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1. INTRODUCTION

To properly plan investments required to sustain the existing asset base, there is a need to
coordinate “top down” strategic planning, i.e., corporate strategies, policies and objectives,
with “bottom up” equipment focused planning which establishes assets condition,
corresponding remaining lives and the resultant CAPEX and OPEX investment requirements.
To establish an effective Asset Management Planning regime, these two complementary
aspects of Asset Management need to be properly integrated and vetted at various levels
within the organisation. Additionally, depending on the organizational structure, different
entities, business units or department are accountable for various aspects of strategic and

equipment focused planning.

Fundamental to understanding the framework of Asset Management artifacts is that the
person/s driving this has some idea of Asset Management. The premise to the entire catalogue
of Asset Management artifacts, policies, objectives, plans, etc., is that there is an
understanding of the objectives and purpose of Asset Management in the organization. It
should be the north star of the process. Everything else becomes clear and easy to implement
if it is guided by the objectives and purpose of Asset Management. Hence the document is to
target and benefit the populace that has an understanding and interest in Asset Management.
When developing Asset Management policies, organisations should also review their other
business policies. It does not help if they refer to business policies that conflict, contradict or
hinder Asset Management activities. Where necessary, outdated and “not fit for purpose”
business policies should be reviewed to allow for Asset Management activities. Likewise,
technology strategies should be revised considering an Asset Management mindset, within
the ambit of business vision and value statements. Emphasis must be placed on the fact that
Asset Management should not be just another process that adds to the business operational
burdens. It should be viewed as the foundation and fabric of all operational activities or

processes and the catalyst for improvement.

Page 4 of 46



These documents do not target a specific industry. It can be used across a broad range of
infrastructure groupings, utilities and industries. These artifacts are developed at various
levels in an organisation. There are generally three levels referred to viz. Strategic level,
Tactical and Operational levels in the organisation. The diagram below picturises this

relationship.

Strategic - Policies, SAMP,
etc

Tactical - Asset
Management Objectives,
etc.

Operational - Asset
Management Plans
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2. THE ASSET MANAGEMENT POLICY

1.

What is an Asset Management Policy?

An asset management policy is a document that describes what needs to be done for the

management of physical assets. It outlines the principles to be applied in AM, i.e., “the rules

of the game”. The AM policy should provide enough guidance for setting up the AM

objectives and the framework for the development and implementation of the Strategic

Asset Management Plan. It is a statement of intent - what to do. As such the AM Policy is

a strategic document. It is not a document that describes how it is done - how it gets done

is found in processes, procedures and operational documents. The AM Policy should be a

document which is only a few pages in length.

2. The following must be clearly articulated in the Policy:

1.

Purpose: The Asset Management Policy provides principles which form the basis for
the Asset Management System and all Asset Management activities. It must be
broad-minded, concise and direct the development of Asset Management processes
and procedures that govern the operation of the Asset Management System. The
Asset Management Policy articulates the organisation’s commitments and
expectations and establishes the rules which are to be followed when Asset
Management processes and procedures are developed.

Consistent: The AM Policy flows from and is consistent with the Corporate Policies
and is formulated to be consistent with the direction provided from the Corporate
Vision and Mission and provides a framework for developing the Asset Management
Objectives. Where necessary, outdated and “not fit for purpose” business policies
should be reviewed to allow for AM activities.

Alignment: The Asset Management Policy needs to be aligned and consistent with
Corporate Values and other Corporate Policies such as Safety and Environmental
Policies.
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Commitment: The Asset Management Policy which sets out the mandated principles
to be applied by the organisation for Asset Management must be sanctioned by Top
Management. Demonstration of Top Management leadership can be accomplished,
in part, by Top Management communicating the Asset Management Policy within the
organisation. Upkeep of the Asset Management Policy is another requirement of Top
Management. This means fully documenting the Policy and having the
documentation available to all staff. This also requires a periodic review of the Asset
Management Policy by Top Management to test that it is still relevant and is providing
the appropriate direction and making any modifications that are required. Therefore,
the AM Policy should certainly not be a generic document and should instead be very
specific and aligned with the organisation’s corporate priorities.

Communication: It is important that all relevant stakeholders know and understand

the Asset Management Policy.

Page 7 of 46



3. The Asset Management Policy Template

1.

10.

Introduction

Purpose

Scope

AM Policy Statements

AM Principles

Communication

Continuous Improvement

Definitions

Acronyms

Related corporate documents
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4. The Asset Management Policy Template with brief descriptions

1. Introduction - The following should be considered as an introduction:
1.1. Context of the organisation
1.2. The asset base to which the policy applies.
1.3. Reference to service delivery aspiration (intent)

1.4. Brief description of stakeholders

2. Purpose
The Asset Management Policy defines the key principles and requirements which will
be applied to the assets. This will be the vehicle to ensure that the assets are
managed in a way that contributes towards delivering the outputs expected safely,
sustainably, and efficiently. It expresses the commitment and intentions of the
organization to plan, design, construct, acquire, operate, maintain, renew, replace
and dispose of the organization’s assets in a way that ensures sound stewardship of

resources while delivering valued customer services.

