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§  Starting Your Improvement Initiative with a Positive Approach 
 

§  Speaker: James Reyes-Picknell, Founder, Subject Matter Expert, 
Conscious Asset Management  
 

§  ABSTRACT: Maintenance improvement initiatives are traditionally started 
with an assessment by a third party. In a short time someone who knows 
little about your operation comes in, asks a lot of questions and then 
presents findings, often with a score, creates a great deal of angst and 
resistance to change. Many initiatives begun this way are destined to fail. 
Like the old joke about consultants taking your watch and telling you what 
time it is – the assessment tells you what you already know. In fact, you 
probably requested the assessment because you already feel there is 
room for improvement but don’t know where to start. Why begin on a 
negative note? There is an alternative that will be presented in this 
session. It avoids the cost and angst of an assessment and gets your 
improvements started quickly doing things your own people deem to be 
needed. Find out how you can uncover some low-hanging fruit along with 
the more difficult challenges and get some benefit right from the start. 
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Typical consulting approach 

§ Continuum from prescriptive to facilitative 
§ Maintenance / asset management is specialized 

§  Generally serviced by “boutique” firms 
§  Practitioners are often seen as “experts” 

§ Expert approach (most consulting firms) 
§  Study the situation (an assessment) 
§  Offer expert advice (recommendations) 
§  Provide specialty assistance as needed 

§ Facilitative approach (generalized approach) 
§  Less focus on specialized technical expert knowledge 
§  Uses a process of consulting to arrive at conclusions and way 

forward 
§  Relies on expert knowledge within the client organization 
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Maintenance / AM consulting 

§ Specialty 
§  In the hands of “experts” or boutique firms with specific 

(usually technical) focus 
§ Technical emphasis appeals to engineers, maintainers 

and operations 

§ Practitioners 
§  Tend to be technical people with lots of experience 
§  Very definite ideas of what works and what doesn’t 
§  Often not well versed in the facilitative methods of consulting 
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Assessments are based on a “standard” 

www.consciousasset.com 

The “standard” 
is recognized or 
acceptable to a 
broad audience.  
 
It may be from a 
book or some 
other body like 
the ISO. 
 
Here’s our 
UPTIME 
framework: 
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Maturity profile 
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You are the “expert” 

§ Small group exercise 
§  Divide class into small groups 

§  Each group is the equivalent of a consulting team (experts) 
§  Handout 

§  Plant “as found” scenario 
§  What do you recommend be done? 

§  Each group prescribes its own solution 
§  Put main points (bullets only) on one flip chart sheet 

§  Each group has one presenter describe their solution  

§ Debrief and observations 
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Pros and cons of consulting approach 

§  Management goals are forefront 
in directing the assessment 

§  Apply deep knowledge of the 
“standard” 

§  Strategic thinkers consider big 
picture 

§  ROI &/or best practice drivers 
§  Objectivity 
§  Score (baseline) 
§  “Expert” opinion and 

recommendations 

§  Consultants are often feared 
and management motives are 
questioned 

§  How well do they really know 
your operation? 

§  Limited time to collect data / 
evidence 

§  Data gathered is often 
questionable 

§  Heavy reliance on opinions and 
limited number of interviews 

§  Conclusions can be flawed or at 
least challenged 

§  Results can be upsetting to 
readers 
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Change management considerations 

§ People are very good at change but bad at being changed 
§  We do not like being told we are not doing something well 

§  Especially if we have been doing it a long time 
§  Even hints of improvement tend to be taken as criticism 
§  Defensiveness leads to finger pointing 
§  Finger pointing leads to “circle the wagons” 

§  We will find reasons to challenge the experts 
§  Shaky data; didn’t interview the right people; management’s direction is 

mis-guided… 
§  You were only here a couple of weeks – how can you tell us we are not 

doing things right? We’ve been here for years! 
§  Many of us (especially in western cultures) do not like being told 

what to do 
§  We have our own ideas and want to see them implemented 
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Getting around this challenge 

§ Appreciate that you ARE the experts 
§  No one knows your operations better 

§ Appreciate that the way you work is a result of a lot of 
history on top of some good solid technical practices 
§  Your PM program, etc. began a long time ago and was based on 

the state of the art at the time 
§  It has evolved mainly through experience 

§ Your leaders have probably been around a long time 
§  They may or may not have kept up with research and findings in 

the field of reliability (most have not) 
§  They have a deep pool of experience to draw upon 
§  They know what works and what isn’t working 

§ You and your leaders probably have lots of ideas of what 
to change to make things “better” 
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Are you current on “successful practices”? 

§ Sources of information 
§  Books – do you read technical books? 
§  Magazines – do you actually read the articles? 
§  Online 

§  Do you take online courses? 
§  Do you participate in online discussion forums? 
§  Do you research technical problems via the internet? 
§ … 
§  Do you always trust what you find there? 

§  Professional organizations 
§  Do you participate in PEMAC, SMRP, IAM, PEO/APEGGA? 

§  Do they really focus on maintenance and your issues? 
§  Conferences? 
§  Training? 

§  Equipment vendors. Methods. Specialist skills.  
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Your change management skills 

§ To an engineer, change is an event 
§ To the rest of us, change is a process 

§ Technical people (most of us) generally accept facts and 
verifiable evidence as reason for change but we still 
struggle sometimes to actually make the change 
§  Even we are creatures of habit 
§  We need to be uncomfortable before we’ll really change 

§ What about the rest of your less technical people? 

§ How well have change initiatives fared in the past? 
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New kid on the block 

§  ISO 55000 series on Asset Management 
§  ISO 55000, Asset Management – Overview, Principals and 

Terminology 
§  ISO 55001, Asset Management – Management Systems – 

Requirements  
§  ISO 55002, Asset Management – Management Systems – 

Guidelines for the Application of ISO 55001. 

§ These are new and unfamiliar 
§ Voluntary standards that could become mandatory in 

some industries 
§ For these you’ll need training or a lot of research 
§ How will you leverage existing methods here? 
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A new positive approach 

§ Get current on developments 
§  Overview training 

§ Don’t annoy people 
§  No scores or judgments 

§ Plant seeds and capture their ideas 
§  New ideas from training lead to brainstorming 

§ Don’t expect perfection 
§  There is no 100% solution – accept 80% 
§  It’s more important to start than to study 

§ Build on what they say will work 
§  Your plan is based on your own new ideas 
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Lead with education 
§ Get training in a model of excellence 

§  Uptime’s pyramid 
§  Understand what each of the 10 elements really means 
§  Discuss your practices in light of what you learn 
§  Capture ideas (flipcharts)   

§ Self Assess 
§  We build it into the training 

§  Uses “maturity profile” AFTER you’ve had the training 
§  Highlights areas for improvement that YOU identify 

§  Match up ideas (flipcharts) with areas for improvement 
§  Are there any other ideas to add? 

§ Build ideas into a plan 
§  Facilitated effort works best 
§  Assign responsibilities, timelines, budgets… 

§ Do it 
§  Often, much of it won’t require outside help 
§  Help is generally limited to training in specialty disciplines 
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Questions? 

§ Contact details 

James Reyes-Picknell or Carlo Odoardi 
james@consciousasset.com 
carlo@consciousasset.com 
 
Office: 705-719-4945 
Fax: 647-439-1582 
 
Web: www.consciousasset.com  
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§ It’s time to optimize 
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