Benefits Realization Plan
What the CWP-700 program was supposed to be worth, how much of that can actually be observed, and who is responsible for looking once the program no longer exists. The Program CBA made the investment case and the Program TCO projected the cost of running the line for five years. Neither says what will be counted, by whom, or when. This document does — and it is candid about how little of it converts to a number.
6Benefits in register
$2,100,000Headline avoidance (CBA)
$1,478,000Only recurring sized benefit
0Benefits readable in cash at closeout
Mo 14/18Status · 9 July 2027
01 Scope, and what this document does not do Boundaries
This plan covers the benefits arising from the CWP-700 Composite Wing Panel Production Program — the quality-system investment the CBA justified, the non-recurring qualification cost the TCO amortises, and the operational gains recorded in the RAIDD Log as realized decisions. It does not restate the investment case, and it does not claim a benefit has been realized where the evidence for that claim does not exist.
	Document
	Owns
	This plan adds

	Program CBA
	Whether the quality investment was worth making — alternatives, sensitivity, break-even probability
	What would have to be counted for anyone to know whether it was

	Program TCO
	Multi-year cost if Meridian exercises the production option
	Which parts of that cost profile are a benefit of this program rather than an arithmetic consequence of not repeating one-time work

	Test & Verification Strategy
	The rule by which inspection intensity is reduced
	What the reduction is worth, and the input missing before anyone can say

	Closeout Report
	Performance against charter, final reconciliation, handoff
	What is not handed off — and the fact, recorded at BG-05, that no charter success criterion is a benefit



02 Why this program’s benefit case is shaped differently The argument
At Month 14 of 18 this program can state its cost to the dollar. The Budget is tracking $8,901,000 against baseline at zero variance, with the $383,000 management reserve held and undrawn. It cannot state its benefit at all.
The headline benefit is a non-event. The CBA’s case rests on $2,100,000 of avoided cost from a single prevented field escape — an Aircraft-on-Ground response, root-cause investigation and supplier corrective action that never happens. When this program closes, the evidence that $320,000 of quality investment worked will be that nothing occurred. There is no invoice for an event that did not take place, and no record either.

This is not a weakness in the CBA. It is what cost-of-quality analysis is, and the CBA handled it correctly by testing the case down to a quarter of the base estimate and stating a break-even probability rather than asserting a forecast. But a benefits plan cannot report an avoidance the way it reports a licence that stopped being paid.
Three further features distinguish this program from a business-systems program and shape everything below.
01The benefits are per ship-setThey accrue to panels, not to a program. The unit of account changes at Month 18 from program cost to cost per panel — and the line is intended to run four more years after the program stops existing.02There is no receiving departmentUnlike a program that hands a benefit to Claims Operations or to a government agency, these benefits land in the same operation that produced them. What changes is not the owner but whether anyone is still counting.03The customer can capture part of itThis is a fixed-price contract, so Acme keeps every cost reduction inside the contract period. Years 2–5 are an option scenario, not signed — and they will be priced against a run rate Meridian can see.
03 Benefit register 6 benefits
No benefit here is invented. Each traces to a figure or a decision already recorded elsewhere in the suite; the register’s contribution is to put them in one place and attach an owner and a measurement to each.
	ID
	Benefit
	Source
	Value
	Type
	Accountable owner
	Realizes

	BEN-01
	A nonconformance stopped at First Article instead of found on a delivered aircraft
	Program CBA
	$2,100,000 per prevented escape
	Cost avoidance
	R. Kessler — Quality Engineering Lead
	Continuous, from FAI onward

	BEN-02
	Inspection labour released as standard characteristics move from 100% inspection to sampling
	Test Strategy §10
	Bounded — not more than $480,000/yr
	Unit-cost reduction
	R. Kessler — Quality Engineering Lead
	Phase 2, on demonstrated capability

	BEN-03
	Qualification, tooling and FAI cost is not repeated in any later production year
	Program TCO + Budget
	$1,478,000/yr avoided
	Non-recurring cost not repeated
	D. Marchetti — Deputy Program Manager
	Year 2 onward — only if Meridian exercises