3. Scope

The scope defines what assets and to whom the policy is applicable

4.  AM Policy Statements
The Asset Management Policy is based on a set of policy statements which are
aligned to corporate objectives that reflect company role, purpose and vision. Some
principles for example are:
4.1. Activity on our assets will be carried out in compliance with relevant legislative
and statutory requirements

4.2. We will reduce safety risks
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4.3. The management of asset related risk will be undertaken in accordance with
the corporate Risk Management Policy; and controlled through standards,
business rules and procedures.

4.4. Assets, systems, etc will be managed in accordance with sustainable principles
including due consideration of various aspects such as long-term financial,
societal and environmental impacts.

4.5. The asset management approach will be supported by the Technology
Strategy.

4.6. The asset management approach will be appropriate to the scale and relative
importance of the assets and asset systems to achieving the overall
organisational objectives.

4.7. Ete.

AM Principles

To deliver these policy statements, the organisation will apply an asset
management system approach, consistent with standards and where possible
the requirements of ISO55000 series that will form part of a wider Integrated
Management System. The Asset Management Policy articulates the
organisation’s commitments and expectations and establishes the rules which
are to be followed when Asset Management processes and procedures are
developed. The Asset Management System will encompass the following
principles. The following are examples of principles. It is recommended that
The Principles are framed in ‘first person’ grammar where the principle begins
with ‘We will..."” for example we will ensure that all critical assets are risk

assessed, and records will be kept up to date.
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5.1.

5.2.

5.3.

5.4.

5.5.

5.6.

5.7.

5.8.

5.9.

5.10.

5.11.

5.12.

Ensure that the safe continued operation of all assets is paramount in any
decision-making process, and that all infrastructure is managed in a safe
manner and within critical limits.

Undertake asset management in a consistent way working to align
organisational and functional approaches to develop a ftruly integrated
approach with a clear ‘Line of Sight’ linking activities to the objectives.

Manage our assets in a systematic way and one which is in line with the
approved asset management system.

Proactively seek structured continuous improvement of our asset management
capabilities and activities and assure value for money for customers and
stakeholders.

Strike the appropriate balance between stakeholder expectations regarding
performance, reliability, risk and cost

All critical assets will be risk assessed, and records will be kept up to date.
Any risks to operations and maintenance plans introduced as a consequence
of other interventions, will be assessed and controlled appropriately.

Define a risk-based approach to determining intervention requirements to
specified levels of reliability for specified assets

Align all asset management interventions to the principles defined in our asset
policies for all operational assets. These policies will be continuously improved
to be based on whole life, whole system costs and underpinned by appropriate
facts from enhanced asset information.

Define and have plans in place to detail and record the most appropriate
approach to asset maintenance, inspection and renewal, supported by
reliability, availability, maintainability and safety requirements.

Undertake benchmarking to establish best practice and adopt relevant findings
through our Asset Management System.

Etc
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Communication

A statement of intent on communication mechanisms should form part of the policy.

For example, the organisation should indicate that communication to relevant internal

and external stakeholders, service providers and other relevant parties who require

knowledge of the Asset Management Policy is available via the following

mechanisms:

6.1.

6.2.

6.3.

Available to external stakeholders by inclusion on organisation’s website
Available to our staff through the intranet
Referenced and used as part of asset management training and development

programmes

Continuous Improvement

A statement on continuous improvement must form part of the policy. For example,

Senior or Executive Management will arrange for the Asset Management Policy to be

reviewed. Each review will include due consideration of:

7.1.

7.2.

7.3.

7.4.

7.5.

7.6.

Alignment with the Vision, Strategic Business Plan, wider policies and the risk
management framework

Compliance of Asset Policies with all relevant regulations, laws and accepted
best practice

The ‘Line of Sight’ created by the Asset Management Policy and the Asset
Management System, verified through appropriate assurance review
Opportunities for improvements in format, communication and implementation
of the Asset Management Policy itself

Opportunities for continual improvement within the Asset Management System
Alignment with established best practice guidelines, standards including the

1ISO55000 suite of documents
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10.

7.7. Review cycles: In organisations just starting this journey, perhaps shorter
review cycles as opposed to mature AM implementations review would be more
beneficial. Identify where the business is adopting these polices well and where
it is not. Interventions are normally required early on in a new process to drive
adoption of the processes rather than later when the attitude is one of “it doesn’t

work and makes my job harder”

Definitions

An explanation of terms commonly used in the policy

Acronyms

A list of acronyms used in the policy

Related corporate documents

A list of other policies referenced in the policy
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3. ASSET MANAGEMENT OBJECTIVES

1.

The purpose for Asset Management Objectives

The purpose of AM Objectives is to set context and direction for the organization’s
AM activities. Objectives are established through strategic level planning of the
organization. It is the formalisation of the desired future state for the organization. An
objective is an outcome to be achieved. A strategy is what needs to be done to achieve this
outcome. As such, the development of AM Objectives and Strategies are of paramount

importance.

Since the Asset Management Strategy and the Asset Management Objectives work
together synonymously, they must be documented. They should be recorded in one or all
the following artifacts:

1. The Asset Management Objectives

2.  The Strategic Asset Management Plan (SAMP)

3.  The Asset Management Plan (AMP)

This template sets the structure for a standalone document called The Asset Management

Objectives. The AM Objectives is a document that emanates from the AM Policy. In the

hierarchy of AM documents, the Policy supersedes all other documents.
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2. Criteria for Asset Management Objectives

Establishing sound asset management objectives provides the basis for what the Asset

Management System aims to achieve. The following must be considered when setting AM

Objectives:

1. The Asset Management objectives are consistent with organisational objectives and
the AM Policy.

2. The Asset Management objectives must be linked and fully compatible with the
organisation’s corporate objectives.

3. The organisation must consider the requirements of relevant stakeholders and of
other financial, technical, legal, regulatory and organizational requirements when
establishing the Asset Management objectives.

