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Creating a Successful
Corporate Maintenance
Council

by S. Bradley Peterson, President

Most large, multi-plant companieshavelaunched
corporate“ Maintenance Councils’ in the past decade.
While some have achieved asignificant success, most
aredtll floundering for direction and concreteresults.
What arethe differencesthat make some successful
and some statusquo?

Typesof M aintenance Councils

Thereareanumber of modelswe have observed that
work successfully to add valueto amulti-plant
company. Theseinclude:

e Networking & Competency Devel opment

e Coachingfor Change

e Agentsof Change

< A
The Networking Model
What is it?
The councils primary purpose is education; learning from each other,
creating specialist teams, problem-solving, sharing practices, etc.
Models Strengths Models Weaknesses
MLow Cost [Blow to Build Value
[Builds Organizational Knowledge [Btrengths may not exist in company
Oncreases Technical Skills May not influence operations/eng.
[ILeads to Functional Improvements Knowledge may not be implemented
[Can be done on a part-time basis
Successful Examples: Mobil Oil (Walter Jones, Beaumont); Lyondel |-
Equistar (Joe Fluder); International Paper (Ken Collins)
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The Coaching Model

What is it?
The council sets up a direct assistance organization, leading member
plants in assessing their gaps, and coaching for change

Models Strengths Models Weaknesses
[Can lead to significant value creation  [Where to acquire & maintain skills?
[Cost billed to plants that want help [Change may be quite slow or nil
[Creates examples of success (Too limited assistance to drive change
[Raises visibility of maintenance in May not get high priority in plants
company (Maintaining organizational visibility

Successful Examples: Alcoa (Bill Mathews); DuPont (Ralph Tewksbery);
Weyerhaeuser (Rick Nelson, Pat DiGiuseppe)

The Consulting Model

What is it?
The councils primary purpose is developing a corporate plan and
structure for change and significant value creation

Models Strengths Models Weaknesses
Highest Value to Company High Cost
Works best with large number of (High Leadership and Ownership
plants to support on-going Requirements
organization MHigh Skill Requirements
[Bignificant change agency for [May lose staff to outside interests
company
[Replaces need for external
consulting

Successful Examples: Rohm & Haas (Dick Pettigrew), DuPont (in the
early 90's)
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Development L ifecyclefor the Corpor ate
M aintenance Council

Whichever model appliestoyou, therearethree
phasesinthelifecycleof the Corporate Maintenance
Council: Initiation, Growth and Maturity. Successful
completion of eachisarequirement to movetothe
next. We explore each phase, including the
objectives, successfactors, what to do, and what to
measure.

The Lifecycle of the Corporate Maintenance Council

[Objective: Set-up for Success

[CSF: Leadership, orientation,
structure, philosophy

[Activities:
[Create Excitement
Recruit Sponsor and
leaders
[Develop Charter
[Create Structure
[Assure Visibility
(Identify Business Value
(nitiate, educate members

[OMeasures:
(Level of Sponsorship
[Walue of Business Case

[Objective: Early Successes

[CSF: Leadership, methods,
value creation, visibility

[Activities:
(dentify Initial plant site
[Assess plant status
(Develop Business Case
(Plan Implementation
Omplement changes
(Measure success
Market Success

[OMeasures:
[Quantitative Results
[Qualitative results and
support generated

[Objective: Repeat Success

[CSF: Leadership, flexibility,
marketing, financial integration

[Activities:
[Create Permanent Team
[(Routinize assessment &
Implementation methods
(Develop & execute
internal/external mkt plan
(ncrease scope of value
delivery
(ntegrate results with
leadership rewards

OMeasures:
(Total value created
ncreasing responsibility
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I nitiation Phase.

Our objectiveininitiating the Council isto structureit
for long-term success. The consequencesof failing
hereareacouncil that isnot respected, hasno
cooperation fromtherest of the manufacturing
community, and fadesaway into that sunset of
committeesunableto createvalue. Sodl effortshere
should bedirected towards asuccessful launch.

