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When you consider that a 
commercial aircraft fuselage 
such as that belonging to the 

of aircraft is made up of many thousands of 
repairable and or replaceable parts, and the 

that component management is a vital 

of a challenge to hold stock based on 
those parts more frequently required and 
those which are rarely needed. Today, 

challenges encountered in component 
management are greater than they have 
ever been before. 

To begin with, there are major problems 
with the supply chain where the producers 

parts are struggling to cope with demand 

while resources are focused more on the 
production of new aircraft and engines. 
Is this really such a surprising scenario as 
how many businesses do you know which 
have order books for thousands of units 
and scheduled production demands that 
extends for over a decade? Of course, there 
was a solution that seemed to work well 

second-hand parts from the teardown of 

viable.

of balance between using parts for the 
production of new planes and engines and 
providing the sales aftermarket sector, 
manufacturers have failed to ramp-up 
production to meet demand and many 
carriers have found themselves having 
to extend the intended lifespan of their 
aircraft. This then has had a three-fold 
negative knock-on impact on the market 

aircraft has resulted in a shortage in the 
number of aircraft available for teardown. 

a substantial rise in the value of certain 

we have today reached the stage where 
nearly new aircraft are worth more for 
teardown than they are as an operational 
entity, to the point where two-year-old 
aircraft are now being dismantled because, 
primarily, there is a critical shortage of 

entire aircraft as a whole.

management seems to be akin to playing 
three-dimensional chess on a board made 
of moving sand. We wanted to know how 
businesses were coping with the situation, 
so we decided to ask some questions.   

Trends in Component Management and 
the Supply Chain 
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made of moving sand
By David Dundas



AviTrader MRO 360°  - March 2026

33

What are the most significant 
disruptions still affecting 
component availability today?

problems associated with engines as 

programme continues to absorb shop 
capacity and spares, and it has knock-
on effects across leasing, availability of 
replacement lift, and the wider component 

and tier-supplier capacity - long lead 
times for castings, forgings, and certain 

ramps don’t translate into immediate 
availability; repair capacity and labour - 
strong demand is meeting a technician 
shortfall and stretched slots, pushing 
turnaround times out, across component 

clear that demand is outstripping aircraft 
and engine availability, with a multi-year 

supply chain volatility are challenges 
that have become the industry’s new 
normal. They’re a business-as-usual 
reality requiring organisations to build 
agility and resilience directly into their 

ongoing workforce shortages, a critical 

skills gap, and persistent delays in the 
delivery of new components and engines. 
These constraints are compounded by the 
rapid pace of technological advancement 
in aerospace, which is increasing both 
the complexity of components and the 

people and digital capabilities will be 
best positioned to adapt to disruptions to 

problem of a shortage in spare parts and 

are struggling to source raw materials 
such as titanium and aluminium which is 
impacting production of new aircraft and 
increasing maintenance turnaround times 
for existing fleets. This issue is due to 
geopolitical dependencies which amplify 
the risk when conflicts, sanctions, export 
controls and other industry requirements 
occur. These shortages ripple through 
the industry causing significant delays 
and increased lead times from repair 

and creating huge financial constraints 
on airlines. The extended lead times 

scheduled maintenance while also 
affecting the market and resulting in cost 
inflation, particularly for high demand 

workforce and capacity constraints, with 
skilled technician shortages impacting 
inspections, certifications and repair 

available, we see additional lead times due 
to the high demand for labour and limited 

different direction, an interesting and very 
topical point is mentioned, among others, 

tariff uncertainty on critical aerospace 
metals is increasing landed costs and 

he is pretty much aligned with what has 
been mentioned above as he advises 
that “Delayed new aircraft deliveries 
are extending legacy fleet operations, 
driving unprecedented demand for 
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particularly those providing specialised 

to face labour shortages and raw material 

COVID backlog of parts’ availability, he 

seems to be primarily focused on new 
aircraft and engines, leaving too low 
capacity dedicated to older programmes. 