4, Asset Management objectives must be established at the relevant functions and
levels.

5. The organisation must ensure the Asset Management objectives are documented.

6. The Asset Management objectives are measurable, communicated and reviewed

periodically.
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3. The Asset Management Objectives Template

1. Introduction

2. Purpose

3. Scope

4.  AM Policy Principles

5.  AM Objectives

5.1.

5.2.

5.3.

5.4.

Compliance to relevant legislative and statutory requirements:

Decision Making:
Reduce safety risks:

Etc.

6. Asset Management Objectives at Functional Levels

6.1.

6.2.

6.3.

6.4.

6.5.

6.6.

6.7.

6.8.

Institutional Commitment
Decision making:

Human Resources Commitment:
Engineering Commitment:
Procurement Commitment:
Commercial Commitment:
Maintenance Commitment:

Etc

7. Definitions

8.  Acronyms

9. Related corporate documents
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4. The Asset Management Objectives Template with brief descriptions

1. Introduction
The following should be considered for an introduction:
1.1. Include a statement that refers to and establishes the relationship with the AM
Policy
1.2. Provide a brief description of the context of the organisation
1.3. Include a statement that reflects top management’s commitment to AM
1.4. The asset base to which the policy applies
1.5. Reference to service delivery aspiration (intent)

1.6. Brief description of stakeholders

2. Purpose
The purpose of this document is to set context and direction of the AM activities of

the organisation.

3. Scope

The scope refers to the identification and management of assets

4.  AM Policy Principles
This section will include the AM Policy statements and principles as it appears in the

AM Policy

5. AM Objectives
AM Objectives set the context and direction for an organization’s activities. An
objective is an outcome to be achieved. The Policy Principles must be replicated in
this section and must provide sufficient detail to clearly describe the context and
direction of each principle. Examples of objectives are:
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5.1.

5.2.

5.3.

Compliance to relevant legislative and statutory requirements:

Activity on assets will be carried out in compliance with relevant legislative and

statutory requirements. To achieve this principle, the following outcomes need

to be achieved:

5.1.1.Ensure compliance with regulatory requirements

5.1.2. Ensure compliance with statutory requirements

5.1.3.Etc.

Decision Making:

To enable services to be provided in the most cost-effective manner possible,

the organisation will adopt a formal but flexible, consistent, and repeatable

approach to cost effectively manage infrastructure assets. To achieve this

principle, the following outcomes need to be achieved:

5.2.1.Decisions made are Robust,

5.2.2.Decisions made are Repeatable

5.2.3.Decisions made are Defendable

5.2.4. Etc.

Reduce safety risks:

We will reduce safety risks. To achieve this principle, the following outcomes

need to be achieved:

5.3.1.To protect our people and properties

5.3.2.To provide staff with the necessary knowledge and skills to work safely
and manage assets effectively

5.3.3.Etc.
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Asset Management Objectives at Functional Levels

By determining what will deliver the best value from our assets for stakeholders, the

organization will make informed decisions between competing factors such as service

delivery, sustainability, asset performance, quality, return on investment (value), cost
and risk. To derive the benefits of Asset Management, it is important that the roles
and responsibilities aligned to the different organisational units / departments are
cohesive and each department co-operates towards the end state. Asset

Management is not about a singular individual or department, it’s the collective effort

of various role players coming towards a common purpose. The organization will

ensure clarity of roles by defining roles and responsibilities and assign the authority
necessary for effective delivery of services. Below are some statements that must be
developed describing the various functional roles.

6.1. Institutional Commitment: Every department shall prepare an Asset
Management Plan for the asset classes under its control. The plans shall be
reviewed periodically and updated to reflect changing circumstances

6.2. Decision making: All decisions about assets shall be based on whole life
principles.

6.3. Human Resources Commitment: To support the asset management
framework, the organization will maintain, within reason, the necessary
organizational capacity. This includes but is not limited to resourcing, financial
support, staff competencies, business processes, data, integrated information
systems, etc. They will provide sufficient training and resources to enable this
policy to be achieved

6.4. Engineering Commitment:

6.5. Procurement Commitment:

6.6. Commercial Commitment:

6.7. Maintenance Commitment:

6.8. Etec.
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Definitions

An explanation of terms commonly used in the policy

Acronyms

A list of acronyms used terms the policy

Related corporate documents

A list of other related policies referenced in the objectives
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4. ASSET MANAGEMENT PLANNING OVERVIEW

Asset Management planning requires the organisation to consider requirements to sustain the

existing asset base along with the need to adapt and expand the asset base to meet increasing

demand.

1.

What is Asset Management Planning?

Since the purpose of Asset Management is to realise value from assets, Asset
Management is then a systematic approach for the realisation of value over the life cycle
of assets that an organisation is responsible for, considering various aspects, whilst
maintaining the most effective balance of the three aspects namely costs, risks and

performance.