What iscritical in thisearly stage?

e Topleader ship must endor sethe need, the
god sand the methods of the Council

e A champion of sufficient stature needsto
makeapriority of establishing the Council

e TheCouncil leader must berespected asa
doer, probably the person who istoo busy for
thisjob. Experienceshowsthat other things
being equdl, itisbetter if theleader comes
from production rather than maintenance

e Thestructureof the group needsto support
ongoing scrutiny and visbility, and willingness
tobeaccountablefor itsactions

e TheCouncil must represent productionina
sgnificant manner, if necessary totheexclusion
of maintenance staff. If possibleget morethan
onerepresentative per facility, aspeople
changejobsoften andlose continuity. Get
involvement by aba anced group (including
maintenance, production, engineering, staff),
and don’'t beafraid of having hourly
involvement. It may takemoretimeat this
point to achieve union or hourly ownership,
but it will pay-off inimplementation

e TheCouncil must be seen asaction- and
goal-oriented, and can’'t spend its start-up
capital (goodwill intheformation of anything
new) by having meetingsthat don’t seemto
get anything done

e Certain methodsand deliver ableswill yield
success. Theseincludedeveloping acharter,
developing an estimate of valueto be
captured, and devel oping acommunications
plan

e |dentifying how group fundingwill work, both
for thetimeand travel expense, aswell asany
outsideservices

Delivering Value

Threesuccessful internal mai ntenance consulting
organizationswe have known or beeninvolved with
(Rohm & Haas, Dupont and Alcoa) have greatly
amplifiedtheidentification of value. Eachusesasingle
measure for maintenance cost and product throughpui.
Whileeach usesadight variation of definition, they
comedown to thisconcept:

Cost is measured as Maintenance Expense asa
Ratio of Replacement Asset Value.

Insomeindustriesthisisroutingly benchmarked,
especidly in Refining, wherethe Soloman Study isa
standard measure that amajority of companiesuseto
gaugetheir performance. Inotherstheremay beno
standard of performance and even measuring
Replacement Asset Value (RAV) isdifficult to
determine. Sothe Council needsaccounting involved
to assure acons stent measure of maintenance
expenseamong al plantsexists, and secondly that
thereisacons stent meansof vauing RAV. Thisis
sometimetaken from the Maximum Probable L oss
calculation of the property and casualty insurer if no
better measureexists.

Throughput, or capacity utilization, or uptimeor OEE
measureshow well the plant ismaking use of the
inherent utility of the equi pment assetsunder
management. Each of thesemeasurescanbetiedtoa
financid amount.

A concernonthispointisthat sometimesonly asmal
amount of downtimeismechanical or unplanned.
The Council needsto decideif all sourcesof
downtimearegoingto bereviewed, or only those
directly affected by maintenance. For instance,
sometimesaplant in not sold out, or issold out
seasondlly; whatever result theteam and plant come
up with needsto bejustifiable, and owned by the plant
leadership.

Typicaly, for acompany whose overal maintenance
costsmight be $100 million, we have seen that 15-
25% savingsisavailable by meeting areasonable
expectation of performanceby every plant. Capacity
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utilization can usualy beimproved by 10-20% aswell,
athough we have been seeing steady improvementsin
many industries, especidly thosethat routinely
benchmark performance such aschemicalsand
refining.

Summary of Initiation Phase

Getting started inaway that createsenthusiasm,
support and expectations of good thingsto comewill
make or break theoveral effectivenessof the
Corporate Maintenance Council. Wewould suggest
that from thefirst meeting of the Council, no morethan
12 months pass before beginning work at aplant site.

Growth Phase.

Having successfully gained the attention of leadership,
recruited moversand shakersto the Council, and
created the structurefor success; it’snow timeto
begin meeting expectations. That meanssuccessful
changeat aplant location.

