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Bill Masters Reliability

and Maintenance Management

Presented by Mike Sondalini

Travel ‘the Journey’ to Reliability and 

Maintenance Management Mastery

Part 2 – Maintenance Management:

Profit Centred Maintenance

Hello, and welcome to the second of our PowerPoint presentations to help you 

to understand and master plant and equipment reliability and maintenance 

management.  

Most people think maintenance is involved with looking after machinery and 

infrastructure.  But the truth is maintenance is about building more reliable and 

productive businesses.  Maintenance is best managed from the perspective of 

how to use maintenance ti maximise the profits of a business.  Seen from this 

light, maintenance becomes a profit centre, that makes its money by the amount 

of savings and additional revenue it brings to the business. 
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Hi Walt, can I get a few minutes today in your busy CEO schedule to talk to you?

Hello Bill, in fact do you want to talk now?

Yes, now is good.  Last week I meet Professor Miles, a reliability expert at the university, and 
discussed what we need to do to improve our operating plant performance.  He convinced me to 

refocus our strategies toward what he called ‘plant wellness and equipment health’.  

I’ve never heard of wellness and health applied to machinery.  Is it the same as human well-being?

Bill talks to Walter about the future…

Pretty much.  The professor convinced me that we need to make machinery well-being the 
maintenance department’s primary objective.  And as a consequence production 

performance naturally improves because the equipment is available to run at full capacity.

I can see the sense of that.  Is that why you want to see me?

I want to develop a proposal for a new way to run the maintenance department so it brings more 
profit to the operation.  It’ll take a few weeks to detail, but I believe it will bring great benefits.

You have me enthralled Bill.  Your timing is perfect, there is a Board meeting in a month’s time at 
which I wanted to present the members with a plan to revitalise the operation.  What you are doing 

is just what we need. Please get your plan to me the week before the Board meeting.
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Make Maintenance Profit Focused

Reduce Costs Make Profits

Improve the Maintenance 

Systems and Equipment 

to :

1) prevent equipment 

failures,

2) reduce the need to do
maintenance, and

3) optimise the use of 

resources

Improve the Business 

Systems and 

Equipment to :

1) make more product,

2) make better quality 

product, and

3) make lower cost 
product

Maintenance can become a profit centre (instead of a cost centre) when its prime 

purpose is to either save money or make money.  The best is to have it do both 

concurrently. 

Maintenance saves money by 1) preventing plant and equipment failures, 2) by 

reducing the need to do maintenance and 3) by optimising the resources (i.e. 

finding the lowest cost mix between in-house staff and contractors) needed to 

maintain the operation. 

It makes money by improving plant and equipment so that 1) it can make more 

product, 2) it can make better quality product or, 3) it makes lower cost product. 

When Maintenance (i.e. its people and resources) is used to get more 

performance from existing plant and equipment it becomes a profit-focused 

business.  The key issue is to turn Maintenance into being profit-driven in its 

thinking and practices. 
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The 6 Purposes of Maintenance

E
q
u
ip

m
en

t 
R

el
ia

b
ili

ty

F
a
ilu

re A
v
o
id

an
ce

D
efe

ct E
lim

in
atio

n

Risk Reduction

Least Operating Costs

Maintainer

M
a
xi

m
u
m

 P
ro

d
u
ct

io
n

The job of 

maintenance 

is to provide 
reliable plant 

at least 
operating cost 

– we don’t just
fix equipment,
we improve it!

Maintenance has a greater purpose than simply looking after plant and 

machinery.  If that was all that was necessary then maintainers would only ever 

fix equipment and do servicing.  In today’s competitive world, maintenance has 

grown into the need to manage plant and equipment over the operating life of a 

business’ asset.  It is seen as a subset of Asset Management, which is the 

management of physical assets over the whole life cycle to optimize operating 

profit. 

There are at least six key factors required of maintenance to achieve its purpose 

of helping to get optimal operating performance.  These are to reduce operating 

risk, avoid plant failures, provide reliable equipment, achieve least operating 

costs, eliminate defects in operating plant and maximize production.   

In order to achieve these all people in engineering, operations and maintenance 

need great discipline, integration and cooperation.  There needs to be an active 
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partnership of equals between these three groups where the needs and concerns 

of each is listened to and  
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Turning Maintenance into a Profit Centre

Maintenance can be refocused toward improving the ‘bottom line’ by developing 

a new model for the ‘business of maintenance’.  To do this successfully the 

change must be soundly led, well-planned and properly resourced, then 

communicated to all and persevered with until it becomes the standard way that 

maintenance contributes to the organisation’s success. 
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www.lifetime-reliability.com

Develop a Plan to Reach Mastery

This table lists key elements in delivering a masterly performance of 

maintenance.  The way to use is to rate your operation as at present, and then 

identify the gaps between today’s performance and the performance you want to 

have in future.  By drawing the current level of performance on the table, this 

process provides you with a list of proactive actions to plan, prepare and 

introduce into the operation that will lift the maintenance contribution to the well-

being of the business. 
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Turn Objectives into Systematic Activities

Once objectives for the ‘business of maintenance’ are decided, they need to be 

turned into plans, with tactics to achieve them, and then into actions to implement 

.  You must remember that you are setting up a ‘business’ that will make 

maintenance profitable for the organisation and that requires a business mindset 

with appropriate business systems and methods. 
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4 Pillars of Quality Management Systems

The Four Pillars of a High Quality Maintenance Business
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Quality Planning 

QP is setting quality objectives and specifying necessary operational processes 

and related resources to fulfil the quality objectives. 

Two levels  - Strategic - business goals and means to reach them 

- Operational - product goals and means to reach them 

Planning sequence: 

Establish goals 

Identify who is impacted by the goals 

Determine needs of stakeholders relative to goals and goal priority. 

Develop products and services with the features that respond to stakeholders 

needs. 

Develop processes able to produce, promote and distribute the product features. 

Establish process controls and transfer the plans to operations. 
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QP output is a set of detailed instructions at every necessary level of the 

organisation to carry out the objective. 

Elements of a Good Management System

• Derived from the Vision and Strategy of the organization

• Planning

– Long term strategic plan

– Short term business plan and budgets - tactical

• Measurement

– Focused set of meaningful measures at each level that those being

measured can influence

– Measures represent cascaded organization’s plan and vision

– Mix of predictive and historic indicators

• Review and Improve

– Plans regularly reviewed and suitably revised from workplace feedback

• Performance

– Rewards are linked to driving key measures

All management systems contain basic elements that make them successful.  

This slide highlights the well-known ones which will need to be applied to a profit 

centred maintenance restructure. 
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What Are the Critical Success Factors?

• Wide participation in

development

• Ownership by all

functions and
management

• Understanding by each

function of roles and
contributions

• Crafts and operators

understand and are
measured on contribution

• Cascaded and aligned

annual goals

• Lead and lag

indicators

• Practical, useful,
simple

• Improvement over
time

• Clear benefits, with
tracking and
accountability

People Measures ProcessPeoplePeople MeasuresMeasures ProcessProcess
• Sponsorship and

visibility at highest
level

• Organizational
structure

• Accountability

• Integration with
annual plan

Critical success factors affect the ability to achieve objectiveCritical success factors affect the ability to achieve objectives, and include:s, and include:

An additional success factor is to follow a proven model for growth…An additional success factor is to follow a proven model for groAn additional success factor is to follow a proven model for growthwth……

You will see a good management system when it is operating.  It has evidence of 

successfully addressing the factors shown in the table.  You will see its goals and 

objectives being achieved. 
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