To properly plan investments required to sustain the existing asset base there is a need to
coordinate “top down” strategic planning, i.e., corporate strategies, policies and objectives,
with “bottom up” equipment focused planning which establishes assets condition,
corresponding remaining lives and the resultant CAPEX and OPEX investment
requirements. To establish an effective Asset Management Planning regime within the
organisation these two complementary aspects of Asset Management need to be properly

integrated and vetted at various levels within the organisation.

Additionally, depending on the organizational structure, different entities, business units or
departments within an organisation are accountable for various aspects of strategic and
equipment focused planning. For example, different groups within an organization will be
responsible for different asset categories, such as pumps, valves, transformers,

switchgear, etc. In addition, the planning is often further delineated based on business lines
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or functions, e.g. maintenance, engineering, operations, planning, corporate services, etc.

Therefore, there is no specific organizational asset planning model prevalent.

The prudent Asset Management Planning approach involves establishing a corporate-wide
Strategic Asset Management Plan (SAMP) addressing strategic planning parameters, such
as Business Values, Key Performance Indicators at both corporate level and line of
business or functional levels (e.g. Asset Management, Regulatory, Human Resources,
etc.), while ensuring alignment of business level parameters with the Corporate level ones.
At the same time more detailed Asset Management Plans (AMPs) are developed to
document the output of the decision-making process and to establish the link between
strategic and equipment focused planning and the resultant investment portfolio levels

within the budgetary timeframe and beyond.

Generally, Asset Management Planning encompasses three levels of Asset Management,
these are specifically:

1. Strategic Asset Management Planning

2.  Tactical Asset Management Planning

3. Operational Asset Management Planning

Strategic Corporate Strategies, Vision, AM Policy, SAMP, etc.

Tactical Asset Management Objectives, Asset Portfolio Plans

Operational Equipment Plans, Maintenance Plans, etc.
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While these levels are very interdependent, they nevertheless have distinct inputs and

outputs and typically fall under the purview of different organizational entities, i.e. the Asset

Owner, Asset Manager and Service Provider. There are two fundamental concepts in Asset

Management Planning over the asset’s life cycle:

1.  Total Life Cycle Cost (TOTEX) which considers both Capital Expenditure (CAPEX)
and Operational Expenditure (OPEX) costs associated with each asset throughout
its life. The ratios of CAPEX to OPEX vary depending on the specific asset category
and even within the specific asset category for individual assets.

2.  Total Business Impact (TBI) which in addition to TOTEX, takes into account other
business measures, such as the impact on reliability and system performance,
probabilistic risk cost, effect on corporate Business Values (BVs), cost of disposal,
etc. Both TOTEX and TBI are used in making decisions at the beginning and

throughout the lifecycle.

Strategic Asset Management Planning

The strategic level of Asset Management Planning is driven by the Corporate Policies and
Corporate Objectives which drive AM Objectives, taking account of stakeholder
requirements. Depending on the organizational structure, Strategic Asset Management is
in the responsibility of the Asset Owners or Asset Managers, and sometimes a combination
of both, and provides a decision-making framework for assuring Asset Management
performance at the highest level against corporate goals represented by Business Values
(BVs). These BVs are then translated into measurable Key Performance Indicators (KPIs)
that are used in assessing risk to the Business Values resulting from various investment

and operating scenarios at the investment portfolio level.
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3. Tactical Asset Management Planning

The Tactical level of Asset Management typically is the purview of the Asset Manager but
depending on the organizational structure may fall under different Business Units. Tactical
Asset Management Planning involves developing a long-term investment plan for both
CAPEX and OPEX at an asset portfolio level for annual programs and major “one-off” multi-
year projects. The decisions are made using the decision-making framework provided at
the Strategic Asset Management level and using inputs from Operational Asset
Management that are driven by system needs, field and operating data and asset
demographics.

The overriding principle in developing the appropriate investment mix is the objective to
optimize TOTEX and/or the TBI. This involves considering various operating and
maintenance strategies and equipment acquisition practices so that selecting appropriate
alternatives, involving both brand new assets and assets already installed, results in the

lowest cost at the corporate level while addressing all the identified needs.

4. Operational Asset Management Planning

The Operational level of Asset Management is the most granular level of Asset
Management Planning and deals with decisions usually involving individual assets.
Depending on the organizational structure, it is the accountability of either the Service
Provider or Asset Manager. The decisions made at this level feed into the Tactical Asset
Management Planning and form the basis for developing investment portfolios and project
listings which are then prioritized within various constraints, e.g. finance, resource and
allowed planned outages, etc. Two distinct approaches are used depending on whether an

investment decision pertains to an existing asset or to brand-new assets:
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Decisions for Existing Assets

For assets already in service, Operational level decisions are based on available
condition data and information to determine the condition of specific units and the
resulting possible actions, such as replacement or refurbishment, or perhaps a
modified maintenance approach going forward. These decisions also include
considerations regarding the remaining portion of TOTEX while taking into account
the TBI. Finally, growth considerations are taken into account as sometimes “like-for-
like” replacement is not the best alternative and new assets may address more than

one need, e.g. reducing risk of failure while enhancing capabilities.