	BEN-04
	Production continuity through the dual-source prepreg qualification
	RAIDD D-03, against R-01
	Exposure avoided ≈ $150,115 per week of stopped line
	Cost avoidance
	S. Pham — Supplier Quality Engineer
	Continuous

	BEN-05
	Disposition and material-qualification cycle time held down at rate
	RAIDD I-03, I-05, D-04
	Measured in days, not dollars
	Throughput
	J. Ferraro — MRB Chair
	Realized in Phase 2

	BEN-06
	NDT acceptance evidence kept inside Acme’s own traceability chain
	RAIDD D-01, against I-02
	Not sized — no outsourced comparison exists
	Capability retention
	L. Vance — Materials / NDT Engineer
	Realized in Phase 2



Only one of the six is both sized and recurring. BEN-03 is $1,478,000 a year, and it reconciles exactly: Year 1 at $9,284,000 less the steady-state year at $7,806,000 equals the Phase 1 subtotal of $1,095,000 plus the $383,000 reserve. Every later production year avoids the tooling NRE, the FAI lab and metrology cost, and the qualification labour, because qualification is done once. That is the clearest benefit in the register — and it is the one Acme has no control over, because it only occurs if Meridian exercises.
04 Why each benefit resists measurement — and each for a different reason Centrepiece
It would be easy to write that these benefits are “difficult to quantify” and move on. That sentence hides the useful information, which is that six benefits fail six different tests. A programme office that knows which test a benefit fails knows what to do about it; one that only knows the benefit is hard does not.
	ID
	Sized?
	Observable?
	Whose margin
	What it fails on

	BEN-01
	Yes — $2,100,000
	No
	Acme, and Meridian
	Observability. The benefit is an event that did not occur. Its evidence is an absence, and an absence is equally consistent with a quality system that caught what it had to and with a defect population that never arrived.

	BEN-02
	No
	Yes
	Acme — until the next price negotiation
	Sizing. The mechanism is defined to the sentence in the Test Strategy. The magnitude is not: no document on this program records how many of the panel’s characteristics are Key Characteristics (which never transition) and how many are standard (which can).

	BEN-03
	Yes — $1,478,000/yr
	Yes
	Acme
	Contingency. Fully sized, fully observable, and entirely outside the program’s control — it realizes only if Meridian exercises a production option that is a planning scenario in the TCO, not signed contract value.

	BEN-04
	Exposure yes, probability no
	No
	Acme
	Probability. The cost of a stopped line is computable. The likelihood the single-source material would have stopped it is not, and R-01 was mitigated before it could be observed — the mitigation destroyed the evidence.

	BEN-05
	In days
	Yes
	Nobody
	Units. Real, measured and already improved — but on a fixed-price contract with a fixed team, shorter disposition queues do not reduce cost. The gain is risk and floor discipline, and converting it to dollars would be an invention.

	BEN-06
	No
	Partly
	Acme
	Comparison basis. D-01 chose in-house qualification over outsourcing explicitly to keep traceability. No outsourced quote was obtained, so the avoided cost has no counterfactual price and the retained traceability has no price at all.



