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Newsletter for March 2014
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.
If you have any questions or topics you would like to have us discuss, please send them to me.

	Troubleshooting Organizational Performance Issues
Many of you likely have considerable experience troubleshooting equipment and production processes, but what about organizational performance issues?

Like many problem solving methods (e.g. RCA – Root Cause Analysis), the first thing is to properly define the problem and be driven by facts, rather than perceptions and opinions.

High Downtime

What is the organizational expectation for an acceptable level of downtime, and how much are they prepared to invest to achieve that level?

This is one of those issues that can be greatly distorted by perception and opinion.

Downtime is driven by how frequently it breaks down (reliability) as measured by MTBF (Mean Time Between Failures), and how long it takes to fix it (maintainability) as measured by MTTR (Mean Time to Repair), and related losses (time to dispatch, ramp up losses, etc.).

Reliability Issues

As noted in the March 2007 newsletter, reliability is driven by: 

1. How suitable is the asset for its intended use?
2. How well is it built, and if a fixed plant asset, how well is it installed?

3. How well is it operated?

4. How well is it maintained?

Assets may be marginal as a result of their suitability or because they were poorly built or installed.  These are project management and asset management issues.

Operator abuse can cause damage to the assets that may cause them to fail at the time of the abuse or shortly thereafter, or weaken them so they are less able to withstand stress in the future, resulting them to fail at the time the stress is applied.
Quality of maintenance will be impacted by how suitable are the maintenance tactics are to the causes of the failures (i.e. failure modes), and how well the tactics are executed (correctly, completely, and when required).  

To determine in general if the tactics are suitable, examine past failures and see if the consequence of those failures could have been avoided or reduced by predicting or preventing the failures, or doing a failure finding task for hidden failures.
If the tactics could have addressed the failure consequences, then examine the work management processes and execution to see if there may have been problems in the tactics not being executed properly or being scheduled too late (i.e. after the failure occurred). 

Maintainability Issues

As noted in the May 2007 newsletter, the main factors that impact maintainability are:
1. Equipment / system design and installation; 

2. Infrastructure; and

3. Human resources.

The ability to access the equipment safely and quickly when required is critical in managing downtime.  This issue needs to be addressed at the project / design stage, as it is too late after the asset design is complete and the asset installed, as the cost of making a significant change is likely higher than the organization is prepared to bear.  The question does need to be asked however, how much less downtime would there be if safe access to repair and maintain were available easily and quickly.
Infrastructure is a similar issue.  Is the location of MRO stores and maintenance workshops ideal to ensure timely response to maintaining and repairing the assets?  What about the availability and location (relative to work is to be done) of parts and special tools to perform the tasks?  Does the work management processes support effective and efficient use of the maintenance resources (work co-ordination, planning and scheduling work requiring downtime, etc.)?  What about the quality of information (drawings, manuals, PLC / DCS program listings, CMMS data, etc.) required to support the work?  How much could the downtime be reduced if the infrastructure better supported the work efforts?
A skilled, knowledgeable, well trained, and motivated can make a huge difference.  This is not just a matter of recruitment, but nurturing as well.  How well does the organization support the individual in the many aspects that impact work?  Is the organizational culture co-operative and mutual respect expected and provided?  Are they trained on critical skills and knowledge (condition monitoring, precision installation, etc.)?  How much downtime could be reduced if the organization and human resources were optimized to support their efforts?
High Maintenance Costs
This is another of those issues that can be greatly distorted by perception and opinion.  What can impact the perception is that the cost and organizational impact of downtime might not be known.  Without knowing the cost of downtime, how can one to know how much is a reasonable investment to maintain or increase production.  Spending too much on maintenance does happen, but it is rare.  The more likely issue is the investment is in the wrong things or with the wrong priorities that are not providing the maximum value to the organization.
One example where this can occur is that the maintenance costs are volatile and vary a great deal over time, resulting in maintenance costs being over-budget.  This is a frequent outcome of a reactive maintenance organization.  If however, proactive tactics (predictive and preventive maintenance, failure finding tasks) are routinely scheduled and make up a greater amount of the work, then the costs can be better estimated and are less volatile.  They also are more effective and efficient, and will result in lower maintenance costs and higher reliability and less downtime.
“Wrench time” is a term used to refer to the valuable work that skilled maintainers are able to perform, which includes diagnostics / troubleshooting and “pulling wrenches” (doing the actual work).  There are a number of other activities that are done by skilled maintainers that could either be done by others (e.g. kitting parts, materials, and special tools for a planned job), or that could be done more effectively (e.g. getting information, getting instructions, etc.).  Effective planning and scheduling can reduce avoidable work delays to the point where  wrench time with planned work could be twice that of unplanned work, thus resulting in more work done with existing workforce.
Let me know if what problems need to be identified in your organization and what solutions you have tried.

	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 2014 version of PEMAC’s (Plant Engineering and Maintenance Association of Canada) MainTrain conference will be held in Niagara Falls (Canada), from November 17 to 20, 2014.  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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