Decisions for Brand New Assets

New assets are added to the existing asset base to address a specific need. The
decision usually involves considering several alternatives and selecting the preferred
alternative that meets the need at the lowest estimated TOTEX and/or TBI. The
evaluation also considers possible opportunities to integrate with actions associated

with existing assets.
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5. STRATEGIC ASSET MANAGEMENT PLAN

A sensible Asset Management Planning approach involves establishing a corporate-wide
Strategic Asset Management Plan (SAMP) addressing strategic planning parameters, such
as Business Values, Key Performance Indicators at both corporate level and line of
business or functional levels (e.g. Asset Management, Regulatory, HR, etc.), while
ensuring alignment of business level parameters with the Corporate level ones. At the same
time more detailed Asset Management Plans (AMPs) are developed to document the
output of the decision-making process and to establish the link between strategic and
equipment focused planning and the resultant investment portfolio levels within the

budgetary timeframe and beyond.

1. What is a Strategic Asset Management Plan?

The SAMP is a key long-term planning document. A Strategic Asset Management

Plan (SAMP) specifies:

1.1. How organisational objectives are to be converted into Asset Management
objectives.

1.2. The approach for developing Asset Management plans.

1.3. The role of the Asset Management System in supporting achievement of the
Asset Management objectives.

1.4. Provides the direction for the future for the organisation

1.5. Guidance on how the organisation intends to achieve those objectives.

2. What is to be included in a Strategic Asset Management Plan
In the development of a SAMP, a narrative on the following aspects must be included:
2.1. An overview of the Asset Management System and reference to a more

detailed description of the Asset Management System.
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2.2.

2.3.

24.

2.5.

2.6.

2.7.

2.8.

2.9.

2.10.

2.11.

2.12.

2.13.

2.14.

2.15.

Scope of the Asset Management System.

Definition of the current position or baseline of the utility in its implementation
of Asset Management.

The key roles and responsibilities for the implementation of the Asset
Management System.

Stakeholders of the SAMP.

A description of the Asset Management Objectives, how these are consistent
with the corporate objectives / stakeholder requirements and a description of
how the achievement of the objectives will be measured.

The criteria for Asset Management decision making.

An analysis of the criticality of the different asset types and components of the
asset

base on the achievement of the Asset Management Objectives.

The lifecycle approach that the utility has adopted to manage the risks across
the

lifecycle of the assets, including consideration of how risks at different stages
of the lifecycle are managed.

A description of the organisation’s risk management processes and how these
are aligned with the Asset Management objectives and decision-making
criteria.

A description of any relevant funding scenarios or other scenarios that could
impact the Asset Management System.

A summary of the strategies to be applied to each asset class in order to
achieve the Asset Management objectives, including considerations of the
different operating, aging, or other scenarios.

A summary of the work volumes and costs that result from the applications of
these asset class strategies for each scenario over an appropriate planning
period.
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2.16. A summary of the expected outcomes (e.g. Earnings Before Interest, Taxes,
Depreciation and Amortisation (EBITDA), level of risk, System Average
Interruption Duration Index (SAIDI), etc.) as a result of the application of the
asset class strategies for each scenario over an appropriate planning period.

2.17. A summary of the strategy that will be adopted for the management of asset
information to support both decision-making and the operational requirements
of the assets.

2.18. A summary of the strategy for developing staff to ensure they can effectively
execute their roles and responsibilities within the Asset Management System
in the most efficient manner.

2.19. A description of the governance arrangements that the utility has put in place
to ensure the Asset Management System is effectively implemented.

2.20. A description of how the organisation intends to develop its Asset Management
capabilities in order to achieve the Asset Management objectives. This would
typically include a summary of, or reference to, an improvement plan for the
activities the utility has committed to in order to deliver this improved Asset
Management capability.

3. Upkeep of the Strategic Asset Management Plan

It is important to stress that the development of the SAMP is not a one-off activity.

The updating of the SAMP should be part of the overall planning process for the

organisation, aligned with corporate, financial and other planning activities. There

should be a documented procedure for updating the SAMP, and it should be

embedded in the Asset Management System and business processes.
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4. Strategic Asset Management Plan Template

1.

Executive Summary

Introduction

2.1. Background

2.2. Current Context of the Infrastructure

Purpose

Objectives

Scope and Applicability

Asset Management Approach

6.1.

6.2.

6.3.

6.4.

6.5.

Alignment with Strategic Goals and Objectives.

AM Governance Structure

Asset Management within the context of the Organisation

Current Context of the organisation’s AM Maturity

Key Asset Management Enablers

7. Levels of Service

7.1.

7.2.

7.3.

7.4.

7.5.

7.6.

Strategies for Achieving AM Enablers

Role of the SAMP

Organisation and People

7.3.1.Asset management leadership
7.3.2.0rganisational Structure

7.3.3.Human Resource Capability Development
Strategy

7.4.1.Asset Management Policy
7.4.2.Investment decision-making and budgeting
Life Cycle Management

Asset Management Planning
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7.6.1.Asset Management Plans (Functional SAMPs including renewal and
end of life management plans)
7.6.2.Equipment Asset Maintenance Plans
7.7. Risk Management
7.8. Performance Management
7.9. Work Management
7.9.1.Work Scheduling and Planning
7.9.2.0utage Management (Planned & Unplanned)
7.9.3.Fault Management
7.10. Information Management
7.11. Continuous Improvement and upkeep of the SAMP
8. Regulatory Framework
9. Acronyms
10. Definitions

11. References

12. List of Annexures
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5. Strategic Asset Management Plan Template with Brief Descriptions

1. Executive Summary
This section is reserved for the head of the organisation (eqg Chief Executive,
Chairperson, Director, etc.) to provide a short encouraging message which has an asset
management bias and support.

