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Newsletter for September 2003

I appreciate receiving your comments on this newsletter and any suggestions for future topics.  If there is someone you know who would be interested in receiving this newsletter, please feel free to forward the newsletters to them, or forward their e-mail address to me and I will include them in future newsletters. If you wish to remove your name from distribution of this newsletter, please respond via e-mail.  Please see “Contact Us” at bottom for e-mail address for feedback, comments and removal from distribution. 

I have added links to PEMAC (Plant Engineering and Maintenance Association of Canada) and OMDEC (Optimal Maintenance Decisions) from the Asset Management Solutions web site.  For more information on these two organizations, see http://www.asset-management-solutions.com/Partners.htm .  

	Evaluation of Asset Management Practices

Have done a number of assessments of different organizations’ asset management practices over the years, and always find them interesting.  Particularly interesting is organizational response to their constraints, while working to achieve their objectives. 

The structure used to evaluate asset management practices is based upon the “Uptime Pyramid” introduced by John Dixon Campbell in his book “Uptime – Strategies for Excellence in Maintenance Management” (ISBN 1-56327-053-6).  Strongly recommended reading for anyone with asset management responsibilities.  See http://www.asset-management-solutions.com/advising.htm for an overview of the Uptime Pyramid. 

The assessment process is very participative, and requires significant effort and involvement on the part of the site being assessed.  The value of the participative approach is considerable.  It is the most effective and efficient way to get a great deal of information required through different viewpoints, and provides a good insight into potential organizational issues.  It also increases the “ownership” of solutions with the high level of involvement in defining the issues.

Prior to Arriving at Assessment Site

The first part of the assessment process is discussions with the potential client and development of the proposal.  During the proposal discussion phase, the interests of the client, their ability to define objectives, and capability to execute are often revealed.  Not in detail, but in general terms.

After the proposal is accepted and contractual issues resolved, then information is requested from the organization.  Typical requests include organization mission and vision statements, organizational charts, performance measures used and current trends, maintenance and capital budget information (budget and actual), and typical forms, processes and organizational tools used by maintenance and MRO materials management (PM / PdM, WR, WO, PR, PO, process flow diagrams, job descriptions etc.).  The information itself is important, but it also provides an insightful of the organization by the level of effort involved in retrieving the information, and in some cases their inability to retrieve it at all.

The information request can also include the completion of a self-assessment questionnaire by the staff and workforce at the site to be assessed.  The self-assessment questionnaire is structured with the same components as the Uptime Pyramid. It improves communication by providing a common framework between our client and us.   This is also useful in determining how different various segments of the organization view the organizational performance within the assessment structure.  Often find differences in viewpoint exist between operations and maintenance, and between the hourly workforce and salaried staff.

Initial Observations of the Assessment Site

Evaluation of a site, begins during travel to the site.  The community and the resources available can have a strong impact on the site operations.  This issue can be critical if the site is large and remote, typical of many natural resources operations (e.g. mining, oil & gas).  It can be difficult to recruit and retain skilled workforce and staff, and often little may be available within the community to train them.  Getting MRO materials, contractors, and technical support may require considerable lead-time and be expensive, requiring the site to be more self-sufficient.

Upon arriving at the site, evaluation continues with observation of the image that the organization is projecting to the community, visitors, and employees.  Typical observations would include signage (company name and logo, days worked since lost time accident, directions for visitors and deliveries, ISO certifications, etc.), and general condition of the facilities and grounds.  In the visitor reception area, observations are made on what the organization wants to communicate to their visitors (plaques stating mission, vision and values, community involvement, signage, etc.), processes for ensuring visitor safety (sign-in, issuing PPE – Personal Protection Equipment, instructions to visitors, etc.), and general conditions.  While seldom do these observations get mentioned during the assessment, they provide an early insight into the organization.

Kick-Off Meeting and Site Tour

Typically start with a kick-off meeting, where introductions are made between the assessment team and some employees from the site.  Recommendations are provided for who should attend the kick-off meeting.  The attendees’ responses and discussions following the presentation provide additional organizational insight.

