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Newsletter for September 2017
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.
This month’s newsletter is from Ben Stevens.  Ben can be reached at: StevensB@kingston.net 

If you have any questions or topics you would like to have us discuss, please send them to me.
I have had been another career change, and am no longer providing management consulting services under the Asset Management Solutions banner.  Ben and I would like to continue to share our knowledge and insights through this newsletter, therefore we will continue to publish the AMS newsletters.  We have a number of readers worldwide and feel we have been providing a useful service to those who might otherwise want or need the alternate insights provided.  As a result, the Asset Management Solutions web site is being revised to be dedicated to newsletters and information only with no intended marketing content, but that effort is not finished in time for the publishing of this newsletter, but on the list of projects to be done.

 Note to Canadian subscribers:  With the change in anti-spam legislation, we are required to ask you to opt-in to confirm your wish to continue to receive our newsletter.  However, as we have never tracked the Canadian subscribers from our international ones, I am uncertain as to how to identify the Canadian subscribers who did not opt-in.  As noted in the first paragraph above of all the newsletters, please contact us to have your name removed from the distribution list.  We have honoured all past requests for removal and will continue to do so in the future.

	Maintenance Training ROI
Getting value for money from training is always tough to prove – especially if we are trying to measure actual ROI (Return On Investment) – i.e. profitability resulting from completing an investment in training.  So even though we perpetually hear the mantra “investment in people is our major priority”, actually getting training dollars is a real challenge.  In fact, one of my favourite quotes (from an ex-client!): “now we have a training department, we can’t get any training approved”. Recognising the difficulty, how can we respond?
Getting specific feedback in the form of revenue increases, cost savings or even failure reductions, is virtually impossible for the outside trainer.  But with a bit of careful thought (and a few statistics), Maintenance Departments can show some high value payback.  Here are some real-life stories to prompt the calculations….

1. A Maintenance Manager confessed he had never really understood the value of a Maintenance Strategic Plan – so of course he never really had one!   So, he and a couple of his colleagues from the course convened a small team, prepared a draft, proposed it to management and got it accepted.  It became hugely important as the basis for building common ground with Operations - “we now discuss, we don’t fight”.
2. The Personal Development Plan (PDP) developed in each class should be a key take away.  This is a personal commitment by the trainee to follow through on extending and implementing the learnings from the training.  The Maintenance Manager should review this with the trainee as part of the regular performance appraisal, and track the successes as the basis for justifying further training.  In turn the HR manager should be reminding the Maintenance Manager that this is an important way to build on the training process.
One practical example – an in-house program with the Maintenance Manager and 23 senior superintendent, engineering, and supervisory staff attending:

a.   The Maintenance Manager set the PDP as a prime outcome of the course.

b.   Each Maintenance Department Supervisor was asked to consolidate and prioritise the PDP’s among his own team, and (together with the team), presented them to the Maintenance Manager.
d.   The Maintenance Manager then consolidated and prioritised them for presentation to the Executive; these were adopted and budgeted as their objectives for the year.

f.    The Maintenance Manager: “we’ve never had such a productive planning process.”

3.   A Maintenance Supervisor had been collecting KPI’s data for years – “just one of those things we have to do”.  But where was the value?  His training program challenged his basic KPI assumptions by requiring actual value to be calculated.  As a result, he approached his VP Operations with the proposal that they should take a second look.  The VP said yes, the analysis was done, the new KPI’s accepted and implemented, and the old ones discarded.  “It really sharpened our sense of purpose”.

4.  The Company had launched an RCM program, and found that it was not achieving the results it should.  Rather than re-hashing RCM’s basic process, the training program became a practical workshop focused on diagnosing their basic errors.  They relaunched internally, and 12 months later were reporting (as one example), a 30% reduction in consumption of maintenance consumables from switching from time-based to condition-based PM’s.

5.  An attendee was using a CMMS system that was not giving him payback.  Armed with CMMS best practice priorities from the training course, he implemented a remedial plan “Finally, we are getting some reliable data”.  This is now the basis for analyzing failures and improving equipment reliability.

6.  An Inspections Supervisor was trying to understand why the inspection results were so variable, so inconsistent; and of little value for predicting and avoiding degradation and failure.  It boiled down to the perception that inspections were a low-level joe-job – “nobody uses the data anyway”.   By restructuring the tasks to add to the Inspectors’ responsibility for actual degradation and failure predictions plus recommendations for action, (including shutting down the equipment to avoid an impending failure), the Inspectors have a clear sense of purpose.  Measurements are understood to be a critical part of failure prevention; unsurprisingly, measurement error rates are way down and the frequency of failure has significantly dropped.

7.  An Operations and Maintenance VP wrote after a course on Finance for Maintenance Practitioners that he had for several years been beating his head against the Finance brick wall to get a capital project approved.  Using the course techniques, he developed an ROI case: “it worked like a charm – we are now in the construction phase!”

All authentic stories from attendees; for each one, Maintenance can calculate specific returns to build an ROI case.  But without calculating payback, getting training dollars will always be a challenge.  

As always, I’m looking for your comments, at: StevensB@kingston.net  

	Upcoming

Please advise me, if there are other topics on asset management, maintenance, reliability, or project management issues that would you would find of interest.
The 2018 version of PEMAC’s (Plant Engineering and Maintenance Association of Canada) MainTrain will be held in Ottawa.  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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