2. Introduction

2.1. Background

2.2. Current Context of the Infrastructure

Description of the different classes of assets, size of asset base, reference to key

stakeholders, current service delivery

3. Purpose
The purpose of this SAMP is to provide
4. Objectives
The SAMP objectives are to ensures that objectives are met.
5. Scope and Applicability
The reference to whom and the assets affected by the SAMP
6. Asset Management Approach

6.1. Alignment with Strategic Goals and Objectives - A description of the policies,
corporate directives, objectives applicable.

6.2. AM Governance Structure — description of the AM structure and how it is
overlaid with the organisational structure. Their roles and responsibilities
detailed.

6.3. Asset Management within the context of the Organisation — Description of
performance areas, KPA’s efc.

6.4. Current Context of the organisation’s AM Maturity — a detailed description of
the results of the AM assessment and the level at which the organisation

aspires to within certain time frames.
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6.5.

Key Asset Management Enablers — a detailed description of the key enablers
to ensure the goals and objective are met. This includes and not limited to the
role of the SAMP, Organisation & People, Strategy, Life cycle management,
Asset Management Planning, Risk Management, Performance Management,

Work Management, Information Management, and Continuous Improvement

Levels of Service

A detailed description of the current and future levels of service from different asset

classes

Strategies for Achieving AM Enablers

8.1.

8.2.

8.3.

8.4.

Role of the SAMP - The SAMP integrates the strategic goals of the organisation
with that of the AM program. Its primary objective is to ensure that service
delivery is maintained or improved reliably and sustainably

Organisation and People — provide a detailed a list of strategies that focus on
leadership contribution, organisational structure, culture, and HR capability to
enable asset management.

8.2.1.Asset management leadership

8.2.2.0rganisational Structure

8.2.3.Human Resource Capability Development

Strategy — Provide the details of the AM Policy and details informing and
affecting investment decisions and budgeting. Describe the criteria for Asset
Management decision making

8.3.1.Asset Management Policy

8.3.2.Investment decision-making and budgeting

Life Cycle Management — describe in detail how the assets will be managed
and taken care of during the life of the asset. Provide info on Asset renewal,
end of life and maintenance plans for existing assets. Describe the relationship
between OPEX and CAPEX over the total life of the asset. Provide guidelines
on how the total cost of ownership is considered.
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8.5. Asset Management Planning - describe in detail how the assets will be planned

8.6.

8.7.

and taken care of during the life of the asset. Provide info on Asset renewal,
end of life and maintenance plans for existing assets.
8.5.1.Asset Management Plans — Detailed AM Plans are to be developed for
different portfolio of asset classes and housed in a separate document.
These AM Plans should typically cover details of a fleet of assets and also
any specific asset (depending on criticality). Forthe SAMP document the
summary of programmes/plans that need to be adopted over the life cycle
of the various asset fleet should be recorded. All assets, especially those
classified as critical must have specific plans that describe the short-,
medium- and long-term actions. These actions set the tone and direction
of each department executing their asset management objectives.
8.5.2.Equipment Asset Maintenance Plans — Following from the above AM
Plans, equipment plans shall be developed and hosed in a separate
document. For the SAMP document, a summary of equipment plans that
need to be adopted over the life cycle of the various asset fleet should be
recorded. These actions must be monitored, it sets the tone and direction
of each department executing their asset management objectives
timeously.
Risk Management — Document the role of each department in performing the
analysis, providing risk mitigation, and monitoring of completion of the actions.
The purpose of risk management is to identify potential risks, understand the
cause, effect and likelihood of adverse events occurring, to manage such risks
to an acceptable level, and to provide an audit trail for the management of risks.
Performance Management — record that the organisation shall develop
meaningful metrics and reporting tools that provide an accurate reflection of

asset management practices in the organisation.
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10.

11.

12.

13.

8.8. Work Management — Describe in detail the role of each department in the
following activities. Emphasis must be placed on ensuring a transparent
process or processes exist for these activities. These processes should be
standardised throughout the organisation.
8.8.1.Work Scheduling and Planning
8.8.2.0utage Management (Planned & Unplanned)
8.8.3.Fault Management

8.9. Information Management — describe the detail of the information systems that
are there to support AM. The system should cover all phases of the assets' life
cycle and support maintenance management, financial, performance, and
operational information. Asset Information must be correct, up-to-date and
support decision making.

8.10. Continuous Improvement and upkeep of the SAMP- The importance of
continuous improvement and assessments must be recorded. Each dept will
need to develop their own improvement plans. A statement that commits to the
upkeep of the Strategic Asset Management Plan must also be included in this
section.

Regulatory Framework

Record a list of all the regulatory standards and framework that the SAMP must

comply with

Acronyms

Record all the acronyms and abbreviations used in the SAMP

Definitions

Provide a description of less commonly used terms, used in the SAMP

References

Provide a list of references used in the development of the SAMP

List of Annexures

Provide a list of annexures applicable to the SAMP
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6. ASSET MANAGEMENT PLANS

An organisation develops a Strategic Asset Management Plan (SAMP) to describe how it

will achieve the organizational objectives and strategy supporting its asset management

activities. The SAMP and/or AMPs will also describe non-asset activities such as procuring

goods and services, measuring and evaluating performance, conducting internal audits and

management reviews. If the organization is large and/or has many asset classes, it should

develop asset specific Asset Management Plans (AMP) to drill into more detail per asset

class.