the production of newer aircraft, while 
the manufacturing of parts has already 
been scaled down to put focus on 

the massive disruption caused by, for 

“If a subassembly is missing a single piece 
part it’s unable to go back to service and 
it can quickly clog up an entire product 
line, providing uncertainty on availability 
and can be reflected in higher pricing for 

conclude the answers to this first question, 

on repairs is often caused by a lack of 

Are operators shifting toward 

they trying to stay lean despite 
shortages?

simplest solution to a shortage of parts 
is to increase inventory levels, or if the 
cost of engine parts makes such a policy 

large inventories, some operators are 
turning to integrated support solutions 
that enable them to remain lean while 

and provide operators with predictable 
cost structures and guaranteed access to 
component support without the financial 
burden of holding extensive stock. This 
approach is becoming even more relevant 
as the global fleet undergoes a significant 
technological transition. The introduction 
of next-generation aircraft such as the 

brings greater component complexity 
and more sophisticated supply chain 

ecosystems independently would require 
substantial inventory investment and 

like ours, therefore, act as both a financial 
hedge and a resilience strategy, allowing 
operators to maintain a more stable 
bottom line, while securing reliable 

to this lack of component availability, 
operators are moving towards higher 
inventory levels in response to the supply 
chain challenges, especially for critical 

where shortages hurt the most and try to 
stay lean on predictable, low-risk items. 
Building stock and ensuring parts are 

allows airlines to avoid long shop visits, 

seeing this with small parts such as seals, 
connectors etc., as these ensure operators 
will not have any delays caused by minor 
issues. Those able to withstand disruptions 
by leveraging agile inventory strategies 
will gain a competitive edge in today’s 
disrupted market landscape. Operators are 
also increasing their inventory levels by 
pooling their stock, extending contracts 
with providers and using predictive 

description of the current situation when 

increasingly investing in mission-critical 
parts that are accessible when and where 
they're needed. Inventory decisions are 
also becoming more data driven, with 

metrics to prioritise stock based on real-
world operational reliability rather than 

and Yuhei Yagi also have concise opinions 
on the current situation. “Operators 
aren’t making a wholesale move away 
from lean inventory models, but they 
are rethinking where and how they carry 

we have seen cases where operators 
purchase certain material which have 

default because inventory ties up cash 
and depresses returns. That discipline 
hasn’t disappeared. What has changed 

lead times, volatile repair turnarounds 
and less reliable delivery commitments 
mean that a missing part can now have 
a disproportionate operational impact. 

more inventory in very specific areas - 
components that are high failure, long 
lead, or critical to dispatch reliability. 
These are the parts that create immediate 

lower-criticality or more interchangeable 
items, operators are still leaning on 
pooling, exchange programmes and 
shared inventory to avoid unnecessary 
capital lock-up. The net effect isn’t a 
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broad inflation of stock levels, but a 
more deliberate, risk-based approach 
to inventory. Operators are prioritising 
resilience where it matters most, while 
continuing to manage cost and balance 

What are the benefits and risks 
of relying on shared inventory 
versus owning strategic stock?

model to maximise the benefits and avoid 
the risks associated with shared inventory. 

operators to lower capital exposure by 
avoiding upfront investments in expensive 
rotables and reduce holding costs 
associated with excess inventory suggests 

opportunities for scalability through fleet 
growth and easier exit and entry for fleet 
types while also providing flexibility with 

inventory also guarantees availability 

inventory approach allows operators to 
improve their operational independence, 

and improving control over scheduled 

shared inventory can cause disruptions 
for operators. During systemic shortages, 
shared inventory can become scarce, 
and larger operators are prioritised for 

demand spikes can leave smaller operators 
vulnerable, leading to financial losses and 
delays. With shared inventory, operators 

have limited control over the specific units 
provided, which may not always align with 
their preferred specifications or shop tags. 

customs and clearance delays can extend 
turnaround times and disrupt operations. 

exchange fees, and logistics surcharges, 

she concludes.