Depending upon the nature of the site, there may be safety instructions and issuing of PPE before the site tour.  Given the potential hazards likely to be encountered, how effective are the instructions? The tour itself should follow the process flow, and include tours of the maintenance and MRO materials management area.  The tour itself is critical, as a significant source of information on their operations and maintenance, and as a display of the results of their efforts.  

Nature of the process and its operation will determine the constraints of the system to support it.  What is the nature of the process?  Does it require considerable care, due to potential safety or environmental hazards?  Does it require continuous operation, demanding high levels of reliability with limited opportunities to shutdown the equipment to perform maintenance?   The process might severely wear the equipment through abrasion or corrosion, or make maintenance and repairs more difficult by coating the equipment with product.  System modularity and redundancy will also impact upon the maintenance requirements, through its impact on equipment criticality, quantity and complexity of equipment, and its scale and size. 

In the site layout, issues of access for maintenance and location of maintenance work areas are evaluated.  Where maintenance and MRO storage locations appear to be an afterthought, the impact on maintenance work execution is considered (maintenance work involve 5 minute walk to work site, then back?). What of the work areas and MRO and tools storage?  Are they organized in a way to be able to effectively and efficiently execute maintenance work? Or are workbenches used for storage of old parts, and MRO storage full of wasted space where some parts have not moved in years?  Where is the technical information needed to maintenance the equipment, how complete is it, where are the master copies, and what sort of condition is it in?

Communication is evaluated in the maintenance and operations areas, as well as throughout the site.  What does the organization feel should to be communicated to its operations and maintenance employees through bulletin boards (company news, union news, job postings, community involvement, etc.) and signage?   Graffiti and some cartoons (e.g. where an individual’s name is substituted) provide indication of potential organizational issues.

Interviews

Interviews are where a great deal of subjective information is gathered.  The interview process can be likened to taking an object (the site) and rotating it in your hands to view it from a number of different perspectives (of the interviewees).   As the view will be that of the interviewees, it is necessary to understand the limitation of their perspectives (new employee versus old, experience in small part of the organization versus broad experience), and bias (workforce versus management, operations versus maintenance).  It is necessary to seek other sources of information to confirm, or refute potentially limited perspectives. 

Usually start the interviews with the most senior manager at the site with operations and maintenance responsibilities.  It is important to manage expectations (understand what they want and need), and understand some the business and strategic issues.  There may also be some important drivers for the timing of the assessment. 

Interviews are performed with maintenance staff and workforce, their customers (operations), and their service providers (MRO materials management, engineering, accounting, HR).  This provides an excellent evaluation of maintenance, its processes, and its perceived performance.

Findings

Findings will vary between different organizations and different sites.  It will be dependant upon how effective their current asset management practices are, relative to where they need to be for success in their operations.

Two common themes that are found are communication and accountability.  Many organizations do not communicate well, and those that do, realise they could do better.  Accountability is an issue of perceived equality and “fair play”, where individuals feel that not everyone is held to the same standards that are imposed on them.

As the pyramid structure is an appropriate model, it is critical that the foundation level (Leadership – Strategy and Management) be strong and well defined enough to support the rest of the components.

	Upcoming

Next month’s article will be from my former colleagues now at OMDEC, with a discussion of analysing failures through CMMS data.  Please advise if there are other topics on maintenance management or project management issues that would you would find of interest.

Federated Press have a maintenance conference scheduled for November 26 to 28, 2003.  The feedback on my prior workshop in October 2002 was good, and they requested that I facilitate a similar workshop on performance measures.  Content will be similar to the previous workshop.  There is a 10% discount for PEMAC members.  For more information, see http://www.federatedpress.com/pdf/FPress_Maintenance_112403.pdf .

Pemmax Consultants is presenting a Root Cause Analysis workshop on November 27 & 28, in Toronto.  See their web site at: http://www.pemmax.com/ for more details.

	Contact Us

To provide feedback on this newsletter, including comments on past articles, ideas for future articles, or to remove your name from distribution of this newsletter, please e-mail me at len@asset-management-solutions.com.  

Please feel free to contact us to discuss any of your physical asset management requirements.  For more information on how we can help you, please contact me directly. See our web site at: http://www.asset-management-solutions.com for other information on Asset Management Solutions, including asset management issues and solutions. 
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