
Corpus Christi Army Depot Excels 
With AS9100 and AS9110 Registration.



Corpus Christi Army Depot (CCAD) is the world’s largest 
helicopter repair facility. With over 4,000 employees, the 
Depot has more than 50 buildings that encompass more 
than 2 million square feet. While maintenance, overhaul 
and remanufacturing of helicopters is the most visible CCAD 
service, the larger workload is the maintenance, overhaul and 
remanufacturing for distribution around the world of helicopter 
engines, transmission, avionics and more. CCAD is the largest 
employer in south Texas, and has a rich history of excellent 
service to the United States military. 

In 1996, a small core group of employees began the devel-
opment of CCAD’s original ISO based Quality Management 
System. They focused on developing upper-level documents 
that laid the foundation for their management system, but the 
Depot found that these initiatives eventually stalled. As an or-
ganization with such an enormous scope, it was a challenge 
to have the QMS infi ltrate all areas of their operations. The 
QMS was also not receiving the commitment needed to attain 
certifi cation, as it continued to compete with other projects for 
proper support and resources.

By 2004, with U.S. war efforts continuing to escalate, de-
mand for CCAD products and services had increased dramat-
ically. For example, turnaround time for Pavehawk helicopters 
was more than 30% longer than market demands, and the 
Depot faced losing this and other business if production was 
not increased.

Cultural Changes to Drive Improvement

At about this time, CCAD also decided to reevaluate their 
QMS to get more value for themselves and their customers.  

Similar to commercial customers, CCAD’s customers have 
three critical expectations for performance: conformance qual-
ity, cycle time and cost, and they decided to focus on these 
three customer satisfaction expectations in their ISO 9001 
implementation plans.

“CCAD has amazing product quality performance,” said Bill 
Houser, President of Eagle Force, the consulting fi rm hired by 
CCAD. “However the quality performance was often be-
ing achieved through delay-causing and costly rework and 
sorting.  Our mission was to maintain the high level of quality 
while improving delivery and costs.” 

This realization led to signifi cant procedural and cultural 
changes for CCAD. These new initiatives included the trans-
formation of the Quality Management System into a Business 
Management System, the implementation of Process Based 
Leadership methods for improved communications, and the   
linkage of Lean Manufacturing and Six Sigma initiatives into 
both of these strategies. 

 The Corpus Christi Army Depot 
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The fi rst signifi cant change was replacing CCAD’s quality 
manual with a Business Process Guide, which covers all ISO 
9001 requirements and also incorporates key CCAD business 
metrics. This new Business Management System has been 
instrumental in driving an organizational culture that is now 
focused on strategic business initiatives, which include ISO 
9001 objectives.

This adjustment was far more than merely a name change; 
it has resulted in enormous cultural transformations within the 
organization. Instead of quality initiatives being driven solely 
by the Quality Directorate, employees in all other Directorates 
are looking to drive further quality and business improvements.

This change also solved a signifi cant problem that the Depot 
had been facing: ongoing competition for resources when a 
number of separate initiatives are being installed at one time. 
For example, there was an active Lean & Six Sigma effort at 
CCAD that drew on resources from around the Depot to focus 
on reductions in defects and cycle time. Rather than compete 
for resources, the Lean & Six Sigma efforts were used to fi ll the 
needs of ISO’s Continual Improvement requirement. This better 
utilized the workforce, as well as lessened the competition for 
resources while answering fundamental ISO requirements.

Another critical need was in communication. Pat Oler, Deputy 
Commander, said “In my opinion, the biggest problems faced 
by the Depot could almost all be traced back to a lack of 

effective communication and a lack of accountability up and 
down the chain of command.”

To this end, CCAD’s Commander, Colonel Timothy Sassen-
rath, introduced Process Based Leadership, which smoothly 
integrated with ISO 9001 requirements and their Business 
Management System. Process Based Leadership is a manage-
ment system that uses strict business processes to drive supe-
rior performance and a culture of accountability through struc-
tured and disciplined communication. Subsequently, improved 
communications became a key enabler of ISO management 
reviews and internal communication requirements for CCAD.

Putting the Plan into Action

In an organization as complex as the Corpus Christi Army 
Depot, a proven plan and superb project management skills 
were needed in order to drive these changes through all 
levels of the organization. The Management Representative, 
Craig Rasmussen, used the following ten-step plan and project 
management skills in the implementation of the Business 
Management System.  Eagle Force Consulting helped CCAD 
implement an Improvement-Based Quality System by provid-
ing guidance and the ten step process designed to guide 
organizations toward implementing an improvement based 
system throughout the organization. 
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“Systems meeting business needs will invariably meet ISO 
needs,” said Houser of Eagle Force. “But, the reverse it not al-
ways true. CCAD was careful to design and implement systems 
that meet ISO needs and make the organization competitive.”

The project was broken into manageable steps so that as-
signments were made to the most appropriate people on a 
controlled schedule.  Bill Pearson, CCAD Quality Director, 
monitored progress throughout the development and implemen-
tation, and additional support was provided where necessary 
for proper completion. Process maps were used extensively to 

show relationships and interactions between processes and 
process steps, which helped clarify CCAD’s complex systems.

Colonel Sassenrath, Pat Oler, Bill Pearson and the entire 
CCAD Command Staff provided extraordinary support through 
frequent milestone meetings throughout the implementation pro-
cess. At weekly Process Based Leadership meetings, Pearson 
reported on the progress of the ISO effort, and Management 
Reviews facilitated effective communication throughout the 
organization.

