
Qantas Engineering – transforming Maintenance, 

Repair and Operations with Project Marlin and 

Holocentric  

 

According to Qantas Chief Executive Officer Alan Joyce, “Incremental change won’t be 

enough for the next generation premium airline. People, processes and technologies 

must all combine to deliver maximum punch.” This is what Qantas is delivering with 

Project Marlin. 

 

The Project Marlin team is working towards implementing one of the most significant 

business transformation projects in Qantas Engineering’s (QE) history by redesigning 

and standardising 512 business processes, reducing over 300 computer applications to 

around 30 and implementing new Maintenance, Repair and Operation (MRO) proc-

esses.  

 

Qantas 

Locations:  National 

Solution Type:   

 System Requirements & Fulfillment 

 Business Performance Improvement 

 Corporate Governance 

 Meta Modelling 

 Supply Chain 



1. Implement a new maintenance 

information system (Maintenix)

eRes

E-Mgmt

AMES

EMCOST

CAMEO

Techlog

WIMS

FLARE

Finance

EMSTAFF

SUPPLY

MerciaHMTiQ BOM
Trinity/

ELVIS
OGS

Material

Planning

Warehousing

Technical

Purchasing

HM 

Production

Planning

EM 

Production

Planning

CM

Production

Planning

Operations

Control

JetSmart

Finance

Technical Services

Maintenance 

Planning

Technical Records

PartSmart

ACS/Line Maintenance
HM/Base Maintenance

EM & CMS

Maintenance

PARIS HRI

Oracle HR

Maintenix

Airman

Oracle

Financials

OGS

Technical

Purchasing

HM 

Production

Planning

Ops

Control

Finance

Technical 

Services

Maintenance 

Planning

Technical

Records

Line

Maintenance

Heavy / Base

Maintenance

Engine / 

Comp

Maintenance

WIMS

Material

Planning

WarehousingEM 

Production

Planning

CM

Production

Planning

QE

Data Warehouse

JDA

JDA

EMCOST

EMSTAFF

PARIS HRI

Oracle HR

PARIS HRI

Oracle HR

Plus 300

Disparate  

Applications

Plus 30 
Apps.

From this…

To this

CAMEO and SUPPLY – In house developed/ over 25 years

The Marlin Program is a Business Project to implement a new computer system and 

business processes to manage the end-to-end process of aircraft maintenance within 

Qantas.  It will allow the company to increase efficiency in maintenance operations, and 

provide a platform for future business improvement. Marlin will replace current legacy 

systems with the latest technology and will enable the business to enhance the configu-

ration and maintenance management of the Qantas mainline fleet as it continues to 

grow in size and complexity.  

 

A key driver for the Project Marlin program was the introduction of the Airbus A380 to 

the Qantas fleet.  

 

The legacy systems did not support the A380's complex configuration management re-

quirements, so eight months prior to the delivery of the first A380, Qantas  decided to 

consolidate its MRO platform to one software system (Maintenix) and model the end-to-

end MRO process, using Holocentric, to capture the real business improvements that 

could be realised from modelling the current and future state model for A380 MRO. 



 

 

 

Taking this approach meant QE was able to avoid the costs and inefficiencies that would 

result from having to migrate the A380 maintenance from the two legacy systems cur-

rently in use to a new platform a later date. 

 

Because the A380 is a small and defined fleet, it provided an ideal test-bed for the 

Maintenix product and for the process of mapping the interdependencies between MRO 

processes, systems and people's job roles.  

 

By going through this process, QE has also been able to realise the benefits that come 

from streamlining and modernising multiple legacy systems and manuals to conduct 

MRO, to managing all aspects of MRO from a single source of information (the Holocen-

tric model). 

 

 

Modelling the business to simplify change 

As part of the introduction of the Marlin Solution, QE is using the opportunity to align its 

business processes with the new technology and has chosen Holocentric as the tool for 

doing this because of its flexibility and dynamic nature.  

 

QE and the Qantas LEAN team chose to enter into a strategic partnership with Holocen-

tric to co-create an operational process and knowledge framework, from which future 

business performance improvements could be obtained. One advantage of using Holo-

centric for this process is the ability to benchmark current processes (or the 'as is' 

model) against future performance improvements and job roles (the 'to be' model). This 

abilty to benchmark reduces the risk and costs normally associated with a large-scale 

transformational project such as Project Marlin. 