inventory has many advantages, primarily 

of airlines now embrace for supply chain 
resilience. It also allows access to high-
value assets without the cost of dedicated 

can be depleted during peak demand. 
Data-driven forecasting helps operators 
and repair stations identify long-lead-
time parts early and stock proactively, 

sees a combination of solid data analysis 
combined with experience as having great 
benefits. “Better data analysis tools and 
returns on experience allow operators to 
put more focus on stocking only parts they 
frequently need or are hard to get. This 
strategy helps in reducing immobilised 
equity while decreasing unavailability risks 
to a minimum. That said, the collaboration 

successful supply chain. The strategies 
between operators are different as some 

and defer most of the rotables supply to a 
separate company, while others prefer to 
keep control of the entire chain internally 

sums the situation up well by saying 

both - own what can stop your operation, 

referring to shared and owned inventory 

solutions; these range from consignment 
of inventory in their location, component 
leasing and service level driven structures, 
all designed to minimise operator risk 
and provide timely and cost-effective 

shared inventory, the feels the benefits 

coverage across multiple sites and fleets, 
increased flexibility, and predictable 

competing with everyone else for the same 
asset and relying on a partner, priority and 
service-level complexity - performance 
depends on contract enforcement and 
provider capacity, and configuration and 
documentation discipline - traceability, 
mod status, and paperwork quality can 

When it comes to owning strategic stock, 

“Control - you decide what sits where, and 
what gets used first; resilience - you’re less 
exposed to market spikes and allocation 
decisions, and better planning - ownership 
supports forward maintenance planning 

- especially when fleet plans change; 
repair and logistics burden - you need 
slots, vendors, and internal processes to 
keep assets serviceable, and wrong-stock 
risk - buying ‘more’ is easy; buying ‘right’ 

suggests that it is fundamentally about 
balancing risk, capital, and control. 

inventory models allow operators to 
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transfer maintenance risk to a specialist 

visibility and budget stability, particularly 
valuable during parts shortages, economic 
volatility, and inflation. The model shifts 
unpredictable capital expenditure into 
more manageable operating costs, while 
maintaining access to critical components. 
The trade-off is dependency as operators 
must be confident in their provider’s 
inventory depth, forecasting capability, 

need to consider that they have less 

offers direct control and immediate access 
but requires significant capital investment 
and carries exposure to obsolescence 
and forecasting risk, particularly as fleet 
complexity increases. In practice, many 
operators adopt a hybrid approach. 

uses probabilistic modelling to align stock 
levels with utilisation and risk tolerance, 
delivering resilience without unnecessary 

benefit is not having to use your own 
balance sheet for the material you offer. 
The risk is lack of flexibility and agility 
when trying to sell inventory ‘owned’ by a 

What role does USM play in 

shortages?

times for sub-components. Combining 

creates hybrid solutions that keep repair 
pipelines moving and costs manageable 

where new production parts are scarce 

Gombeaud is of the same opinion as 

a necessary alternative to component 

experience and inventory coming from 
teardowns to provide availability and 
reduced costs versus the option of new 
parts. Data analysis allows us to predict and 
invest in repairs in order to have material 
ready to go for our customers when they 

billion, and he does not see that demand 
slowing down as it is “one of the few levers 
that can add real supply at speed - without 

“When teardown and disassembly are 

material into the market quickly, with the 
traceability and documentation airlines, 

capacity catch up, reducing total cost - 

circularity - keeping assets in service 
longer and reducing the need for new 

focus sits - combining teardown sourcing 

approach to documentation so operators 

helping to speed up operations, as well 

on new parts and ongoing production 

advantages, helping airlines manage 

also becoming a key driver as regulators, 
investors, and the public demand greener 

extends the operational life of existing 
components, reduces waste, and lowers the 
environmental footprint associated with 
manufacturing new material, which means 

essentially, aircraft component recycling 
facilities. The balance between new and 
used material will continue to evolve, but 

it is a cornerstone of a more sustainable 

operators in today’s volatile market by 

avoid long lead times caused by increased 
demand and raw material shortages 
and utilise readily available parts from 

from months to days solving operators’ 

older but economical aircraft to continue 
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preserves cash while mitigating operational 

to be a strategic resilience tool, helping 
operators absorb supply-chain shocks and 

Are airlines and lessors 
becoming more open to USM 
compared with the past?

