
	

	
Case	Study	-	An	Asset	Management	Approach	
to	Change	
(By Martin Kerr – Principal, Structured Change Pty Ltd, 2016) 
 

 

16-week	business	realignment	using	Asset	Management	Principles	
	
Waiver	(Client	Privacy)	
This	Case	Study	reflects	the	actual	approach,	events,	observations	and	results	of	an	assignment	
undertaken	by	Structured	Change.	The	name	of	the	company	‘Acme’	is	fictitious	and	is	intended	
to	protect	the	identity	of	the	company	engaged.	Any	parallel	made	between	this	case	study	and	
another	is	purely	coincidental.	This	could	be	a	processing	plant	of	any	nature	in	any	part	of	the	
world.	
	
Context	
An	 organization	 that	 is	 at	 the	 beginning	 of	 its	 Asset	Management	 journey	 still	 has	 the	 same	
principles	to	work	with.	The	degree	of	effort	behind	each	of	them	needs	to	be	considered	because	
Attitude	to	Change	needs	to	agree	with	Appetite	and	Ability	to	Change	in	order	for	a	journey	to	
commence	and	gain	traction.	
 
Setting	the	scene…	
Acme Processing Plant (APP) is over 70 years old. It has gone through multiple owners, 
business models, operating models and as a result its own identity has been somewhat 
lost. Its people have been divided by past events relating to union and industrial action, 
sell offs, conditions and remuneration and to compound the culture and climate there are 
long term employees with thirty plus years of service at odds with the drive of younger 
employees with less than five to ten years’ service. 
 
The condition of the APP can be best described as a plant with bandages holding it 
together. There is no agreed strategy on reinvestment, operators miss treat the 
equipment and maintainers do not complete task to standard. This has created a “blame, 
deny and justify” culture. 



	

	

 
The current owner is an Asian company who purchased the business with 50% of the 
investment funded by venture capital. The traditional Asian values were subservient to 
the short termism, capital returns sought by shareholders. There was a top down cultural 
tension drive by ROI and a long term bottom up culture that has exasperated 
complacency and insubordination amongst the ranks. Divergence would best describe 
the tensions exhibited. 
 
Week	One	(The	Start)	
In entering the assignment, I could not use the term Asset Management as it was 
perceived as “boiling the ocean” and “only for mature organisations”. Instead a plan was 
created that would create two streams of focus / effort. “Assurance and Alignment” (ie 2 
of the Principles of Asset management.) 
 

	
Figure	1	-	Four	Principles	of	Asset	Management 

Setting out using principles moved people away from rules and the combination of 
principles and agreement on ‘what good looks like’ would set the compass for the early 
weeks. 
 
Maintenance has no evident emotional or logical connection to the performance of the 
plant. This would in part form the starting point for effort in aligning the workforce with the 
Operators. Tonnes per shift would become the focus when maintenance realised that 
more production meant a lower cost per tonne which in turn alleviates cost pressure. 
 
Selling the notion that if everyone focused on increased productivity (Reliability and 
Availability) ahead of cost then in fact we began to embed the principle of value into the 
engagements on site.  
 
“Does this task add value?”, “If I did this differently it may produce more uptime”, “Could 
I defer this task until the next shut in order to reduce downtime without introducing more 
risk?” 



	

	

Principle Symptom Action 

Alignment 

• Roles are clear within teams but 
alignment back to Engineering. 
Planning & Supply Chain is none 
existent 

• Planning is done in 4 ways to satisfy 
4 different managers 

• The Reliability Team have become a 
means to solve all problems and are 
busy working in the business, not on 
the business 

• Face to face engagement will now 
replace emails.  

• He who owns the function represents the 
function. 

• Day in the life of exercises creates 
empathy and at time sympathy. 
Challenges the groupthink. 

• “What does good look like for the plant?” 
workshops 

Assurance 

• Operators use self judgment in 
operating equipment 

• Maintainers exist to fix breakdowns 
and appear to ignore Preventative 
Maintenance scheduled tasks 

• Planned work is now measured to fill 
available hours 

• Task completion is captured 
• Break Down work measured 
• Break In reason is captured via agreed 

categories 

Leadership 

• Task and Activity focus at best. “I will 
complete my own work in my way” is 
the norm 

• Managers critique deliverables 
instead of empower teams to 
succeed 

• Inviting people to discuss the way we do 
things through conversation and 
workshops 

• Creating zero blame meetings that 
capture the facts without the use of “Me 
or I or Them” 

 

Value 
• What’s in it for me? 
• The Plant owes me, I don’t owe it. 
• Its my right to work here 

• Defined each function using the SIPOC 
method. 

