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Newsletter for November 2011
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. 
This month’s newsletter is by Ben Stevens, and Ben can be reached at StevensB@kingston.net.

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.

	Starting to Use Statistics in Maintenance
At a recent Maintenance conference, I was asked how an organization can start to use statistics to improve maintenance.   Here are some ideas – and as always, we welcome your suggestions:

First the basic rule:    Statistics will only work for you if you have enough of an asset base to use for comparison purposes AND have enough good data to validate the comparisons. 

Looking at these two in turn:

1. The asset base needs to be classified into groups that are sufficiently similar that you can draw a valid conclusion.  Comparing a car with a haul truck does not work for obvious reasons.  But comparing two fleets both of which have haul trucks and cars is fine as long as the distribution of the two types of assets is roughly similar.  So in the case of a municipal schools fleet, you could classify them by size, by location, by academic versus vocational, by primary versus secondary etc. – as long as the core characteristics of each unit in the class is roughly comparable.  Moving from the school level to the asset level, then you could classify air conditioning units by size, by age, by manufacturer, by number of operating hours etc. 

2. Next the data.  It needs to be reasonably consistent and reasonably accurate.  The more consistency in the measurement process, date, time of day etc., and the more accurate the recording of the measure, the more likely will the result be useful.  Our (human) tendency is to say “what data do we have, and therefore what conclusion can we draw”.  Sadly this is back to front; we have to ask “what knowledge do I want, and therefore what data do I need to collect?”  Only then can we address consistency and accuracy.  How much data do we need?  There’s no simple answer to this until we start to apply statistical confidence levels.  But the rule is simple – as you add good data, so the reliability of the analysis results will improve.

So where do we go from here?    Here are some suggestions:

1. The value in stats is generally as follows:

a. What is the difference (in cost, in failure frequency, in asset life, in spares consumption etc) between  two assets that are basically similar (ie in the same class), and are used in a similar way

b. What can we learn from this data that will enable us to improve the way we maintain our assets – either….

i. By applying the experience and learning from one to the other

ii. By using past experience as the basis for predicting future asset behaviour and therefore avoiding costly problems.

2. Define among your assets, those that are critical - usually in terms of cost of failure (including outage costs, and safety and environmental costs) and frequency of failure

3. Classify those assets into roughly comparable groups or classes of assets – similar to those groups suggested above.

4. Next for these groups, define what are the key elements that cause the costs, problems and failures, and start to measure their parameters, their causes of failure.  Initially you could start to track (for example) power consumption for AC units, labour hours in maintaining key assets, spares consumption, frequency of failures or call-outs etc.  As regular patterns emerge, you will want to go to the next step and start to isolate the conditions that will help you to predict failures of these assets.  This is a big job, so start with a small group of troublesome assets; you can always expand later as you find value in what you learn.

5. As the measurement data builds,  so you will be able to ask questions.  

a. Why is this AC drawing more power compared to a similar one elsewhere?

b. Why is the use of spare parts higher in this school compared to that school?

c. Why do Manufacturer A’s units fail more frequently than B?

d. Why is the average cost per sq meter of maintenance higher in District D than C?

6. Many of these will have logical and understandable answers.  But use root cause analysis to trace the real reasons for the differences.  Focus on ensuring the base data is consistent and reliable.  Focus on ensuring your staff and contractors understand what and why you are doing this – and how critical their role is.

7. Finally, select the good lessons learned and apply them elsewhere; establish before and after KPI’s so you can track the changes carefully and reward the successes.

There are many ways that we can expand on this very simple approach.  Many of them will become very obvious to you as your experience and skills develop.  Some will require expertise in statistics – but that requirement all comes much later.

So where does this source data come from – how should you collect it?  Most of it will come from Inspections and Condition Monitoring and will be recorded in your CMMS.  Setting the data collection routines in the inspection sheets and the work orders will save you a huge amount of work.  Concentrate on the getting tasks well-defined on the work order, and making sure the accuracy of the work order completion process (including data collection) is maintained at a very high level.  And finally, who is responsible for the accuracy of the data collected? – the technician or inspector doing the data collection, and the supervisor managing the unit.

	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. 

	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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