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Newsletter for October 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.
If you have any questions or topics you would like to have us discuss, please send them to me.
Further changes have resulted in me no longer providing management consulting services under the Asset Management Solutions banner.  I will continue to collaborate with Ben to continue to share our knowledge and insights through these 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.
 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.

	Effectively Communicating Performance Measures
As noted in earlier newsletters (see December 2008), performance measures are used to drive behaviours to make positive organizational changes in support of the organizational strategy and goals.  However how well the performance measures may be developed and defined, if they are not effectively communicated to those individuals whose behaviour is important to achieve the strategy and goals, then the performance measures have little value.
A number of years ago while working at coaching and mentoring some maintenance supervisors, attended a regular bi-weekly shutdown meeting.  At the end of the meeting the performance measures for the various areas they were responsible to manage were reviewed, however they all had a blank look that indicated little understanding of the topic.

To address the situation, developed a presentation using their performance measures to improve their understanding and make it more relevant to them.  The presentation described the performance measures in terms of: their definition; why they are important enough to measure; how they are calculated; their target; and factors impacting the performance measures.  Let us look at these viewpoints and illustrate them using “MTBF” (Mean Time Between Failure, i.e. reliability) as an example of a performance measure.
Definition

Performance measures should be defined and communicated so that it can be clearly understood by the intended audience.  No need for a detailed academic or formal description, knowing and understanding the audience is key in effective communications. 
For MTBF, it was defined as: “How long on average can a section or equipment be run without a breakdown.”
Why Measure

The performance measures should link to the organizational strategy and goals, and the “why measure” topic should indicate its importance to the organization.  In knowing why it is important provides opportunities to consider alternate ways to make improvements that will support the desired outcome.
For MTBF, “why measure” was: “A lagging measure of equipment reliability.”   As maintenance supervisors they would understand the importance of reliability to the organizations operations.  Identifying it as a lagging measure indicated it was a measurement after the fact, and would not be useful in forecasting future performance, although trending would indicate whether they were improving.
For an example of a leading measure, the “why measure” for PM/PdM (Preventive Maintenance/Predictive Maintenance) Schedule Compliance was: “It is a leading measure that can forecast future equipment performance.”  If PM and PdM maintenance is done right and when it is supposed to be done, then there is an expectation of improved equipment reliability.
Calculation
The calculation is useful in showing all information that are inputs into the calculation, but it is also useful to show the source of the information, as it can have an impact as well.  For the example, if operations managers are compensated or their promotions based upon inputs to the calculations, then the ability to manipulate those inputs can have a significant impact on the performance measures.

For MTBF, the calculation was stated as: “Uptime Duration divided by Total Number of Breakdowns (failures), based upon information received from Production / Operations report.”  In this situation, Maintenance had suspicions that Operations under-reported losses in starting up after repairs were complete but thought instead that time was applied to the maintenance downtime, and made suspect the value of the MTBF as a valid performance measure by Maintenance.
Target
A target value including direction (greater than, less than, etc.) is needed to provide some context to the current value relative to the desired level of performance.

For MTBF, the target (excluding the value to maintain confidential client information) was stated as: “Greater than XX hours.”
Factors
Relevant factors are sometimes overlooked when performance measures are developed.  The result is potentially individuals get measured, then rewarded or admonished by outcomes outside of their control.   If rewarded, then may not understand that the outside factors had greater relevance than their efforts, and may not retain the desired behaviours.  If however, negatively impacted and they understand that the outcomes are outside of their control then could result in cynicism of the organizational performance measurement efforts.
A comment made by my former consulting practice partner was “The definition of a good mine manager is a good ore body, and a good commodity price.”  His point was that the externalities related to the quality of the ore body and current value of the commodity price which the mine manager had no control over, had more impact than anything the mine manager could control.

For MTBF, the factors were given as:
· “Suitability of asset and its installation to application.

· How well operated.

· Maintenance effectiveness
· e.g. effectiveness of tactics; effectiveness of execution of tactics; quality of parts; etc.” 

For the above situation, there were a number of factors outside of their control and influenced more by the projects group, Operations, and Purchasing / Stores.  However, there would likely be little change in some of those factors and monitoring the trend should give some indication of how they were performing.  For any large change that cannot be explained by their efforts, then they might then look at some of the factors outside of their control.
Impact on Asset Management, Maintenance, and Reliability 
Performance measures communicate what is important to the organization.   Done well, they help to drive behaviour to make improvements in organizational performance.  Effective communication of the performance measures and all the relevant topics will reinforce that effort. The alternate is then they may not drive behaviours due to lack of focus or knowledge.
Can your organization afford not to improve its performance?

	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 info@asset-management-solutions.com.  

Please feel free to contact us to discuss any of your physical asset management questions.  For more information, please contact me directly. See our web site at: http://www.asset-management-solutions.com for other information, including asset management issues and solutions. 
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