• SIPOCs shared amongst the main 
functions of Supply Chain, Engineering, 
Reliability, Maintenance and Operations 

Figure	2	-	Symptoms	and	Actions	(Initial	Weeks) 

The creation of a centralized planning function creates a double tension. The first is 
around alignment because all planners are cohabitating and doing, thinking and acting 
alike. The second is assurance in the way planners plan is driving better behavior out into 
the areas. Managers that ruled the area by preference are now becoming facilitators of 
demand instead of selecting demand.  
 
Operational Managers start to use the Reliability team to help them drive the correct 



	

	

demand into planning. Root Cause Analysis (RCA) is still subjective and being protected 
by individuals who made previously poor decisions. 
 
A Plan, Do, Check and Act mind set is becoming the norm with visual management 
starting to tell a story although not the same on everyone’s boards. 
 
The use of SIPOC models are used in order to gain an understanding of each function. 
The concept of internal customer is embraced and the notion of “quality of information 
exchange” is becoming more of a consideration.  
 

	
Figure	3	-	Capturing	Information	as	a	"Basis	for	Change" 

The use of Enterprise Modelling is also used to capture information (knowledge) and create a ‘basis for 
change’. All models are made available at no cost to Structured Change clients. Modelling allows lenses 
and perspectives to be created and assist with Alignment. When stakeholders begin to understand their 
own function and how it interacts with others, Value becomes the focus and the notion of a ‘Collective intent’ 
becomes evident. 

	
Week	Eight	(Mid	Point)	
The workforce is understanding one another and standard measurements are in place 
and accepted (although challenged sometimes). Visual Management boards that were 
once used as bulletin boards begin to tell the story and promote challenge. The focus on 
Assurance and the building of trust through face to face engagement is evident. 
 
  



	

	

The Reliability Team is now better understood and considered a value add and not a sole 
problem solving arena. Reliability Team is now attending Operational and Maintenance 
meetings. Constructive discussions on equipment reliability starts to replace blame. 
 
Planning and Supply Chain are still reacting as opposed to responding but the issue is 
understood across the plant. Master data has been a large issue but the Reliability Team, 
Operations and Maintenance are consolidating a plan to repair the top 20 equipment 
classes using a perato approach. 
 
There is now a burning platform understood by the workforce and management. 
Pressures “outside the gate” become the norm in consideration of competition and other 
driving forces outside the control and influence of the Plant.  
 
Victim mindset starts to move from “This is being done to us” to “This is what we can do 
about it” 
 

Principle Symptom Actions 

Alignment 

• Role responsibility is now 
understood across the business. 
This is creating a need to engage 
with the internal customer to 
understand the quality of exchange 

• Internal workflows still ambiguous 
and loosely based on personality as 
opposed to process  

• SIPOCs become the navigation between 
functions. 

• Planning meetings are now timed to meet 
the Plant meetings 

• A healthy tension and understanding is 
being formed between Maintenance and 
Operations. 

• The roles of Asset Owner, Asset 
Maintainer, Asset Operator and Asset 
Manager are reinforced to promote 
alignment and ownership.  

Assurance 

• Operators still challenging 
boundaries on light touch 
housekeeping vs maintenance 
(Look and lube) 

• Maintainers are pressured into 
creating P1 work orders 

• Safety behavior is being left to luck 

• Planned work now stretches to a forward 
weekly plan 

• Task rationale being tested and intervals 
are questioned for effectiveness using 
workshops. 

• The concept of DIFOT now in everyone’s 
vocabulary 

• Break Down work challenged against a 
priority weighting.  

• Safety metrics are explained to the plant. 
Bonuses for safety KPIs are replaced 



	

	

with we all want to return home safely 

Leadership 

• Involvement vs responsibility and 
accountability is still evident in parts 
of the business. 

• Long termers who have made poor 
decisions in the past are uneasy at 
the rate in which the business is 
focusing on the future and 
questioning what was done 
previously 

• Do as I say, not as a I do is evident 

• Managers are now chairing their 
meetings and setting clear actions 
(SMART) 

• It is now OK to ask “why” 
• Idea capture is put in place and played 

back at the weekly plant meeting. This 
promotes innovation and some fun along 
the way 

• A moratorium is put out that water under 
the bridge is the past. If we can’t learn 
from it, we don’t dwell on it. 

 

Value 

• The business is moving from an 
activity and task mindset to a 
delivery mindset 

• Intangible value is only understood 
by a handful of people  

• The end customer is now in sight. 
• “My every decision made has bearing on 

the plants outcome” 
• Value is in everything I do 

Figure	4	-	Assignment	Mid	Point 

Week	Sixteen	(Business	as	Usual,	handover)	
The change journey is now well underway. There is adequate Leadership, Assurance and 
Alignment to sustain Value moving forward. There are still tensions within the business 
but with lead indicators pulling the business to the right answer those who ‘played before’ 
must now conform.  
 
Symptoms such as material not being available on time (DIFOT) moves from blaming 
procurement to ensuring that the master data was correct in the first place. If is wasn’t did 
Engineering provide the correct specification? Did Maintenance provide the correct 
scope? Were the correct criticalities assigned to the equipment or the system to ensure 
spare part determination is tested? 
 