Two of those are worth drawing out, because they are the ones most likely to be reported wrongly.
BEN-01 — a zero escape count is not evidence
The temptation at closeout will be to report zero escapes as proof the quality investment paid for itself. It is not. Zero escapes is equally consistent with a quality system that caught everything it needed to and with a production run in which nothing serious went wrong anyway. To tell those apart you have to count what the system actually caught — and specifically the dispositions where the alternative to catching it was shipping it. Across the whole program the MRB handled five cases: one rework at First Article, two further reworks, one scrap and one return-to-supplier. The scrap and the return-to-supplier are the closest thing to a positive observation of BEN-01 that this program will ever produce, and there are two of them. Two observations do not establish a rate, which is precisely why the CBA argued from a break-even threshold instead of a forecast — and why BG-03 below proposes moving the escape record up to the quality system, where several programs can contribute to it.
BEN-04 — the mitigation destroyed the evidence
R-01, single-source prepreg lead time, was the highest-scored risk on the program at 9 (High/High). D-03 approved dual-source qualification. If the second source is never needed, the benefit is invisible; if it is needed, the benefit is enormous and appears as an ordinary week of production. A week of stopped line on a fixed-price contract does not save money — the fifty-person team is carried regardless, at roughly $150,115 a week against zero output, before any delivery exposure to Meridian. That figure is the exposure the decision bought down. It is not a benefit that will ever be reported, and it should not be reported as one.
05 What Purchase Order Amendment PA-002 did to this case D-06
Six days before this plan’s status date, on 3 July 2027, decision D-06 recorded Meridian’s PA-002 rate increase: a third production shift, the program from 25 people to 50, and the budget from $5,200,000 to $9,284,000. That is genuine demand growth, not a correction — and it moved the benefit case in two directions at once.
	Measure
	Two-shift rate
	Three-shift rate (PA-002)
	Movement

	Annual panel volume
	300
	450
	+50%

	Steady-state cost per panel
	$16,413
	$17,347
	worse

	Quality investment per panel, amortised over the four steady-state years of the TCO window
	$267
	$178
	−33%



Volume worsens the production number and improves the investment number, because non-recurring cost amortises over units and recurring cost does not. The $320,000 quality investment now spreads across 1,800 panels instead of 1,200, falling from $267 to $178 a panel. A single headline “unit cost” figure conceals both movements, and the TCO is right to say the increase is a capacity expansion rather than an efficiency loss.
The consequence for this plan is a timing one. The CBA was written against the original configuration; PA-002 landed in the final third of the program; and the measurement regime below has 128 days to be established before the program that would establish it closes on 14 November 2027.
06 What is actually measured Leading indicators
Because four of the six benefits cannot be read in cash, the measurement regime substitutes leading indicators for lagging dollars. This is a real substitution and it costs something: leading indicators show whether the capability that produces a benefit is present, not whether the benefit occurred. That is worth accepting here, because the alternative is reporting nothing at all for five years.
	ID
	What is counted
	Source of record
	Cadence

	BEN-01
	Escapes attributable to Acme found after delivery (target 0) · MRB dispositions of scrap and return-to-supplier — the population that would otherwise have shipped · Meridian source-inspection findings per shipment · first-pass yield and capability indices, reviewed by shift
	MRB log · Certificate of Conformance records · SPC charts
	Monthly, and at each management review

	BEN-02
	Proportion of standard characteristics transitioned to sampling · inspection hours per panel · every reversion to 100% and its root cause
	Control plan · inspection records
	Monthly

	BEN-03
	Option exercised or not (binary) · Year 2 purchase-order value against the $7,806,000 steady-state assumption
	Meridian purchase order
	Once, at the option decision

	BEN-04
	Lots accepted from the second qualified source · days of production stoppage attributable to material supply (target 0)
	Incoming inspection records · PPAP file
	Quarterly, per D-04

	BEN-05
	Days a nonconformance sits in disposition-pending · PPAP re-submission cycles per supplier
	MRB log · supplier quality data
	Weekly MRB session

	BEN-06
	NDT release cycle time against plan · Level II certifications current under NAS 410 · proportion of acceptance NDT performed in-house (target 100%)
	NDT records · training file
	Monthly