In generating the AMPs, which are created to deliver the Organizational Objectives, the

organisation must consider various aspects such as:

1.

The Organization’s desire to implement the AMP, which should be challenging,
however should not be impossible to deliver.

The availability of funds and resources to successfully implement the AMP and
therefore deliver the Objectives.

The AMPs should contain some flexibility, because even the best organisation will
have issues during implementation of the AMPs. This flexibility however needs to
be supported by clear decision-making criteria which can prioritize activities during
the execution of the plans.

A key element of the AMP will be a communications plan which details how the
AMP and its impact will be communicated to stakeholders (e.g. customers which
will lose service when work is being done to the system). The AMP must contain
AM capability development activities which are required to support the Asset

Management System and the delivery of the asset related activities in the AMP.

Therefore, an AMP needs to address several factors such as any development of

organizational and personal competencies as well as training required for the effective and

efficient delivery of the AMP. Likewise, most will have capital projects which span many
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years and are included in the AMP. Therefore, the control mechanisms for project

management must be reflective of a multi-year timeframe.

. What is an Asset Management Plan?

Asset management plans (AMPs) define the implementation activities necessary to realize
an organization’s asset management objectives which translate the strategic intent of the
company. An asset management plan is a tactical plan for managing an organisation's
infrastructure and other assets to deliver an agreed standard of service. Typically, an asset
management plan will cover more than a single asset, taking a system approach -

especially where several assets are co-dependent and are required to work together.

Success factors of Asset Management Plans

For AMPs to be realistic, workable and deliver the benefits, there needs to be a connection
with specific plans to achieve the objectives, the achievement of which is tracked through
aligned Key Performance Indicators. Even the most robust strategy and well-defined AMPs
will fail to deliver the organizational objectives if the plans are not successfully executed
and there are no suitable KPIs are in place to measure progress and success. Some key
enablers, amongst others to the successful completion of AMPs are:

2.1 There should be a clear understanding of either the opportunity or problem to be
solved with respect to the strategic initiative. There must be a clear understanding
of what a successful outcome is or indeed how will the organisation realize the
benefit.

2.2 Strong, clear and consistent communication by top management regarding
initiatives so that team members are fully aware that they are part of AM System

and how they contribute to its success.
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2.3

24

2.5

2.6

2.7

Clear corporate priorities, which will prioritize initiatives and activities which are urgent
and important and will prevent lower priority initiatives from competing for the same
resources.

Duplicated initiatives should be identified, and a decision made regarding which

initiative will remain and which will be removed. Duplicated initiatives can happen

when two departments, operating as silos, are trying to do the same thing but in
different ways.

Key personnel and subject matter experts should be identified and their workload to

support AM initiatives, in addition to doing their “day job”, should be estimated.

Management must then allocate time for the SMEs to work on the development

activities. This will avoid the same key resources being over-committed which would

prevent successful implementation of the activities.

Adequate resources must be put in place in terms of funding, manpower, materials

or equipment to successfully implement the activities.

Appropriate controls must be established such as:

2.7.1 Clearly defined roles and responsibilities; it is beneficial to use RACI
(Responsible, Accountable, Consulted, Informed) matrices.

2.7.2 Work management systems for operational activities.

2.7.3 Project management tools.

2.7.4 Performance metrics.

2.7.5 Plans should be coordinated within the work schedule, e.g. where there is clear
benefit, Operations and Maintenance work should be scheduled to coincide
with Capital work or vice versa.

2.7.6 Aligning the procurement plan for assets with the installation plan will mean that
the activity will not be delayed waiting for material and the work will be

completed on time and within budget.
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2.7.7 There must be decision-making criteria for prioritizing work when the plans are
being executed. While the plan may have contingency plans in place for issues

which arise, plans may nevertheless need to be changed during execution.

3. Requirements for the development of an Asset Management Plan

The development of AMPs begins with the strategic asset management plan. The SAMP

will refer to the Portfolio of Assets. An asset Management plan for this portfolio of Assets

will provide the detail of the various plans required for diverse assets in that portfolio. The
following are some aspects amongst others that must be considered when developing an

AMP:

3.1 The purpose and function of the asset

3.2 Make, model, serial number, age, (year of manufacture, year of installation),
commissioning date, capacity, etc of the asset

3.3 Current Performance of the asset and performance history over a period.

3.4 Operational conditions of the asset i.e. loading, exposure to weather, fire, utilisation
factor, is the asset performing in accordance with the designed intent?

3.5 Maintenance interventions and the impact these interventions have had. Has the
performance improved, stabilised, or deteriorated since the last maintenance
intervention?

3.6 Where on the Bathtub curve would you position the asset performance / probability
of failure?

3.7 Asset Health Indices

3.8 Remaining useful life

3.9 Condition of asset

3.10 Root causes of failures

3.11 Risk ranking (associated probability and consequence of failures - NB stakeholders)

3.12 Funding — CAPEX, OPEX, TOTEX, TBI, etc
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3.13 Procurement lead times for the asset

3.14 Outage requirements for maintenance or renewal

3.15 What intervention will return the asset to its designed performance e.g. Maintenance,
refurbishment, renewal, modifications, etc

The asset and equipment plans should be fit for purpose. The following bathtub curve

provides some clarity to the types of interventions required at various stages in the life of

the asset.
[ . "

o] Bum-in Useful-life Wear-out

e

]

e

=

®

w
Guarantee Maintenance, equipment Renewal, Refurbishment or End of life interventions to be
inspections plans done prior to asset failure.

