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Newsletter for May 2007
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. 
The first part of this month’s newsletter is a response by James Reyes-Picknell of Conscious Asset Management to last month’s article by Ben Stevens on “So What Is a CMMS / EAMS Supposed To Do?”  Jim is co-author of the second edition of “Uptime – Strategies for Excellence in Maintenance Management”, a recent update of one of the largest selling maintenance books.  Jim can be reached at james@consciousasset.com .     

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.

	Response to: “So What Is a CMMS / EAMS Supposed To Do?  Part 1”
I agree with Ben’s excellent points and advice to readers but I’m afraid that one of them get’s far less attention that it deserves.  Specifically, his comment about “the general ignorance of senior management of the capability of this expensive tool to drive maintenance improvements” deserves a bit of attention.  I’d argue that it’s far more than “senior management” that is ignorant of this point.  What about maintenance managers and others in maintenance who see the system as a sort of silver bullet?  Blaming senior management is a bit of a cop-out.  Why do we in maintenance expect senior management (who often come from production, engineering or finance backgrounds) to know anything about maintenance?  Try a bit of role playing and ask yourself how much you really know about finance if you don’t quite see my point.  

Based on my experience with many clients and many who have not become clients, maintenance people are very often quite uninformed about their counterparts in other parts of the organization.  We tend to be technical people focused on repairs and putting out fires.  Don’t just take my word for it either.  Terry Wireman’s benchmarking results reveal some interesting statistics:

· Only 30% report 100% of labour hours against work orders, 32% report 100% materials issues and 35% report all maintenance work 
· 98% don’t include tools in their plans, 34% track backlog by craft, 20% track work by date needed, half checked 50% of estimates of actuals vs. estimates in performance tracking 
· 57% use time only PM, only 66% include some form of PdM 
· Only 20% have inventory service levels above 95% 
· 1/3rd track less than 70% of material issues to work orders 
· Only 17% integrate maintenance systems with production, 14% to payroll, 31% to accounting 
· Only 34% report 75% of their personnel as proficient using the maintenance system 
· 51% review equipment downtime but only 24% examine by downtime cost 
· 59% have no connection between their PdM and maintenance management systems 
· Reliability engineering measures all hover around the 50% mark 
· 64% do not report financial effects of equipment availability / reliability within the organization 
And there is more.

My conclusion is that we are still largely reactive, either ignorant of or unwilling to really tackle reliability issues (probably because we are up to our collective butts in alligators) and we are maintenance techies not businesspersons. 

If you doubt the last statement then another of Terry’s statistics is helpful:

· Only 19% have incentives (payments) are tied to performance 
· Only 19% of salaried supervisors have a career training program 
· 70% do not train planners and 
· 50% rate the skill of their technicians and poor! 
Perhaps it’s the lack of incentive, but bottom line – we are not good businesspersons.  

If we know and interact so little with the rest of the organization, then how can we expect them to “get it” when it comes to maintenance issues?

I’ve seen many justifications of CMM / EAM systems that cover costs of software, hardware and “implementation” but fail to cover the full costs of getting the maintenance improvements the system can support.  The system is a “tool”, not a “solution” regardless of what the various “solutions” vendors will tell you.  It’s imperative to change the way you work and in many cases, what work you do, if you wish to get the full value.  Those costs are usually ignored in the business case because the full cost may kill the initiative.  Clearly if that’s the case we’ve either understated the benefit we can truly derive or it may simply not be worth the expenditure on the tool and its implementation.

Remember that blaming others won’t get you far and it will destroy credibility.  Make a fist, hold it out and point.  Notice how many fingers point back at you.
- James V. Reyes-Picknell,  james@consciousasset.com 
Factors That Impact Maintainability

The March 2007 newsletter dealt with factors that impact reliability and a received a response from a reader indicating that one of their significant problems is maintainability issues, particularly related to design.  In their example “… a substation design incorporates a single transformer to serve a town, how can we take an outage for maintenance?  A substation with parallel transformers can solve that problem.  We run into this "design maintainability" issue all the time”.
“Reliability” is measured by MTBF – Mean Time Between Failures (i.e. on average how long it can run before failing), while “Maintainability” is measured by MTTR – Mean Time To Repair (i.e. on average how long does it take to repair).  Together they are the “Breakdown Losses” component of “Availability”, along with “Setup and Adjustment Losses”. 
For maintainability the major factors are:
1. Equipment / system design and installation;

2. Infrastructure; and

3. Human resources.

Let’s look at these factors separately.

Equipment / System Design and Installation

I am absolutely certain that at one time or another (and maybe more often for some!!),  that anyone who has performed any repairs, would like to have the individual who designed the equipment / system right in front of them at that time to “enlighten” the designer on what they thought of the design.  Let’s not get into what other processes might be involved in enlightening them; I trust your imagination!