Three measurement rules
Capability is reported by shift, never only in aggregate. This mirrors the Test Strategy’s own rule for control charts, and for the same reason: a process that is capable overall while drifting on third shift is a common failure mode on a three-shift operation, and a monthly aggregate conceals it entirely. A benefit reported in aggregate inherits the same blindness.
Every reversion from sampling to 100% inspection is recorded as a benefit event, not only as a quality event. Reversion is the mechanism by which BEN-02 gives value back. If reversions are logged only in the quality record, the benefit figure will drift upward while the underlying entitlement to it has lapsed.
Nothing is reported as realized before the measurement window it belongs to. BEN-03 has one reading and it is binary, taken at the option decision. Reporting a proportion of it earlier would be reporting an intention.
07 Who measures after the program stops existing Handover
This is the structural problem of the whole document. Every benefit in the register realizes after Month 18, and every instrument capable of recording one is a program instrument that stops at Month 18. The RAIDD Log closes with its registers. The dashboard, the status report and the steering deck have no audience once there is no steering committee. The Closeout Report transfers steady-state support to Acme’s standing production quality organization and MRB chairmanship to the standing production Quality Review Board — a real and correct handoff, but of process, not of measurement.
The QMS is the only thing here that outlives the program. The AS9100D quality management system is a company system, not a program one, and its Clause 9 performance-evaluation obligations — monitoring and measurement, internal audit, and management review — are the only recurring forum with a standing agenda after Month 18. That makes the management review the natural carrier for BEN-01, BEN-02, BEN-04 and BEN-06, and registering them there before closeout is the single action on which this entire plan depends.
	Benefit
	Carrier after Month 18
	Why there

	BEN-01, BEN-04
	QMS management review (Clause 9)
	Both are avoidance measures read from quality data that the QMS already collects for conformance reasons; only the interpretation is new

	BEN-02
	Control plan, reviewed at management review
	The transition rule already lives in the control plan; the benefit is a property of how much of the plan has transitioned

	BEN-03
	Meridian account / commercial ownership
	Not a quality measure at all — it is a purchase-order outcome and belongs with whoever holds the customer relationship

	BEN-05, BEN-06
	Standing production Quality Review Board
	Both are already realized and both are operational measures the standing Board will review anyway; they need naming, not a new mechanism



08 The disclosure boundary Commercial
The TCO states a steady-state cost of $17,347 per panel and describes it, correctly, as a planning reference for Meridian’s own sourcing comparisons rather than a price Acme invoices against. That candour is appropriate between a Tier 1 supplier and an OEM, and it has a consequence that a benefits plan has to state plainly.
Years 2–5 are an option scenario, not signed contract value. A cost reduction realized inside the current fixed-price period is retained in full. The same reduction, visible at the next purchase-order negotiation, becomes a price expectation. BEN-02 and part of BEN-03 therefore have a retention period that ends at the option decision — not because anything is taken away, but because the run rate they improve is the run rate the next price is set against.
Reading down the register with that in mind produces an uncomfortable but useful observation: the benefits Acme keeps indefinitely are the ones that never appear as cash. Prevented escapes, supply continuity, and NDT traceability held in-house are durable precisely because they are unpriceable. The two benefits that convert cleanly to money are the two most exposed to the next negotiation. That is not an argument for concealment — a supplier whose cost position is visibly healthy is a supplier an OEM keeps — but it is an argument for deciding deliberately what is shared, rather than discovering it in a TCO written for a different purpose.
09 Open gaps 5 gaps
Recorded here with owners rather than left implicit. None is a defect in another artifact; each is something this program has not yet done.
	ID
	Gap
	Detail
	Recommended action
	Owner

	BG-01High
	No measurement instrument survives the program
	Every benefit in this register realizes after Month 18, and every instrument that could record one stops at Month 18. The RAIDD Log, dashboard, status report, steering deck and change-control log are program instruments. The Closeout Report transfers steady-state support to Acme’s standing production quality organization and MRB chairmanship to the standing production Quality Review Board — but what transfers is process, not measurement. Thirty days after closeout there is no owner, no cadence and no register for any figure on this page.
	The AS9100D QMS is the only instrument here that is a company system rather than a program one, and its Clause 9 management review is the only recurring forum with a standing agenda after Month 18. Register the BEN-01, BEN-02, BEN-04 and BEN-06 measures as management-review inputs before closeout. BEN-03 is commercial and belongs to whoever owns the Meridian account.
	C. Tyrrell

