Copies of current and past newsletters can be found at: http://www.asset-management-solutions.com/newsletters.htm 
	[image: image1.jpg]


Newsletter for September 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 the distribution of 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.

	A Problem Related to Organizational Culture
This may seem like an odd topic for a newsletter dedicated to physical asset management issues, particularly to those who work in an organization with a strong culture that reinforces and supports the organization’s focus.  But organizational culture is an issue that strongly impacts the effectiveness of physical asset management. 
The idea for this newsletter came from one of my contacts.  In an e-mail they wrote (with some minor edits):
“Here is the Scope: 
        Failed as a  team leader, by not contributing to the progress of his team members 
        (remain with a salary of a team leader) 
        
        Failed as a team player since can't direct any one or aid them to resolve problems 
        (all the members of the team refuse to work with him) 
        
        Failed as a professional (no technical background) 

        Failed as facilities resource (low understanding of process) 

This individual has shared five or six years among our group and has been nothing but problems. 
What make it interesting is that management has a different point of view of him, what is worst is that they appreciate his communication skills. 
The morale of the department went so far down that is hard to even ask them to continue working the way they did before he joined us. 
Do you find a logical explanation as why would they keep this kind of person? Maybe my soft skills are not good enough to create a judgement, or our fears of favouritism are true.”
Unfortunately, not an unusual situation.  It can be extremely difficult for those working in this situation.  If indeed it is a situation of nepotism or cronyism, then there is considerable risk to someone confronting the individual, their boss, or the organization on the situation.  While the situation may be an issue of perception versus reality, or a realistic evaluation of the situation, the results remain the same for the organization.
In this situation, morale is an obvious casualty.  Less obvious is other than the communication management receives from the individual in question, most other communication up or down the organization would likely be limited in the amount, content, and perspective.  The individual would likely receive little information from the workforce, and likely supply little information to the workforce.  Management would not likely see the need to communicate to the workforce, as they believe they already have an information conduit via the individual.  The workforce likely would not have effective access to management, nor would they likely be prepared to communicate through the individual.  The result would be most communication would be formal in nature (reports, bulletin board postings, e-mail / hard copy memos, etc.), with little effective information being provided outside of formal requests.   This in turn would mean little feedback on effective changes, and little information of value with respect to how well the organization is doing or how it could do better.
The impact on morale would vary depending upon other stresses in the workplace.  If management has a strong cost focus, then any message they may communicate with regards to costs would be viewed with extreme cynicism.  Similarly if the message was the organization is run as a meritocracy and that advancement would only be through one’s achievements that message too would not be credible.  The impact on morale is certainly explicit in the comments in the e-mail.  Problems with morale can sometimes show up as employee turnover and absenteeism.  With the shortage of skilled trades people, that could be a difficult problem to regularly resolve.  To make matters worse, an excellent source of recruiting new employees is through existing employees.  How effective would that be under these circumstances?  Would you recommend a friend to work in that cultural environment?  And as mentioned earlier, the results would be the same whether the issue is a matter of perception or reality. 
In response to the question of “a logical explanation” for the situation, there may be a number of answers, and at best I can only speculate.  It may be ignorance on the part of management in that they are too far removed from what is really happening on the floor (e.g. focusing on high level issues) and their primary source of information is an integral part of the problem.  Indeed it is an issue I am familiar with in assessing how well an organization works and its maintenance and MRO materials management processes (e.g. doing maintenance assessment work).  It requires multiple sources to help confirm or disprove information and impressions previously received.  If one does not go to the effort of using multiple sources, then the perspective will be limited, and depending upon the source (and their agenda) can be extremely biased.  Another potential issue is what is referred to in organizational behaviour as “cognitive dissonance”, where individuals receive and believe information that reinforces their viewpoint, but either do not receive or dismisses information that is contrary to their viewpoint.  And that may be why the individual is considered to have good communication skills.
In doing maintenance assessment work, I found two very common issues that continue to surface: communication and accountability.  Many organizations do not communicate well and those that do know they could do better.  Accountability is often an issue where individuals feel that others should be held accountable (and responsible) for their performance and the results.  When the perception is that everyone is not required to “play by the same rules”, then morale and organizational performance can suffer.

	Upcoming

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

The University of Toronto is organizing the “International Maintenance Excellence Conference” on November 2, 3 & 4, 2005.  I will be doing a presentation on “Maintenance in Support of Organizational Strategy and Business Objectives”.  For more details, see: http://www.pdc.utoronto.ca/imec2005/ .
Conscious Management Inc. is offering a RCM (Reliability Centred Maintenance) course in the Toronto area on November 22-24, 2005.  See their “Events” page at: http://www.consciousmanagement.ca/ for details.
PEMAC is again organizing their maintenance conference in the Toronto area on November 28 to December 1 called MainTrain 2005.  Information for MainTrain 2005 is available at: www.maintrain.ca , or check the PEMAC web site at: 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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