It will beclear early onthat there arethreetypesof
plant managersthe Council will deal with. First, and
most aproposto thissection, aretheleaderswho
welcomeimprovement, seeking out methodsand
sourcesof continuoudy making their plantsmore
effective. Secondisthe plant manager whoisin
trouble and knows he needsto do something
(anything?) toimprove, becausehismoney or hisjob
isontheline. Findly, thereisthe plant manager who
wantsno part of thisprogram. Hisreasonsmay be
severa: we havetoo much on our plateaready; timing
isn’t good because of construction or aturnaround,
weareaready very good and don’t want or need
corporateinterference; or wedon’t want to expose
ourselvesto measurement and comparison because
wewon'’t ook very good.

Where do westart? The Golden Rulein corporate
life: firstimpressionswill last forever! That means
thereisonly one chanceto dothisright, to makea
positivedifference, and for thework to beviewed
positively (theseare not quite synonymous!) Sowe
begin by looking for asitechampionwith these
characterigtics:

e Heisconsidered successful aready; hispatina

of successwill rub off to the Council’s

activities

e Heknowshow to run projects, how to take
the persond interest necessary to makethings
successul

o Thereisadefined businessopportunity whose
scopeisneither too small to matter, or too big
to bean unqualified success.

e Thisprojectispersondly and professiondly
important to the plant manager

Next the Council needsto have amethod to proceed.
Onevery important deliverablefromthelnitiation
Phaseisan assessment method and animplementation
method. Rohm and Haasused an outside

mai ntenance consulting firmto help them crestean
assessment methodology and animplementation
approach(es). Dupont embarked onaglobal

mai ntenance cost benchmarking study witha
consultingfirm. Sothisisaprovenway to get started.

Getting plant ownership goesbeyond the plant
manager’ ssupport; before sarting, theentire
leadership teamwill need to understand the outcomes,
theresourcesrequired and any out-of-pocket costs
associated with the project. Thereneedstobea
workplan, sample documentation, and delinegtion of
responghbilities.
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Figure 2 Summarizes the | mplementation Phase.

During thisprocesswe set goalsfor changes
to our leading indicators (such aschanging
schedule compliancefrom 25%to 80%), as
well aschangesinresults(laggingindicators)
such as% overtime, or theavailability of a
unit.

We employ change management techniques
to assurethat people areready to proceed.
Two methodswelikeincludeemploying The
Manufacturing Game™ and beginning
implementation with aredesgn activity, to
develop acompletework management
process. Inthisactivity weuseplant
participantsfrom every function and every
leve, dl working together, resultingin great
ownership.

Thefirst result we seek isefficiency; getting
morework donewith our staff, and taking
over work currently done by contractors. The
method to accomplishthisisbetter work
management processes, asshowninFigure3

Efficiency

ﬂtimizat'm n

=Stock Jusi the Right Spares

sLagging: % PR/POM Howrs

Purpose | -Gat More Work Done «Dio the Eight Mainisnance
“\hith Fewer People

Methods | «Planning & Scheduling «Rediabiliyy Tools
sRedesign Work slnveniony Opimization
Managem't

sLaading: % Siock-Outs

Measures | -Leading: % Planned
Wark

CSFs Laggng: Wwench Time =Systerns & Application
«Dissipline

Efficiency createswork capacity, whichinturn
canbeinvestedin other activities.
Optimization will look at inventory levels,
PPM freguencies, etc. Optimization reduces
(usually) costs, and further increases
effectiveness.

Wead soinvest thework capacity we create
intoreducing defects. Most frequently
reducing defectsin Stage 1issimply to assure
that the PPM’syou have are getting scheduled
and properly executed. Thisfurther reduces
work, and aswe catch up on our backlog of
preventivework, weincreaseavailability of
equipment. We can a'so plan and optimize
stores better becausethere arefewer
emergencies.

