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Newsletter for April 2004

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.   

The article for this month’s newsletter has been prepared by Ben Stevens of OMDEC.  Ben can be reached at ben@omdec.com.  For more information on OMDEC, see http://www.omdec.com/ .   

	Is RCM for you?

- If so, why doesn’t it always work, why is it so expensive, and why doesn’t it last?


RCM (Reliability Centred Maintenance) has been widely adopted as the best maintenance thing since sliced bread.  Yet many organizations look at it, try it and conclude that it is not for them.  Let’s start off with a simple self-test to see how appropriate it is for your business – score yourself 5 if you are a perfect fit, and 0 for the reverse:
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If you score less than 25 or so, then RCM will be a struggle.  There are some well-publicized shortcuts, but you are probably best not to waste your time until you have fixed some of the basic requirements first.

Next, let’s define RCM; contrary to what many believe, RCM is not Condition-based Monitoring (CBM) under a different label.  True - many of the maintenance tasks that emerge from an RCM program are CBM tasks; but then any move towards preventive or pro-active maintenance will draw the same conclusion.  Also, contrary to what many believe, Run-to-Failure is a popular conclusion for many RCM tasks.  This is because RCM looks at the consequences of each failure mode and proposes the most effective way of avoiding or minimizing that problem.  Hence if the consequences are almost non-existent, then so are the required actions.  Example – parking lights on your car – failure consequences nil, hence Run-to-Failure.

RCM is centred around seven basic questions (defined in SAE JA1011):


That gives you the basics; what we suggest is that you ask some additional questions:


And therein lies some of the problems that crop up with RCM.

So what typically goes wrong with an RCM implementation?  Three major problems:

1. Too much effort, too much detail, not the greatest results

2. Programs start well, but lose momentum

3. RCM is seen as a one-time project

No, we don't have a universal panacea, but here are some practical suggestions:

1. Keep focused on critical equipment and critical consequences; yes there is a risk that you will miss some “almost critical” items that can have an impact, but you are far better off than if once you got started, the program died.

2. Use hands-on, just-in-time training; don’t invest in long RCM training sessions until the participants need it.  If you have one good facilitator or team-leader, then most of the training can be done on the fly.  Sacrilegious, but true.

3. Sign up an active, senior champion to drive the process.  Make sure he or she understands the benefits (not the process!) and is prepared to ask the skill-testing questions about progress, performance and results.

4. Assign an implementation/project manager who is committed to achieve the results; give him the authority and monitor the results.

5. Get a smarter software tool.  Some of them seem to stand in the way of progress rather than accelerating it.

6. Make sure the RCM software ties directly in to your CMMS – they should at least share the equipment hierarchy, and the failure modes.

7. Make sure the RCM program is dynamic – re-visit it to test what you are actually doing.  Contrary to what some versions of RCM say, returning an equipment to its original condition in the long run is impractical.  Hence the long-term degradation curve must be recognized, and with it the shorter maintenance interval.

RCM is still probbly the best overall Maintenance tool out there – provided you understand its deficiencies as well as its benefits.  I welcome your comments, please e-mail me at ben@omdec.com. .  

	Upcoming

Next month’s article will be on Maintenance Planning and Scheduling.  Please advise me, if there are other topics on maintenance management or project management issues that would you would find of interest.

Mi amigo, Tony Rodriguez of PEMMAX Consultants will be presenting a PROACT® Root Cause Analysis Workshop in Toronto, Canada, April 29th & 30th.  For details, see: http://www.pemmax.com/ .
Ben Stevens of OMDEC are presenting May 18 & 19, 2004, in Burlington, Ontario “Maintenance Reliability for Managers and Supervisors”  It is a two day workshop covering: Maintenance Management Overview; Improving Equipment Reliability through your CMMS; Performance Management in Maintenance; and Maintenance Budgeting and Cost Control.  For details, see http://www.omdec.com/ , or e-mail Ben at ben@omdec.com. 

Federated Press is presenting their 2nd annual ‘Performance Measures for Plant Maintenance” in Toronto June 14 to 16, 2004.  Will be facilitating a half-day workshop on “Measuring Performance When Contracting Out”.  For details, see: http://www.federatedpress.com/products/conferences/PerformanceMeasures/frameset.htm .

Federated Press is presenting their 3rd Annual Creating a 21st Century Maintenance Organization Conference in Toronto, September 15 to 17, 2004.  Will be facilitating a half-day workshop on “The Business of Maintenance - Defining and Selling the Benefits of Maintenance to Your Organization”.   Will provide details when available.
PEMAC is organizing a maintenance conference for Fall 2004 called Main Train.  More information will be provided as it becomes available at: www.maintrain.ca , or check the PEMAC web site ( www.pemac.org ).   

	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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We have a senior manager or executive who would strongly back an RCM program
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We have reasonably good maintenance records (work done and breakdowns)
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Company is prepared to make major changes in the way it does maintenance
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Company has good understanding of maintenance and equipment failure
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Company that either has an experienced RCM facilitator on board, or is prepared to bring one in
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Company prepared to take a long view – not wedded to the quick fix, and has the resources to make it work
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Breakdowns of equipment are seriously affecting output
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Production is dependent upon a small number of machines (bottlenecks)
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Production output increases and/or maintenance cost decreases are necessary to stay competitive
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Capital intensive businesses
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What are the functions and performance standards of the asset in it’s present operating context?


In what ways does it fail to fulfill it’s function?


What causes each functional failure?


What happens when each failure occurs?


In what ways does each failure matter?


What can be done to predict or prevent each failure?


What should be done if a suitable proactive task cannot be found?





How do we ensure that the data we are using is consistent and accurate?


What is the impact of age-degradation on equipment?


How does the experience gained from our work feedback and update the RCM database?


How do we turn an RCM Project into an on-going improvement program?


How do we tie RCM into our CMMS?