Preventative Maintenance (PM) moves to a Planned Corrective mindset (PC). This was 
made possible by float being discovered within the business through measurement 
bringing visibility and now transparency. The option to move from PM to PC is an 
alignment and leadership force in that it empowers people to come on board without loss 
of face. (If they have history to be concerned with) 
 
The concept of Cost, Performance and Risk (CPR) is now becoming the basis of 
consideration for items such as spare parts, task selection, break in work, shut down 
planning, preventative maintenance and planned corrective work. When looked at things 
with triple lenses (CPR) other aspects of Asset Management come into mind…  



	

	

(Systems Engineering, Support Analysis, Quality, Safety, Configuration, Obsolescence, 
Competency etc.) 
 
Asset management is all about the predictable the delivery of value to stakeholders. 
 

Principle Symptom Action 

Alignment 

• Planning, Supply Chain, 
Engineering, Reliability, Operations 
and Maintenance are aware of one 
another 

• Functions are answering the 
questions informatively instead of 
being guarded 

• Through the use of SIPOCs and 
workshops and a change in simple 
engagement models the business is 
respecting one another as well as itself. 

• Functions anticipate what other functions 
require and at times redesign outputs for 
quality outcomes without being prompted 

Assurance 

• PPE and JHAs are reinvigorated 
and sub contractors included in all 
inductions 

• Compliance is a welcome challenge 
and completion is pride.  

• Non completion is backed up with 
non-emotive reasons and learnings 
for next time. 

• Learnings are captured and played back 
at all tool box meetings. This now 
includes learnings from other areas and 
the commencement of cross plant 
learnings. 

• It is now OK to discuss maintenance 
compliance because most causes are 
now systemic in nature 

Leadership 

• Managers are raising their hands for 
help with respect to leadership 

• People realize than anyone can 
demonstrate leadership 

• Coaching and mentoring is being made 
available.  

• ‘Day in the life' of is becoming a routine 
event for middle management 

• Front footedness is acknowledged and 
rewarded 

Value 

• Business is starting to understand 
that outcomes reward businesses & 
deliverables support them 

• Value is now being tested in the 
things we do 

• Milestones (outcomes) are now the 
focus. This allows the business to see the 
destination whether or not things are 
going to plan 

• “Is there any value in us doing this?”, 
“why are we doing this?” 

Figure	5	-	Handing	over,	Business	as	Usual 

 
	 	



	

	

Assignment	Learnings	and	Reminders	
 
• The roles of Asset Owner, Asset Operator, Asset Maintainer and Asset Manager 

needs to be understood at the beginning of the journey 
• People already have the answers; principles help surface them 
• The understanding of value, both tangible and intangible goes a long way  
• Moving up the maturity curve takes leadership and effort (More perspiration than 

aspiration) 
• Like Safety, an Asset Management Journey never arrives…it is a continuum 
• Every engagement is a form of alignment 
• Assurance is best served with a carrot than stick 
• Understand the why before you try! 
• If you can’t define the what then stop! 
• Everything is interconnected (and has an equal and often opposite effect) 
• Accountability should be seen as a privilege not a life sentence and assurance is the 

ideal starting point 
• Risk should be embraced not feared 
• All learnings should be played back to the collective to build trust 
• It is OK to ask simple questions 
• Culture is a result not a deliverable! 
• Understanding section 4 of ISO55000 “Context of the Organization” is key to any 

Asset Management journey  
• The sharing of knowledge is more powerful than retaining it. This is when people start 

to understand and reap value 
• Knowledge is the sum of experience and insight, and cannot be replaced by 

automation 
 

	
Figure	6	-	The	Structured	Change	Framework	



	

	

 
Structured Change was built on the back of 25+ years experience in Project 
Management, Asset Management and Change Management. 
 
The tension between Change and Delivery has always been there. Different types of 
projects often determine the balance between the two. For example, the building of a 
bridge may be more focused on Delivery, whereas the change of a business process is 
more likely to be focused on the Change. In each case both need to be considered. 
 
Structured Change Delivers Change with integrity on the back of a proven change 
approach. Underpinning every journey are the principles of Asset Management (Value, 
Leadership, Alignment and Assurance) so when combined an organisation has an 
integral, holistic and robust foundation on which to proceed. 
 
Structured Change Offers: 
 

• Change Leadership 
• Enterprise Asset Management (EAM) 
• ISO55000 Assessment 
• Program Management 
• Integrated Management System 
• Business Development / Tender Support 

 
+61 2 9539 8886 (North Sydney Office) 
+61 423 115 773 (Martin Kerr Direct) 
 
Web www.structuredchange.com.au 
Twitter https://twitter.com/StructureChange 
LinkedIn Martin Kerr LinkedIn Profile 
	 	 	 	 	 	 	

 

	
 

  	
 