=Jualitative & Quantitative
+Lagging & Leading

*Participation & Cemership
*Manufacturing Gama

~Raduce Workload'Inc. Rekability
*Dperabors do Operational Maint
sClasa-hasad Rekability
«Preventive’Predictve Maint

«Laading: % Equipmant Coverad
sLagging: Awvailabiliyy

=Inwvalvemen t'Cooperation
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Figure 3—Elements of Planned Maintenance, peopleaccountable. Lessableplantswill now come
Sage 1 forwardlooking for smilar resultsbut without afull

understanding of what it takesto changethat was
Typicd resultsof implementationin Stage 1 activities demondtrated by the Pilot.
arecutting overtimein half or more; reducing

contractorsto only speciaty work; andimproving How doesthe Council overcomethisbarrier?
availability of specific equipment centersby asmuch

as10%. Itistruethat getting to theselevelsmay Theanswer hasseverd parts. Firstisdocumenting the
require 6-12 monthsof continuous support, but methods and |essonsemployed to get theresultsthe
without such resultsthe Maintenance Council isseen first time. The path hasbeen developed, andit can be
aslittle more than agroup who meetsand improved each timethe group goesto another siteto
accomplishesvery little. work. The second successfactor isto continueto

work with volunteerswho have demonstrated
Most Plant Managerswould givetheir first-bornchild - successful ability to change. 1n other wordskeep
for theseresults! A plant manager whohasmadethe  stacking the deck to the extent you are able.
madetheeffortsand gained theresultsisan

exceptionaly strong advocate among hispeersto We have observed athird factor that appearsto be
investinsamilar efforts. Theroleof theCommitteeis  vital iningtitutionalizing change; that isthe creation
now to assurethat the successis presented far and of aninterna consulting organization, dedicated to

widewithinthe company, preferably by peoplefrom guiding changeat theplant level. Essentidly thegroup
thesuccessful plant itself. Thissetsthestagefor the becomes semi-professiond, with:

next Phase, Maturity. o marketing strategiesto develop and execute,
methodsto devel op and refine,

Maturity Phase. e reationshipsto createamongthefield
Sometimesthe greatest predictor of faillureissuccess. managers,
A great ded of timeand attention went intotheinitia e recruitingwithinthe company for thoseunique
effort to makethe Pilot Plant have great results. There individua swho canlead change
isatendency to forget thelessonsthat got ushereto o ability to attract apermanent funding method
start withandtorelax. by resdlling their services

e creativeability towork on new problemsand
ThePilot Plant was chosen because of the strong Stuationsthroughout theplant

leadership, and biasfor measuring resultsand holding
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Both DuPont and Rohm & Haasdevelopedaninterna  Conclusions
consulting capacity to meet maintenanceandrdiability  With careful attention to methodsand communication,
opportunitieshead-on. Indoing o, they created a Maintenance Councilscan bevehiclesfor change

new language and awarenesswithinthe Senior withinyour company. Theresultswill easily beworth
Management Community of their company. Asthe theextraeffort, because so often today we observe
understanding of thevalueto be created grew, few resultsfromalot of hard work.

management compensation programswere changed to
reflect progress on maintenance expenseand
“Uptime’.

Rohm & Haas—An Example of the Best We've
Seen

Dick Pettigrew led theformation of Rohm & Haas
Maintenance Council. Whilewith another consulting
firm| participatedintheir initid formativeefforts.

Most of the stepswe have discussed here were steps
Dick led. Hehad aChampion, TomArchibald, whois
amanufacturing executive, and astrong supporter of
theprograms.

Dick learned by doing, experimenting, andtirdessy
promoting their effortsboth insdeand outside of their
company. Heused consultants, engineering
specidists, SMRP and other professional associations
to educate hisinternal team. Astimewent on, Dick
relied lesson outside expertsand more on hisown
cadreof internal experts.

Astheir successesgrew, sodid ther influenceinthe
company. Getting additional funding for more
positionswasn't easy, but by demonstrating and
marketing results, they have becomeanintegra part of
their leadership’stoolkit for change. Morerecently,
theinterna consulting group hasbeen asked to take
on other chalengesof lean manufacturing, inaddition
totheir work on Reliability and Maintenance.




