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A VELOCITY Case Study

TIMCO Aviation Services: The Importance of
Strategic Alignment for Successful Solutions

Founded in 1990, TIMCO is the largest independent third-party commercial jet maintenance-repair-overhaul
(MRO) provider in the United States. TIMCO provides world-class engineering capabilities, airframe heavy
maintenance, engine component and flight control repair and overhaul services, and scheduled line mainte-

nance services (figure 1).

The Situation

Based on very successful experience using the
Theory of Constraints (TOC) production solution in
TIMCO’s
decided to apply the TOC Project Management

remanufacturing, executive leadership
approach to their MRO facilities as a means to im-
prove performance and respond to the increased
opportunities when many carriers began outsourcing
their MRO work. With strong leadership support, the
company expected to apply TOC Project Management
to their complex project environment and experience
rapid gains in project performance. However, the
reality showed how important strategic alignment is
to ensure the new processes achieved the desired

bottom line results.

Strategic Direction

Beginning as a family business, TIMCO had many
areas of local knowledge, loyalties, intuition, and
experience. With the leadership’s consensus decision
to apply TOC, the company set out to gain the
requisite TOC knowledge through internal consulting
and training facilitated by an AGI—Goldratt Institute
trained TOC PM expert. They formed planning teams
and established the core support to develop the initial
implementation in one of their large facilities that
serviced multiple customers and multiple aircraft
types that required several different levels of service.

Designing the Solution

The project environment was extremely complex.
Different aircraft types required different tooling,
training, parts, and logistics. Even when the aircraft
type was the same, the unique history of each airframe
and its modifications often meant the required work

Figure 1. TIMCO’s commercial jet maintenance,
repair, and overhaul services

was more unique than common. Additionally,
different customers had different process and proce-
dure requirements for their aircraft and for each
required service. Ultimately, the demands on the
mechanics for particular expertise and skill levels
were significant. Nonetheless, the TOC PM solution
aptly captured the diverse requirements, developed

good plans, and generated feasible schedules.

When the first project was released, they assigned
only a skeleton crew, as key resources were still
working on a preceding project. Yet despite a four-day
delay waiting on a particular skill set, this initial effort
completed on time and within budget. The customer
was very pleased, as they had become accustomed to
the “late and over budget” norm. With such a strong
first success, why did their implementation nearly fail
less than a year later?

Strategic Impasse

One month after the initial project, they faced a
valuable opportunity that represented a significant
bonus if they could quickly deliver results. Once

VELOCITY—a powerful business approach combining speed with direction—consists of three pillars: Theory
of Constraints, the system architecture; Theory of Constraints Lean Six Sigma (TOCLSS), the focused improvement
process; and SDAIS (Strategy-Design-Activate-Improve-Sustain), the deployment framework.
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appropriately documented in the project software, the
TOC PM schedule recommended a two-week delay
for the necessary resources to be available to start the
project. Because some of the key executives were not
yet strategically aligned, they failed to recognize the
classic project management conflict between starting
work as soon as possible and delaying starts to
complete work already begun (figure 2). They contin-
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Figure 2. A Core Conflict from AGI’s TOC PM Solution

ued to believe an earlier start was necessary to achieve
an earlier finish and that the customer would not
tolerate inactivity on an aircraft delivered for work. So
despite designing a strategic solution to reduce
competition for scarce skilled resources, they contin-
ued to take on new work in conflict with the needed
direction for the company. Initially, improvements in
on-time delivery seemed to imply the issue wasn’t
serious, but within the first year, the delivery perform-
ance was as bad as it had been before TOC PM and
was getting worse. With a new sense of urgency, the
leadership re-evaluated the strategy and design as it
related to work release. Finally, they allowed the
prioritization and synchronization of work to be in

delivered more projects early, or on time, than were
late.

Results in a Second Facility: The Im-
pact of the VELOCITY Approach

The company applied TOC Project Management in
second facility with distinctly better results. This
facility had a single customer, a single aircraft type, all
requiring the same service type. In fact, most consid-
ered this the model facility. Although they delivered
less than half of their projects when promised (44%),
their customer was happy, because it was better than
the norm for the industry. The implementation team
expected the leadership might not see the need for
change since the customer was not unhappy. On the
contrary, leadership embraced the solution, studied
and applied the necessary strategic changes to align
their tactical operations, and modified their perform-
ance measures to encourage the desired behaviors. In
the first reporting period after activating TOC PM,
they were on time or early with 77% of their work
(figure 3). On average, they reduced the number of
service days required per project by 13%.

Even considering the differences between the
facilities, the fundamental distinction between these
two cases that explains the difference in the speed of
achieving their results was the strategic alignment of
the organization with the designed solution. The
VELOCITY approach emphasizes the importance of
establishing strategy first to guide the organization
and the leadership in making design and operations
decisions.

Source: Presentation at TOC World® 2006, March 29, 2006, Uncasville, CT
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