 

Holocentric is enabling QE to utilise one modelling platform to map business processes, 

develop training material, as well as document policies, procedures and work instruc-

tions.  It has also assisted in streamlining and simplifying the key phases of this large-

scale project (strategy mapping, program planning and implementation).  



Taking this approach is providing QE with an over-arching framework from which to 

manage its MRO business, from corporate governance, business process improvement 

and value chain management, to system requirements and fulfilment, and the technical 

architecture that underpins this business.  

 

QE is managing the different layers of MRO and the different aspects of its business 

(e.g. occupational health and safety, engineering, technical systems, compliance report-

ing and so on) through the Business Management Framework. The Project Marlin team 

made sure the Business Management Framework was closely aligned to the regulatory 

framework, and so when individual processes were built in the model the new processes 

were already aligned with the regulations and QE's own quality assurance processes. 

 

Using a single, but comprehensive model QE is able to capture the detail about interre-

lated processes from a strategic, whole of Qantas Engineering perspective; as well as 

from the business function and individual job role level.  

 

The transparency and real-time view of the various layers and sections of the QE opera-

tion responsible for safety compliance, and contained in the Qantas Business Manage-

ment System, allows for stronger corporate governance. The project developed a busi-

ness framework that was closely tied to the regulatory framework. This was then imple-

mented in the models so that QE's new processes are aligned with the regulations. 

 



Holocentric Modeler – Relationships
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This ability to delve into the different layers and sections of the MRO business meets 

QE’s change objectives of being able to: 

 

 Achieve real-time compliance reporting 

 Improve defect and maintenance requirement management 

 Provide point of maintenance acquittal, electronic certification and records entry at 

point of execution 

 Optimise and standardise key business processes across all locations 

Automate the traceability of processes for audit or investigation purposes. 

Modelling the human element of change  

By using one platform to build a comprehensive picture of the MRO operations, QE is 

able to use its own employees to capture the relationships between people and the work 

they do, the dependencies between processes and the change impacts to roles and peo-

ple.  

As a result of doing this work, QE is increasing employees’ and managers’ understand-

ing of how the many parts of the business relate to each other, reducing the likelihood 

of the unintended consequences of missing any key elements during the standardisation 

and streamlining of the MRO operation. 

 

Applying a model-based collaborative approach to streamlining QE’s MRO has helped 

coordinate and capture the input from multiple stakeholders and project members.  



The process of building a complete picture of QE’s MRO operations involved 176 project 

employees, 4,000 business requirements to be incorporated into the model, 600 critical 

business processes to be reviewed for improvement opportunities, and over 6,000 users 

to be trained in the new streamlined MRO operation.  

 

QE has been able to use its own staff for Project Marlin by selecting these staff from 

various business areas and identifying people with a good knowledge of the current 

business processes and systems and providing them with training in the new computer 

system and other tools, such as Holocentric.   

 

In order to address specific elements of the MRO process and specific stages of the 

change program QE divided the Project Marlin solution into 27 solution areas (or teams) 

which basically had responsibility for designing a homogenous component of the end-to-

end MRO process.  During solution design, these teams have come together to work-

shop and develop the new design for their particular solution area.  

 

The Project Marlin team incorporates business skills from all areas of QE, including Line 

Maintenance, Heavy Maintenance, Maintenance Planning, Aircraft Airworthiness, Supply 

Chain, Finance, and Business Reporting.  In addition, the project has project managers, 

change, communications and training specialists, reporting and analytics specialists, and 

all aspects of IT including infrastructure, architecture, testing, release and implementa-

tion management, data and systems development skills. The Subject Matter Experts on 

the Project Marlin team have been used in all aspects of the project from solution de-

sign, system testing and troubleshooting, user support, policy & procedure development 

and training.  

 

This approach has not only made it easier to coordinate the multitude of stakeholders 

and project members invovled in Project Marlin but it has also helped gain staff support 

and involvement early in the Project as they are able to see the relationship between 

their job role and the overall enhancements to the MRO process. Being able to publish 

the model and have staff share information about MRO processes electronically means 

staff are more likely and able to provide feedback on ways to further improve the over-

all business processes for MRO. 



Producing training materials from the model  

There are many benefits associated with using Holocentric, including the ability to en-

sure the business processes delivered through Marlin meet QE business requirements 

and regulatory obligations. One advantage of taking this approach is that QE is able to 

quickly and efficiently respond to market and regulatory changes, by making changes in 

the model once, and have the model update all interrelated processes, job roles and un-

derlying IT systems. It also provides a means to automatically publish the process and 

training information in an electronic and user-oriented format.  

