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Newsletter for March 2013
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.
As June 2013 will mark the 10th year of the Asset Management Newsletter, Ben and I are looking at doing a retrospective on the 10 years of newsletters.  If you have any questions you would like to have us discuss, please send them to me.

	FAQ’s on Maintenance Organization and Staffing Levels
Looking back over the past newsletters, some questions re-occur – in this and the next few newsletters, we’ll explore some of these Frequently Asked Questions.

Our questions this month look at the Maintenance Organization and staffing levels.
Q. Is there a “Best” Maintenance organization chart - What sections should be included in the maintenance organization?
I have learned through experience that there is no such thing as the “right “maintenance organization.  Three major influences create the shape of the organization – the functions to be performed, the history of how things have been organized in the past and the strengths of the managers responsible for the required functions.  More competent managers inevitably attract more responsibility and this changes the organization.  Functions can be broadly divided into:
1. “work origination” – CBM and Inspections, planning, scheduling and supervision 

2. “work delivery” – the mechanics, electricians etc. plus contractors and supervisors, plus operators who do maintenance

3. “work analysis and improvement” – analysis, reliability, procedures, processes

4. “work support” – spare parts, consumables, procurement, CMMS/EAM/IT, HR, Accounting, HSE etc.
Obviously in most organizations, some of these tasks are performed outside Maintenance – HR and operator performed maintenance for example.  However I am strongly of the opinion that each of these support groups should have personnel attached to Maintenance so that they can learn what maintenance is all about and understand the implications of the support requirement.  For example, Maintenance should determine what functions and reports are needed in the CMMS/EAM, but they will usually need to rely on IT to make it happen.  Similarly, Maintenance should define the resource requirements to perform their function effectively; HR and Accounting are there to provide assistance with understanding company rules and to supply the right resources. 

Also many organizations argue that Reliability should be separate from Maintenance.  I don’t agree; separation creates barriers which prevent the free flow of ideas and technology.  To me all Maintenance should be oriented to “Maintenance Improvement”; putting them under a single umbrella increases the chances this will happen.

I won’t address here the age-old question of centralization versus decentralization – that’s a big subject all in itself; I’ll reserve that for a future newsletter.
Q. What elements or standards define the number of people in maintenance organization charts? (for example, based on the number of equipment, the number of operation personnel,..)

The best you can do here is to see if there are some benchmarks available for your industry.  But having said that, I am not a great advocate of benchmarking unless the data and the result are VERY carefully validated.  Cultural, industrial and legal differences frequently invalidate plant to plant comparisons.  As for conditions that will influence the numbers, there are many….

1. Nature of the business

2. Age of the plant

3. Extent to which the plant is running at capacity (i.e. is under stress)

4. Number of shifts and equipment

5. Amount of work contracted out

6. The % division between proactive and reactive work

7. The frequency and cost of failure

8. Degree of government regulation
This question is academic in existing plants and only becomes a real issue when starting up from a zero base.  In practice, we already have an existing staffing level and are usually either trying to make the case for expanding staff levels or defending against demands to reduce staff.  In these cases, we need to focus on two key areas- (a) are we currently efficiently deploying our current staff and contractors (use wrench-time and the PM ratio as simple measures of evaluating this); and (b). what is the cost to the business if we do not do the maintenance that we believe is required (use cost of failure and frequency of failure as the KPI’s here)

These questions go right to the heart of Maintenance decision-making.  That means there is no simple answer (as we already know!!)  That’s what makes maintenance so fascinating.  As we understand more, so we realize there is so much more we don’t know.  More questions and comments welcomed!
Ben Stevens Stevensb@kingston.net

	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.
The 2013 version of PEMAC’s (Plant Engineering and Maintenance Association of Canada) MainTrain conference will be held in Calgary, from November 18 to 21, 2013.  For more information, see: www.MainTrain.ca.   

	Contact Us

To provide feedback on this newsletter, including comments on past articles, ideas for future articles, add names for other interested colleagues or friends (please copy them with your request), 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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