	BG-02Medium
	BEN-02 cannot be sized because the characteristic split was never recorded
	The Test Strategy states the transition rule precisely — sampling is earned, Key Characteristics and NDT never transition. Nothing on the program records how many characteristics fall on each side of that line. Without it the benefit can only be bounded: not more than the $480,000 Quality Inspector line (B. Solis, N. Vasquez, P. Larsen), and not zero, since characteristics have demonstrably transitioned.
	The split exists in the control plan derived from Meridian’s drawing package. Extract the Key-Characteristic count and publish it as a control-plan attribute.
	R. Kessler

	BG-03Medium
	The break-even analysis rests on a probability Acme has never measured
	The CBA is decision-theoretically sound: the investment pays unless the true escape probability is below roughly 61.0%, which is implausible. But that is an argument for having made the investment, not evidence of having realized it. Acme holds no historical escape rate for comparable composite structures, and this program’s own observations number two — the scrap and return-to-supplier dispositions in a five-case MRB history.
	Begin an escape-rate record at the QMS level across programs. One program cannot produce this number; a quality system across several can.
	R. Kessler

	BG-04Medium
	The unit-cost figure is published to the party that would price against it
	The TCO states $17,347 per panel and describes it as a planning reference for Meridian’s own sourcing comparisons. Years 2–5 are an option scenario, not signed. A cost reduction realized in Year 1 therefore becomes a price expectation in Year 2, and no document states what Acme will and will not disclose at that negotiation.
	Agree a disclosure boundary before the option decision, and record which benefits are being deliberately shared as evidence of supplier health rather than surrendered.
	D. Marchetti

	BG-05Note
	No charter success criterion is a benefit
	All four criteria in the Closeout Report are delivery criteria — FAI accepted on schedule, ramp to rate on time, no repeat root causes, close within budget. Every one can be met in full while nothing on this page is ever measured. That is not a defect in the charter; it is the ordinary shape of a production program, and it is exactly why this document has to exist separately.
	Carry the BEN-01 and BEN-02 measures into the next production program’s charter as named criteria rather than as an appendix to its business case.
	C. Tyrrell



10 Realization status at 9 July 2027 Month 14 of 18
	ID
	Status
	Basis

	BEN-01
	Not measurable
	No escape attributable to Acme has been reported. As set out in §04 this is not evidence of realization, and it will not become evidence later.

	BEN-02
	In progress, unsized
	Characteristics have transitioned to sampling under the Test Strategy’s capability rule. The magnitude cannot be stated until BG-02 is closed.

	BEN-03
	Not yet due
	Contingent on Meridian’s option decision. One reading, binary, taken when the decision is made.

	BEN-04
	Capability in place
	Dual-source qualification approved under D-03; no material-driven production stoppage has occurred. The avoidance itself remains unobservable.

	BEN-05
	Realized
	I-03 closed by adding a standing weekly MRB session; I-05 addressed through the D-04 quarterly PPAP cadence. Measured in days, not dollars.

	BEN-06
	Realized
	Second NDT technician qualified under D-01; I-02’s four-day cycle-time impact returned to plan within two weeks. Acceptance NDT remains entirely in-house.



Benefits realized in cash to date: none, and none is expected before closeout. That is the correct reading, not an underperformance. Of the six, two are already realized operationally but have no cash value on a fixed-price contract, two are avoidances that will never produce a positive observation, one cannot be sized yet, and the only sized recurring benefit depends on a customer decision that has not been made. A closeout report that stated a realization figure would be stating a number nobody can support.
11 Approval Governance
	Name
	Role
	Basis of approval

	C. Tyrrell
	Program Manager (author)
	Register completeness and reconciliation to the CBA, TCO and Budget

	R. Kessler
	Quality Engineering Lead — AS9100 QMS Owner
	Owner of BEN-01 and BEN-02, and of the management-review registration on which BG-01 depends

	D. Marchetti
	Deputy Program Manager
	Owner of BEN-03 and of the disclosure boundary at BG-04

	G. Talmadge
	VP of Operations, Acme Aerostructures
	Accepts the measurement obligation that continues after the program closes

	Meridian Program Office
	Customer Program Management
	Informed, not approving — these benefits accrue to Acme except where BEN-03 depends on Meridian’s own option decision