The reader’s example above demonstrates the problem extremely well.  How can they maintain that transformer and related equipment without putting the entire town in darkness?  That example relates to system design, equipment design can be even worse, as the equipment design focus is more upon how to build it (e.g. cost, functionality, quality) with much less emphasis on how to maintain it (a cynic might say in some cases, no consideration on maintaining it!).
When performing a benchmarking study on project management of EPCM-type projects (Engineering, Procurement, Construction Management), one of the recommendations was to have constructability, operability, and maintainability included in the design focus, as they all have a strong impact on life cycle costing.  Reliability should be added to that list as well.
How can you change these “facts on the ground”?  Sometimes not without considerable investment in time and resources (capital and human), if at all.  The best way of addressing it is to influence the process and design before the project deliverables materialize as those “facts on the ground”.  Having worked both in projects and in maintenance, I strongly believe that Operations and Maintenance should be involved in projects to provide the important input that their perspective and knowledge bring into projects (e.g. ergonomics for Operations, access for maintenance, system layouts and configuration, etc.).  From a project manager’s point of view, it also increases “buy-in” to the project, as it is much harder to “throw stones” at the project team when you are “sitting with” the project.  
Unfortunately, not all project managers share my viewpoint, or they are unprepared to make the necessary additional investment in time.  Similarly Maintenance may not see the value in investing time in projects that directly affect them.  I remember one time talking to a maintenance supervisor about how busy he was and he mentioned how a significant part of his time was fixing project “screw ups”.  When I commented that yes I understood that, and in fact he was probably too busy to attend the project meeting, it seemed like then he understood the connection between the project results and his missing input. 
Infrastructure

Infrastructure is something you might have a little more control over, and may be able to make changes to improve the situation.  
Location of MRO stores areas and maintenance workshops relative to where the work needs to be performed can make a big difference.  I remember one site where the maintenance workshop was as far as one could get from where the work needed to be done (and still be on the site), essentially adding a minimum of 10 to 15 minutes to every job performed that was dispatched from the workshop.  

It may be possible to improve the speed and ease of access to equipment for inspection, condition monitoring, or servicing, while still ensuring operations and maintenance personnel are able to work safely.  Depending upon applicable regulations and how the equipment / system is configured (e.g. a single equipment shutdown / lock-out point that covers a large area), it may be possible to use guarding of the area being locked out, rather than guarding of individual hazards.  Another solution could be to optimize the design of the guarding.  One example is to include the use of expanded metal or clear plastic as part of the guard construction to allow safe inspection while the equipment is operated.  Another example is the use of standard sized fasteners (so you always have the right tool on hand), along with pins to align the guards or a hinge system that comes apart to minimize the number of fasteners required to securely hold the guard in place.  It may also be possible to design guards to allow safe access for condition based monitoring.  Do a through check the regulations that apply to your operating site, and ensure you meet the “spirit” as well as the “letter” of the regulations.

Instead of improving equipment access, you might be able to reduce the access requirement altogether.  One example is the use of on-line condition monitoring, rather than portable equipment.  In situations where the P-F curve of the condition monitoring technology used is short, it might be the only way or most cost-effective way of effectively monitoring the equipment.  In situations where access is difficult or time consuming (e.g. temperature extremes, poor or hazardous atmosphere, confined space, etc.), on-line monitoring may be much more effective.  If you have not recently reviewed condition monitoring equipment, you might be surprised at the functionality available and its cost.
The quality of services and resources used to support maintenance has a large impact.  Is it likely that MRO stores will have the parts and materials needed, when needed?  How well does the Operations and Maintenance coordinate when required (e.g. production outages, multiple trades, etc.)?  Are the tools and equipment needed to effectively execute the work readily available where and when needed?  Can the CMMS / EAMS quickly and easily provide the needed information?  Is the quantity and quality of information entered into the CMMS / EAMS effective?  Is the technical information (e.g. drawings, manuals, DCS / PLC program listings) complete, up-to-date, and available when needed?  Are the maintenance and MRO materials management processes optimized to make this all happen in an effective manner?
Human Resources

Now we get to the one of the most critical issues in how well work gets executed.  A skilled, knowledgeable, well trained, and motivated workforce can make the most significant impact.  
How skilled and knowledgeable are they?  Have they been trained or are experienced with the equipment and systems they need to maintain?  And trained or experienced in the tools and equipment they need to use for their work (e.g. condition monitoring, precision alignment, etc.)?  How good are their “soft-skills”?  Are they good a problem solving, dispute resolution, and communication?

What is the organizational environment like?  Focus on co-operation?  Or confrontation?  What example does the maintenance supervisors and managers provide?  Senior management?  Is initiative rewarded? Or are honest mistakes (i.e. not repeat mistakes) made severely punished, thereby eliminating the incentive for any risk taking?
The good news is that with such a large impact, it is also an area where good management can be a big difference!!!

	Upcoming

Please advise me, if there are other topics on maintenance management, project management, or physical asset management issues that would you would find of interest.

Tony Rodriguez is offering “PROACT Root Cause Analysis” workshops in Calgary on May 23 & 24.  Mention to Tony where you heard about the course.  For more information, please see: http://www.pemmax.com/proact_rca_canada.pdf . 
Federated Press is presenting their 6th annual “Creating a 21st Century Maintenance Organization” on September 26 to 28, 2007 in Mississauga (near Toronto).  I will be presenting “Using Root Cause Analysis to Improve Reliability”, and conducting a workshop on “Defining and Selling the Benefits of Maintenance to Your Organization”.  For more information as it becomes available, please see: http://www.federatedpress.com 
PEMAC (Plant Engineering and Maintenance Association of Canada) is holding its MainTrain 2007 conference on November 26 to 29, 2007 in Toronto.  For more information on the conference, see the MainTrain web site at: http://maintrain.ca/.  For more information on PEMAC, please check their 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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