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Newsletter for January 2005
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. 
To keep this newsletter relatively short, this is intended to be a broad overview of issues for physical asset management, rather than a comprehensive discussion of the topic.

	Managing Maintenance Projects 
This is article will address maintenance projects on a general basis.  If there is interest, shutdowns / turnarounds issues can be addressed in a future article, as well as your experiences with difficult projects.  Much of the structure and concepts in this article will be based upon PMI’s (Project Management Institute) PMBOK (Guide to the Project Management Book Of Knowledge).  Not surprisingly, as I am a member of PMI and have achieved their PMP (Project Management Professional) designation.  For more information on PMI, see http://www.pmi.org . 
What is a Project?
From PMBOK: “… a temporary endeavour undertaken to create a unique product or service”.  What are the implications of this definition?  “Temporary” indicates it has a defined beginning and end, and therefore is time-bound.  “Unique” indicates that it has some differences from what has gone before, and may be a new direction with some unknowns.  These unknowns can introduce significant risks to the success of the project.  And finally, there is a definite deliverable that the project is to develop and deliver to the end-users.
What is Project Management?
Again from PMBOK: “… the application of knowledge, skills, tools, and techniques to project activities to meet project requirements.”  The implications are there needs to be active and skilful management of projects, if we want to have a reasonable expectation of successfully delivering the project requirements.
What is the Range and Focus of Maintenance Projects?

Not surprisingly, different organizations have different definitions as to what is a maintenance project and should be managed by maintenance, and what is defined as a capital project and should be managed by others, or whether all projects (maintenance and capital) are managed by others.  Typically maintenance projects are “replacement in kind” or overhaul / refurbishment type projects.  These projects may have limited engineering content, and much of the management and execution of the project is the responsibility of the maintenance department.  Depending upon the scope and size of the project and the skills, experience and staffing of the maintenance department, outside resources may be brought in temporarily to manage and / or execute projects. 
Depending upon the significance of the potential risks (e.g. financial risk related to rework or extended downtime, technical / operational risk, risk to health and safety, environmental risk, etc.), size and the frequency of the maintenance projects, there could be a group within maintenance that is regularly assigned project work. Or if projects are an irregular occurrence with limited perceived risk it may then fall to maintenance resources, potentially with limited project experience. 
In most cases, the focus on maintenance projects is managing the scope (what is included in deliverables and their critical attributes), schedule, and budget.  Unfortunately, in some organizations after the project, if the installation is running, it was completed somewhere near to the schedule, then the primary focus becomes budget conformance.  This is understandable, as in many cases the budget is the only target that is well defined, can be accurately measured, and the allocation of capital resources is of great interest throughout the organization.  It is unfortunate as the value of lost production related to project downtime can sometimes easily exceed project budget overruns, depending upon the process.  And finally when ideas are committed to concrete, steel, and installed equipment, it is exceedingly difficult and expensive to change the “hard facts on the ground”.  These “hard facts” will determine a large percentage of the total “Life Cycle Costs” related to the operation and maintenance of the installation over its lifetime, and are likely to greatly overshadow the project budget, let alone any budget overrun.  This is not to suggest that project budgets are not important, it is just that they need to be critically evaluated and prioritized within the context of the objectives of the overall organization.
What Could Possibly Go Wrong?
I expect that many of you through your own observations (and experience?), might be able to answer this question very well.  If there is sufficient response by the some of the readers of this newsletter, I will dedicate one of the monthly newsletter of stories provided by readers on what went wrong, the consequences, and how (if anything) could have been done to avoid the project “going off the rails”. 
Indeed, there are a great number of things that can go wrong with a project.  Organizational issues are probably one of the biggest single group of causes, and communication problems rank high within that category.  If we take a broad definition of communications, then the list of potential communication problems includes:  
1. Poor Project Definition.  The scope of the project and critical aspects of the deliverables are not properly defined.  The result can be projects that did not deliver what was intended by those whom initiated the project, those that approved it, or the end-users. 
2. Poor Management of External Stakeholder “Expectations”. Stakeholders are those with an interest in the project processes and their outcomes.  Critical amongst the stakeholders are senior management, who approved the project, and end-users, who have to live with it when it is done.  Project definition problems fall into this category as well, but even well defined projects can suffer from problems with “expectations management”.  
a) Senior management are often concerned with the ROI (return on investment) of the project, and focus on the investment (project expenditure) and the return (benefits achieved).  Senior management does not respond well to being “blind-sided” by projects that do not meet their ROI targets by being well over budget, or where the project deliverable does not perform as expected.  Can be severely “career limiting”. 
b) End-users who live with the project deliverables on a day-to-day basis focus more on the project aspects that impact operations and maintenance.  Where end-users lack the technical knowledge and skills (ability to interpret technical drawings and specifications), communication problems can be more difficult.  The result can often be the end-user not being able to indicate what they want, but instead indicate what they do not want when they see it during installation.  It is often necessary to invest a great deal of time to get them to effectively understand the project and the implications, and then get effective input from them for the project.  Without sufficient investment to achieve their input, they may remain not engaged with the project, until time to pass judgement at the end. 
3. Poor Communication within Project Team.  Communication within the Project Team is required for coordination of tasks within the project and for ensuring that decisions are made based upon the proper priorities.
One solution to help address some of the communication problems is to have a project charter that defines the project including: 
4. What is specifically included in the project scope; What is excluded from the scope; 
5. Project objectives (to help define decision criteria and drive priorities); 

6. Assumptions and constraints (what do we believe to be true for purposes of the project; what constraints our actions?) 

7. Project background (Why are we doing this? What is the problem we are trying to solve?); and
8. Timing.

The project charter needs to show the support of the organization by being signed off by the project sponsor and / or senior management.  A project charter will not solve all the potential things that can go wrong, but it can help address some of the problems related to communication.

	Upcoming

Next month’s article will be from Ben Stevens and a continuation of his finance for maintenance series with costing for maintenance projects.  Please advise me, if there are other topics on maintenance management or project management issues that would you would find of interest.

Pemmax Consulting is offering a PROACTTM Root Cause Analysis Workshop April 4 & 5, 2005 in Toronto.  See: http://www.pemmax.com/ for workshop details.
Federated Press will be offering a number of maintenance related courses in the Toronto area, including: Benchmarking for Maintenance Course - April 14 & 15, 2005;  Plant Shutdown Course - April 18 & 19, 2005; and CMMS Course - April 20 & 21, 2005.  I will be chairing the Benchmarking for Maintenance Course, and will provide more information as it becomes available.  See: http://www.federatedpress.com/ for more information on Federated Press.   

Conscious Management Inc. is offering RCM (Reliability Centred Maintenance) courses in Canada and the USA.  See the “Events” page at: http://www.consciousmanagement.ca/ for details on locations and dates.
PEMAC is again organizing a maintenance conference in the Toronto area, this Fall called MainTrain.  I will be working with the content committee, and if anyone has any suggestions as to what they would like offered, please feel free to send me an e-mail with your ideas. Information for MainTrain is 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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