Time

These interventions form the basis for the asset management plan or equipment plan for
an asset. Each of these plans, for similar assets are then grouped together to form the set
of interventions required for this portfolio of assets. This portfolio together with other similar
portfolios can be combined to form the interventions required for that class of asset.

For example, one could develop an AMP for a 10 MVA transformer, then collate the
individual AMPs for the entire fleet of 10 MVA transformers. This package will give the
organisation the AMP for 10 MVA transformers. One could then take this a step further and
group all the other transformer categories such as 5 MVA, 10 MVA, 20 MVA, 80 MVA, etc
into a single portfolio. This total package will then be the Transformer Asset Portfolio for
the organisation. In so doing one would develop a set of plans at different levels in the

organisation viz at operational level — a plan for a specific 10 MVA transformer, at tactical
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level — a portfolio plan for all 10 MVA transformers and at Strategic level a Portfolio plan for

all Transformers. The diagram below picturises this relationship.

-

Strategic level - Transformer
Asset Portfolio

N X

s
Tactical level - Asset Portfolio
for all 10 MVA transformers

A

i

Operational Plan - Transformer
plan for a specific 10 MVA
transformer

\

By using this approach for other assets, one can develop equipment plans for the entire

-

asset base and eventually an asset management plan for a portfolio of assets and
collectively the strategic asset management plan for the portfolio of all assets under its
care. The starting point to this journey begins with the assets that are classified as critical

and eventually over time all other assets can be incorporated.

. Asset Management Plans Maturity

It must be remembered that like asset management, the development of an asset
management plan is a journey and not the end. The maturity of the AMP goes through
various phases as depicted below. The initial AMP developed is generally at a basic level
and as time, data, information becomes available, more accurate and relevant, the AMPs

will evolve into intermediate and advanced levels.
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5. Asset Management Plan Template

10.

11.

12.

13.

14.

Introduction

Purpose

Scope and Applicability

Alignment with Strategic Goals and Objectives.

Asset Management Policy

Reference to the Strategic Asset Management Plan
Asset Management Objectives

Asset Management Enablers

Asset Life cycle Plans

9.1. Summary of asset portfolio

9.2. Details of asset fleet

9.3. Asset Health Analysis at different life cycle stages
9.4. Asset Maintenance interventions

9.5. Asset Replacement and Renewal programmes (eg end of life, renewal, etc)
9.6. OPEX expenditure analysis

9.7. CAPEX expenditure analysis

9.8. TOTEX requirements

9.9. Continuous Improvement and upkeep of the AMP
Regulatory Framework

Acronyms

Definitions

References

List of Annexures
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6. Asset Management Plan Template with Brief Descriptions

1. Introduction
A brief description of the SAMP, this AMP and the asset class in the context of the
organisation

2. Purpose
The purpose of the AMP is to

3. Scope and Applicability
The reference to whom and the specific assets that the AMP is developed for.

4.  Alignment with Strategic Goals and Objectives.
A description of the policies, corporate directives, objectives applicable

5. Asset Management Policy
The organisation’s asset management policy

6. Reference to the Strategic Asset Management Plan
A reference to the SAMP where the asset portfolio is mentioned.

7.  Asset Management Objectives
A description of the objectives applicable to the AMP

8.  Asset Management Enablers
A description of the enablers relevant to the AMP. These actions must be monitored,
it sets the tone and direction of each department executing their asset management
objectives timeously.

9. Asset Life Cycle Plans
Detailed AM Plans are to be developed for different portfolio of asset classes and
housed in this AMP. These AM Plans should typically cover details of a fleet of assets
and any specific asset (depending on criticality). All assets, especially those
classified as critical must have specific plans that describe the short-, medium- and
long-term actions. A detailed description of each of the following must be included in

the AMP
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10.

11.

12.

13.

14.

9.1. Summary of asset portfolio

9.2. Details of asset fleet

9.3. Asset Health Analysis at different life cycle stages

9.4. Asset Maintenance interventions

9.5. Asset Replacement and Renewal programmes

9.6. OPEX expenditure analysis

9.7. CAPEX expenditure analysis

9.8. TOTEX requirements

9.9. Continuous Improvement and upkeep of the AMP

Regulatory Framework

Record a list of all the regulatory standards and framework that the AMP must comply
with

Acronyms

Record all the acronyms and abbreviations used in the AMP
Definitions

Provide a description of less commonly used terms, used in the AMP
References

Provide a list of references used in the development of the AMP

List of Annexures

Provide a list of annexures applicable to the AMP
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6. ACRONYMS & REFERENCES

1. Acronyms

AM Asset Management

AMP Asset Management Plan

Bl Business Impact

CAPEX Capital Expenditure

EBITDA Earnings Before Interest, Taxes, Depreciation and Amortisation
HR Human Resources

KPA Key performance area

SAIDI System Average Interruption Duration Index
SAMP Strategic Asset Management Plan

TBI Total Business Impact

TOTEX Total expenditure over the life of the asset
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Asset Management Council
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