 

Prior to implementing Project Marlin, a comprehensive business requirements analysis 

was conducted, which showed that all QE MRO processes have been impacted by Marlin, 

which comprise about 75% of all QE business processes. 

 

As a result, QE is creating a knowledge base of information that is complete, correct and 

easy to update, which will be available to users via a web interface. This will then be 

automatically updated as the business model is updated and also be the source for cre-

ating new training materials automatically.  

 

All of this information comes from one source of data within Holocentric, from which QE 

can also create detailed Work Instructions, based on Use Cases that hyperlink to graphi-

cal representations of the process models. This makes it easier for employees to under-

stand the tasks they need to complete and ensures it is performed correctly every time. 

 

Using a visual model to represent key business processes and the interaction between 

people and process has improved communication with business users, as information is 

presented in a way that they understand, and that is clear and meaningful to their job 

role.  



Holocentric Views
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The result of QE taking this approach is that requirements are more aligned to the 

needs of the business and the solutions to meet these requirements can more easily be 

communicated using the model to show the difference between current and future busi-

ness processes. 

 

Organic to organisational knowledge  

Building a platform in Holocentric that links all of QE’s documentation and provides us-

ers with the latest information online via the Holocentric Modelpedia portal means that 

the company is able to maintain a comprehensive knowledge base within the business. 

It also means business users across all hierarchical and functional roles are now em-

powered to contribute and collaborate in such a way that continuous improvement be-

comes the way QE does business. 

 

This aspect of the project addresses the issue of retaining the Intellectual Property (IP) 

of QE. Having such a comprehensive knowledge base, which presents information about 

MRO processes in a visual, user friendly way provides QE with a robust process to 

quickly build the skills of new employees, while maintaining the fidelity of the compli-

ance and MRO process. 



Having a visual view of each person's job role and business process also makes easier 

for staff to quickly reference the steps and decision points required to meet QE's MRO, 

airworthiness, quality assurance checks, business requirements checks and regulatory 

requirements from the one model.  

 

Previously staff had to search and check three separate manuals, in which the informa-

tion presented was in a very dense and difficult to read form. Using the visual model to 

identify and provide access to all the various checks and regulatory requirements takes 

away the complexity of each process, and makes it easier for staff to conduct real-time 

compliance reporting and maintenance checks. Staff are able to do this because the 

model enables them to view a personalised representation of their job role, which pre-

sents only the steps and systems that are relevant to their job, negating the need to 

have to go hunting for the required information in a series of manuals to check that 

they have followed all the necessary processes to acquit a particular MRO process. 

 

Converting corporate knowledge to a corporate asset  

The QE business recognises that it is undertaking a large and very complex project, but 

they also have an understanding of what is required to successfully complete the Marlin 

journey.  

 

By utilising Holocentric, QE is now well on the way to having a fully integrated corporate 

repository of knowledge which is a single source for business processes and procedures, 

training and change management material and policies. This repository essentially pro-

vides an integrated Business Management System for QE.  

 

Using Holocentric to model its current and future MRO business gives QE a strategy map 

for what needs to be done to meet the future growth and complexity of its airline fleet, 

and to take advantage of global MRO developments. 



The Qantas Business Management System

 

About Holocentric 
Holocentric products and services enable high performance organisations to achieve 

continual improvement using tools that are easy to use, quick to deploy, and save 

time and costs in delivering major change programs.  

Holocentric provides business management systems for large and complex 

organisations that operate in capital intensive, highly regulated environments, such 

as airline maintenance and overhaul.  

The HOLOCENTRIC AVIATION ENGINEERING BUSINESS MANAGEMENT SYSTEM 

(HAEBMS) - consists of an operational framework, knowledge base and continuous 

improvement platform that together provide a complete, but personalised view of an 

organisation's business.  

For further information visit: www.holocentric.com 

Contact 
Geoff Zuber, General Manager – Aviation Business 

T: +61 2 9957 3169 or + 61 409 773 840    

E: geoff.zuber@holocentric.com  

 

Australian Headquarters  

Level 2, 73 Walker Street    

North Sydney NSW 2060    

AUSTRALIA       

http://www.holocentric.com