Successful Achievements

In November 2005, CCAD achieved registration to ISO 
9001:2000 within 12 months of implementing their new 
Business Management Systems. Building on this momentum, 
Colonel Sassenrath immediately announced that CCAD would 
pursue registration for AS9100, which encompasses more 
than 100 additional aerospace requirements above and 
beyond ISO 9001.

The Colonel explained that AS9100 certifi cation would create 
additional opportunities for the Depot to bring in work from 
government suppliers, thus providing signifi cant benefi ts to 
the government, industry, taxpayers and the local economy. 
“CCAD has unique processes and services for the aerospace 
industry; bringing in outside work can preserve the skilled 
workforce and protect the local economy during a decrease 
in government demand, which can all offset expense to the 
taxpayer,” he says. 

All of these initiatives led to CCAD becoming certifi ed to 
AS9100 in September 2006. QMI Management Systems 
Registration, a North American leader in aerospace registra-
tion, deployed three veteran aerospace-experienced auditors 
to CCAD for one week to conduct the audit. 

The Depot continued its commitment to excellence in April 
2007 by becoming the fi rst department of defense facility 
in the world registered to AS9110, which is the registration 
standard designed specifi cally for the aerospace maintenance, 
repair and overhaul industry.

“The beauty of the AS9100 series of standards is its fl exibility 
for implementation in organizations of any size,” says Roger 
Ritterbeck, QMI’s Aerospace Product Manager. “CCAD, which 
has an immensely complex scope of registration, has seen ex-
cellent process improvements by working toward registration. 
The same results can be experienced by organizations of any 
size or scope; the key to success is to ensure commitment from 
all levels of your organization. 

“One specifi c key to CCAD’s success is the extent to which the 
highest-ranking offi cers took interest in the AS9100 system,” 
continued Ritterbeck. “It is rare to see an organization as large 
as CCAD have its Commander so immersed in the registration 
process, but in the end that’s probably been one of the most 
important success factors for the Depot.”

CCAD’s many successful achievements have also brought pres-
tigious recognition, including the “2006 Individual Joint Depot 
Maintenance Excellence” Award from the Joint Depot Main-
tenance Activities Group. Deputy Commander Pat Oler was 
also recognized by his aviation peers, winning the Joseph P. 
Cribbins Department of the Army “Civilian of the Year” Award 
from the Army Aviation Association of America. 

Colonel Sassenrath is very honored for the many accolades his 
organization and staff have received, but he is quick to keep 
these achievements in perspective: “Awards and certifi cations 
come second to what is truly paramount – satisfying CCAD’s 
most crucial customer, the Warfi ghter.”
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Quantifi ed Business Improvements

While the benefi ts are just beginning, it is obvious that CCAD’s Business Manage-
ment System is producing more and better products with fewer resources. Over the 
past three years, production has increased 340% with a labor increase of only 25%. 
Additional performance improvements include:

• Pavehawk turnaround time improved by 45%. Man hours per unit are down by 47%, 
 and on-time delivery has improved from 8% to 90%

• T700 jet engine turnaround time reduced by 50%

• One-third of corrective and preventive actions come from outside of the Quality 
 Directorate, a testament to the entire company’s involvement in the 
 management system

• 7% reduction in overall helicopter fl ight test time, showing less problems identifi ed 
 due to overall process improvement

• Field aircraft defi ciency reports have seen an 80% reduction

Through the registration process, CCAD recommends some key metrics in implement-
ing a quality system that have helped ensure their own success:

• Determine what the organization needs and see how an ISO-based system can help

• Align these needs properly in order to ensure proper employee support and involvement

• Focus on improvement of operations and customer satisfaction

• Support for the system must exist in all areas of your business; involvement of top 
 management is key

• Ensure excellent communication throughout your organization

CCAD’s adoption of a Business Management System incorporates key areas such 
as product quality, pricing, cycle time, environmental planning, occupational health 
and safety initiatives, plus other industry and government requirements. The Quality 
program is no longer a separate entity in the corner of the Quality Directorate, it is a 
thought process interwoven through the entire 4,000-employee Depot. This change 
has enabled the Depot to ensure key personnel are on-board not only with the quality 
policy, but the overall business strategy.

“The Quality program is no 

longer a separate entity run 

by three people, it is a thought 

process interwoven through the 

entire 4,000-employee Depot.”
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        The Future

As helicopter repair work is anticipated 
to decline due to decreasing military endeavors, 
CCAD has found that AS9100 and AS9110 registration 
has helped ensure the long term stability of their 
organization. The next promising market for the 
Depot includes private aviation work for businesses 
such as Boeing, Sikorsky and others. This diversifi cation 
of their clientele, many of which require AS9100 
or AS9110 registration in order to do business 
with them, has enabled the Depot to offset 
taxpayer expenses of keeping CCAD open 
while military work slows down.

“We are an Army at war. That means whatever CCAD can do to ensure the Soldier in 
Theater has the best quality product, on time, and fairly priced is part of our patriotic 
duty, as well as making good business sense. What we are doing here at CCAD, in 
terms of becoming certifi ed via the ISO and aerospace standards, as well as seeing so 
many of our Depot’s leaders being recognized on a national level, is helping to posture 
the Depot to not only maintain our current capacity, but to attract additional Depart-
ment of Defense and private industry workload once the war subsides.”

- CCAD Colonel Timothy Sassenrath 
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