will remain a critical source of supply 
for lessors and airlines on a global basis, 
advising that ongoing manufacturing 
delays, persistent supply chain disruptions, 
and escalating material and production 
costs continue to constrain the availability 
of new components, thus reinforcing 

the importance of alternative sourcing 

sentiment is continuing to shift, and 

and performance continues to grow. The 
expanding maturity of the aftermarket, 
coupled with a broader range of bespoke 
support services and tailored solutions, has 

option but often the most operationally 

being materially more open while also 

the market’s approach to traceability, 
condition, and assurance has improved, as 

decision making however is working with 
a partner with a strong track record and 
ability to demonstrate a robust pipeline 
of assets to support future operational 
requirements. The engine and production 

kept pressure on spares markets, which in 
turn reinforces the role of used serviceable 

- they want asset protection and strong 
records, but they also want uptime and 
cost control. The result is not blanket 
acceptance, but much wider acceptance 

today than at any point in the past. While 

as a cost-driven exception, today it 
has become a mainstream resilience 

barriers and with correct traceability, 
airlines have shifted their mindset and 

longer viewed as a compromise within 
the industry and more as a competitive 

encourages operators to incorporate 

the question, he is unequivocal when he 

a more sophisticated understanding of 

valuable tool for balancing maintenance 

meaningfully reduce both total cost and 
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turnaround time without compromising 

strongly in today's supply-constrained 

all respondents here when it comes to 

element of caution when it comes to very 

competitive market, aircraft availability and 

readiness across a network of dedicated 
companies. While end-users are clearly 
investing more in parts stock it’s impossible 
to always have every single part needed in 

to better availability from more varied stock 
location, all while keeping the cost lower 

harder to navigate through when looking 

particular manufacture date or cycle 
limited items, but most of the time used 
material is not only accepted but more 

“Operators and asset owners increasingly 

What advice would you give 
to smaller MROs or operators 
trying to navigate component 
shortages and rising costs?

customers before a shortage forces the 

options leads to better decisions on cost 

upgrades and approved repair processes 
that extend time-on-wing, reducing overall 

building relationships with independent 
distributors and part-out specialists to 

“Work with partners you can trust. Those 
who have a strong track record of working 

solutions. Get ruthless on criticality - don’t 

year agreements for key commodities can 

constraints aren’t going away overnight. 

long lead times, reduce exposure to price 

paperwork discipline - traceability and clear 
records protect value and accelerate install 
decisions. Collaborate - pooling and shared 
inventory can work well for smaller players, 
as long as service levels and governance 
are watertight. Work with partners who 
can blend supply and capability - sourcing 
alone doesn’t solve the problem if you can’t 
repair, certify, and turn parts quickly. That’s 
where an integrated aftermarket partner 

inventory management is critical; and that 
success will depend on striking the right 
balance between service performance 

simply holding more stock and instead 
focusing on holding the right stock to 
align with the demands of customers’ 

inventory can quickly erode margins, while 

is equally important. Businesses should 
strengthen forecasting capabilities, build 

they can position material where and when 
it is needed. Those that combine data-
driven inventory decisions with operational 
responsiveness will be better placed to 

of working with trusted partners. Bennett 

should prioritise diversifying their sourcing 
strategy to reduce dependency on single 
suppliers and enhance access to global 

repair stations is essential to improving 
supply reliability. Given that many of these 
organisations operate with lean teams 
and limited procurement resources, the 
importance of selecting dependable, high-
performing partners is critical, especially 
in today’s market with many suppliers to 

greater emphasis on “Building strong, 
long-term relationships with suppliers and 
maintaining a reliable industry network 

to negotiate more favourable commercial 
terms and improve access to constrained 
components. This can be combined 
with selective use of pooled inventory, 
particularly covering high-usage parts and 

times. This can help to mitigate shortages 
that would otherwise disrupt operations. 

working with trusted parts brokers and 

reduce procurement costs while providing 
faster access to material during supply 

driven forecasting and demand planning 
even where imperfect, allows smaller 

and minimise exposure to predictable 
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