inspection of the thrust reverser
after maintenance—requires highly
specialized technicians
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